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FOREWORD

The British Army’s contribution to the campaign in southern Afghanistan was the longest overseas operation that those
of us currently serving have been involved in. Op HERRICK was a searing and formative experience during which a myriad
of important lessons were identified, learned and acted upon. The complex human and arduous geographic terrain ot
Helmand was a truly demanding environment in which to operate. In line with its best traditions, the Army collectively
rose to meet this challenge. This study is an important document that encapsulates the Army’s experience in Afghanistan
between 2001-2014,

We are now rightly turning our attention to new operational challenges. However, it is critical that we do not lose sight

of Op HERRICK for two reasons. First, much of what we learned in Helmand has assisted in the conceptual development
of how we will operate now and in the immediate future. Second, history strongly suggests that this will not be the last
counter-insurgency that the British Army conducts and, although the location and context will be different next time, it

is our duty to ensure that our successors have the opportunity to rapidly refer to the base of knowledge acquired on Op
HERRICK. This comprehensive study hits the mark commendably in both cases.

Virtually no area of Army activity was untouched by Op HERRICK, especially after a campaign footing was adopted

with the initiation of Op ENTIRETY in 2009. It was at this point that Op HERRICK became an institutional main effort.
Operations in Afghanistan had a profound impact on the Army’s equipment, training and doctrine, and inculcated
valuable and hard earned operational experience across a generation of leaders. The dramatic improvements in capability
- for example, in ISTAR, C-IED and medica! support - that occurred are captured well within this study. So too, is the
contribution of the other Services; our US, Danish and Estonian allies; and the requirement for an integrated approach
with other government departments. Perhaps most importantly, the study recognises the role of our partners within the
Afghan National Security Forces and explains how the British Army learned to build their capacity and operate with them
effectively

The study does not shy away from highlighting areas that did not work as well, especially in the early years. As a
professional Army, we must be willing to acknowledge and learn from deficiencies as well as laud our achievements
Critically we must always ensure that we get the command and control right at the start of an operation, and do ail that
we can to understand the environment in which we are operating. In future campaigns we cannot afford the luxury of
taking time to get into our stride

The lasting legacy of Op HERRICK in Afghanistan may not be known for years to come, but we can be extremely proud
of the Army's role within the ISAF Coalition and the greatly improved security situation in Helmand that it contributed

to. We must also never forget the sacrifice of the 453 servicemen and women who gave their lives during the campaign
together with their families, and the many more who sustained injury. This study will be essential reading for all who seek
{o understand how the Army achieved what it did, and who wish to learn from it to ensure its continued operational
effectiveness. Every unit library should have a copy in order that officers and NCOs can refer to it as they design training
plans and prepare for future operations. Not all of what took place on Op HERRICK will be relevant in the future, but |
think a surprising amount of what we did will be.

e

J R Everard CBE
Lieutenant General
Commander Land Forces
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PREFACE

INTRODUCTION

1.

Commander Force Development and Training tasked Director Land Warfare (DLW) to conduct the HERRICK Campaign
Study (HCS) in July 2013 and the HCS team formed up in September 2013 from the Lessons eXploitation Centre
(LXC). The study was initiated before the end of the Campaign in order to capture lessons and good practice up to
and including Operation HERRICK 18, while individual and corporate memories were fresh and before capability and
good practice ‘high watermarks’ became history. In doing so the HCS team recognised that capture of the final stage
of transition to ANSF and redeployment and synchronisation with like coalition studies would need to follow in early
2015.! The study includes lessons from Operation ENTIRETY.

2. This study analyses the land environment tactical lessons from the Afghanistan campaign (Operation HERRICK) over
the period April 2004 - October 2013 (Operation HERRICK 1-18). The study is pitched at Land tactical level lessons yet
has identified a number of higher level issues which the Army may wish to take a position on. The Military Strategic or
Operational levels fundamentally shaped the context in which those tactical actions were conducted.

3. The HCS aim is to:

(1) Draw together, prioritise and bring order to the mass of tactical lessons from Operation HERRICK.
(2) Capture and analyse enduring or transferable lessons and good practice to inform force development.

METHODOLOGY

4. The HCS team formed up in September 20132 and spent 2-3 months gathering and reading material from Post

Operation Interviews, Post Operation Reports, Mission Exploitation Symposia, academic publications and conducting
interviews.? Material was then sifted and run through a series of 30+ capability led MJPs, most of which were signed
off by 1* chairs 4 This has resulted in a top ‘batting order’ of lessons by functional/capability area, which will be taken
forward through the extant tactical lessons process. The support from the wider Army has been excellent. There has
also been input from the Royal Marines and the RAF. The methodology is visualised in the flow chart below;

a. Rationale. The involvement of the DLOD leads and the capability directors ensures that the study has had input
into and ownership of the lessons identified. It also ensured a degree of wider subject matter expertise and
opinion was captured and assessed.

b. Assurance. All lessons identified (over 700) within the study have been captured and entered into the Defense
Lessons Information Management System (DLIMS). This will allow the HCS lessons to be managed, audited and
assured under the extant Land lessons process.

STRUCTURE

S. The analysis comprises of two distinct parts:

Lesson learned and

action taken to address
NS IO U it with a link to where
Agreed synopsis of IDENTIFY and how It has been
events, timelines THE addressed
GATHER DATA — what oceurred ENDURING
R BEST LESSONS Lesson ldentified and in
) ___N| PRACTICE N the process of being
FPORs [ { t ;— ]) raddressed with a
PO S | Systems timeline, action and the
E Overview lead to resolution
DLIMS GATHER INSIGHTS Deduce the o
A articulate
Insights identifisd and Ie:;‘)c‘#sr';‘rzm
d
agree the agreed
Formal Collection to insights L—» Lesson remains to be
HERRICK Information addressed
Repository
STEP 1 STEP 2 STEP 3 STEP 4

The LXC will coriduct a review of lessons from, HERRICKs 19-20 and HQ RC(SW) ROTO 5 1n early 2015, The intent is lor the redeployment to be subject 1o a specific exploilation event (sponsored by ACDS Log
QOps) and 2 subsequent report will be produced

The core of the HCS team was formed from the LXC (with AD as the leam leader) with secondments fiom across DLW

Cves 80 anierviewes, begond the Post Operational interview process, were conducted as part of the study 1anging from corrent and foimer C0S's te officers who held key OF3 apponiments across the campaign
time span

DG LSBE, IMC, B Cbt, D Cbt Sp, D Info, D €SS, DLW, D Trg (A), Brig Op Law, D Med, D Pers Ops, DM(A) Cap, @pwith input from MW( and AWC
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PART ONE - THE CAMPAIGN

a.
b.
C.

Executive Summary.
Narrative. An historical narrative to provide an agreed chronological history of the campaign (ie. what happened).
Operation Entirety. Delivering the Campaign.

PART TWO - CAPABILITY LESSONS

d.

Chapter 1 (Command) looks at UK Command and Contral, Coalition Operations and the importance of Science
and Technology support to the deployed commander within a campaign and coalition environment.

Chapter 2 (Combat) identifies lessons learned from Combat and includes areas such as Combat Identification,
Integrating Special Forces and Mentoring and advising indigenous security forces.

Chapter 3 (Combat Support) examines the supporting functions of the campaign from C4ISTAR, Air Land
Integration through to Military Engineering.

Chapter 4 (Combat Service Support) examines the tactical impact of sustainment and the broad logistical areas
of the campaign.

Chapter-5 (Themes) examines areas that do not neatly fit into the first four chapters but were critical for the
delivery of tactical effect throughout the campaign. These include Training, Equipment, Information Activity and
Outreach, Personnel, Operational Law and Detention.

Chapter 6 (Good Practice) A summary of key areas of good practice pitched at the BG/1* comd. This section
details where good practice is, or should be, codified. This chapter is designed to act as a start point to signpost
the reader to further information held electronically.

6. Audience. The intent is to publish the study electronically, hosted on the AKX. The study has wide utility and is aimed
primarily at the brigade and below

7. Vignettes. Tactical vignettes are included throughout the different chapters, both to highlight aspects of operations
in Afghanistan as well as testament to the courage, fortitude and professionalism of those deployed in harms way

8. Writing Team. This report was produced by a small team drawn from across DIW and led hy .
The team included: . 2
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PRT Mazar-e-Sharif handed over to Sweden

CHHEHAESENSIHVE

OPERATION HERRICK TIMELINE

Pre 2004

OP ENDURING FREEDOM begins
Taliban flee Kabul. British Embassy reopens.

Battle of Tora Bora Caves.

Taliban lose stronghold in Kandahar
UNSCR 1386 Establishes ISAF for 6 months to aid Afghan Interim Authority.

OP JACANA begins RM deployed.

UNSCR 1386 extends ISAF until Dec 02.

Loya Jirga elects Hamid Karzai as Afghan president for a two year term.

UNSCR 1444 extends mandate until Dec 03.

UK Govt supports US OP IRAQI FREEDOM. Div and Bde elements deploy to Kuwait
US and UK forces enter Iraq. OP ;I’ELIC begins.

UNSCR 1471 authorises UNAMA until Mar 04. Reviewed annually in Mar,

N-ATO takes over commahd ISAF
UNSCR 1510 gives ISAF freedom of action over entire of Atfghanistan and extension of mandate.
2004

OP HERRICK 1: 1GH (ARIB) deploy to Mazar-e-Sharif and Kabul

US led PRT opens in Helmand |

OP HERRICK 1: 1WFR_(A}<|B) deploy to Mazar-e-Sharif and Ka;)ul |
6 x GR7 Harriers at FOC

Hamid Karzai elected as President of Afghanistan with 55% of vote

2005

OP HERRICK 2: 2RGR (ARIB) deploy to Mazar-e-Sharif and Kab[:l
First Afghan parliamentary e_I;ctions in 30 years.

OP HERRICK 3: 1RGBW (ARIB) deploy to M;azar-e-S.h.arif an-d- K;ul
PJHQ Prelim Ops arrive in Aféhanistan

Mohammed Daoud becomes governor of Helmand Province.
2006

NATO summit in London agrees Afghan Compact

OP HERRICK 4: 16 AA Bde (3150 - 4500 pax) deploy as Task Force Helmand (TFH).
US Forces conduct OP MOUNTAIN THRUST.

Theatre Reserve Battalion (TRB) deploys to Afghanistan
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15

26

01

08

CRRICIALSENSITAG

HQ ARRC assumed command of HQ ISAF IX. Lt General Richards, COM ARRC took on the role
of COM ISAF IX.

UK assumes lead of Helmand PRT from United States.

Danish Battlegroup (Team 1) deploys

Deployment of Est-onian Company

Danish Team 1 Operational

Nimrod crash 14 personnel KIA

OP HERRICK 5: 3 Cdo Bde (5200 pax). TFH Bde HQ moves to Lashkar Gar (LKG)
TRB deploys to Theatre | |

Assadullah Wafa becomes governor of Helmand Province

RC(S) changed f.rom al*toa2*HQ

OP HERRICK TAM first issued

MASTIFF 1 arrives in theatre
2007
OP HERRICK 6: 12 Mech Bde (6500 pax)

OP SATYR BAAS; RC(S) Operatinn 1o serure Afghan Develapment Zone (ADZ) begins. Fnds in
Oct 07.

OP SILICON. TFH operation to expand from Gereshk into the Lower Gereshk Valley
Maj Gen Page assumes command of UK led RC(S)

Establishment of Police Mentoring Groups from TFH Orbat.

Mr Gordon Brown takes over as Prime Minister

OP HERRICK 7: 52 Inf Bde (7750 pax)

Jordanian Armed Forces arrive in theatre

OP MAR KARADAD to retake Musah Qalah begins. Ends Jan 08.

Lt Gen Riley assumes post of Deputy Commander |SAF

2008

Mohammed Gulab Mangal becomes governor of Helmand province

NATO Summit Bucharest launches ISAF strate.g-ic vision for Afgﬁanistan

OP HERRICK 8: 16 A A Bde (8530 pax) -

OP AZADA WOSA - 24 MEU Forward Passage of Lines into Southern Helmand

OP EAGLES EYE disrupts In;L;rgent; in the Upper Gere;hk Valley (UGV).“Ends late Jun 08.

Burley and LAND EQD reviews as IED threat increases

SRMCIOLCERMETDIE



Aug

Oct

Nov

Jan
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May

Jun

Oct

Dec

Jan
Feb

Mar

Apr

May

Jun

Jul
Sep

Oct

01

08

09

19

OP OQAB TSUKA delivers turbine 2 to Kajaki Dam
OP HERRICK 9: 3 Cdo Bde (8300 pax)

OP SAND CHARA to improve security in Babaji and Nad Ali. Ends Apr 09

Lt General Dutton assumes post of DCOM ISAF
2009

OP SPEEN SARAMUS to support US expansion and FOB construction. Ends May 09
Barack Obama maugurated as President of the United States.

OP HERRICK 10: 19 Lt Bde (8300 pax)

OP ENTIRETY FRAGQ issued.

US Marine Corps Surge into Helmand. 24 Marine Expeditionary Unit (MEU) (10672 Pax)

OP PANCHAI PALANG to extend Secure Hold, Build in uncleared areas. Ends late Jul 09
JOINT FORCE SUPPORT Afghanlstan (JFSP(A)) 8 8 Force Engr Bde deploy as first JFSP(A)
Mastiff 2 arrives in theatre,

Handover of GARMSIR AO from TFH to 24 MEU

OP HERRICK 11: 11 Lt Bde (9000 pax)
C-IED Task Force reaches FOC over HERRICK 11.

Hamid Karzai wins second term as President of GIRoA

Prime Minister Gordon Brown announces troop uplift to 9500

JFSP(A) 9: 102 Log Bde.

President Obama announces 30,000 extra US traops to deploy to Afghanistan. Total US forces
now reaches 100,000,
2010

Production and dissemination of AFM 1:10 Counter insurgency

oP MOSHTARAK.begins involving -15‘(_300 ISAF ar{d Af_gh_an Nétional Secufity Force .(A.N.SF) .

troops

Handover of control of MUSA QALEH AO from TFH to 1 Marine Exped|t|onary Force (MEF)

OP HERRICK 12 4 Mech Bde (9500 pax)
Talisman EOD capability fielded to Joint Force Engineers over H12

HQ RC(SW) created by 1 MEF. TFH becomes OPCOM RC{SW)

Mr David Cameron appointed Prime Minister

JFSP(A) 10: 102 Log Bde

Handover of control of the KAJAKI AO from TFH to 1 MEF

Kabul International Conference. President Karzai declares that ANSF must lead security
operations across Afghanistan by Dec 14.

Handover control of the SANGIN AQ from TFH to 1 MEF

OP HERRICK 13: 16 AA Bde (9500 pax)
NIMROD withdrawn from theatre over HERRICK 13
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01

1
08

01

08

02

01
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14
01

01
01
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06

31

NATO Summit in Lisbon agrees timetable for handover of security to the ANSF by Dec 14.

JFSP(A) 11: 104 Logistic Support Brigade

2011

OP HERRICK 14: 3 Cdo Bde (10787 pax)
RWMIK and Snatch Vixen + withdrawn over HERRICK 14,

The UK’s Protected Mobility (PM) capability deemed at Full Operating Capability (FOC) with the
introduction into theatre of Mastiff 3, Enhanced Wolfhound and Ridgeback.

UK Perineal protection (Tier 1-3) at FOC

oP QALAI SHARQAY: 3/215 planned TFH supported Transfer Lead Security Responsibility (TLSR)
in LGK.

The Helmand Plan {2011- 2014) publlshed by Provincial Governor Head PRT and Commander
RC(SW).

Osama Bin Laden is kilied in Pakistan by a US SOF.

JFSP(A): RN Individual Augmentee Headquarters.

President Obama announces the withdrawal of 10,000 US troops from Afghanistan
Canadian troops end combat operations in Kandahar

Lead security resp-onsiblility for LKG handed to GIRoA control

OP HERRICK 15: 20 Armd Bde

JFSP(A) 13: 101 Log Bde

2012

OP HERRICK 16: 12 Mech Bde.

US / Aghan Strategic Partnership Agreement signed

JFSP(A) 14: 102 Log Bde

Transition .to -Lead Security Responsibility (TLSR) programme for Nahr E Saraj (NES) endorsed by
Provincial Governor

Danish battlegroup reorganises to a Training and Advisor Battalion.
The Netherlands ends its contributions to NATO operations in Afghanistan.
Wiki leaks releases 92,000 US documents to the Internet

Insurgent attack on Camp Bastion

oP HERRICK 17 4 Mech Bde
MASTIFF 1 and JACKAL 1 withdrawn over HERRICK 17

Acceleration of Base Realignment, Closure and Transfer (BRAC/T) plan.

The French withdraw all troops from Afghanistan.

JFSP(A) 15: 104 Logistic Support Brigade.
Ground Lines of Communication with Pakistan closed
Br|gade Advnsory Group Ilf'ts of mentoring at Tolay level.

Brigade Reconnalssance Reglment reroled as force protectnon of Camp Bastion.

Police Mentoring Advisory Group lifts off mentoring at precinct level.

Multiple Launch Rocket System withdrawn from theatre
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Handling Instruction: Limited Distribution

2013
RN, ncwsletter issued.
RC(SW) Issues Security Force Assistance FRAGO
TLSR of Rth.e 611
NES(S+N) and BURMA Areas of Operation (AOs) merge
RC(SW) issues OPORD STEEL EAGLE

Prison riots in LKG require national response from Kabul

OP HERRICK 18: 1 Mech Bde
EOD&S Task Force disbanded during HERRICK 18,

MERLIN SH redeployed from theatre

JFSP(A) 16: RAF Individual Augmentee Headquarters.

Transfer of Lead Security Responsibility complete
ISAF Insider Threat Handbook issued. (Replaced UK OP CARDEL letter)
BAG mentoring teams lift off from Kandak level.
TFH HQ moves from LKG to Camp Bastion
FOB SHAWQAT closes and Transition Support Unit NAD ALl redeploys.
FOB OULETTE transferred to ANCOP
PMAG lifts of district level mentoring / advising.
OP HERRICK 19: 7 Armd Bde.
2014

HQ RC(SW) reduces froma 2* to a 1* HQ
Helmand PRT Closes
TFH Redeploy. 4 SCOTS Manoeuvre Battlegroup subordinated to RC(SW)

Voting for Afghan Elections

Electoral Commission names Ashraf Ghani winner of Afghan presidential elections.
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PART 1 - THE CAMPAIGN
EXECUTIVE SUMMARY

‘Some drink deeply from the river of knowledge Others only gargle’

INTRODUCTION

1. Following the attacks of '9/11' and the collapse of the Taliban led regime in Afghanistan, British conventional forces,
as part of a coalition, entered Afghanistan in 2001 under Operation VERITAS. The initial intervention centred on a
stability operation in and around the capital, Kabul (Operation FINGAL)? and a counter-terrorism task force (Operation
JACANA).? 4 Operation HERRICK was the operational codename under which all British operations in Afghanistan have
been conducted since 2002. In April 2004 the orientation of British ground based operations switched to delivery of
the Provincial Reconstruction Team (PRT) based around Mazar-e-Sharif in the north of the country, and was generated
though four six-month roulements by the Afghanistan Roulement Infantry Battalion (ARIB). Since 19 March 2003
British forces had been committed at medium scale on operations in Iraq (Operation TELIC) and any subsequent
analysis of operations in Afghanistan must be conducted with the scale and nature of commitment in lrag until the UK
withdrawal in 2009 very much to the forefront.

2. The decision to switch British attention to Helmand in 2006 turned the “UK's commitment to Afghanistan from a
‘military operation’ into a 'war'".* The challenge of understanding what kind of war the British military was now in
became the priority, set against a backdrop of depictions of small groups of soldiers from the 3 PARA Battlegroup
fighting off an increasingly determined and capable adversary; a dysfunctional command structure; a campaign
plan kicked way off course; and casualties at a level which increasingly disturbed both political and public opinion.
Arguably it took until 2009-10 before the situation fully stabilised, coinciding with the implementation of Operation
ENTIRETY in the home base,® the surge of 30,000 USMC personnel into Helmand, British forces reached a high
watermark of 10,000 and the re-subordination of Task Force Helmand to a 2* Regional Command (South West)
headquarters. How this initial situation came about is increasingly controversial and will be a leitmotif of many
debates on the British military presence in Afghanistan beyond its final withdrawal.”

3. As this study goes to print British forces have redeployed from Helmand alongside coalition partners and all combat
roles ceased at the end of 2014.% Afghan National Security Forces (ANSF) have assumed complete responsibility
for security in Helmand and a much smaller training-based mission remains in Afghanistan, centred back on Kabul
{(Operation TORAL).? The longer term effectiveness of the ANSF in Helmand (primarily through 3/215 Corps ANA and
the range of police capability) will prove the principal measure by which the legacy of the UK military presence on
Operation HERRICK will most likely be judged. Under testing transitional conditions and an exacting redeployment
timetable there should be measured acknowledgement of the huge and honourable achievements at the land tactical
level of the formations, units, commanders, officers, sailors, marines, soldiers and airmen/women who alt played their
part in giving Afghanistan more than a fighting a chance of shedding the burden of its recent wretched history and
achieving stability and development.

4. Afghanistan has dominated Land environmental resources for nearly a decade. It suffused concepts, doctrine, training
and capabilities and obliged an economy of force everywhere else. From humble beginnings, mission specific training
grew to a lengthy, highly engineered and highly centralised delivery pipeline. Significant investment, much of it
funded by NACMO™ and delivered through UORs, saw a massive uplift in capabilities from force protection platforms,
through ISR to personal equipment. In-theatre architecture (buildings and CIS) became well found and resourced
Collectively, these developments allowed a range of complex capabilities (such as precision/strike) to be grouped or
accessible at a lower tactical level than had previously been the case.

5. The operation saw also step change improvements in joint and coalition working: with partners across government (in

such constructs as the PRT); with the ioint community through air/land integration and g @il iRgnp .
- - and with NATO, ranging from the improved subordination

of UK forces to in-theatre C2 to combined operations alongside the USMC in Helmand. The British military approach

adapted radically, from its approach to counter-insurgency (COIN), through its conduct of operations, to the

Attributed to Woody Allen

2 The NATO (initially British led) international Security Assistance force (ISAF)

3 AT1700 strong 3 Cdo Bde based foice as parl of the US-led Operation Enduring Freedom (OEF), which ended in mid 2002

4 Historically this was the fourth occasion British forces had intervened in Afghanistan. The thiee other occasions were the First Anglo- Afghan War {also known as ‘Auckland’s Folly' 1839-42; the Second Anglo
Alghan Wa! 1878-80, and the Third Anglo-Afghan war of 1919

5 Michael Clarke (Ed); The Afghan Papers Committing Britain to War in Helmand, 2005-06, RUSI Whitehall Paper 77/ 201

(1 Putling the Army on a campaign footing

7 See 'Ou failure in Alghanistan Must be Exposed” by Richard Williams; Times On-line 28 October 2014 Lttp. vvyew thelimes s¢ b Alaiopinipn, columnsts/articied 249666, ece 2share Tpken =203 19494 1H 2110932
fatacad1ane15 , and BBC Afghanistan: The Lion's Last Roar Di.yraw DLW Gk seawh’g=otghianistan b 3A% AThe S 0Li0n £5.¢ 0Las1bed o

8  ‘Flag change at Carnp Bastion/Leatherneck 1ook place on 26 Oct 14

9 Part of the NATO (ISAF) Operation RESOLUTE SUPPORT

10 NACMO - Net Additional Cost of Military Operations
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prioritisation and delivery of capacity building — where OMLTs, partnering and advisory groups (BAG and PMAG) and
Security Force Assistance cumulatively set the conditions for transition in 2014."

The transformational nature of Operation HERRICK on Land forces has been striking, accelerating capability delivery
through UORs, up-skilling the force, and conditioning it to deliver integrated tactical operations in a complex context
amongst the people of Afghanistan. CGS has observed that:

never in history have we rolled out a force so specifically taut for a purpose. We came out of it with
a modernised force’ ™

By 2014, UK land forces had successfully transitioned security to Afghanistan forces, which themselves had been
transformed by UK capacity building (the development of 3/215 Corps, ANA, over the course of the campaign has
been impressive).'> UK operations improved security within the Government Development Zone, enabled governance
and civic infrastructure and wider improvements in health and education. They have been delivered despite a capable
opponent, significant - at times, severe - resource constraints, an inhospitable climate and conditions of great
adversity.™

It has come at some cost: a total of 453 British troops have been killed during the campaign and 615 have been
seriously, or very seriously wounded and a total of 2187 were classified as ‘'wounded in action’." As at 2014 the
UK had spent £37 billion on the campaign and this is predicted to rise to £40 billion by 2020.¢ The fighting spirit
of this generation of British forces was tested and proven. We have an Army which is resilient, combat hardened
and self confident and in which many individuals have demonstrated both superb professionalism and conspicuous
bravery (see Figure 1 below). Its collective and individual moral compass has held firm. It is comfortable with
mission command, accomplished at COIN/stabilisation, a wide range of mounted and dismounted close combat
skills (including combat medicine), aspects of air manoeuvre and adaptable. The challenge will be to sustain those
and other strengths in an organisation, which has not always demonstrated an effective corporate memory or
organisational learning after a long campaign.

£
el [ =]
4 40 211 30
George Consplcuous Military Distinguished
Cross Gallantry Cross Cross Flying Cross
1GC) {CGC) (MC}) {OFC)
521 G 84 Queen's 70unn‘s i
Mentioned In C datlonfor € dation for
Despatches (MID) Bravery (QCB) Bravery in the Air (QCBA)
GALLANTRY
MEDALS ; i ;)
1
7 13 38 42
. Air Force George Queens Distinguished
valour s the facaof the T Cross . Maedal Gallantry Madal  Service Order
(AFC) {GM) (aGMm} (050}

Figure 1: Gallantry Awards for Operation HERRICK as at 31 October 2014.

More critical observers wouid point to serious shortcomings that undermined what was always going to be a wicked
problem. Such shortcomings could include systemic weaknesses in understanding the scale, nature and complexity of
Afghanistan; the scale of our ambitions unmatched by the ways and meangy a parochial focus on a British solution in
Helmand; lengthy periods when UK land operations seemed dangerously adrift of higher direction and out of balance
in ways and means; short term tactical actions that generated longer term challenges; an institutional reluctance to
comprehensively and quickly adjust to operational demands; and a failure to comprehend the sheer corruption and
inefficiency of some Afghan leaders — the latter running the risk of linking British forces with predatory activity and
thereby undermining the narrative they were fighting so hard to encourage.

The campaign also had a significant impact on the wider context in which land tactics are conducted. While
admiration for the ‘can do’ mentality and courage of the military remained strong, the initial paucity of effective

"
12
13
14
15
16

OMLT - Operational Mentoring and Liaison Team; BAG - Brigade Advisory Group; PMAG - Palice Mentoring and Advisory Group
HCS Interview with CGS 2013,
31215 Corps ANA was the principal ANA partner for TFH

For a synopsis of achievements in Afghanistan see The Army's Experience in Afghanistan
veer Qe postnmentuploads Systemeuploads atiactnen1-data/ile/ 355456/20140918 op hernck cpsualty 12bles uplo 31 Aug_14.pdf accessed 31 Oct 14

This figure includes development funding as well as military spending - vwyv.1eleqraph co ukinews/worldnewsiasia/afghanisian/ 1114461 2/Alghanistan accessed 07 Oct 14
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policy guidance frustrated the linking of tactical military objectives to political goals and led to a counter-insurgency
approach being confused with a strategy. The conflict declined in popular support paradoxically as the campaign
started to deliver tangible progress in ANSF capability. Yet Operation HERRICK saw public opinion begin to
sentimentalise the role and loss of Service personnel while growing increasingly ambivalent of the cause for which
they fought. These observations have important implications for the future utility of land power and are worthy of
deeper reflection.

LEARNING LESSONS

10. On its conclusion an operation of the length and complexity of Operation HERRICK presents two challenges: first,

how to identify and retain the enduring operational experience - from training, through capabilities to TTPs — realised
after such effort and to understand how they can be integrated into future operations: and second, how to re-set a
force that has become highly tuned and conditioned for a single and increasingly well understood campaign for other
less certain, more austere, operational demands. Additionally, the Army must avoid the historical habit of having to
re-learn old lessons when it next crosses the metaphorical Line of Departure. Catignani has observed that the British
Army’s tendency to promote informal learning systems (mainly focused on the short term, circumscribed and ad-hoc
problem solving) makes it prone to ‘organisational forgetting'.'” To paraphrase the US Army‘s Commander TRADOC,
General Perkins, it is not only important what to learn (and think) but also how to learn (and think). At some risk

of sounding parochial the Army has come a long way since 2006 in this respect and is probably in the best position

it has ever been at the end of a campaign to exploit its recent experience and put its learning culture on a more
formal footing. Two factors are critical: firstly the Army must dispel any residual belief that it is inherently proficient
at this form of soldiering (by virtue of its historical experience). COIN is not in its genes any more than other types

of operation. It needs constant attention in the form of understanding, doctrine and investment in training and
equipment. Secondly, the Army must do more to encourage the heterodox viewpoint, both internally and drawing on
external sources. Undoubtedly, this will meet institutional barriers but these will need to challenged if physical and
conceptual agility is truly to be achieved.

WHAT SHOULD ENDURE?

11. Operation HERRICK has seen the development of an impressive range of capabilities, which have been honed

throughout the campaign. Not all will be needed at each stage of each future operation. Understanding which

have relevance when, how they can be best optimised for different CONOPs and how to sustain or re-initiate the
systems that generated them will be key. The challenge will be to determine how land forces integrate and use these
capabilities in circumstances more dynamic and more austere than Operation HERRICK, against a potentially more
capable combined arms adversary. Some capabilities may be required in a modified form during defence engagement;
others during an initial intervention; and some in later phases where the path to full operating capability must be
understood. Land commanders must re-acquaint themselves to operating in circumstances where the sophisticated
command support and ISR systems delivered for Operation HERRICK are not immediately available.

12. Studies supporting this report indicate that land forces must retain:

a. Flexibility. The ability to transition across the spectrum of conflict from major combat operations (MCO) to COIN
and for this to be realised by foundation training and manoeuvre at scale.

b. A Systems Approach. Many capabilities, such as C-IED, were the product of a systems approach: intelligence,
science and technology, operational analysis, capability development, acquisition, supply and support, training,
lessons and materiel and personnel exploitation, Elements of this system, such as Dstl and DE&S, lie beyond
land forces. Land forces must retain linkages that allow capabilities to be developed at pace relevant to the next
operation. Training and education must condition the force to understand and exploit capabilities that may not be
routinely available in barracks but will be central to future operational success.

c. Integrated Approach. Operation HERRICK saw the maturing of an integrated (CJIIM) approach. Each element of
the integrated approach risks decay at varying ‘half lives'. Institutionalising these connections in peacetime, but
forged and fine-tuned on operations, is critical to delivering an appropriately enabled and connected land force
on future operations. Considefation must be given to the training (or mitigation of risk) necessary for force wide
CJIM familiarity, given resource challenges for both the Army and its partners.

2
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e. Precision - A Holistic Approach. A major transformational change through Operation HERRICK was the range of
procedures and capabilities that collectively provided the means to understand the effect required and to deliver it
with precision. This was most apparent in ISR and precision strike but it is relevant to other areas such as data and
knowledge management through to logistic asset tracking.

f. Soldier First. Operation HERRICK experience served to stress the importance of a ‘soldier first’ approach.
Dismounted close combat skills for all, which included weapon handling, an emphasis on fitness, a higher Jevel
of combat medicine skills and a basic level of urban combat competence acted to multiply the effectiveness and
flexibility of the land force. Exploiting every soldier as a sensor and influencer requires continued and improved
investment in professional military education, instructional techniques and information technology literacy.

g. Working With Indigenous Forces - Security Force Assistance (SFA). SFA was the [SAF term to explain the
framework within which ISAF progressively handed over responsibility (transition) to the ANSF as lead security
provider. The UK adopted a partner, mentor, advisor model which culminated in the unit based Brigade Advisory
Group (BAG) and Police Mentoring and Advisory Group (PMAG), which was widely appreciated as best practice in
ISAF. Institutionalising generic capacity building capability within units based on the principles which underpinned
the BAG/PMAG models, and incorporating it into foundation training would build-in inherent agility to the Army
on future intervention operations.

h. Institutionalising Air/Land Integration (ALI). In 2003 Project CONINGHAM-KEYES was instigated to address
the ALl shortfalls exposed on the intervention into irag (Operation TELIC). It recognised tactical level execution
weaknesses most notably in deployed C2 and airspace management for tactical air, incoherent joint doctrine and
equipment programmes and ill defined ALl professional career paths. From the outset of Operation HERRICK air
power was a major feature of the campaign, particularly in support of land forces, and after over ten years the
military has emerged highly proficient at ALl (and arguably not at a level achieved since the final years of the
campaign in World War Two). However, history relates the mistake in allowing the mutual understanding between
air and land components to fade away in the absence of an operational imperative.'®

WHAT DOES NOT ENDURE?

13.

14.

Land forces must be careful in acknowledging what Operation HERRICK was not — where context and TTPs have no or
limited utility. Though a demanding COIN cperation; Operation HERRICK pieseiiled no aii tieal, liinited logistic iisk,
no threat to air lines of communication, no air deep battle, and an opponent, regardless of his agility and adaptability,
offered no combat arms threat enabled by sophisticated capabilities. From a dynamic early stage, where land forces
struggled to blend MCO drills with stabilisation, land force TTPs became bespoke to the specifics of the geography,
the threat, and the discretionary nature of many of the operations, TTPs exploited dominance in ISR and fires were
enabled by a network of well found infrastructure.

Indicatively, the study has highlighted the following areas with possible less enduring relevance:

a. An expectation of living and operating from a Main Operating Base/Forward Operating Base (MOB/FOB). The
Camp Bastion/Leatherneck/Shorabak complex grew to 28,000 personnel (military, civilian and contractor) at its
peak. Although the reasons for a fixed base laydown within a people-centric based campaign are understood it
can engender predictability and constrain the manoeuvrist approach. A much smaller and agile support footprint
and more austere facilities shouid be the model for future expeditionary deployments. There are good lessons to
draw from French operations in Maliin 2013 (Operation SERVAL).

b. An expectation of operating in an environment where the adversary does not have air defence or lacks effective
indirect fire capability.

¢. An expectation of operating in circumstances where the adversary cannot manoeuvre with capable land platforms
or use chemical weapons.

d. An expectation that unmanned aerial systems can be operated without being interdicted.
An expectation that soft skinned helicopters will be available or can safely operate to deliver combat support,
combat service support and medical evacuation.

f. An expectation that the air bridge line of communication will not be interdicted

g. An expectation that a largely civilian delivered strategic land line of communication will operate without
considerably greater levels of interdiction than experienced on Operation HERRICK.

h. An expectation that the home base will not be subject to malign interference.

Even a cursory level of analysis of more recent fighting in eastern Ukraine, Syria and Iraq would indicate the need for
careful discretion in drawing lessons from Afghanistan as a whole. The initial stage of operations in Afghanistan (pre
Helmand) may be a surer guide to the next operation, where a combination of forward engagement and manoeuvre
forces, heavily enabled by reach back and joint assets, operated in close cooperation with local forces. Significant
caution must be exercised in drawing from the better resourced high water mark of the campaign, either in the
capabilities available, the TTPs thus enabled, or the mental attitudes such an established campaign bred
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LESSON THEMES

15. The aggregation and analysis of lessons across the extent of the campaign and observation from a wide range of

interviews has thrown up a number of themes. A number of these themes are being progressed through the likes of
the Army 2020 project studies and related work but, in those areas which are not, the study recommends the Army
takes a considered view. The main themes are:

a. Understanding. Land forces were slow in understanding and then adapting and resourcing to the Byzantine
complexities of the environment they were operating in - that is understanding what war they were in. This
situation was not helped by the lack of coherence in and integration of strategic planning, and a failure to apply
some of the basic tenets of the Army's counterinsurgency doctrine as it existed at the time." Yet given that
similar difficulties were experienced on Operation TELIC, this has to remain a concern. The term ‘understanding’
encompasses a variety of conceptual and physical measures, including language and cultural capabilities. Yet just
as important is, firstly, the need for the British Army to understand itself; secondly, to understand how others
(potential adversaries and non adversarial actors) perceive the British Army; and thirdly, to understand how other
actors interpret history. In future there is a need to mould the Army more quickly to the campaign, rather than try
and engineer the reverse.

b. An Agile Army (Op ENTIRETY). There was a widespread view that the requirement to implement Operation
ENTIRETY demonstrated the extent to which the Army fell short of a true learning and agile organisation,
although this must be tempered by the prioritisation of Operation HERRICK across Defence at the time. Many
of the signals for the need to change were present as early as 2006 but the Army did not have effective means
to identify or act upon them. It took until 2009 to formally initiate Operation ENTIRETY and from 2009-11 to
implement. The scale and scope of Operation ENTIRETY was impressive and the small ‘tiger team' approach to its
implementation worked well. During the campaign the Army got much better at capturing lessons and adaptation
but there is still a measure of correcting the error rather than getting ahead of it.?° There is wide recognition
that the establishment of FDT (FD&Cap) should go some way to avoiding the need for an ENTIRETY-scale change
programme in the future.?! Historically the British Army is characterised by an informal approach to learning. The
implementation of a formal experimentation programme (AGILE WARRIOR) and establishment of the capability
directorates; Directorate of Force Development; the Land Intelligence Fusion Centre (LIFC); The Defence Cultural
Specialist Unit (DCSU); the Lessons Exploitation Centre (LXC); Land Stabilisation and COIN Centre (LSCC); the
Army Knowledge Exchange (AKX); and parts of the A2020 structure?? provide some of the essential building
blocks for improved formal institutional learning and adaptation. However, overcoming institutional inertia and
maintaining the cultural appetite to learn remains an Army-wide enduring challenge and must be command led.

¢. Command and Control. Initial command and control (C2) in Helmand was messy.?? This was not properly
addressed until the first deployment of 6 {UK) Div (HQ RC(S)) in 2007, the establishment of a UK DCOM ISAF
(also UK NCCQ) in late 2007; and, arguably, the establishment of a USMC 2* led HQ RC(SW) in mid 2010,
reinforced with 30,000 US Marines. C2 in a coalition will always be a challenge but there is a clear sense in
which the UK took some time to get it right. The British approach to command has been subject also to some
critical commentary. Our status as good coalition partners (the extent to which we leant into NATO/ISAF C2)
was questioned on occasions, sometimes by British commanders themselves. This was compounded by some
doctrine variance, periodic tensions over the influence of PJHQ alongside an ISAF chain of command, and the
"Helmandshire’ mindset. There is no doubt that C2 relationships over the latter part of the campaign were more
collaborative and better aligned to the integrated approach. Maintaining this latter approach from the outset for

contingency will be operationally critical and fundamental to managing reputational risk to our relations with close
allies.

d. Campaign Continuity. This relates to the relative veer and haul which characterised the earlier period in
Helmand (up until 2009), the balance between brigade and unit cohesion, the length of operational tours and the
integrated approach (and the tensions between military and non military tempo). Operation ENTIRETY identified
key campaign continuity posts (9-12 months long) but there were some considered views that we could have
switched to a ‘standing’ HQ TFH around HERRICK 15 (Nov 12). This would not be without impact on the Mission
Specific Training (MST) training pipeline. Equally, understanding when one has switched to a campaign is key in
driving a more integrated infrastructure plan, support structure (including strategic LoCs), relationship with OGDs/
NGOs and enablement of indigenous forces. Tensions will always surface around this decisive point but the military
‘can do’ attitude can serve to work against effective implementation and future commanders must be alive to this.

e. Equipment. Operation HERRICK is a story of the successful delivery of extensive quantities of equipment delivered
under UOR procedures with clear evidence that this saved lives and enhanced operational effectiveness. With a
total UOR outlay of £5-6 billion (with an annual average spend of £800 million) some have argued that the core
equipment programme failed, that predictions of equipment requirements were wrong, that sufficient breadth and

It is inslructive 10 note that British Army AFM 1-10 (Counterinsurgency, published in 2001, formed the basis ta much of the material in the US FIM 3-24 {Counterinsurgency), which then provided the basis lor
a refresh on AFM 1-10 in 2010. The principles of British Army counterinsurgency doctrine were not necessarily [ar off the mark in 200106 but it was not particularly well taught or applied

The case history of C-1ED capability development from Op BANNER, through Op TELIC 1o Op HERRICK is instsuctive in this sense

Although the Grg and Pers DLODS and Field Army would still need 1o integrated with FD8Cap lo capitalise on post Operation ENTIRETY changes

The Securily Assistance Group {SAG) and ISR Brigade

Paraphrasing 3 commentator ~ we have good and well understood C2 structures bul ther dismaile them and design something alien on Crossing the LD
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depth of capability had not been preserved, and that it took time to realise that existing capabilities were not good
enough. Operation HERRICK started light (with minimal protection, limited manoeuvre and standard firepower)
and moved to a medium weight operation based on a family of theatre tailored protected mobitity platforms. Up
until then Operation HERRICK (and Operation TELIC before it) felt the impact of the absence of a medium weight
platform in the core equipment programme, which was only partly addressed through the UOR pracess.

Combat Identification (Combat ID). Combat D on Operation HERRICK was set against the background of
National Audit Office (NAO) reports in 2002 and 2006, both of which were particularly critical of progress in the
Land environment and this criticism was compounded in the Army Inspectorate report in 2013. For Operation
HERRICK a number of Combat ID UOR were introduced, some in response to fratricide incidents and subsequent
lessons learnt. Yet Planning Round 11 savings measures resulted in the removal of funding for all but UOR Combat
ID measures. This impacts on the Army’s ability to develop further its Combat 1D capability until 2016 and limits
the Army’s ability to remain in interoperable step with close coalition partners. This represents a prominent risk to
Army, and Defence, reputation.

The UK Approach to Countering the IED. The IED became a prominent threat in Afghanistan and UK forces
became progressively fixed by the IED presence and the wider impact of growing casualties. Following extensive
reviews in 2008-09 the whole approach to tackling the IED threat underwent extensive doctrinal and cross DLOD
revision. This resulted in a more systematic C-IED strategy based on the 3 C-IED doctrinal lines of operation;
Attack the Network (AtN), Defeat the Device (DtD), and Prepare the Force (PfP); and the formation of the C-IED
Task Force from Operation HERRICK 11 (November 2009). The combination afforded a switch to a more offensive
posture against the [ED threat and restored an element of manoeuvre centred on securing the population. Yet the
Force never quite broke free from the IED grip. Assuming the IED threat will continue to proliferate and become
increasingly sophisticated this report invites the Army to conduct a debate on how it should approach the IED on
reset to contingency.

Detention of Capture Persons (CPers). Throughout Operation HERRICK UK forces were required to conduct
detention operations as part of the process of transferring CPers to Afghan criminal jurisdiction. Detention
operation evolved continuously during the campaign and were vital also in terms of intelligence exploitation but
were subject to increasing scrutiny and challenge, both international and national. Although this subject is much
wider than the scope of this study, for contingency, a legally robust and simple to implement detention policy
must be in place and resourced to suppart the tartical commander from the start of operations

Medical Support. One of the unquestionable successes of Operation HERRICK was the development in medical
support capability; from Team Medic, through MERT and Role 3 hospital to recovery and rehabilitation in the UK
Much of this system was truly groundbreaking and adopted into the NHS. In the course of the study, many have
observed the challenge in managing future expectations that similar levels of support can be achieved; not just in
the military but in society as a whole. For contingency, planning for similar levels of medical support (but under
very different circumstances) may become a key factor in the decision to commit land forces. The Army should
consider how to condition the internal and external debate well ahead of such committal

Support. Support to tactical operations on Operation HERRICK became extensive and increasingly sophisticated.
Most was delivered through the-Joint Force Support (Afghanistan) (JFSp(A)) organisation, which also carried out its
own enabling operations. The JFSp(A) model proved a success (and outside the timeframe of this study, has been
critical in the redeployment of UK forces from Helmand). The importance of the close cooperation between the
two 1* headquarters (TFH and JFSp(A)) cannot be stressed too highly and in particular the role JFSp(A) played in
releasing enabling functions from Commander TFH leaving him to concentrate on tactical actions. Yet this model
is unlikely to be suitable for contingency in exactly the same form (eg. contractor support for Operation HERRICK
15/JFSp(A) 13 peaked at 5453 personnel). A more agile support mechanism, with lower footprint in theatre,

but leaving the tactical commander unencumbered with support tasks, and the restoration of ‘logistic risk’ in
operational planning must be high priorities.

People. The People DLoD stood up to the demands of the campaign. The more centralised approach to matching
manpower demand to supply (especially with pinch-point trades, gapping, and stabilising the training audience)
became increasingly effective (although the MS system was not subject to the full Operation ENTIRETY overhaul)
The challenge remains in creating effective career paths for niche but critical CEGs (eg. JTACs, CULADs). The
implementation of a standardised means of measuring G1 operational readiness and health committees ensured
much improved understanding of the condition of our people against the operational demand. The Operational
Deployment Record (ODR) must be incorporated into JPA. The operational welfare package was well received

but the need to re-set it to an austerity mindset has been widely observed. The Rear Operations Group (ROG)
model was good practice, especially the importance of keeping some of the ‘1st XV’ behind to make it work. R&R
generated much debate, especially amongst unit and sub unit commanders. The dent in available combat (man)
power caused by R&R (compounded by the fragility of the air bridge) was a constant frustration and a review of
how R&R can be delivered in a more flexible manner for contingency would be welcomed. The importance and
relevance of TRIM was siressed throughout but the longer term effects on a number of higher risk career groups
will need careful monitoring and investment.2

24 These may include high threal IED and search operators, medics, AH ciew, SIB teams, and chaplaing
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I. Training. There is a need to incorporate training into operational design from the outset and to better articulate
the training gap to improve understanding of operational and tactical risk for in-theatre commanders. For
contingency, training needs to be conditioned to austerity in terms of capability and support. Driver training
(particularly acquisition of licences) remained a constant planning headache and irritation for commanders and
added considerably to the training bill. Everything must be done to ease this burden while complying with legal
requirements. There is a requirement to improve the understanding of the Training DLOD in UOR delivery and
improve how the CJIIM environment is incorporated into training. Land forces have become highly proficient in
a range of capabilities which are likely to have direct relevance for contingency. These include € -IFD nneratinnc
targeting (hard and soft), advising and mentoring, ALl, air manoeuvre, combat medicine and i ——
@ integration. Retaining these capabilities beyond significant operational deployment, especially in training for
them, represents a real challenge and a layered approach may be necessary, ie. train fully; train a ‘seedcorn’ with
which to regenerate capability; or drop but archive the material with which to regenerate.

m. Risk. An understanding and management of risk was a key aspect of the campaign from authorisations for
discrete operations, waivers for equipment, force protection measures, to actions to limit DNBI. While not in
all cases finear, the risk cursor shifted during the campaign. From the acceptance — willing or otherwise - of
significant risk in the early years, the strategic/operational risk appetite lowered as benefits of higher risk tactical
activity became less attractive given the strategic impact of losses; the result was a tightening up of oversight and
permissions. These resulted in a greater emphasis on force protection, very significant oversight over losses (such
as insider attacks) and ‘mission submission’ for tactical activity and redeployments that would have been within
the decision range of Comd TFH in early years. Risk appetite is linked intrinsically to the political context. On a
future operation, with a different imperative to Operation HERRICK, the risk threshold will likely change. There is
an important education challenge to ensure that the Army is not ‘fixed' by the (later) Operation HERRICK approach
to risk and understands how a different political context may drive a different appetite for risk which the Army has
to be prepared to exploit.

WHAT THIS STUDY IS AND IS NOT

16.

17.

18.

19.

19.

it is important to put this study into context and understand what it sets out to achieve and, just as critically, what it
does not. This study was set at the tactical level, which was interpreted to range from the platoon level TTP to the TFH
(brigade) level SOP. In doing so its aim was to:

a. Draw together, prioritise, bring order to the mass of tactical lessons from Operation HERRICK, and;
b. Capture and analyse enduring or transferable lessons and good practice to inform force development.

In short hand this is, firstly, a piece of ‘good house-keeping' by the Army, completed just as combat operations on
Operation HERRICK end, and secondly, serves as the first collective body of evidence to confirm and/or shape force
development. With regard to the latter point it is not expected to be the definitive and/or last.

In pitching the study at the tactical level the study was to avoid becoming drawn heavily into the operational and
strategic levels. This has been a challenge on two fronts: first, because, to date there has been no operational level
campaign study in which to nest this study; and second, setting the operational context has been necessary in order
to understand many of the tactical deductions. Where comment has been drawn up into the operational level and
higher it is done so to add value to tactical level understanding.

Being set within a coalition framework, an analysis of Operation HERRICK needs to conducted with the input from
all major partners. In some cases this has been done to a degree (eg. with the Stabilisation Unit) but only partially
and informally so with others. The timing of this study has pre-empted, by some margin, complementary studies by
principle coalition partners such as the US Army, USMC, and Danish forces and sister Services. If and when produced,
there is considerable value in revisiting this study. There is alsc scant input (because of fack of recorded material) of
an ANSF viewpoint on UK land forces operations and this should be an objective of any future operational level study
after a period of reflection.

There has been no attempt to examine ethical, legal or discipline issues in this study; primarily because there was no
evidence in the research material which suggested that these were issues from which tactical lessons could be drawn,
except that leadership has been consistently of a very high standard and the moral compass of UK forces has not
waivered under considerable challenge. To our knowledge the Values and Standards of the British Army have not been
found wanting and, where high profile cases of ill discipline have emerged, they have been in proportionally very small
numbers against the scale of operations across the expanse of the campaign and/or do not indicate systemic flaws in
those Values and Standards.

The primary target for this report is the Arm-y and others engaged in conducting and/or supporting land operations.
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OPERATION ENTIRETY -
DELIVERING THE CAMPAIGN!

“No matter how clearly one thinks, it is impossible to anticipate precisely the character of future conflict.
The key is to not be so far of the mark that it becomes impossible to adjust once that character is revealed”

INTRODUCTION

1.

Operation ENTIRETY was the execution of a Campaign Footing within Land Forces. It was formally initiated in April
20097, implemented over a 3-4 year period and intended to adapt the ‘gearing’ of the institutional Army to enable
the delivery of tactical and operational success in Afghanistan - what some have termed ‘bending the Army out of
shape’ and others as ‘bending the Army into shape’. What was starkly evident by 2009 was that British Land Forces
had been present in Helmand Province since April 2006, were still present in Iraq (Operation TELIC) until early summer
2009’ and the Army was 'running very hot'.* Poor understanding, a military deployment that was at variance with
both planning assumptions and original intent, a determined enemy and severe under-resourcing® all challenged Land
Forces at the individual, formation and organisational level. While there were some improvements to force structure
and TTPs, by 2008 there was a growing sense that we had “tried to fit the campaign to the Army” © and the Army
had not yet adapted to the severity and demands of the campaign:

“Soon after taking up CinC [2008] | was on a range of visits and it was clear to me that a lot of the Army
was ‘in denial’ that we were in a war. Iraq was still ongoing, but clearly on the decline | had a meeting
with my senior group in Wilton and asked why this was so ~ we were fighting a war. Some declared that it
had not been designated a Main Effort, I directed we had to go on a ‘war footing’ With Afghanistan,
‘half’ the Army was in denial and not focussed on it. The MoD refused to declare it Defence Main Effort
right through to the time | became CGS when | insisted to CDS that he declare it so”’

Gen Sir David Richards, interviewed 18 Nov 13

Operation ENTIRETY, initiated by General Richards as CinC, and then driven through by him as CGS, was a
comprehensive institutional change programme to place the Army on a ‘war footing’. Operation ENTIRETY could be
seen as an overdue response to failure - a failure to acknowledge that business as usual would not prevail and that
the campaign needed to be directed and resourced appropriately. In fairness, Operation ENTIRETY must be seen in the
context of three issues: first, the assumption that force levels in Irag would have declined sharply by the time 16 AA
Bde deployed in 2006, something that did not materialise;® second, the fact that by 2008 only a minority of the Army
had personal experience of service in Afghanistan;® third, genuine concerns of over-specialising the Army on a single,
albeit highly demanding, counterinsurgency. Whatever the merits of the argument between short term imperative and
long term institutional resifience, Operation ENTIRETY proved operationally decisive. In turn, it supported the vigorous
debate across the MoD, championed by the Army, over the merits of declaring Operation HERRICK Defence’s main
effort.

Operation ENTIRETY had a profound impact on the Army’s attitude and cross-DLOD approach to Operation HERRICK.
Combined with a range of other activity — PJHQ transition wargames, theatre reviews, VCDS stocktakes, periodic DOC
reports, Departmental and DE&S work on UOR capability delivery and ACDS Log Ops initiatives - it put Operation
HERRICK on a campaign footing.

WO 0~ O B~

JOP 5-00, Jul 13 (Campaign Planning) - Campaign: A set of military operations planned and conducted to achieve strategic objectives within a given timelrame and geographical area, which normally involves
joint forces, requently in concert with other instruments of national or mullinational power

HQLF FRAGO 001/09 dated 9 Apr 09

'Op ENTIRETY should have started in Irag [TELIC) but there was no will’, Lt Gen White-Spunner interviewed 19 Nov 13

CGS 2006-09, inlerviewed 11 Feb 14

See 'Danger Close’ by Cof Stuart Tootal (John Murray 2010)

€GS 2010-14, interviewed 21 May 14

Gen Sir David Richards, interviewed 18 Nov 13

Despite the drawdown in Iraq the level of commitment required for Operation HERRICK alone was significantly above that assumed for Medium Scale operations in the land environment

Gen Richards (then COMARRC) served as COMISAF Mar 06-Mar 07
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IDENTIFYING THE NEED FOR OPERATION ENTIRETY (WHY SO LONG?)

4,

5.

The short answer, in part, is it did not. Prior to the formal launch of Operation ENTIRETY in April 2009 a great deal
of change was happening already.'® The Army does a lot of change and some would argue that it is quite good at
adaptation and others that it has a mixed historical record."! Yet Operation ENTIRETY was of a different order'? and
the changes prior to 2009 were largely piecemeal, lacked the galvanising effect of a ‘warfooting’ approach, and,
alone, failed to provide the synergistic effect required to fundamentally change the tactical and operational dynamics
in Helmand at the time.

Observation: Many areas of the Army were adapting ahead of the formal inception of Operation ENTIRETY. What
Operation ENTIRETY did was to give this change clear commander’s intent and unity of effort.

The challenge was threefold: firstly, having the ability to track and adapt to the ‘weak signals’, which are early combat
indicators of the likely change of operational characteristics -t——— . first point);*? secondly, acknowledging
the need to change while ‘in contact’ @l second point); and thirdly, having the flexibility and mechanisms to
bring about necessary change in a timely manner. Underpinning these three are the combination of cognitive and
organisation agility, military culture, civilian-military relations and resource freedoms that may serve either to promote
or pervert such agility.

Operation ENTIRETY occurred after three difficult years in Afghanistan and there was a widespread consensus that the
failure to implement it sooner was an indictment on the Army:

“[that] more of the same was going to get more soldiers killed .. The question that | think historians will
ask__is, why the Hell did it take us so long as an institution to realise we were failing”

Lt Gen Sir Paul Newton (Comd FDT 2009-12), interviewed 11 Nov 13

The diagnosis points towards an organisation at the time that had pitifully few means of detecting the 'weak
signals’ in the first place; lacked an honest early acknowledgement of Clausewitz's dictum, recognising ‘the war

that you are in’ (and an assessment of how that war may evolve and the risks arising); and was heavily constrained
by organisational culture and processes which arguably served to promote longer term organisational and sectional
interest over shorter term operational imperatives.' This is far from saying that mdiy did not 'get it', quite the
contrary, especially amongst the cohort of brighter SO1's and SO2's working in Headquarters Land Forces at the
time.'® Yet, in many ways the Army’s ‘can do' culture can work against it since, in the cause of collective endeavour
and loyalty, it can be an impediment to change and serve to mask failure, All these traits were evident from 2006-09
(indeed they had surfaced during Operation TELIC)."?

Observation: There will always be those who do not agree for both the need for change and the way it is being
implemented; the intransigent type. Once orders are issued, such people need to be moved on, although this should
be balanced with the need to have a ‘voice of reason’ and someone asking the awkward question.

WHAT DID OPERATION ENTIRETY DO?

7.

Objective. The objective of Operation ENTIRETY was

The execution of Campaign Footing to meet CinC’s intent to ensure that Land Forces are resourced,
structured and prepared — conceptually, morally and physically — for success in Afghanistan and then other
subsequent hybrid operations **

Army Briefing Note 32/09: Operation ENTIRETY - the execution of Campaign Footing dated 24 Jun 09

Backdrop. It should be noted that Operation ENTIRETY was delivered against a challenging backdrop. The slower
than anticipated drawdown from Operation TELIC has already been mentioned but just because the Army was placing
itself on a ‘warfooting’ did not necessarily mean all others would follow. Although public focus on both Iraq and
Afghanistan was keen there was no sense that the country was ‘at war'. Additionally, the designation of Afghanistan
as Defence’s main effort was not always applied with universal conviction across Defence or necessarily attacked

with the same vigour across some of the Army’s inter-dependencies '* Operation ENTIRETY preceded the move of

Irfantry battalions deploying 10 Afghanistan were already being ‘thickened' {augmented) in 2008 to counter under manning, non-deployables and R&R impact as well as increase combat powet (Director
Infantry 2008-11 interviewed 18 Nov 13)

See ‘Military Adapiation in Afghanistan’, edited by Theo Farrell, Frans Osinga, and James A Russell (Stanford University Press 2013); and ‘Coping with Knowtedge: Organisationa! Learning in the British Army?'
Sergio Catignani {Journal of Strateqic Studies, 8 May 2013}

See Annex B

See opening quote

Lt Gen Sir Paul Newton (Comd FDT 2009-12), interviewed 11 Nov 13

Indeed Operation ENTIRETY recognised the need not to undermine the Future Army Structure (Neal Steps) work and current Departmental Planning Assumptions (HQLF FRAGO 001/09 dated Y Apr 09}
Range of interviews wilh key OF4 and OF3 staff officers working in Headquarters Land Forces at the time of Op ENTIRETY implementation,

This view was reflected across a range of interviews with 2* and 1* officers in late 2013 and early 2014

Army Briefing Note 32/09: Operation ENTIRETY - the execution of Campaign Footing daled 24 Jun 09

A view held by al least 3 senior Aimy officers working in Head Office who were interviewed for the study
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Headquarters Land Forces from Wilton to Army Headquarters at Andover and the Top Level Organisational Review
(TLOR) implementation, which created a single Army command. Fourteen Arms and Service Directorates (A&SD) were
still in existence but on the cusp of transitioning into six Capability Directorates?: and Project ALLENBY-CONNAUGHT
(PAC) and other infrastructure projects were delivering a built estate for an ‘SDR army’.?' Finally, Operation ENTIRETY
coincided with the severe financial pressures resulting from the global and national economic downturn.

Lesson: There are dependencies that will have a significant effect on any major change programme, eg. DIO, DE&S,
JFC (PJHQ), other FLCs and MoD Head Office. The Army needs to communicate effectively what it is doing and why

and get ‘buy in' from such dependencies. A change programme communication plan must be an integral part of the
overall plan.

9. The measures involved were to be short term (1-5 years) and reversible, and the capacity to achieve these measures
was created by taking risk against contingency. Operation ENTIRETY was based on a series of evolving planning
assumptions. The comparison between April 2009 and May 2011 is shown at Annex A.

10. The central tenet of Operation ENTIRETY was to change the way that Force Elements (FEs) were prepared and trained
for operations through the Campaign Formation Operational Readiness Mechanism (C-FORM) built around a ’6 in
the Mix’ commitments structure.?? The key work involved a re-balancing of Pre-deployment Training (PDT) combined
with the responsive repatriation and exploitation of lessons from operations, experimentation, and training into
the “institution’ of the Army. The biend of Hybrid Foundation Training (HFT) and Mission Specific Training (MST)
programmes became the primary platform through which Operation ENTIRETY was delivered. A cross-DLOD approach
was adopted and the scope of change was impressive. A detailed breakdown of what was delivered is at Annex B.

Observation/Recommendation: The study team recorded a number of contrary views on the length and extent of
MST, with the risks and second order effects this may have created (see Chapter 5-1: Training). It is recommended
that a campaign audit of MST is conducted to inform future contingency training.

Observation: An extensive range of mission critical UOR capability was delivered under Operation ENTIRETY (see
Chapter 5-2: Equipment), yet this created considerable additional work in the FGen? cycle because of capability
gaps and/or core equipment was not tit for role.

HOW WAS OPERATION ENTIRETY DELIVERED?

11. Operation ENTIRETY was initiated by the then CinC Land (Gen Richards), who retained a firm grip on it when he
became CGS in 2009. He delegated direction and authority to drive the change to Commander Field Army (CFA)
(initially Lt Gen Lamb and then Lt Gen White-Spunner) as the primus inter pares (supported) 3* commander.?

This partly recognised that the normal C2 organisation and processes in the Headquarters at the time were highly
bureaucratic and lacked the agility to drive through the necessary change at the scale and speed required. However,
CFA had only a small staff and very few of the levers necessary to drive change under his direct control. Thus there
was a need to establish a collaborative approach from the start but one sitting alongside the ‘normal’ C2 and
governance mechanisms in HQLF at the time. CFA established an ENTIRETY Steering Group, which he chaired, and
which was then co-chaired when Commander Force Development and Training (Comd FDT) was established late 2009
The Steering Group recorded all change under Operation ENTIRETY. The Steering Group also included the principal
2* staff in Land Forces?® and managed the delivery of Operation ENTIRETY through the Land Forces Campaign Plan
(LFCP).

12. Below the steering group was a 1* ENTIRETY Working Group, which was chaired by COS Field Army; a small
empowered 1* grouping consisting of a core of ACOS Cts, COS FDT, D Plans, D Eqpt and DMA. % It was this latter
group which managed the ENTIRETY implementation plan (‘spreadsheet management’); holding deliverers closely
to account and dispensing direction through a series of FRAGOs. Some commentators observed that the authority
of the 1* Working Group (and its roles and responsibilities) did lead to some awkwardness within the 2* structure
within HQLF. The Operation ENTIRETY Working Group was the engine room for ENTIRETY implementation and
vested considerable authority and power in a small group of 1* officers. The scale of the task in front of them was
significant. The requirement to maintain momentum for change led to a 'get on with it mindset'?”,which sometimes
led to & lack of understanding of the detail and longer term implications but did serve to overcome some of the
residual institutional inertia that Operation ENTIRETY implementation still faced some 12-18 months after its launch.?®

20 Combat, Combat Support, Combat Service Support, Information, Medical Capability, and JHC
21 An Army structure which preceded Operation TELIC and Operation RERRICK.
22 Six manoeuvre brigades filling the OCP: ie. 1, 4, 7, 12, 19, and 20 Bdes {not ncluding 3 Cdo Bde and 16 AA Bde)
23 Force Generation
24 CFA was also a member of the HERRICK Campaign Stocktake, which consisted also of VCDS, CJO, DCDS Ops and DCDS Pers
25 COSLF, DG Pers, CM GM (MGO), DGLW, DGLS&E
26 It is worth noting thal Army RP never attended any of the 1* Working Groups (Brig Smith inlerviewed 20 Nov 13)
27 COS FA 2009, interviewed 20 Nov 13
28 Interview with Lt Gen White-Spunner 19 Noy 13.
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Observation: It is telling that, in order to enforce change on the scale of Operation ENTIRETY there was no ready
mechanism in the existing HQLF C2 and governance processes to deliver it. A parallel structure and governance
mechanism had to be established to circumvent some of the barriers the existing structure placed in the way of
Operation ENTIRETY. In short the model for implementation had to be ‘operationalised’ in contrast the ‘normal
business’ model.

Lesson: The 1* Working Group was small and empowered. They were able to exercise rapid decision cycles and
avoid much of the staffing bureaucracy that existed in HQLF at the time. This caused unease amongst some of the
hierarchy because they felt that some of the detail was being lost in the haste. Yet the system worked and delivered
a wide range of complex change enforced by issuing orders (FRAGOs). This should be adopted as the model for
future use and a review of what ‘peacetime’ processes could be 'operationalised’ for day to day use should be
undertaken.

Observation: The Working Group ensured branches submitted cross-DLOD solutions for their areas of change. A
range of senior commentators stated that this was the only time they have seen this working effectively.

13. Critical to the effective delivery of Operation ENTIRETY were the 2* formation headquarters. Headquarters Theatre
Troops (HQ Th Tps) is a case in point. Some 70% of Operation ENTIRETY structural change and some 50% of
TA deployment on Operation HERRICK was delivered through Theatre Troops FEs as well as the training for Joint
Force Support(Afghanistan) (JFSp(A)). The GOC and his HQ Th Tps staff, with only 27 military personnel, drove a
very extensive change programme in its own right. The only way this could be achieved was with the consequent
delegation of authority to the GOC and COS, with further delegation down to the specialist brigade commanders.
They in turn had DIRLAUTH with the requisite staff branches in HQLF and the A&SD/CDs. The clear lesson was to truly
empower the appropriate level and keep the process light.

Good Practice: The 2 Med Bde model for the integration of Reservists was judged to be good practice. Although
specialist medical skills were the common denominator, Comd 2 Med Bde applied strict standards across all
personnel in terms of both clinical and military criteria for integration. This ensured a ‘one team’ mindset in which
the distinction between a Regular and Reservists was not an issue.

14. Liability. The main focus for the Working Group was the management and re-balancing of liability, because this
drove structural change. In simple terms, liability had to be switched to those parts of the structure that needed
creating or augmenting or creating to support operation in Afghanistan; and taken from those areas judged not to
be critical to mission success (either deployable on or directly supporting Operation HERRICK). The VCDS Operational
Enhancement Package allocated funding for LF sponsored enhancement proposals. The liability (810) to underpin
these enhancements was to be identified by LF and delivered using compensating reductions by 1 Apr 11

15. Project KITCHENER. Project KITCHENER was formed to identify and deliver liability for structural change - again
another parallel system to get around the normal liability management process. Liability savings were targeted at
those organisations providing a limited contribution to Operation HERRICK.** Although painful for those organisations
that had to find savings the Project KITCHENER panel (run by Org Branch) was aggressive in driving the change and
overcoming inertia. However, there were associated factors which caused some drag on full implementation including
infrastructure constraints in new or enhanced structures; eg. freeing up chef liability does not translate easily into high
threat IEDD operator capability; Army liability outside of the TLB was more difficult to flex; and the inflexibility of the
NCO career structure in the British Army:

/

U you te pay ard pensions to @ trade then you create inflexibifity. it needs shakuig up ™

Lt Gen White-Spunner interviewed 19 Nov 13

Although liability was seen as the ‘lubricant’ for change, the Working Group did not recognise implementation until
cross-DLOD factors had been addressed, which required all DLOD leads and deliverers to be ‘marching in step”.”

Lesson: Pre-ENTIRETY processes for liability management were universally condemned as archaic and outdated. The
modified ENTIRETY system was streamlined but still lacking true agility. Operationalising the liability management
system should be subject to review and a CONPLAN.

Good Practice: The Project KITCHENER approach to liability management was judged good practice and should be
adopted for future operationally driven change programmes.

29 Specilied 1o be CRZ, ASYD, CAD, FR, Amph Engr, RIC Chefs, REME LAD/WEps and (5 KMed Regts,
30 Lt Gen White-Spunner intervievied 19 Hov 13
3 COS FA 2009, interviewed 20 Nov 13
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16. Funding. Operation ENTIRETY funding did not arise as an issue during research for the study. Net Additional Costs
for Military Operations (NACMO) funding enabled MST and the UOR programme (the ‘big hitters’), and CFA's budget
area funded a range of small to medium enhancements (eg. the £12m to establish LIFC(A)). Operation ENTIRETY
costs were hidden rather than neutral and the study team were unable to identify an audit chain or measurements of
performance/effect mechanism.

17. Keeping the Intellectual Flame Alive. Although Operation ENTIRETY took risk against contingency there was
a clear recognition of the need to keep the intellectual flame alive for those capabilities which were not deployed
on Operation HERRICK. Headquarters 1 (UK) Armd Div was tasked with leading on ‘preserving the seed corn’ and
guardians of the (heavier) warfighting capability (see footnote 24). Although Operation ENTIRETY effectively became
a standing task after 6-9 months, by 2010, the then CinC, Gen Nick Parker, started to switch Headquarters attention
beyond operations in Afghanistan, and this was given added impetus with the Prime Minister’s announcement in
2011 of the end of combat operation by the end of 2014.7% Indeed Operation ENTIRETY FRAGO VI (dated May 2011)
acknowledged the need to gear Operation ENTIRETY measures to what was then called Future Force Structure and
compliance with Planning Round 2011 (PR11). 33

18. How Entire Was Operation ENTIRETY? Although the reach of Operation ENTIRETY was extensive, some areas were
not subject to the full blown warfooting approach. The fundamentals of the Military Secretary (MS) system remained
untouched with initial implication for campaign continuity/churn and stabilisation of the training audience. Although
these were addressed in turn through targeted measures, the tension was never eased entirely and it did highlight the
challenge of running a change programme as complex as Operation ENTIRETY where gearing between the key pillars
of the programme was not always synchronised smoothly. The study team identified two clear schools of thought
which represented both sides of this issue: those who thought a more hardnosed approach should have been taken
to gear MS to the mission; and those who saw the preservation of the fundamentals of the MS system as vital for the
post ENTIRETY/HERRICK reset.

19. What Has Changed Since? A considerable amount has changed since the inception of Operation ENTIRETY which
would mean that if the Army had to undertake something like it again then the start state would be very different
from 2009. The most prominent change was the formation of Force Development and Training (FDT) Command in
2009, * which brought force development, capability development, training, equipment, doctrine and lessons under
one 3* organisation:

“We needed our own ‘TRADOC™™"  one reason we did not get the initial bit of Afghanistan right was
the absence of our 'TRADOC" equivalent . . people came round to 1t but the institutional reluctance was
very palpable” ™

General Richards, interviewed 18 Nov 13

FDT gave the Army a clear institutional focus for assessing the changing character of conflict and subsequent
operational adaptation, change and innovation — although the Org and Pers DLODs did not come under its direct
remit. The FDT development was reinforced with the formation of the Land Intelligence Fusion Centre (Afghanistan)
(LIFC(A)); the Defence Cultural Specialist Unit (DCSU); the Afghan COIN Centre;* the Lessons Exploitation Centre
(LXC); Army Knowledge Exchange (AKX); and its own experimentation programme — AGILE WARRIOR. All these
components have evolved significantly since 2009 and will endure beyond the cessation of Operation HERRICK.
Collectively they embed the means for identifying and analysing the ‘weak signals’ and concentrate key levers for
change under a single 3* commander (although training and doctrine have since been allocated elsewhere).

Observation: There is almost universal recognition that the formation of FDT (now FD&Cap) was a good thing.

If it functions effectively it should avoid the need to implement something on the scale of Operation ENTIRETY

in the future. FDT should future proof against a requirement for an ENTIRETY-like change programme. However,
FDT(FD&Cap) must avoid becoming another layer of bureaucracy itself and must do so by challenging orthodoxy and
acting as the Army’s ‘Red Team'.

Observation: The Army’s ability to detect ‘weak signals’ and then translate them into a tangible change programme
has yet to be proven (and arguably will not do so until the Line of Departure is crossed). Formal experimentation
(such as AGILE WARRIORY) is vital, therefore in providing a test bed for ideas and innovation. Investment in such
experimentation will serve to cultivate agile thinking soldiers and part future proof the Army.

32 https:/iwww gov.uk/governmenl/newsipm-announces-uk-troop-withdrawals-rom-afghanistan

33 Operation ENTIRETY FRAGO VI {LF/FDArmy/ 2900 dated 6 May 1)

34 FDT was reorganised as FD and Capability (FD&Cap) in Apr 14

35 TRADOC - US Atmy Training and Doctrine Command

36 General Richards, interviewed 18 Nov 13

37 Now the Land Stabilisalion and COIN Centre (LSCC); responsible for developing Land stabilisation and COIN 1actical doctrine
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20. Enduring Lessons from Operation ENTIRETY.

Lesson: For a future Operation ENTIRETY-type change programme the following principles should be adopted:

¢ (Constant change, and not steady state, is the norm.

¢ Designate a single Commander to lead that change and for that commander to be provided with
the requisite levers.

e Empower and authorise small teams to drive the detailed implementation

e ‘Operationalise’ as much as is possible (including ‘peacetime’ processes)

¢ Keep the process light.

e Allocate resources (manpower [right quality] and funding) to deliver

* Understand the dependencies and ensure the gearing between them works
¢ Be 'output’ minded at all times

Lesson: A series of (VANGUARD related) CONPLANs should be worked up to underpin a future operationally driven
change programme. They should be reviewed and ROC-drilled on a periodic basis. This should be led by the G3/5
functional area in Army Command.

Lesson: The ‘weak signals’ should be presented to and reviewed by the senior command forum in the Army. Many
will be ‘bottom up' driven but there is a need for ‘top down' ownership of them in order to assess the need and
subsequent direction for change.

Lesson: The Army needs to become more adept at employing ‘double loop’ learning, where nothing is taken for
granted and nothing is off limits {(including totemic capability programmes and force structures).*®

SUMMARY

21

22.

23,

. Operation ENTIRETY sought to put the Army on a warfooting. Even after three years of hard fighting in Afghanistan

there was still a ‘sense of denial’ in some quarters that such an initiative was needed. In the Army there is always likely
to be come element of institutional resistance to change on this stale but tial should ot vveriook the level of change
that had preceded Operation ENTIRETY. Operation ENTIRETY brought a coordinated pan DLOD approach to the
generation of FEs for Operation HERRICK. It galvanised and drove the collective effort of all branches of the Army and
concentrated it on supporting mission success in Afghanistan. In doing so it recognised that the extant bureaucracy
and processes were not agile enough to meet the operational imperatives

There were risks, not least in preserving the longer term balance to the Army (ie. beyond Afghanistan), but many
argue that those risks would be compounded further if the Army got Afghanistan wrong. The key to getting
Operation ENTIRETY right was governance. Investing responsibility in a nominated commander (in this case
Commander Field Army) and giving him the levers to effect change was crucial, especially in by-passing the normal
ways of doing business if these proved inadequate for the job. Operation ENTIRETY illustrated also the time required,
by function, to realise the changes needed - sometimes over a number of roulements.

Lesson: ‘Operationalising’ staff processes was critical and the use of orders to impart intent and direction should
return to being the norm.

The formation of FDT (FD&Cap), and improvements in the Army’s ability to detect ‘weak signals’ should mean it is in

a better position to address Professor Howard's observation than was the case in 2001, 2003, 2006, 2009 or 20147
The Army recognised the need to mirror the ‘success’ of Operation ENTIRETY in delivering cultural change under the
banner of Operation AGILITY (‘it must be at the heart of all we do in the coming years’).*® Furthermore, the Army
2020 transition plan has incorporated a discrete projeci to examine institutional agility; Project 24 - Develop and
Deliver the Army’s Capability for Rapid Adaptation at All Levels'.*' Yet there is a residual sense, recorded in some
quarters, that the British Army would still struggle to mirror the ability of the US Army to turn 180 degrees in good
order.” [he diagnosis here was the extent of command ownership of both the need and nature of the change and the
intellectual capital invested in analysing it. That being so, the range (over 50+ major change programmes) and rapidity
of change delivered under Operation ENTIRETY, once it started, remains impressive.

Single loop l2arning {adaption} centies on correcting the error. Double [oofi learning (innovation) changes o modilies an organisalion’s underlying narms and objectives

Dates reflect first intervention in Alghanistan; invasion of Iraq; intervention in Helmand Province; UK withdrawal lram iraq, and end of combat operation in Afghanistan respectively
Operation AGILITY Warning Grder (ACOS Sp/Plans!7,04D dated 24 Feb 12

Under the lead of DG Cap

This view surfaced 1 a good number of intervievs
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Recommendation: The Army should take this opportunity at the end of Operation HERRICK to assess formally
its standing as an agile learning organisation and build the findings of that assessment into the A2020 transition
delivery programme (Project 24 - Develop and Deliver the Army’s Capability for Rapid Adaptation at All Levels

“In war, change is imposed; in trying to achieve [the] goal for a war-like organisation, peace is the
problem "

Gen Sir Paul Newton in “British Generals in Blair's Wars”, pp. 310 (Ed by J Bailey, R Iron and H Strachan:
Ashgate 2013).

Annex:
Operation ENTIRETY Planning Assumptions Comparison.
Main Changes Implemented Under Operation ENTIRETY.

43 Gen Sir Paul Newton in “British Generals in Blait's Wars", pp. 310 (Ed by J Bailey, R Iron and H Strachan: Ashgate 2013).
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Annex A To
Operation ENTIRETY Chapter

OPERATION ENTIRETY PLANNING ASSUMPTION COMPARISON

1
2

xlii

FRAGO | (Apr 09)'

* The operational requirement for Afghanistan is currently
8300. but is unlikely to fall, and could possibly grow during
the timescale of Operation ENTIRETY.

¢ A 5-segment Formation Operational Readiness Mechanism
(FORM) cycle.

‘6 in the Mix’ will not occur until the following conditions are
met: |

*  Full manning. |

* Operational demand is less than 22 sub units per &
months.
* Equipment is available to support a 6-segment FORM
cycle.
* Army major units will continue to be programmed on the
OCP for 6 month tours.

Until the intensity of combat in Afghanistan is reduced,
brigades need to train, fight and recover as a cohesive group.

All Afghanistan specific changes are to be reversible (where
appropriate) within 2 cycles of FORM (ie 5 years)

FAS Next Steps represents the direction of travel — options
counter to this will require special consideration.

The sum total of changes is to be broadly resource neutial,
Some activity may need to cease, to resource other initiatives |

Delence wiii develop the future contingency requiremenis
over the next S years

Where appropriate, secondary roles and platforms will be
formalised

* TA structures and alignment will not be considered until the
outcomes of PRO9 and the Reserves Review are known

HQLF FRAGO 001/09 dated 9 Apr 09
LF/FdArmy/2900 dated 6 May 11

FRAGO VI (May 11)2

Account is to be taken of the staffing and implementation

of the SDSR, including the migration through Force

Structure 15 towards a Future Force Structure to be
established by 2020, as well as the impact of the Military |
Redundancy programme and civilian Voluntary Early Release
Scheme (VERS).

(Following endorsement of PR11)...compliance will be
monitored closely, (which) will require Operation ENTIRETY
and PR11 measures to be linked and compared to ensure
coherence, recognising that Afghanistan remains the ME.

Operation ENTIRETY is to be conducted in line with the
austere financial environment in which Defence finds itself.
All tasks need to be within, and subject to, the available
resources. In principle, tasks should be cost neutral to the
core

The politically endorsed military manpower strength for the
UK contribution to NATO-led operations in Afghanistan will
remain at 9500 for the period of this FRAGO

Army major units will continue to be programmed on
the OCP for 6 month Operation HERRICK tours with tour
intervals of no less than 24 months.

There will need to be awareness of the endorsed
recommendations and changes arising from VCDS'
Operation HERRICK Force Generation Review.

The UK will complete its commitment to combat operations '
in Afghanistan by the end of 2014.

¢ Success in Afghanistan will remain Defence’s ME, but

there will need to be incremental recognition of additional
demands for resources, including contingency, UK
operations and specifically Operation OLYMPICS (military
support to the 2012 London Olympic gamies).



Annex B To
Op ENTIRETY Chapter

MAIN CHANGES IMPLEMENTED UNDER OPERATION ENTIRETY

DLOD/Area

Training

Equipment

Personnel

Measure

‘Unpicking’ PDT and C-FORM created, resourced and enabled
Prioritisation of CTG to support Operation HERRICK.,

Enhancements to OPTAG.

Formalisation of commanders’ recce programme and theatre immersion

Delivery of Contemporised Training Environment (infrastructure and personnel - COEFOR

and COESCEN').

Realignment (and reduction) of training support burden?

BATUS/BATUK rebalancing (including Hybrid BG model at BATUS [1,1,1,1,1])
Establishment of BASTION training Centre.

Creation of Experimentation Centre in LWC

Comprehensive C-IED training programme.

Driver training enhancements (including establishment of Crew Training School(s) at
Sennelager and Bovington)

Stabilisation of the training audience

Bringing science into training:

» Collective Training Objective Review

¢ Development of Hybrid Mission Task List (Land)

Integration of Regular and TA training

Revised Army Operational Shooting policy issued

ISTAR Base surveillance training solution developed
Introduction of Ground Sign Awareness (GSA) training package

OTEP established and based at Ludgershall?

THOR 14 ‘frozen’ and endorsed?

Land training fleet established

Operation MOTA — maximising the availability of the training fleet

Re-roling of mechanised infantry battalions to light role

UOR process energised (CIWGs a key factor)®

Delivery of extensive range of UOR capability (see Chapter 5-2 on Equipment)

Implementation of Operation SOLOMON®

2* coordination of personnel measures

Exceptional Action Measures to optimise outflow

Wider utility of Regular Reserves in support of operations

Personnel Unable to Deploy (PUD) initiatives

Implementation of Army recovery Capability (ARC - the ‘Patient Pathway’
improved coordination in the delivery of effective cultural and language capability
Improved TACOS for extended tours (including the Campaign Continuity Allowance)’
Expansion of TRIM capability®

Improvements 1o LSA®

Improved Operational Welfare Package'®

FRIs for high threat IEDD operators, REME aviation technicians, AH SNCO pilots,
pharmacists and R SIGNALS YoS

Key post manning regime - ail key pots to be manned at D-6'
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Information &
Intelligence

Doctrine & Lessons

Organisation

LERCIAL-SENSITIVE

Establishment of Land Intelligence Fusion Centre (Afghanistan) (LIFC(A)

Establishment of the Defence Cultural Specialist Unit (DCSU), including Cultural Advisors
(CULADs) under 1 M| Bde

Establishment of Battlegroup Inteiligence Support Detachments (BGISD), including Geo Sp
Establishment of Company Intelligence Support Teams (COISTs)

Establishment of CORTEZ B-ISTAR instructors'3

Provision of Mission SECRET during MST

Roll out of KESTREL™

Production of Formation SOPs and Theatre specific aide memoires

Establishment of Afghan COIN Centre (later Land Stabilisation and COIN Centre (LSCC))
Publication of AFM Vol 1 - Part 10 'Countering Insurgency’ (dated Jan 10)

Introduction of HERRICK study weeks (part of MST)

Publication of Operation HERRICK Mission Study Packs

Publication of Operation HERRICK tactical aide memoire (TAM) and individual aide
memoire (IAM) - revised 6 monthly.

Formation of Lessons Exploitation Centre (LXC)

Introduction of the Initial Deployment and Post Training Report (IDAPTR) - now the Initial
Deployment Report (IDR)'S

LXC deployed network to facilitate the "short lessons loop’ in Theatre™®

Formalisation of mission exploitation, including post operations report (POR), post
operations presentation'’, Mission Exploitation Symposium (MXS)', and post operations
interviews (including publication of Post Operations Interview Synopsis)

Establishment of the Army Knowledge Exchange (AKX)

4 x Al/Mech infantry battalions converted to light role

Formalisation of Brigade Reconnaissance Force (BRF) under RAC
Establishment of 18 additional Fire Support Teams (FSTs)'

Creation of 4th Weapon Lacating Radar (WLR) battery

Re-raling nf 47 Reqt RA from CAD to LAV role

Enhancements to MLRS batteries

Additional HERMES 450 task lines created

Establishment of C-IED TF under 8 FEB

Creation of 5th EQD sqgn (re-role of 61 Fd Sp Sgn to 61 EOD Fd Sgn)
Creation of 3rd EOD sgn (re-role of 101 EOD Engr Regt (V) to 101 EQD Engr Regt)
Re-role of 36 Engr Regt to Search role

11 EOD Regt RLC made ‘deployable’

Establishment of Military Working Dogs (MWD) Regt

Re-role 15 Fd Sp San to TALISMAN sqn

Creation of 5th regular STRE(Works) in 170 Engr Works Group
Preparation and deployment of TROJAN to Afghanistan®®

RE manpower enhancements to 18 x High Threat IEDD teams

Re-role of Jt CIMIC to MSSG?

Establishment of 5 x Campaign Signals Regts

Creation of 4th EW sqn (223 Sqn)

Provision of R SIGNALS Infantry Support teams

Enhancements to 225 ECM(FP) sgn

Re-roling of 2 Sig Bde (and disinvestment of several TA Signais Regiments)
FALCON deployed to Theatre

Creation of Force Log Regts

Rebalancing of REME manpower to support light roled infantry battalion LADs
Increase in WIS companies from 1 to 2%

Enhancements to IX and Intelligence database management capability
Rebalancing of SIB support to Judicial Reviews

SASC QMSis in each operational bde



| » Delivery of contemporised training infrastructure (eg’ ‘Afghan village)

I | o Acceleration of ‘Soldier First' programme, including enhancements to SLA (16000
| Infrastructure bedspace improvements over 4 years from FY 10/11)

Acceleration of ‘Families Too' programme, including improvements to up to 500 SFA pa
over 4 years from FY 10/11

¢ Creation of Force Log Regts
e Operation HERRICK ESS created
e (CSS 1stand 2nd Line Review
Logistics . . '
| * Logistic Support Team (LST) Trial
e 11 EOD Regt RLC uplift and made 'deployable’ |

ATO ‘Call to Arms' programme [

(Footnotes)

1 Contemporary Operating Environment Force and COE Scenario.

2 Nomore than 400 soldiers per day involved in training support tasks {reduced from 800).

3 OTEP - Operational Treining Equipment Pool.

4 THOR - Theatre HERRICK Operational Requirement; this was the operational equipment requirement set by PJHQ (by type and quantity). Its ‘freezing’ allowed the OTEP to be stabllised.

5  CIWG - Capabllity integration Working Group.

6  Op SOLOMON ~ a measure to fncrease infantry Inflow beyond ITC Catterick capacity by opening a wraining company at Barry Buddon (manned by infantry battalion personnel).

7 CCA at {360 per day taxed)

8  TRIM - Trauma Risk Management.

9 LSA-Llonger Separatlon Allowance

10 Inciuding Operational Aowance (£29.02 per day tax free), Unpleasant Work Allowance {circa £3 per day) and HERRICK Drawdown Allowance at £50 per day, taxed).

11 FRI - Fnanclal Retention Incentive.

12 See CFA Directlon ‘Op ENTIRETY and Key Operational Posts' 3ICFAS3 dated 18 jun 09.

13 CORTEZ Is the CAISTAR bearer network system.

14 The KESTREL Network is an 'IP PROTECT Network’ that facilitated the connectlon of OVERTASK and PROMINA to UK FEs in HELMAND and KABUL prior to the delivery of FALCON. It increased bandwidth
availability 10 Coalltion Force (CF) HQs, Coy HQ sites and nominated locations.

15 Produced by the deploying TF LT 30 days after TOA.

16 Initially 1 x SO (HQ RC(SW) and HQ JFSp{A); 1 x SO2 and 1 x SO3 to HQ TFH. .

17 Half day presentations at (WC, HQ army and HQ PJHQ.

18 Two day event held at RMAS,

19 Royal Australia Artlllery provided augmentees (including 2 x FSTs) for 4 x HERRICK rotations.

20 TROJAN - a heavy armoured combat engineer tracked platform.

21 Mission Stabllisation Support Group.

22 WIS -Weapons Intelligence Section.
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CHAPTER 1-1
COMMAND

‘Command is the autharity vested in an individual for the direction, coordination and control of military
forces” -

INTRODUCTION

1.

Command is the activity that integrates all operational functions into single comprehensive operational and tactical
concepts. The central tenet of command is communicating the commander's intent to subordinate elements through
effective command and control. Thus command is at the absolute heart of what armies do. How command is
exercised is conditioned by a number of factors which include an army’s culture, ethos and doctrine; yet is also a
very personal thing. By virtue of this, an examination of command on operations is likely to attract greater levels of
attention that many other aspects of operations and be subject to some emotive response.

This chapter does not seek to avoid such scrutiny but acknowledges that the subject is both wide ranging and
potentially profound in its reach. The subject of command is likely to figure prominently in future and deeper studies
of Operation HERRICK (both military and academic) and this chapter does not set out to achieve those levels of
analysis. Rather, it touches on a number of broad areas and themes which shaped the exercise of command on
Operation HERRICK (and some enabling factors (covered at Annex A)), and encourages further reflection and study
post Operation HERRICK

There are important lessons to take forward with regard to relationship management, multinational/coalition working,
host nation enabling and national ‘red lines'. A measure of these lessons lie outside the strict Land tactical lessons
focus of this study and the reader's attention is drawn to the findings of the forthcoming ‘US-UK Integration Study"
in order to complement the findings of this report.* Also this chapter should be read in conjunction with "Working

in a Coalition’ (Chapter 1-2), Battlegroup Level Operations (Chapter 2-1), | > Chapter 2-3),
Mentoring and Advising Indigenous Security Forces {Chapter 2-4) and C4ISTAR (Chapter 3-1).

BLUF Recommendation: After over a decade of operations (dominated by Operation TELIC and HERRICK), and
given the centrality of Command (and Control) in the effective conduct of operations, there is merit in conducting a
detailed study of the exercise of operational Command (including the management of risk) from campaign to tactical
level.® :

OVERVIEW

4,

Campaigns are ‘driven by complexity rather than scale’ ¢ Operation HERRICK underlines the importance of
understanding the operation you are going to fight and investing in appropriate command and control as a capability.
Getting this wrong led us to ‘sleep walk into an arrangement with inadequate command and control’.” On Operation
HERRICK there were four initial implications relating to command:

o The lack of a buffer between the tactical level and the military strategic; this required brigade commanders,
therefore, to operate upwards and serve as part of that buffer.

e Initially, the UK did not invest fully into the NATO command and control, and therefore did not avail itseit of
NATQ, its capabilities or various facilities

*  For some years, Regional command was sub-optimal; inadequately enabled by contributing nations.
Subordinate national formations protected their national enablers rather than pooling at the 2* regional level.
As a result, activity was fractured along national lines.

e The UK arguably overcomplicated the tactical battle and converted the brigade headquarters into a chimera,
requiring it to conduct a level of integration for which it was not originally structured, staffed or educated
and requiring it to conduct the type of activity that only a division can do effectively.

Improvements to command (and control (C2)) lay in more effective campaign direction, a better enabled 2* Regional
command, the re-subordination of UK forces to it, closer integration with allies and partners, and the establishment
of the National Component Command (NCC). The concern is that the initial C2 framework, particularly in Helmand,
added considerably to the extant complexities of operating in Afghanistan:

In this chapter the term command includes 'control” (C2).

Army Doctrine Publication Operations, para 0619, Nov 10 ('Control is the coordination of activily, through processes and structures that enables a commander (o execute his intent’
Army Doctnine Pubhication Operations, para 0656, Nov 10)

Sponsored by COMMARCENT/CJO and due for publication in Q1 2015

Al the time of writing the study team understand the intent of the Danish military to conduct an Operation HERRICK lessons study

Such a study may serve to complement CGS' directed study ‘The Army Command Review’, especially in terms of British Army command culture {see lnk)

http://defenceintranet diil r mil uk/Organisations/Orgs/Army/News/Announcements/Pages/C GSAnnouncesArmyCommandReview aspx

(DS, Operation HERRICK Campaign Study interview 2013

(Then) L1 Gen Carter, Operation HERRICK Campaign Study Interview 2013 m
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‘We have a very bad habit in our Armed Forces of having perfectly good, doctrinally coherent €2
arrangements and then introducing a completely bonkers perverse C2 set up that we all know from the
outset simply isn‘t going to work” *

Maj Gen Cowan, Operation HERRICK Campaign Study interview 2013

and took some time to address:

although we had deployed HQ G(UK) Div in 2007(as HQ RC(S)). there was a sense in which Major
General Carter’s deployment (in November 2009) was the first truly resourced divisional deployment,. Not
only did he arrive with a very clear view, he was also in effect implementing General McChrystal’s plan'*®

Maj Gen Saunders, Operation HERRICK Campaign Study interview 2013

6. As the campaign matured, relationships deepened and commanders became more familiar (often through repeat
deployments) and adept at working within complex C2 arrangements — RC(SW), NCC, PJHQ, Afghan authorities
and ANSF. In the course of its research the study team has come across many examples of very effective command,
at all levels; often under fire and always under challenging conditions. We have concluded that, at the tactical level,
command was well exercised by high quality and well trained commanders.

THE MISSION

7. The mission in this sense is taken to mean those tasks and unifying purpose placed on the principal UK Land tactical
force elements (FE) in Afghanistan - the tactical mission. Naturally, it evolved over the course of the Operation
HERRICK campaign, not least on the switch from operations in the north of Afghanistan under Operation HERRICK
1-3 roulements’® to operations centred on Helmand (and Kandahar) Province(s) from Operation HERRICK 4 onwards.
Also the mission reflected the dynamics and progress of the campaign and was not discrete to any particular brigade
deployment. Thus it is difficult at this stage, and beyond the scope of this study, to make any serious judgements as to
the success of the mission. That is likely to be possible only some time after the end of Operation HERRICK.

8. Operation HERRICK 1-3. Operatinn HERRICK 1-3 centred on the deployment of the Afghanistan Roulement Infantry
Battalion (ARIB) across a range of tasks and some geographical spread. The 1 WFR and 2 RGR ARIBs (Operations
HERRICK 1 and 2 respectively)'* took on six discrete tasks each with Force Elements (FEs) deployed between up to four
locations (ranging from Kabul, Kabul APOD and Mazar-e-Sharif). Both COs pointed out that there were six missions
relating to the discrete tasks but no unifying mission for the ARIB."? In the case of CO 2 RGR, he ended up writing his
own as follows:

The ARIB is to:
e Deter terrorism
* Reassure and support the people of Afghanistan to return to normality after years of war.
* Support the creation of the Aféhan National Army.
*  Support the Government of Afghanistan to create a secure environment and reinstate the rule of law.

In order to enable Afghanistan to be a prosperous, democratic and successful country free from terrorism and
conflict 2

Apart from sounding more akin to a campaign vision statement than battalion mission it served to reflect the absence
of unifying direction to the ARIB especially when there was no sense of a coherent campaign plan on which to hang
a military mission at the time. It also served to highlight the challenges of drafting a tactical mission for COIN and
stabilisation operations where the military involvement is subordinate to the political purpose. The opportunities to
identify decisive military tasks are limited and the temporal scope of the mission across a campaign is most likely to
stretch far beyond the duration of the deployment of one FE.

9. Operation HERRICK 4 Onwards. The tactical mission on deployment to Helmand and Kandahar Provmces reflected
the strategic assessment and objectives which underpinned the decision to deploy south, to:

8 Maj Gen Cowan, Operation HERRICK Campaign Study interview 2013

9 Maj Gen Saunders, Operation HERRICK Campaign Study interview 2013

10 Primarily the UK support to the PRT{NW) based in Mazar-e-Sharif.

11 Covering the period Octaber 2004-September 2005. it should be noted that 1 GH ARIB had deployed on the first Operation HERRICK {April 2004-September 2004) on the switch from Qperation FINGAL
12 1 WER (HERRICK 1) POR G3755 dated 18 Mar 05 and 2 RGR (HERRICK 2) POR 59-3G2 dated 25 Oct 05,

13 2 RGR (HERRICK 2) POR 59-3G2 dated 25 Oct 05

CHACHAESENSTVE




CERICIAL-SENSHHME

Conduct security and stabilisation operations within Helmand and the wider RC(SW), jointly with Afghan
institutions, other government departments and multi-national partners in order to support Government
of Afghanistan and development objectives.'’

Taken from the 16 AA Bde POR (Operation HERRICK 4) and derived from the UK Joint Plan for Helmand
and CJO's Directive)

However, Comd 16 AA Bde highlighted some real difficulties in executing his mission:

‘We were never really clear what the strategic objectives actually were and how these might be translated
into resourced, tactical actions on the ground.. .The was a lack of clarity, lack of analysis, lack of tactical
appreciation, a split planning effort, little pol-mil direction, minimal C2 structures, political prevarication
and unrealistic time-scales that foresaw no offensive operations’."

Comd 16 AA Bde, Operation HERRICK 4 in POl dated 21 Nov 06.

by the time 16 AA Bde deployed on their third Operation HERRICK tour, the mission was:’®

Task Force Helmand (TFH), in partnership with the Provincial Reconstruction Team (PRT), muitinational
partners and Afghan Nationat Security Forces (ANSF), is to conduct security and stabilisation operations
within key population centres in order to deepen Government of the Islamic Repubigyof Afghanistan
(GIRoA) authority across the TFH AO"and contribute to the achievement of the stated ISAF operational
end state and UK strategic objectives

and by Operation HERRICK 18'® the mission included the following range of TFH task, reflecting the state of transition
to ANSF lead and re-posturing for RC(SW) and UK redeployment:'®

o From April-October 2013, support SFAAT? efforts to enable ANSF to control and expand security in the
decisive terrain of the Central Helmand River Vailey and Lashkar Gar as well as FOM along HWY1 and other
key LOCs.?!

e Posture for the transitional basing, evolving force structure and C2, while protecting the mission, protecting
the force and maintaining freedom of manoeuvre and the capability to disrupt enemy safe havens.

Sustain operational reach and appropriate mobility in Central Helmand to support ANSF development and the
Helmand PRT and regional Platform efforts at District level.

» Maintain forces at readiness to conduct reserve tasks, including reaction to capability for coalition forces in
the TFH AO.

e Through deliberate targeting effects, degrade, disrupt and interdict the nexus of insurgent, drug trafficking
organisations, lethal aid facilitation and criminal patronage networks and associated insurgent networks to
maximise ANSF overwatch of the regional threat or achieve effects beyond ANSF operational reach.

e Set the conditions for the enduring basing and evolving force structure while reducing and realigning forces.

During the early deployments to Helmand the development and delivery of the tactical mission was not helped by
the plethora of military plans (NATO, ISAF, RC(S)) to which the task force was subjected.’”” The eventual alignment of
chains of command and influence (ISAF/PRT and PJHQ) was delivered through the RC(S) Operation Plan in October
2008 (Operation TOLO) which confirmed the primacy of the NATO/ISAF chain of command. From TOLO onwards,
PJHQ worked towards ensuring that TFH was not subject to divergent directives. From this point there is both a level
of increasing consistency in the mission across the span of the campaign up to Operation HERRICK 187 and clear’
evidence of appropriate re-tuning to reflect the alignment of TFH's approach to Security Force Assistance (SFA) to an
increasingly effective RC(SYRC(SW) plan and ISAF Joint Command (1JC) campaign plan, all underpinned by General
McChrystal's people centric approach from 2009 and the subsequent surge of largely US forces.

Lesson: There is little mention of the Mission in current British Army COIN doctrine.* Given the centrality of the
Mission in determining operational activity, effect and outcomes, this should be reviewed as part of the Stabilisation/
COIN tactical doctrine refresh work.

Observation: What emerges from reading the range of Operation HERRICK reference material (including PORs,
Post Operational Interviews and DOC Reports) is the relative lack of prominence given to the Mission especially in
Commander’s Overviews.

Taken from the 16 AA Bde POR (Operation HERRICK 4) and derived from the UK Joint Plan lor Helmand and CJ0's Directive)
Comd 16 AA Bde, Operation HERRICK 4 in POl dated 21 Nov 06

Operation HERRICK 13 (Nov 10-Apt 1)

Area of Operalions

Formed on | Mech Bde - Mai Oct 13

Operation HERRICK 18 POR dated 15 Oct 13

Security Force Assistance Advisory Team

FOM- Ireedom of Movement: HWY1 — Highway 1(the main road system circling Afghanistan). LOCs - Lines of Communication

Highlighted in a number of DOC Reports
The scope ol this study.
AFM Volume 1 - Part 10 ‘Counler Insutgency' dated Jan 10 (')'FHE'H'&S‘ENHHV‘E



COMMAND PRE HELMAND

10. As mentioned above, the pre Helmand Operation HERRICK deployments (the ARIB) were centred on supporting
the PRT(NW) based in Mazar-e-Sharif. The C2 framework for the ARIB deployments created a real challenge for the
respective COs but with mixed insights:

"‘Whilst the deployment of a UK battalion in this current fashion may not be clever, it is effective. The
tortuous C2, so readily associated with multi-national operations, coupled with an unwieldy TASKORG,
should have resulted in a turgid tempo of operational capability but it has not The ability of junior
commanders to adapt to new and challenging circumstances, with tact and a firm hand, has allowed the
battalion to meet its operational challenges and give 2 gocd account of itself’

- e  jated 18 Mar 05).

to:

‘There appears to be an increasing tendency to complicate tried and tested C2 arrangements, introducing
a ‘web’ rather than a chain of command. [Battalions] have evolved over many yvears and have well defined
capabilities and constraints. There would appear (o be an increasing desire to insert additional layers of
command, thereby stifling initiative and restricting mission command’

N dated Apr 06. It should be noted that 1 RGBW deployed

elemenits w +felmand and Kandahar Provinces towards the end of their tour as part of preliminary
operations.

What stands out from both observations is that the C2 structure placed on top of the ARIB and its subordinate
elements was certainly testing and ran the risk of imposing on the ARIB multiple planning cycles and C2 interfaces
beyond which a battalion HQ can be reasonably expected to deal with. The fact that all three of the ARIBs met
their operational commitments under these circumstances was more a testament to the leadership and drive of
commanders and soldiers than sensible design of their C2 framework.

THE MOVE INTO HELMAND - ESTABLISHING CLEAR COMMAND FROM THE OUTSET

11, The initial C2 construct for the UK deployment into Helmand has attracted considerable criticism. Indeed the target
for the criticism precedes the actual deployment in that Comd 16 AA Bde and his staff were not involved directly in
the tactical planning for the move into Helmand:

They (PJHQ) came up with a proposed package. which had neither examined the tactical problems
we faced, nor the Regicnal dimension (and the demands that this waould make on us) sufficiently
Unfortunately, we had no tactical input into that key initial estimate  In the meantime we were working
in isolation, and were in the position where, even though we did not cwn the tactical plan, we were still
going to be the ones 1o execute it and owning the risk. Moreover, the plan was pretty thin on the military
Line of Operation, and was being dawn up by people who did not properly understand the Brigade's skill
sets and capabilities’

Comd 16 AA Bde, Operation HERRICK 4 in POl dated 21 Nov 06.

Lesson: For contingency the tactical dimension must be incorporated into planning at the earliest opportunity and
involve those tactical level FEs who are being considered for deployment.

» @ Np HERRICK 1 ARIB POR 63755 dated 18 Mar 05)

26 " - Op HERRICK 2 ARIB POR dated Apr 06 1t should be noted that 1 RGBW deployed elements to Heimand and Kandahar Provinces towards the end of their 1our as part of preliminary
operations

27 Comd 16 AA Bde, Operation HERRICK 4 in POI dated 21 Nov 06
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‘At best the C2 arrangements were ambiguous. We had a non 16 AA Bde OF5 commanding what was
essentially a brigade deployment. We had a multinational chain of command to a Canadian brigade (HQ
RC(S)), which imposed another layer of command between the battlegroup, and caused a degree of
confusion and conflict between national and Operation ENDURING FREEDOM (OEF) objectives. It would
have been far more sensible to have deployed the brigade HQ complete and subordinated it to the OEF
brigade HQ, regardiess of the sensitivities that this may have raised. it was the command structure that
we had trained to work with and, in our view, our own commander should have deployed in his normal
C2 function from the outset’ "

@R G Operation HERRICK 4 POI dated 29 Jan 0

The comment at footnote 5 is laid bare and the puzzle is how and why this situation was allowed to occur.
Answering the 'how and why' is beyond the scope of this study but its effect on tactical delivery was significant.
This C2 construct came unstuck as the span of command expanded® and the complexities of operations in Helmand
increased. By August 2006 Comd 16 AA Bde resumed command of his brigade. The DOC Operation HERRICK Report
(Volume 2) best captured what was a sorry story:

DOC Comment: The C2 arrangement with UKTF on Operation HERRICK 4 were not satisfactory and took some time
and effort to resolve. The original construct of Commander 'Helmand Task Force’ (an OF5) taking on most of 16

AA Bde HQ staff together with three manoeuvre elements (3 PARA BG, OMLT/ANA and PRT) flew in the face of UK
doctrine and best practice. That, together with the presence of Comd 16 AA Bde in theatre (as COMBRITFOR) led

to inevitable confusion both in the multinational context of ISAF/MN Bde(S) and in the minds of those subordinates
committed to ‘Helmand Task Force’. This unusual C2 arrangement was, buy common consent, unsuccessful. The
eventual move of Comd 16 AA Bde to command UKTF started to correct this, providing clarity and a level of
experience necessary to run what was already a highly complex and risky operation.

Observation: The command construct on Operation HERRICK 4 was thoroughly inadequate and introduced
unnecessary risk to UKTF. Initial planning and deployment would have been better carried out by the Joint Force
Headquarters (JFHQ), who could have owned the plan from the outset and been better able to draw together the
various elements of a Joint Task Force Headquarters (JTFHQ) at an early stage rather than relying on a brigade HQ.
This would have provided the benchmark against which the next Task Force Helmand (TFH) Headquarters could have
been force generated.

13. Since Operation HERRICK 4, much of the Campaign has been characterised by a tension between numerous C2

14.

29 _ peration HERRICK 4 POI dated 29 Jan 07

30
31
32

relationships that evolved over time. The initial deployment into Helmand, under sub-optimal C2 arrangements,
exacerbated an already difficult and risk laden operation. During the period of Operation HERRICK 4 - 6 there was a
sense that the NATO C2 apparatus was not mature or ready enough to deal with operational command and control
down to Task Force level.

Over the course of the campaign, C2 arrangements evolved and matured as relationships developed with RC(S)
initially, and more latterly with RC(SW). Certainly by the time HQ 6 Div took over in RC(S), TFH was:

set within a very logical and clear command construct . the campaign was brought together much
more coherently and [the Task Force] were able to leverage resources in a way that hadn't been possible
before’. "

Comd TFH Operation HERRICK 6 POR.

The establishment of HQ RC(SW) at BASTION/LEATHERNECK in June 2010, under USMC 2* command, enabled an
even clearer C2 structure in Helmand allied to much improved force ratios. Even though multiple chains of command
still existed the nesting of these chains within an increasingly mature operation presented less of a challenge than
before:

I reported to three masters: National, NATO and Afghan The national line was through the NCC to
CJO, and that worked very well .. The NATO chain of command was pretty straight forward. TFH are
a subordinate command within RC(SW). We fit quite naturally with the USMC, they think on the same
sort of scale as we do .. The third chain of command was by far the most important one and was key to
delivering Transition and ANSF primacy” *

Comd TFH Operation HERRICK 15 POl dated 17 Apr 12.

The UKTF lorce expanded to 4500
Comd TFH Operation HERRICK 6 POR
Comd TFH Operation HERRICK 15 POl dated 17 Apr 12
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13. Getting the C2 relationships right and building on extant C2 structures, rather than ad hoc ones, from the outset
and investing in the NATO chain of command earlier should be a fundamental element of any future contingency
deployment:

If we can get that right, then many other things become easier. If you get it wrong almost everything else
is really difficult, By getting C2 right, first of all, getting authority, accountability and responsibility aligned,
that means a clear and ideally simple chain of command: so it is obvious who is actually the boss. Whether
that s in an alliance or national context, we made that really complicated at the start of Helmand’ **

Lt Gen Richard Barons, Operation HERRICK Campaign Study Interview 2013

Observation: In addressing a military problem, the first thing to get right is command and control. Regardless

of whether the operation is within an alliance or a national context, it is critical to establish clear, simple C2
relationships from the outset (building on extant doctrine and C2 frameworks) and to align authority, accountability
and responsibility.

THE BRITISH APPROACH TO COMMAND AND WORKING AS A COALITION PARTNER

16. Within the force structure in RC(SW) the UK TFH was both subordinate to a USMC 2* command and had coalition
partner nations subordinate to it within TFH. Thus there is an opportunity to gauge the judgement and perception of
the effectiveness of the British approach to command and performance as both a junior and senior coalition partner.
This study precedes any equivalent produced by our coalition partners, and when these are initiated we should seek to
encourage an analysis on the British approach to command to be included.

17. Where it has been possible to assess some feedback from the junior partners in TFH, the Danes, Estonians and
Latvians have been largely positive about their experience of working to the UK Task Force. However, there is an
underlying feeling that British command 'arrogance’ hampered relationships and led to some frustrations on the
ground. This manifested in itself in a British unwillingness to accept plans or ideas from a subordinate. partner nation
battlegroup. There was a sense also that senior British commanders were largely left to their own devices and so the
missions reaching subordinate battlegroups reflected the British commander’s own priorities and understanding rather
than necessarily the overarching NATO pian:

.the British commanders in Helmand rarely felt compelled to follow directives from COMISAF and
RC(S) relations between the staffs of the British task force and the Danish battlegroups were not
always smooth, and criticism of British Task force staffs for ‘British arrogance’ and unwillingness to accept
plans from a subordinate battlegroup have been a recurring them in our interviews, but these problems
never got out of hand”’ **

Danish Foreign Policy Yearbook 2011. Peter Viggo Jakobsen & Peter Dahl Thruelsen: Clear, Hold, Train:
Denmark’s Military Operations in Helmand 2006-2010.

and it was not only coalition partners who reflect as such:
‘one can see that a british Task Force perceived that it was operating semi-independently, verging on the

independent in Helmand for a while’ **

D Cbt, Operation HERRICK Campaign Study Interview 2013

18. Despite being the second biggest ISAF troop contributing nation, the view of the UK as a junior partner to the US is
equally important and requires further study. Opinions on the UK's performance as a coalition partner are varied, both
external and internal, but:

whilst we continued to provide courageous and tough soldiers, capable staff officers and valued
capabilities, we continued to be considered arrogant, needy and slow to make what were perceived as
sunple tactical decisions” *

DOC Report Operation HERRICK Volume 4

33 Lt Gen Richard Barons, Operation HERRICK Campaign Study Interview 2013

34 Da~'sh Foreign Policy Yearbook 2011. Peter Viggo Jakobsen & Peter Dahl Thruelsén: Clear, Hold, Train: Denmark’s Military Operations in Helmand 2006-2010
35 1. Operalion HERRICK Campaign Study Interview 2013

36  DOC Report Operation HERRICK Volume 4
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and:

we, the Brits, are . useless at being subservient [ don't think we are very good at following, but we are
very good at demeanding foillowers’

DOC Operation HERRICK Campaign Study Interview 2013

Among senior British commanders there was a sense that:

‘we should seek (0 be a belter pertner and a more wsealle partner i the way that. . the Estonians were
f
5 the faith they placed in us the fact that they declared they had no red cards that
y ¥

they COlT B USet NOWEVET, e e i e e R M e Py

far us. My goodrne
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Maj Gen Sanders, Operation HERRICK Campaign Study Interview 2013.

19. Towards the latter part of the campaign, as our relationship with the USMC led RC(SW) developed, the UK made
significant progress on understanding the USMC and firmly rooting the chain of command through RC(SW). The
appointment of a former UK brigade commander as Deputy Commander RC(SW) and investment in key staff posts
were key enahlers in this relationship and bought equity. TFH commanders felt they had developed close working
relationships with the USMC commanders and staff. Best practice developed to a point where by Operation HERRICK
16 the UK brigade purposefully bent itself to fit the USMC lexicon, particularly in terms of TFH staff branches and job
titles, which eased any potential pitfalls over communication. It is anticipated that the forthcoming US/UK (Helmand)

Integration Study will highlight important lessons on the British approach to command and our performance as a
coalition partner.*

Ny Ty
".-1 ..!.'-l

Figure 1-1-1 British and Estonian soldiers serving together on Operation HERRICK

37 DOC Operation HERRICK Campaign Study Imerview 2013
38 May Gen Sanders, Operahion HERRICK Campaign Study Intervievs 2013

39 Sponsored by COMMARCENT and (J0 and due publication m Q1 15 The HCS Team <econdcd a SO1 onto this study, conducted by the US Centre for Naval Analysis (r order 10 ensuse some crass study
synchromsation

- 3




CFRGHAL-SENSITIVE

Recommendation: A more in depth study is recommended to examine all aspects of command and control
experience on Operation HERRICK and to include analysis of the British approach to command and performance
as a coalition partners (consulting US (USMC), Danish, Estonian/Latvia and Afghan coalition partners (see BLUF
Recommendation on page 1-1-1).

THE SPAN OF COMMAND AND RESTORING THE DIVISIONAL LEVEL OF COMMAND

20. The relationship between the 1* and 2* level changed during the campaign. There is some evidence which suggests
that the UK over-invested in the 1* level - certainly at the outset ~ requiring the 1* level to deliver a tactical fight over
great distance, whilst concurrently fielding the demands of operational and strategic decision makers. Army 2020 (
A2020) has placed the re-set of the divisional level of command central to its thinking. Within this, the 2* level has a
role to play in directing and resourcing brigade activity and managing strategic compression, interacting between the
tactical and operational/strategic levels.

21. Operation HERRICK suggests the advantages in a 2* ‘hierarchy of wisdom’, even in the circumstances where a 1*
FE is deployed. The importance of the 2* level of command, recognising the complexity of modern operations, the
span of command, the difficulty of servicing the tactical and operational levels of command simultaneously and
the importance of integrating fully combined, joint, inter-agency, inter-governmental and multi-national (CJIIM)
elements. TFH has been a ‘brigade on steroids'®, stretching the one-star commander well beyond anything that
was envisaged on first deployment into Helmand. In the Operation HERRICK Report (Volume 3) DOC concluded that
the rapid increase in the sice of the UK contribution to Operation HERRICK by more than 50% (6,300 to 9,500 by
Operation HERRICK 12 in 2010) exceeded the usual span of the 1* level of command and was more suited to a 2*
level command. The same impact was felt at unit level where TFH battlegroups often had up to 8 sub-units under
command.

22. Although there is little doubt that a properly resourced 2* headquarters could have done some things better, there
has been some cautioned expressed that it would be a false lesson to conclude that the 1* level of command could
not cope with this pressure, because it did (albeit with heavy augmentation), and that might limit our flexibility in a
future contingency operation. Many TFH commanders felt that they were exceptionally well prepared for the scale and
span of command at the brigade level in Afghanistan (although accepting that HQ TFH was static). The establishment
of a National Contingent Commander (NCC)* to help manage issues from both outside and within Theatre, and
the passing of issues such as detention to Joint Force Support (JFSp), all served to enable TFH to return to its core
business. The shift of national responsibilities away from TFH toward the NCC and JFSp gave TFH commanders some
valuable time and breathing space allowing them to focus on the tactical fight and ‘not to have to shoulder the
burden of endlessly relaying information directly to PJIHQ".#?

Figure 1-1-2 Task Force Helmand Operations Room, Operation HERRICK 13

40 D (bt HERRICK Campargn Study Interview 2013

41 ECAB FLOC Deduction Paper dated 9 Jan 09 - "Currently we identify five points of command as the desited maximum for mangeuvre operations. The less mobile nature of stabilisalion operations may allow
this limit 10 be exceeded’.

42 DCOM ISAF was the NCC with Comd JFSp(A) as the Dep NCC

43 Maj Gen James Cowan, Operation HERRICK Campaign Study Interview 2013
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Observation: As part of the reset for contingency there has already been a considerable amount of work centred
on the re-balancing of the roles and responsibilities between the 1* and 2* level of command. Operation HERRICK
demonstrated both the capability and capacity of an (augmented) 1* level of command to integrate a stabilisation
operation of significant scale and complexity and presents future planners with a credible option for deployment.
In such circumstances a properly resourced NCC has a key role in allowing the TF commander to deliver operation
effect. If brigades return to being pure tactical HQs then they will not be able to take on the range they have in
Afghanistan and the 2* level will need to fulfil that bridging role.

WORKING WITHIN THE TACTICAL-STRATEGIC PARADIGM

‘Politicians believe they can manage the fog of war Brief up the key tactical choices’ ™

e
-

w , Operation HERRICK Campaign Study interview 2013

23. The political context for Operation HERRICK was complex, charged and contentious. The latter half of the campaign
saw a significant growth in J9 activity as transition neared and the national risk appetite reduced and Operation
HERRICK experience suggests that Land commanders must 'recognise the political sensitivity of the military act'.** Over
the course of the campaign a number of TFH commanders were critical of the pressure to constantly feed information
and seek authorisation back to PJHQ and the MOD in order to satisfy the need to brief Ministers (termed as ‘strategic
compression’). Understandably, Ministers dislike surprises, and over the course of the campaign there were occasions
where the military were not sufficiently candid over the scale of ambition or likely casualties of tactical level operations
that would inevitably attract wide media and political interest back in the UK. When so much responsibility is placed
on the shoulders of the tactical commander we should not be surprised when ‘those sitting at the strategic level want
to know what he is up to'.4®

24. In this regard, DOC has noted that military officers need a greater understanding of the reality of command in
multinational operations, and conflation of the levels of command in a media dominated political environment. As one
senior officer commented:

‘I think we need to be betler at the military strategic level about the advice we give . to set out for the
politicians how a campaign, or the early stages of an operation might unfold, to be very candid about the
risks’

25. Operation PANCAHI PALANG, in May 2009, was seen by many in the MoD as a last minute surprise and an example of
how Ministers had not been 'warmed up properly’ to the scale of the operation, the level of casualties and its overall
ambition. In hindsight it can be seen that political risk quickly played down from the strategic to the tactical level and
was as much driven by the speed of media reporting as it was by the breakdown in trust between the military and
politicians. For contingency operations the Army will need to recognise that the flow of information from theatre to
PJHQ to the MOD has to be agile and responsive. This information flow should be treated as a warning order; at the
very first inkling of an issue, likely operation, something novel or contentious the deployed Task Force should raise it
quickly to begin shaping the political appetite.

Lesson: Notwithstanding the importance of a UK NCC, there should be greater depth in training of commanders and
staffs in recognising and operating within the conflated nature of contingency operations and for them to be able to
manage the complexity and pressures of the tactical, operational and strategic levels of operations simultaneously.
This would require more regular participation of representatives of the operational and strategic levels in tactical
contingency training.

44 CEEREERED (Hd PRT 2009), Operation HERRICK (ampaign Study inteiview 2013
45 11 Gen Capewell (C)0), Operation HLRRICK Campaign Study interview 2013
46 g peration HERRICK Campaign Study Interview 2013




RISK

26.

27.

I think we really have to alter our risk threshold for a contingency. | think that is partially because we have
to, or else we won't deploy anywhere...frankly the risks that we faced after eight years in Afghanistan
(Helmand) were as a result of eight years of conflict and eight years of growth and enemy capability It
would be wrong for us to assume that we would walk into that level of sophistication. .. things morph, our
tactics morph, their tactics morph and that is a process we start again from scratch’

Lt Gen Messenger, Operation HERRICK Campaign Study interview 2013

An understanding and management of risk was a key aspect of the Campaign - from authorisations for discrete
operations, waivers for equipment, force protection measures, to actions to reduce DNBI.“8 Whilst not in all cases
linear, the risk cursor shifted during the campaign. From the acceptance - willing or otherwise - of significant risk

in the early years the political and military strategic appetite for risk lowered as the benefits of higher risk tactical
activity became less attractive given the strategic impact of losses. The result was a tightening up of oversight

and permissions. This also reflected a more established laydown, a better provision of capabilities that allowed
discretionary interventions, and improved equipment and TTPs that underpinned force protection. There was also a
widespread, and perhaps less well understood, concern of coroner scrutiny. Collectively, these resulted in a greater
emphasis on force protection, very significant oversight over losses (such as insider attacks) and ‘mission submission’
for tactical activity and redeployments that would have been within the decision authority of Comd TFH in the earlier
years:

‘There was an overwhelming sense that UK forces up to an including unit level, had a healthy appetite for
risk — determined and effective as any. Above there were concerns by international partners that the UK
allowed itself to become risk averse, preventing the potential of forces under command to be fully utilised
There was recognition that some ‘tactical’ decision making appeared to be of necessity conducted in
London’ **

DOC Operation HERRICK Report (Volume 4)

I was Trustrated by our abiiity to develop tactics that took risk. Limited ability to use offensive measures
pre-planned HLSs: .. .we have become defensive in mindset’ "

Gen Parker, Operation HERRICK Campaign Study interview 2013

A number of Comds TFH echoed General Parker's frustration but most accepted this as an inevitable conseguence
of the operation. However, by 2013, as Operation HERRICK was drawing to a close, commanders were commenting
that they thought risk aversion had permeated the psyche of the Army and the wider national consciousness,
possibly irreversibly, given that ‘we have set some norms...that are going to be a real challenge to adjust’.*! As the
Army moves into contingency the approach to risk needs to be re-examined. The juxtaposition in 2013 of the French
intervention in Mali (Operation SERVAL) energised the debate on risk:

‘(the French)were only able to conduct that bold fast manoeuvre because they must have delegated a
lot decision making and delegated a lot of risk right down to the sub-tactical level We need to be more
robust with the delegation of risk’ and the need to ‘completely recalibrate our risk appetite. and alter
our risk threshold for contingency’ *

Lt Gen Messenger, Operation HERRICK Campaign Study interview 2013

Lt Gen Messenger, Operation HERRICK Campaign Study interview 2013,
Disease and Non Battle Injuries

DOC Operation HERRICK Report (Volume 4)

Gen Parker, Operation HERRICK Campaign Study interview 2013

DOC, Dperation HERRICK Campaign Study interview 2013,

Lt Gen Messenger, Operation HERRICK Campaign Study interview 2013



Lesson: Risk assessment, management and delegation will be an aspect of any military operation. There are
important lessons to learn from Operation HERRICK:

* A need to capture and exploit the good practice on risk management from Operation HERRICK.

* A need to understand how the risk cursor from Operation HERRICK may change (possibly radically) for the
next operation. On a different operation, with a different imperative, the risk threshold will change. In the
future there is an important education challenge to ensure that the force understands how a different
political context may drive a different appetite for risk.

¢ Dynamic risk assessment and management must be inculcated across the force and trained for. This includes
risk decision making and the provision of advice in regard to the risk of military options.*?

* There is merit in a wider public and political debate to educate the nation on the operational context and

political risks of operations beyond Afghanistan. The Army should consider how this debate can be best
enabled. ' '

CAMPAIGN CONTINUITY

28. Among senior commanders there was considerable debate over campaign continuity; in particular the veer and
haul of the early stages of the campaign up to about 2009, the balance between brigade and unit cohesion, and
the length of operational tours. Early on the MOD recognised that the campaign in Afghanistan was becoming
increasingly fragmented and that:

‘the lack of & central campaign plan was criticised for permitting each brigade commander to effectively
design his assarily aligned to the ISAF RC(S) plan — and each of which included a
sighature operation’ that charactenized the brigades G imonth operational tour’

Gwn plan = not ne

DOC operation HERRICK Capability Report, Volume 3, December 2011

There was a feeling at the Task Force level that there was a ‘reluctance to steer the campaign in Afghanistan from
the operational level. The turning of strategic intent into tactical action was done predominantly in theatre with little
recourse to an overarching campaign design.'*

29. By 2008, VCDS began to initiate a series of measures in order to bring some coherence and strategic balance to
the Campaign. Among others these included the campaign continuity meetings chaired by DCDS(Ops), PIHQ led
TFH enablement reviews, and the introduction of longer campaign continuity appointments. These measures also
coincided with the Army’s QOperation ENTIRETY drive to bring the Army onto a campaign footing for Atghanistan. All
of these initiatives brought a sense of operational ownership to the campaign that continued to develop to a point
where by 2012 'we had moved from a 100m individual sprint to a 4x400m relay’;" there was recognition that:

falthouah] there were big swings of the rudder early ori.. towards the back end of the campeargn 1o
several brigades befare me and certeinly all the brigades after me, we have made o really determined

effort to huid on and provide centinuity of intent and approach. That has proveri to be very successtul
Comd TFH Operation HERRICK 15 POR

Observation: Achieving a greater level of continuity across all lines of operation and development is fundamental
to achieving Campaign success. It took the Army some three years after entering Helmand (including Operation
ENTIRETY) to start to adopt widespread continuity measures in accord with Campaign requirements. Acknowledging
that not all the levers are under its control, in the future the Army must adapt more quickly once a campaign
approach has been determined.

30. In the early stages of the campaign the cohesion offered by a brigade training and deploying with its units offered
a relatively simple, attractive and compelling case for maintaining the status quo. But as the campaign progressed
towards the latter stages and the Afghans increasingly took the lead, the debate about deploying a standing
headquarters with units rotating out of theatre (the so called ‘Northern Ireland Model') became more vociferous
There were mixed views about whether what the Army had done in Northern Ireland (where there was less need for
cohesion at the brigade level) was right for Afghanistan. Ultimately the debate centred on cohesion versus continuity.
By Operation HERRICK 15 {late Nov 12) there was a palpable sense that the UK could have switched to a standing
headquarters that would have provided a far greater degree of continuity with the Afghans and the US. As a TFH
commander said at the time:

We are bad a1 explaining risk g our polincal masters, Bick 1€ not sludied o instecled enough - we need helter use of (ase studies’ Mai Gen Radford, Tiperaticr HEREICK Campaian Study tigfview 2013
54 DOC operahian HERRICK Capability Report, Volume 3, December 2011

55 Camnd TFH Dperation HERRICK 6 POR

56 An athlenc metaphor picked up by (he author in discussion vath 3 number of Operstion HERRICK (05

57 Comd TFH Gperation HERRICK 15 POR
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‘we could have done it then [HERRICK 15]; we probably could have done it earlier’, in fact we might have
considered switching to a different force generation model ‘as early as the end of 2007.. where you could
have had a year long standing HQ with a central staff, including the commander, and you would rotate
battlegroups through’ ™

Lt Gen Messenger, Operation HERRICK Campaign Study Interview 2013

Observation: The issue of continuity of 1* command was considered under Project SCIPIO, which addressed some
continuity posts across the Force, but concluded that retaining brigade cohesion through pre —deployment training,
deployment and recovery remained the optimum model. A critical factor is that successive brigade deployments must
be working to a coherent Campaign plan.

31. For those soldiers operating from more austere bases and in dangerous conditions the near universal consensus was
that 6 month tours were entirely appropriate. However there was some debate over tour lengths for others as early
as Operation HERRICK 7 (2009), particular for those commanders and statf operating away from the front line, in the
comparative safety of Camp Bastion or in critical Afghan facing roles. As the Army geared itself up under Operation
ENTIRETY, a number of key UK staff posts throughout the NATO command structure became campaign continuity
posts of 9 or 12 months to provide a greater level of stability than the 6 month churn had previously offered. One
senior officer comment highlights the issue:

should the C2 organisation deploy for longer? | think there is a lot of sucking of teeth  the debate is out
there but there are having to be questions asked in terms of campaign continuity’ "

DOC Operation HERRICK Campaign Study Interview 2013

After a year long tour in 2010, Comd RC(S) was of the view that:

‘key commanders should do longer tours because this campaign is all about relationships and building
trust and that takes time and is not easy to hand over’ "

Comd RC(S) POI 9 Nov 10.

Recommendation: There is merit in a more in-depth study into the full range of issues that are material to
achieving Campaign continuity in stabilisation operations. This should include key post and HQ tour lengths and
R&R policy.

COMMAND DECISION MAKING OR OPERATIONS BY MANAGEMENT

32. There is a direct correlation between the increasingly well-founded nature of the operational theatre and the influence
of some negative aspects of management into the running of the operation. The ideal command alignment of
Authority, Responsibility and Accountability was, in the view of some commanders, allowed to be compromised in
Afghanistan in too many spheres, with decision authorities often sitting elsewhere with specific staff (military and
civilian). For example:

‘Comd TFH has the freedom to authorise the engagement of insurgent commanders using a missile
costing in excess of £100,000, and yet is beholden often to business case management, with authorities
held by relatively junior individuals with no command responsibilities for [matters such as gifting with
monetary values well below this]... [this defies] all command logic for dynamic support to the operational
main effort This management culture also sees too many single issue experts who often have little
empathy for the operation. Many of these functions could be achieved by reach back’ ™

Comd TFH Operation HERRICK 18 POR dated 18 Oct 13

58 Lt Gen Messenger, Operation HERRICK Campaign Study Interview 2013
59 DOC Operation RERRICK Campaign Sludy interview 2013

60 POI 9 Nov 10.

61 Comd ItH Operation HERRICK 18 POR dated 18 Oct 13
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Lesson: The necessary bureaucratic process and oversight must not compromise the operational imperative.
Commanders, not managers, must be held to account by the correct alignment of Authority, Responsibility and
Accountability (in accord with the new Defence Operating Model) in support of the operational main effort.

COMMAND AT THE BATTLEGROUP LEVEL

33. UK Land operations in Afghanistan were regularly styled as a ‘company commanders’ war'. Although this observation

acknowledges the challenges and complexity of command at the company level, the battelgroup level (some
deploying with up to eight sub units and significant ISTAR assets) was where the ability to plan, execute and identify
long-term development of the area of operations in a coherent manner occurred; the sub-units executed the
battlegroup plan. The size and diversity of the battlegroup HQ and the complex responsibilities that were placed on
it increased over the duration of the operation. The following vignette illustrates how the CO and his Chief of Staff
(COS)* had to understand and manage this increased C2 complexity.

Vignette; managing complexity. What we identified from the way Headquarters were hard wired with IT, and the
sheer number of bodies that were in them, was that companies could only process information up to a certain level
before they became overloaded. We called this the “watershed of complexity”. When a Company HQ reached this
threshold, the CF HQ (unit level) would manage any additional assets that were on station. In practical terms a
Company HQ, with its current manning, could handle two lines of ISTAR and a strike asset, or one line of ISTAR and
two strike assets at any one time: any more than that then the CF HQ would assist.®3

34. During Operation HERRICK the quality and performance of the battlegroup COS correlated with the overall success

of the battlegroup.** The tempo and complexity of COIN and stability operations has rightly focused attention on
the CO's Intent and the battlegroup's understanding of it. The COS, heading an aspirational team, translated and
consistently applied that intent and direction across the battlegroup thereby generating decisions quicker than the
adversary. Forged during training and honed during the tour, the relationship, trust and understanding between the
CO and COS was pivotal. Commanders and staff knew that the COS fully represented the CO in the latter’s absence,
especially when it came to decision-making. The opposite also holds true - a cumbersome and mechanistic COS,

insecure in his relationship with his CO and often, as a result, tied to process over product, handicapped a unit from
achieving its potential.®®

Good Practice: The role and responsibility of the BG COS was considered good practice. The quality and
performance of the battlegroup COS was identified as synonymous with the overall success of the battlegroup

during Operation HERRICK and should be used as the foundation for the capability development of the BG HQ in the
A2020 model.

35. Notwithstanding the success of the BG COS model, the demands on the BG HQ remained considerable, including

during pre-deployment training. The burden fell equally on both CF HQs (unit level) and at company level. For CF

HQs this demanded a switch from the Hybrid PORM training (HFT) model of a fast moving ‘plan-execute’ cycle to a
Campaign footing and mindset, with relatively inexperienced staff. ¢ Royal Marine BG HQs generally coped better
with this additional level of complexity not least due to having three additional ICSC(L) trained Majors compared to an

Army equivalent. A particular concern that cropped up across the Campaign was the apparent lack of staff training
amongst SO3s and WOs:

they were unable to produce coherent staff work without SO2 mentoring A technically incompetent
officer is not only slower but induces friction” "’

Comd TFH Operation HERRICK 15 POR

62
63

65

67

Generally filled by the umit 21C

Operation HERRICK 15, CO CF LKG, Post Operation interview

Comd 16 AA Bde, during the 16 AA Bde Mission Exploitation Symposium (MXS) for Nnoessinm HERRICK 13 at RMAS, 22-23 Jun 11

The Battlegroup Chief of S1alf {COS) ~ A Formula for Effectveness, b d September 2011.

See CO CF KKG POI Operation HERRICK 14. »

Comd TFH Operation HERRICK 15 POR
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Lesson: The demands on a battlegroup HQ, and the CO and COS respectively, need to be eased by. an overhau! of
junior officer education. Training junior officers, in particular, for the complicated nature of the C2 that we now face
is not mission specific training. We need to educate our officers to deal with the C2 they are likely to work with on
operations. Training for battlegroup staff needs to replicate the C2 complexity now encountered on operations and
incorporated into doctrine.5®

36. The following insight on the burden of command usefully brings out both the increased complexity and also adds
weight to the six month tour being the right tour length at the battlegroup level,

“On a personal point, commanding at the battlegroup level is tiring | have been a CO for over 2 years
now, but was surprised how tiring, particularly mentally, it was on Operations Prior to this tour { had been
deployed on HERRICK in 2008. Since that time the campaign has developed in complexity, as scenarios are
no longer treated as black and white. We have to work with all the nuances. At the end of the six month
tour you are quite tired psychologically, as a result "

Ibid.

37. Continuity was achieved by a number of different means. COs identified continuity posts (COS, Ops, Intelligence,
influence officer and targeting teams) and they deployed some weeks in advance of the main body. The practice of
outgoing COs leaving an Operation Order in place covering the first 30 days for the incoming bhattlegroup was seen as
invaluable. The connectivity between the UK and theatre made communications very easy. When combined with the
D-5 and D-3 Comd and unit recces respectively, most COs felt comfortable with the level of understanding they had
as they started the mission. Extended Relief in Place (RIP), some up to eight weeks long and the resulting crossover
between battlegroups also added a measure of continuity; “I had some force elements of H16 under my command
for 4-5 weeks. The crossover was very useful, as | had sub-units that were at the top of their game as the rest of the
Battle Group sought to catch up as quickly as they could.”7° '

Lesson: The means of achieving continuity between battlegroup Relief in Place (including the provision of Mission
Secret in the UK base and immersion recces) need to be carried forward into contingency.

38. The Commanding Officer. The enduring question of where the CO is best placed remained a factor that COs
wrestled with throughout the Campaign. The requirement for the CO to interact and conduct Key Leader Engagement
(KLE), were key to intelligence gathering, shaping operations, understanding local psyche and the influences that act
on it;

“The real dilemma was how much time to spend on the ground versus the outstanding Situational
Awareness that you can now gel in your HQ remembering that much of what yvou do Is set-piece
decentralised ops You need to be where you can influence, and you have to maintain the balance

between the two, there are no hard and fast rules /'

p - Operation HERRICK 14 POI

The most challenging decision that COs had to make can best be summarised as follows;

“Deciding whether or not to strike a target, cognisant that one has to make the balance between taking
the fight to the insurgent and getting the decision right in order not to have adverse affects upon the
campaign, whilst simultaneously knowing one’s decision making will be scrutinised to the minutest (sic)
degree and that these opportunities to strike are exceptionally limited "7

Repeated Post Operational Interviews spanning Operation HERRICK 12-1R This quote is from
g Operation HERRICK 17

68 f“ .. Operation HERRICK 17 POI
69  ibid.
70 ki

71 gy A 0pesation HERRICK 14 POI

72 Repeated Post Operational interviews spanning Operation HERRICK 13-18 This quote is lrom CO CF Burma, Operation HERRICK 17
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Battlegroup command remains lonely and commanders sought moral support from those closest to them:;

“I'think it can be pretty lonely as a CO, as you do feel a lot of responsibility on your shoulders. | chose two
key personnel to offload to, when needed, and we had a fair éxchange of views on topics of concern, That
would be my COS and my RSM, It was also very important to have the RSM'’s perspective of the soldiers’
views and thinking and concerns. This aided me in my judgement and planning.” *

@ Operation HERRICK 18 PO,

Observation: Given the demands placed on the CO and key staff in the BG HQ on Operation HERRICK, six months
is the optimum duration for an operational at the battlegroup level on an operation with this character.

SUMMARY

39. This consideration of command on Operation HERRICK has raised a number of issues which are material to the
transformation and development of the Army:

e Changing the extant (and trusted) command and control organisation ‘in contact’, as part of the intervention
into Helmand, was operationally detrimental and should be avoided at all costs in the future.

* There is a clear indication that the British Army could improve its approach to working in a coalition; doing
more earlier to bring (subordinate) coalition partners into the fold and to clarify the national and coalition
chains of command. This includes investing more widely in coalition headquarters and organisations with
quality staff — in turn this buys equity in the coalition.

* Restoring the divisional level of command should not overlook the proven ability of the brigade level to
command a complex battlespace while integrating capabilities which ordinarily sit at the divisional level.

* The Army needs to expand the development of commanders to operate tactically but think strategically and
consider how this will be incorporated into training.

* There is a need to debate the Army’s approach to (operational) risk post Operation HERRICK.

* The Operation HERRICK BG HQ model matured into a very capable command node. The ability to augment its
A2020 successor (which is much lighter) should be retained and trained for.

Recommendation: After over a decade of operations (dominated by Operation TELIC and HERRICK), and given the
centrality of Command (and Control) in the effective conduct of operations, there is merit in conducting a detailed
study of the exercise of operational Command (including the management of risk) from campaign to tactical level.

73 - \ Operation HERRICK 18 POI
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Annex A to
Chapter 1-1

ENABLING COMMAND

1.

One frustration echoed throughout the campaign was the inability of the UK to provide the commander with the
tools and resources he needed to do the job properly. There has been some debate about the merits of the generally
younger, more junior and less experienced UK staff officers compared to their American counterparts, but in broad
terms the main areas that came in for criticism were: not viewing command as a capability, the lack of robust
communication systems and the lack of dedicated aviation support to the commander.

The UK does not have a Capability Director for command. The delivery of command is disaggregated to other
capability directorates resulting in a risk of a stove-pipe approach. In this sense the UK might be seen to regard
command as an overhead rather than a capability in its own right. The complexity of the Operation HERRICK
campaign demanded more and the stark difference between the US and UK approach to enabling command could
not be greater. The US invested heavily in this area and there was ‘no attempt to cut corners on the communications
and bandwidth and all those sort of enablers that the commander has been given, that are recognised as an
essential command enabler’. The general sense was that as far as enablement of command was concerned, 'whether
that was at the level of ISAF or the level of TFH, we never got that right’. Debate continues over the merits of a
Capability Director for command at a time when A2020 is paring back the generic capability at the divisional level of
command and whole fleet managing scarce Force Troops Command enablers between the two deployable divisional
headquarters.

The lack of dedicated aviation to support the commander and avoiding the need to ‘go begging for a helicopter”!
was a constant theme as early as Operation HERRICK 4. Numerous TFH commanders felt that 'you have got to

be able to travel the battlefield, conduct battlefield circulation and get in amongst it whenever you need to. It is
Just iniguitous that we don’t do better at that'.? At the divisional level in RC(S) it was equally difficult. c———ummy
remarked at the end of his tour:

if you looked at the headquarters of 10th Mountain Division who carne in behind us, there is no debate
about giving & 2% Divisional Commander a command flight The Division comes with a full on command
flight because the commander needs it to get around the battlefield’

Lesson: There is a need to examine the proposal to develop Command as a discrete capability in order to optimise
its development and break out some of the stove-pipe resourcing issues that surround current enabling of
command.

2
3
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Figure 1-1-3 A Lynx helicopter on operations in Afghanistan

Maj Gen Cowan, Operation RERRICK Campaign Study Interview 2013
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4. The creation of TFH Deputy Commanders and Command Sergeant Majors were hailed universally as a success. The
former allowed the commander to have an experienced, capable deputy to whom he could delegate certain aspects
of his role (more often than not the key link to the Provincial Reconstruction Team (PRT) and the lead in the Counter
Threat Working Group). It also alleviated some of the pressure on the COS who was able to spend more time running
the staff and focussing downwards rather than sharing the burden of the effect of strategic compression with the
commander. The Command Sergeant Majors spent much of their time out visiting FOBs and PBs, providing a valuable

sounding board for the soldiers and allowing the commander to ‘dip test' the morale of his troops at any given
moment.

Good Practice: The establishment of TFH Deputy Commanders and Command Sergeant Majors was clear ‘good
practice’. For contingency similar positions at formation level should be earmarked drawing on designated posts
(akin to ‘Red Rum’) so that relationships can be developed in training.

COMMUNICATION INFORMATION SYSTEMS (CIS)

5. While CIS is covered in more detail in Chapter 3-1, it is worth highlighting briefly some of the main communication
issues that beset commanders at various stages during the campaign. The most frequent criticisms in the early stages
of the operation were to do with the lack of equipment (particularly TACSAT), the incompatibility of the various
information systems and the fragility of the equipment. Commanders found that:

‘what you came down to were fragile tefephone calls in very difficult circumstances or shouting into the
HF or on a dodgy satellite phone. [ our CIS was] pretty stone age [and the variety of different systems
was] rather ornate and elaborate It was a whole cottage industry. We have just got to go with Mission
Secret - something we can work with allies - nothing else apart from inevitably some TS stuff Something
that is simple, agile, deployable and robust'.”

Maj Gen Cowan, Operation HERRICK Campaign Study Interview 2013

As the campaign progressed and wide band services became available to the lower tactical levels of command in
FOBs and PBs, the problem became a lack of bandwidth to support increasingly ‘data hungry’ applications such as full
motion video feeds, video teleconferencing and biometrics

VYRS e

Vou'd try aind hiave o bigode woileience Cail and as imany tmes as not 1t wouid raii ihe fact that we
couldn’t video teleconference . exacerbated the isolated nature of many of the battlegroup positions’ *

Even as late as Operation HERRICK 11 there was poor connectivity and inadequate bandwidth that were described as
major constraints. For the main C2 nodes the staff working environment was functional but basic where they ‘sat at
61t tables that would not have looked out of place in the First World War’. By contrast the USMC ’sat at smart tables
with inbuilt computer sockets’ that perhaps reflected the UK's stove pipe approach to command as a capability.

Observation: The supporting CIS architecture (including the level at which TOP SECRET connectivity sits) is a critical
component of the proposal to develop Command as a capability in its own right.

s

Figure 1-1-3 A signaller with a BOWMAN communications suite

3 Maj Gen Cowan, Operation HERRICK Campaign Study interview 2013
4 Ibid
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CHAPTER 1-2
WORKING IN A COALITION

COMISAF's number one priority was to sustain the coalition. The coalition was the main effort. “if you
don‘t have the coalition, then you don't have an effective force in Afghanistan”

I R Ry

INTRODUCTION

1. This chapter should be read as an adjunct to Chapter 1-1 Command. It has not been possible to synchronise the
HERRICK Campaign Study with similar studies from other partner nations, in particular the Danes, Estonians,
Canadians and US. While they all have studies planned, none have yet to report. Where relevant this chapter has
drawn on the US-UK Integration Study' which will report in 2015. It is recommended that the Army conducts a study
into the experiences of those nations who subordinated forces to the UK; Denmark and Estonia.

2. The UK will routinely operate with allies and partners, in particular as a supporting partner in a US-led coalition. It is
extremely unlikely that the UK will conduct war fighting without US leadership, but in other operations the UK may be
called upon to lead a non-US coalition.? Therefore it is vital that we learn the lessons from almost a decade of working
within a coalition in Afghanistan. Land forces must draw from the experience of Operation HERRICK with the aim of
being a better, more useable partner.

op Contributing Nations
— = e e — oL L. —
Albsnia Geoigis | 9835 Norwsy | 433 |
Armenia Germany Poland 2475 |
Austrelia B Greece Portugal 118
| Austris Hungary Romania 1,876
Azerbaijan Iceland | 4 Singapore 39
Bahrain Ireland 7 E Slovakia 329
Belgium Haty | 3,952 Stovenia -]
Bosnis & Herzegovina Jordan 0 Spain 1,488
= e e — 2 e — = -
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Figure 1-2-1, ISAF Troop Contributing Nations as at January 2012

3. International Security Assistance Force (ISAF) became a US commanded NATO mission in 2007, augmented by a
number of non-NATO nations. NATO became responsible for the command, coordination and planning of the force,
including the provision of a force commander and headquarters on the ground in Afghanistan. At the height of the
campaign there were 50 Troop Contributing Nations (TCN) with an ISAF total strength exceeding 130,000 at its peak
in January 2012. This was a significantly larger coalition than the lrag War coalition which had 35 TCNs.?

1 The US-UK Integration Study, sponsored by COM MARCENT and C10, is due to report in Q1 2015 The author of this chapter was the UK lead on the US UK Integration Study
2 Minsstry of Defence, Sirategic Trends Programme, Future Character of Conflict, Delence Cancepts and Doclrine Centre, Page 3, Assumptions
3 The US Senate Committee on The Armed Setvices, To Receive Testimony on Iraq, Alghanistan and the Global War on Terrorism, Washington, D C 3 August 2006
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4. The UK had key roles within the ISAF coalition (see the Operation HERRICK campaign chronology):

a. HQ ISAF Lt General Richards? was the last COM ISAF before the US took over the COM ISAF role for the duration
of the campaign. From 2007, the UK took over the DCOM ISAF role.

b. HQ ISAF Joint Command (HQ 1)C). HQ IJC, a US commanded 3 Star HQ, reached full operating capability in
November 2009. HQ 1JC was augmented on a rotational basis by one of NATO’s nine standing HQs. The UK led HQ
ARRC took over this role in 2011° from the French-led GRF(L) and was replaced in turn by staff from the Eurocorps
GRF(L) and the Spanish GRF(L). The UK periodically held the 2 Star COS 1)C and a number of other 1 star posts.

¢. Regional Command (RC) level. From 2006 to 2010, RC (S) was a partnered 2 star HQ,* commanded on a national
rotation; Canada, Netherlands and UK.” In 2010, UK effort shifted to RC (SW) following the United States Marine
Corps (USMC) deployment to Helmand. A UK 1 Star was periodically deputy commander of the US Army Division
deployed to RC (E).

5. RC (SW) became a 2 Star HQ, responsible for Helmand and Nimroz Provinces, when the HQ transitioned from a
Marine Expeditionary Brigade HQ in early 2010 and Task Force Helmand (TFH) resubordinated from RC(S) to RC(SW).
The UK held the DCOM RC(SW) role. There were two Land formations subordinate to RC (SW); TFH and Task Force
Leatherneck (TFL). TFL was a USMC 1 star HQ that coordinated the activity of two USMC Regiments each equating to
a UK brigade in size. The Georgian contingent, two battalions at its peak, came under TFL command.® RC(SW) was a
coalition of;

a. NATO Nations: Denmark, Estonia, United Kingdom and US
b. Non-NATO Nations: Bosnia and Herzegovina, Georgia, Jordan, Tonga and United Arab Emirates

Figure 1-2-2 gives a 'snap shot’ of RC (SW) coalition partner task organisation (TASKORG). Note, TFL redeployed
in 2012.

6. TFH was a UK commanded 1 Star HQ. The Danes and Estonians were key coalition partners that added mass to TFH
with both countries providing force elements and staff. In May 2006 the Danes deployed a 290 strong reconnaissance
squadron and in 2007 this was increased to a 750 strong Danish Battlegroup, which took over Battlegroup Centre.® In
2006, the Estonians deployed a mechanized infantry company, which was fully integrated into a UK battalion. 0

.'

4 In May 2006, HQ ARRC assumed command of HQ International Security Assistance Force (ISAF) IX in Afghanistan. Lt General Richards, COM ARRC 100k on the role of COM ISAF IX

5 HQ ARRC deployed, January 2011 1o Janualy 2012.

6 Fiom February 2006, Brigadiet General Fraser (CAN) commanded RC{SW) as a 1 Star HQ. RC(S) became a 2 Star HQ commanded by Major General van Loon (NL) in November 2006.

7 Maj Gen Page took over command of RC(S) from 14aj Gen van Loon (NL) May 2007-February 2008. Maj Gen Carler was Ihe last UK commander of RC(S), November 2009 to October 2010, prior to TFH
transler lo RC(SW) October 2010,

8 Each Geoigian battalion had 3 96 man USMC Liaison Team attached 10 it

9 Danish Foreign Policy Yearbook 2011, Clear, Hold, Train: Denmark's Military Operations in Helmand 2006-2010, Peter Viggo Jakobsen and Peter Dahl Thruelsen

10 HQ of the [stonian Defence Forces, response to DLW questionnaire dated 24 January 2014.



ORHCIAE-SENSHHVE

Task Organization - Mar 2013

UNCLASSIFIED

Figure 1-2-2, RC (SW) TASKORG as at March 2013

LESSONS

7.

Lead partner. In Helmand, there were two significant partner relationships; firstly the UK as the junior partner in

a USMC led division; and secondly the UK as the lead partner within a UK coalition brigade level TF construct. The
integration frictions experienced as the junior partner by both the UK at the division level and Danes and Estonians at
the brigade level are similar. Equity of staff in the HQ was a key factor; having a proportional staff contribution and
getting those people in the right places/levels was important. Too little equity at the right level risked marginalisation.
It is important that the right balance is struck at the start of an operation and that this is maintained to the end.

Working within a US led Regional Command. The most obvious issue when you are going to work subordinate to
another Nation or another Force, is that you need to understand them. While this is obvious, it can be more difficult
than might be expected

“It took some time and a lot of effort to work out how the USMC furictioned. In this case, the command
and control function, the processes, right down to the basics of what do they expect, how do you bid for
resources, how to play the game, play by the rules of their game rather than our own. We got very good
at it we were outperforming our counterparts in Task Force Leatherneck!' when it came to bidding for
resources or submitting CONOPS. I think it took us quite a long time to get there So it is all about training
together and maintaining those images, studying and understanding the doctrine and processes of our
most likely allies” '

Comd TFH Operation HERRICK 15 Post Operation Interview.

UK as the lead partner. In learning the best practice of our integration with US allies, we should also learn from

the experiences of those nations who subordinated forces to the UK, such as Denmark and Estonia. The UK was in a
unique position to provide a 360 degree examination of coalition issues due to its dual role of majority and minority
partner. Insights from Danish and Estonian staff, point to a UK staff arrogance in TFH' which left a perception that
they were ‘second eleven’ partners. In the light of their experiences, we should review integration and interoperability
challenges arising from bespoke UK doctrine and staff attitude, procedures and practices.

n
12
13

Task Force Leatherneck was the USMC 1 star HQ that coordinated the aclivity of two USMC Regiments (e ich equating 10 a UK brigade in size}
Comd TFH Operation HERRICK 15 Post Operalion Interview
Insights from Post Operation Interviews; this observation ran from 2006 10 2014
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10. Unity of command. There is a risk of parallel command which may disrupt unity of command within the coalition.
Unity of command within a coalition was critical but often difficult to achieve as national agendas diverged from
the ISAF line. Initial operations in Helmand ran the risk of a UK “independent national operation to the detriment of
sovereign sensitivities and coalition management”.'* Operations in Helmand arguably achieved a point of balance
in 2009/10 with the deployment of USMC forces and the creation of RC(SW). Subsequently, US and UK integration
proved excellent. There is a question as to whether or not the UK should have sought to better integrate its
deployment, with a resultant loss of autonomy, from the outset.

11. The UK was subject to some criticism about coherence with the NATO/ISAF plan and that TFH was getting orders
from PJHQ which was not always consistent with the ISAF line as well as not following the ISAF chain of command.
Commander RC(SW) faced a challenge over the issue of UK subordination to the lead nation in Helmand. PJHQ staff
were seen as overbearing and at times arrogant by RC(SW) and TFH staff.

“There is a need to understand that we are serving coalition masters and not just national ones; there js
undoubted tension when one’s national rear-based operational HQ are pushing a deployed coalition HQ
to consider things on their behalf” '

Comd TFH, Operation HERRICK 19, interview 02 April 2014.

This perception does not engender coalition unity of command and is an area that should be improved upon in future.

Observation: The UK should consider its approach when a subordinate element within a US led coalition. it should
fully integrate and accept a reduction in autonomy from the start of the operation. It should aim to give priority of
support to the in place commander in achieving unity of command.

Observation: The UK should reflect on the best way of being an effective tactical partner — where we are subordinate
to a bigger US effort. We need to understand better the notion of ‘junior partner influence' within an alliance.

Lesson: The UK should learn from the experiences of those nations who subordinated forces to the UK, such as
Denmark and Estonia. It is recommended that a study is conducted into both Danish and Estonian integration and
interoperability challenges.

COALITION INTEROPERABILITY®

12. Coalition integration happens over time and is enabled by both systems and process interoperability. The benefits
of coalition operations can be realized when coalition partners mature through an interoperability spectrum;
deconfliction to coordination and then to integration. As the ability to operate together increases, so the forces can
move through the spectrum of interoperability until full integration can occur. There are some areas e.g. J1, where
coalition partners need only to understand another nations process and further harmonization is not required. Figure
1-2-3, illustrates how moving up this spectrum atlows growing capability to:

a. Increase tempo of joint operations. Effective integration enables a coalition to leverage synergies and
respective strengths.

b. Increase number of mission types that can be passed between US and UK. Reduces risks in coalition operations
(e.g. force protection, friendly fire).

€. Possibly increase both military and political influence through the ability to act alongside the US at the same pace
(although it may be argued that in some cases deconfliction may allow greater political influence if the UK had
control of a sector of the battlefield (TFH)).

It also illustrates how perishable coalition interoperability is, for Operations TELIC and HERRICK, US-UK interoperability
developed from the lowest start point (deconfliction). Maintaining a high level of coalition integration between
operations is a challenge. Historically, there is a rapid drop off and a coalition force has to relearn past lessons in order
to achieve high levels of interoperability.

14 Chief of the Defence S1aff interview with DLW, October 2013

15 Comd TFH, Operation HERRICK 19, interview 02 April 2014

16 Interoperabllity describes the ability of UK Forces and, when appropriate, forces of partner and other nations to train, exercise and operate eflectively together in tiie execution of assigned missions and tasks
AAP-6 delinition.
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Figure 1-2-3, Interoperability Spectrum: US-UK Operations Over Past Decade17

13. A study of US and UK integration in RC(SW) has identified the following coordinated and integrated capabilities.

a.

Coalition Targeting Cell (CTC). The merger of the Targeting Support Group (TSG) and Regional Targeting Cell
(RTC) in December 2013 created an integrated US-UK targeting capability. The merger was driven by operational
necessity as RC(SW) force elements and ISR redeployed. The CTC has become CG RC(SW)'s tool to influence his
battlespace. This was a UK led capability.

Air Operations. USMC and UK aviation operations are perhaps the best model for coalition integration. Despite
no formal command relationship aviation operations have been integrated for longer than most other capabilities.
The combined Air Combat Element (ACE) and Joint Aviation Group (JAG) HQs had a partnered approach.’®

A positive degree of competition developed within the JAG between the three services and also the ACE. For
example; a TTP routinely used by RN pilots which was seen as operational good practice was quickly adopted by
the remainder of the JAG and the USMC ACE, this extended to briefing formats and general mission business

"They had great synergy and a common bond permeates through the integrated staff They have similar
capabilities, which gave resilience and redundancy, they could do more with less" ™

From interview witk. %MAG (A).

Security Force Assistance (SFA). USMC and UK approach to SFA has evolved through deconfliction to
coordination and only reached an integrated leyel when TFH redeployed in April 2014. The decision in 2012 to

disband the UK led C10 branch in HQ RC(SW) and reinvest SFA staff across all C1 to 9 functional areas with a
1ISMC ane star Denutv Commander SFA added temnn and fociis

HQ RC (SW). From tormation in 2010 the functional areas in HQ RC(SW) have moved through the deconfliction
to coordination to integration construct at varying levels of success. Figure 1-2-4 gives a subjective assessment of
progress towards integration. The key point is that integration, where achieved, takes time (over four years).

17 Modeled by US Center lor Naval Analyses, US-UK Integration Study
18  Parinered approach; where there is a US lead, there is a UK deputy This extends through the stalf
19 MAG (A} has 12 x CH 53's, withoul JAG would require 16-20 for same task. From interview with w ()
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Figure 1-2-4, Interoperability Spectrum: RC(SW) US-UK Integration by Area?

Coalition Interoperability - a brigade perspective. TFH has operated under command of a USMC dominated
RC(SW) since 2010 and, over time, conditions have been created for increased integration. UK and US tactical doctrine
is already similar and uses tried and tested preparatory techniques ~ combined planning, war gaming, rehearsal of
concept drills, orders groups and rehearsals - to ensure mutual understanding during joint activity. Different rules

of engagement, national caveats, CIS protocols, battlespace management methodology and intelligence sharing
policy have been rough edges that require to be smoothed, but early engagement between units and HQs, combined
planning, the employment of well trained and practiced liaison teams in unit, task force and regional command HQ,
alid o Ldii-du atlitude resulted in a series of extremely successful coalition operations during Operation HERRICK 19.4'
Coalition Interoperability - a unit perspective. The UK Manoeuvre Battlegroup routinely operated with an
Estonian Mechanised Infantry Company and a Danish Tank Troop under command, and with Danish staff officers
embedded into its HQ. During USMC base closures at Sangin it worked alongside US Army and Marine combat and
support units on a 2 week ‘out of area’ operation. In April 2014, it resubordinated to RC(SW) on the dissolution of
TFH. Its coalition credentials were strong and they were tested again during the recovery of the last USMC elements
from Sangin and the withdrawal from Observation Post STERGA 2 (June 2014). Conditions for success included early
inclusion of coalition staff members who attended all major pre-deployment training events; preparatory training
would have been optimised if coalition sub-units could have attended. At the sub-unit level, technical and CIS issues
were relatively easy to overcome. The judicious application of waivers to enable UK personnel to operate under the
protection of other-nation ECM and vehicle protection was critical. Unsurprisingly ‘big-hand’ doctrinal principals
translated well across the coalition although low level Tactics Techniques and Procedures differed significantly
dependent mostly on enabling equipment types. Friendly force cultural awareness was essential. Capability briefs, sub-
unit immersions, CPX's, rehearsals and 'time on tanks’ helped us to understand the domestic and military culture of
our coalition partners and smooth the way to an effective working relationship.22

16. The apogee of Operation HERRICK has seen high levels of coalition integration achieved. This is due to shared

experience, similar doctrinal and operational processes, better understanding of different national capabilities and ten
years of campaigning which has generated a level of trust between these nations. The challenge during the fallow
period before the next coalition operation is how to start the next operation as an integrated coalition, capitalising on
those coalition synergies from the start. Historically there has been a rapid drop off in coalition integration post major
combat operations. This suggests that a coordinated Defence Engagement programme consisting of an increased
tempo in multinational combined military exercises, staff exchanges, and professional military education (PME) will be
required to sustain the post Operation HERRICK heightened level of integration. Commanding General RC(SW) stated;

“As we lift of from Afghanistan we should look to how we maintain our joint experiences Tactical
formation training will likely to be too expensive but staff to staff events and CPXs could do it. We should
also look to send officers onto each others courses so they understood how we function”’*

G ..o dated 14 April 2014

Numbeis refer to staH function; €1 - HR. €4 - €55, €6 - CIS, (8 — fnance
Operation HERRICK 19 Post Operation Report
Operation HERRICK 19 Post Operation Report.
Brigadier General D Yoo USMC, CG RC(SW) interview dated 14 April 2014
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The US-UK Integration Study has the following initial conclusions?*:

a. Integration skills are perishable. We expect the current high level of UK-US integration observed in RC-5W to
decrease rapidly after the close of operations.

b. History shows integration building up slowly. in a future coalition land operation, it could take years to re-
establish this current level of integration.

¢. Act now or re-learn later. Investments now to deliberately maintain this level of integration can reduce the re-
tearning of the same lessons at the cost of time and effort.

Observation: Effective integration enables a coalition to leverage synergies and respective strengths.
It increases operational tempo.

Observation: Integration takes time, over four years for HQ RC(SW). In some cases e.g. Coalition Targeting Cell,
operational necessity has driven closer integration.

Observation: The Targeting Support Group's merger with the RC's Regional Targeting Cell presents a case study for
the factors to be considered when creating US and UK coalition teams.?*

Observation: Unless positive steps are taken to maintain levels of integration seen at the end of Operation HERRICK,
it is likely that at the start of the next coalition operation these capabilities will have regressed over time.

Lesson: Conditions for success included early inclusion of coalition staff members who attended all major pre-
deployment training events; preparatory training would have been optimised if coalition

sub-units could have attended. For future operations PJHQ should direct that coalition staff and sub units are included
in pre-deployment training.

Observation: The judicious application of waivers to enable UK personnel to operate under the protection of other-
nation ECM and vehicle protection was critical.

The most notable coalition interoperability issues encountered in Afghanistan were; CIS, information and intelligence
sharing and Combat Identification (Combat ID).

a. CIS. Right from the start during pre-deployment training the RC(SW) C6 was fighting the communications
battle to allow the Commanding General and Deputy Commander to communicate. This was achieved only on
unclassified and top secret and above systems. Tactical CIS interoperability between UK and US has been largely
constrained to TacSAT The national Information Communications Systems gateways are unreliable or do not work
and require users to conduct ‘swivel chair’ processes and re-enter data between systems. National data recovery

from coalition systems needs to be addressed and far better understood. A e S e
b. Information and intelligence sharing. UK and US information and intelligence sharing at the HQ RC{SW)

level were found to be very good, with few interoperability issues. Most reparting was ‘5 eyes’. This presented a
significant constraint for embedded 'non-5 eyes' staff; Danes and Estonians.

c¢. Combat ID.

T T e S T L T A R e e

Measures that have worked to mitigate coalition interoperability gaps which should be taken as best practice for the
future are;

a. Lliaison officers were seen as the single most effective means of closing interoperability gaps and ensuring a
common understanding of the plan. To generate a liaison capability the Manoeuvre Battlegroup routinely deployed
its lead 3/5 planner during the refine/execute phase to the Estonian Mechanised Infantry Company.”® Selection of
competent liaison officers is key within a coalition.

24
25
26

28

The US-UK Integration Study is 8 COMMARCENT, Maj Gen Neller and Commander Joint Operations, Li Gen Capewell sponsored study. It will report in Quarter 1, 2015 o
US-UK Integration Study - sponsored by PIHQ
interview wit. SN JSMC, RC(SW) | N, Royal Signafs, RC(SW) Deputy 6 and ¢ qggilllIB SO3 16 TFH dated 03 April 2014
Similar Combat 1L interoperabinty observalions were made in the UK/US Interoperability report published by Dst 3u May, 2003
aa—— -0 Manoeuvre Battlegroup, Operation HERRICK 19 Mission Explatation Symposium, Battlegroup deep dive 18 June 2014
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b. UK enabler embeds (CIS, Intelligence) with the Estonian company proved to be force multipliers.? The Army
should plan to embed key interoperability enablers into partner forces when they operate as part of a UK
formation.

¢. Assigning a lead nation advisor or sponsor, was beneficial to bridging the interoperability gap, when coalition
staff are assigned to multinational headquarters. Though it may naturally occur in most cases, there are merits to
assigning an advisor from a counterpart nation to incoming coalition staff, especially those that will occupy key
leader positions. Future coalitions should consider practising such methods to promote greater interoperability and
synergy among multinational coalition staff.

demanding time consuming
workarounds and reducing the tempo of coalition operations. Recommendations for a future coalition HQ are:®

a. Asingle or federated Mission Secret network which is a fundamental to coalition operations that could be
exploited before and during deployment.

b. Animproved interoperability of VHF/HF tactical CIS.

An architectural alignment which enabled a federation and sharing, especially on bearer networks, allowing
common coalition applications.

d. Functional gateways between national and mission networks.

Observation: Resourcing CIS
interoperability would be a quick win as it is a key factor in improving coalition integration. This is a repeat lesson
which we continue not to learn.

Observation: The employment of quality liaison officers was the single most effective method of achieving and
improving coalition integration.

Lesson: UK enabler embeds (CIS, Intelligence) with the Estonian company proved to be force multipliers. The Army
should plan to embed key interoperability enablers into partner forces when they operate as part of a UK formation
from the outset. This should be embedded into Land tactical doctrine.

COALITION HEADQUARTERS

21

- Forming a Coalition HQ. HQ RC(SW) was a USMC led 2 Star HQ augmented by a number of UK tri-service individual

augmentees.’' The HQ had a partnered approach with either a US lead and a UK deputy or vice verse which extended
through the staff: The UK held the DCOM, ACOS C5, C9 and C10 and the Deputy ACOS C2, C3. The UK was the
junior partner and this was reflected in staff equity within the HQ which was on a ratio of 5 US:1 UK in January
2012.%2 There were also a very small number of Danish (3) and Estonian (1) planners on the HQ RC (SW) staff. TFH was
a UK led 1 Star HQ, formed on a Type A brigade, augmented by UK, Danish and Estonian individual augmentees.

a. Force generation and training. The best practice should be to form a coalition HQ around a formed HQ. There
are a significant number of insights that attest to the benefits of early engagement by key UK staff with the US
Command element and Danish staff with the deploying TFH HQ. Early engagement ensures that key decisions are
not made by the US commander without UK input. Trust and relationships need to be established and fostered
from the start to enable the UK strengths to gain traction. DCOM RC(SW) warns that “muddling through force
generation and force preparation undermines UK equity and credibility within a US/UK coalition” . **

b. Tour lengths and continuity. Key USMC and UK HQ RC(SW) staff deployed for 12 months. Key UK staff tour
length needs to mirror the lead nation's tour length. A few designated UK campaign continuity posts were off-set
from the HQ deployment by three months. (n HQ TFH, Danish staff officer deployments were offset from TFH
transfer of authority. This approach built in an element of continuity to the HQ. For it to work, staff in continuity
posts must attend the incoming rotations pre-deployment training. This will build the necessary relationships and
trust to make their continuity role effective. Continuity must be planned from the outset with a consideration of
practical measures to achieve it. Maintaining the tempo experienced in a US led HQ over 12 months is challenging.
The ability to sustain effort beyond the 9 month point is questionable. “To deliver a cohesive team, you had to
prepare and deploy together and then go out together, ideally for a 9 month deployment” 34

HQ of the Esteni=r Nalenca Farras, response o BLW miestinnnalie dated 24 lanuary 2014.

Interview it “CHRREIINGSMC, RC(SW) €6, g, 013 Signals, RC(SW) Deputy C6 and Qg /6 THH dated 03 April 2014,
In January 2014 MEB-A deployed with 3 one stir commander; Brigadier Genezal D Yoo USMC.

As at January 2012HQ RC(SW) staf ratios were; US 427: UK 96 at February 2014 ratios were; US 359; UK 53. Source C1 HQ RC(SW) 25 June 2014

Brigadier R Thomson, DCOM RC(SW) inlerview dated 27 March 2014

Brigadier General D Yoo USMC, CG RC(SW) interview dated 14 April 2014
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¢. Planning and Doctrine. The 'planning shops’ are the engine rooms of any HQ. in a US led HQ the planning
doctrine will be US and UK planners need to understand the doctrine and be proficient in it's application. In HQ
TFH, coalition partners had to adapt to UK planning doctrine and a command led approach. Danish staff were
frustrated by a lack of NATO doctrine. Often this is learned on the job and as a result, unless the individual is very
able, credibility is lost right at the start and the planner becomes marginalised. The US has trained planners, who
go through the School of Advanced Warfare (SAW) or School of Advanced Military Studies (SAMS). In preparation
for future missions, the RC(SW) ACOS C 3/5 recommended that the UK send young officers through these schools
to be trained in how US forces conduct planning. These UK SAMS/SAW trained officers should then be posted to a
standing US or coalition HQ - a deliberate pick and post policy.*

d. Selecting the right staff. There is a view that the UK invested its brightest and best staff into both TFH and Joint
Force Support (Afghanistan) rather than HQ RC{SW). DCOM RC(SW) makes the following point "the selected UK
staff only embodied one past or future CO, most had the combined challenge of either being in acting rank or
newly promoted and then the complexity of an operational tour” % While the Armed Forces are joint by design,
the practice of sharing HQ staff equity across all three services needs to be examined. The UK needs to get better
at recording who has coalition experience and then exploiting that experience by selecting those individuals for
future coalition posts.

Lesson: While the Armed Forces are joint by design, the practice of sharing HQ staff equity across all three services
needs to be examined. The UK needs to get better at recording who has coalitien experience (or training) and then
exploiting that experience or training by selecting those individuals for future coalition posts.

Observation: Early force generation, of the right people, and early engagement on coalition pre-deployment training
builds trust, relationships and brings early buy in on key decision making. This needs to improve for future coalition
operations.

Observation: The UK should align itself better with NATO doctrine to improve coalition integration. This would be a
step in the right direction to making the UK a better coalition partner.

Lesson: Ensuring and maintaining the appropriate level of staff equity within a coalition HQ is a key factor. Too little
equity risks marginalization by the lead nation. The UK should invest in quality staff in coalition HQs from the outset.
Selection and training of staff for coalition HQ posts needs to improve.

National caveats.” The US, as the lead ISAF nation, has aligned its NATO declared national caveats with ISAF policy.
This had the effect of making their national caveats ‘transparent’ in the ISAF coalition.” e —

w
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National Out of area policy. This was a UK policy bespoke to Afghanistan, which presented a number of challenges.
The policy had 2 aspects: the first involved a limit set by the Prime Minister of no more than 300 ground troops
operating in the Upper Gereshk Valley (UGV); the second involved a graduated level of approval for UK forces
operating outside of TFH and Task Force Belleau Wood AQ, which considered the number of troops involved, where
they were to operate from and for how long. There was a tried and tested process to gain the necessary approvals for
UK force elements to operate out of area. This should not have constrained planning, but due to often misunderstood
perception of the out of area policy being a ‘red card’ national caveat, it was seen by both US and UK staff as a
planning constraint. It is likely that out of area policy could remain a constraint for future coalition operations.

UK national caveats and other policies set the UK apart within HQ RC(SW) The policy advisor (POLAD) provided UK
policy advice to the RC(SW) chain of command. There is no US POLAD equivalent at the one or two star level. This is
due to a much closer relationship between the RC(SW) DCOM and London (PJHQ and MOD). For the RC(SW) CG the
policy gap is much greater; JC, USFOR-A, CENTCOM, Joint Staffs, Pentagon, Washington. A clear understanding of
UK policy (caveats, ROE, detention, national asset approval, out of area) by both UK and coalition staff is required and
this must be achieved during pre-deployment training

w

USMC, ACOS €£3/5 Plans, HQ RC{SW) imterview dated 08 Apnil 2014
Briganier K ihomson, DCOM RC(SW) interview dated 27 March 2014
Definition. National caveats are the restrictions NATO members place on their parucipation 1 a deployment There is a national limnation, restriction of constraint of any national mikitary forces or civilian
elements under NATO command and control, or othervase avallable, that does not pernist NAIG commanders to deploy o1 employ these assets lully in lne with the apprcxed OFLAN, including freedom of
movement within the designated 1OA and the approved ROE. MCM.0027-2005, dated 11 fFebruary 2009
UK guidanice on detention policy 15 detailed at; Defence instructions and Notices: implementation of Cabinet Office’s Consolidated Guidance Relerence 2103DING3-014 updated Febiuary 2014
HQ of the Estonian Defence Forces, response to DLW questionnaile dated 24 January 2014
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Observation: All nations will have policy variance, a fact of working in a coalition. The challenge was understanding
these policy variations and leveraging another nation’s policy to turn constraints into freedoms.

Eesson: M

Lesson: A clear understanding of UK policy (caveats, ROE, detention, national asset approval, out of area) by both
UK and coalition staff is required and this must be achieved during pre-deployment training.

25. Cultural Differences. It is important to understand the cultural difference between coalition partners. ABC A%
nations share a common language but the difference between the French and non-French Canadian contingents
of Task Force Kandahar, was marked and goes beyond the obvious simple linguistic difference. For partners where
English is not their first language we must be more aware of the potential for misunderstanding and steps need to be
taken to ensure complete understanding.

“We have increasingly come to understand that there is no substitute for de//berate, thorough and
inclusive battle-procedure (to include full orders, war-gaming, back-briefs and ROC drills at hoth Unit and
Sub-Unit level) and where possible we always re-group at the earliest possible opportunity. These activities
all mitigate the risk of misunderstanding or misinterpretation and increase the likelihood of success”

Tactical COIN Vignettes - Operation HERRICK 10, November 2009

The Estonian company found that,
"It was sometimes challenging to achieve understanding between people with different British accents

and the extensive use of military abbreviations” =~

HQ of the Estonian Defence Forces, response to DLW questionnaire dated 24 January 2014

Observation: The UK needs to recognise the importance of understanding the cultural difference between coalition
partners and adjust accordingly.

26. Planning and Command decision. Perceptions of USMC and UK Command and planning styles are varied. The UK
perception of USMC planning as seen from the Manoeuvre Battlegroup makes an interesting observation.

"FRAGQs are iteratively gone around and at no point do you have Command guidance coming in That
said, they did listen when we put comments in as we were uncomfortable In our world the Commander

gives directions and that is clear For them [the US] the whole approach was different. This wgs my first
experience of that. We do questions 1-7 and they do 7-1, in that order. By which point the plan is already
‘on rails’, and it is difficult to knock i1t off”

— Operation HERRICK 19 Post Operation Interview. This view was
corroborated by COS 5 Rifles, Manoeuvre Battlegroup, interview dated 24 june 2014.

27. It was our experience that the Danish staff element were used to a far more staff-driven HQ dynamic than that
achieved through the British Army’s command-led approach. Estonian simple and honest briefings were gladly
received. The US propensity for being over polite on occasion presented a challenge to engaging with knottier issues.
These differences make coalition planning and operations a challenge, but also present a mirror through which to
consider our own military culture and ask questions of what we can do 1o be better partners.

Lesson: A significant variance in command style was exercised and experienced by different coalition partners. This
should be subject to further study with the aim of better preparing UK force elements and staff and also coalition
partners working in a UK led force

40 ABCA nations; Ametica, Britain, Canada, Australia and New Zealand.

41 Tactical COIN Vignettes - Operation HERRICK 10, November 2009

42 HQol the Estonian Defence Forces, response to DLW questionnaire dated 24 January 2014

43 “ . Operation HERRICK 19 Post Operation Interview. This view was corroborated by COS 5 Rifies, Manoeuvie Bartlegroup, inlerview dated 24 June 2014
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CHAPTER 1-3

SCIENCE AND TECHNOLOGY:
DIRECT COMMAND SUPPORT TO OPERATIONS

BACKGROUND

1. Operational Analysts (OA) and Scientific Advisors (SCIAD) have been deployed in support of Operation HERRICK since
2002 and 2006 respectively. At the peak of the conflict, there were OA staff deployed into Regional Cornmand South
as well as OA and SCIADs deployed into Task Force Helmand Headquarters and Joint Force Support (JFSP(A)). Initially
the SCIAD post was deployed in support of HQ ISAF but the post was moved to provide direct support to UK troops
in Helmand Province. The UK provided the core of the HQ ISAF Analysis Branch providing direct analytical support
to the UK 4 star COMISAF in 2006/7 and the HQ ISAF Joint Command (1C) Assessment branch supporting the US 3
star COMIJC. In both cases the analytical support contributed to the theatre level command of all NATO operations in
Afghanistan. Annex 1-3-A gives a more detailed account of the important role Science and Technology (S&T) played
through Operation HERRICK.

2. In addition to the core OA and SCIADs, S&T staff have deployed on a wide range of tasks including: Defence
Intelligence Liaison posts in Kandahar and Lashkar Gah, Deployed Exploitation staff in Bastion and Kandahar and
Subject Matter Experts (SMEs) deploying regularly for short periods to provide specific advice in complex areas.

Observation: The integration of S&T staff during Operation HERRICK into forward HQs expanded on the benefits
found during Operation BANNER and Operation TELIC. Particularly in the C-IED battle and biometric exploitation.

TRAINING AND INTEGRATION

3. The majority of selection and training for deploying S&T staff was undertaken by Dstl and the Land Warfare Centre
SCIAD branch under the behest of PJHQ. The bulk of deployed staff came from within MoD and in particular Dstl. The
physical and intellectual demands of operating within a deployed operational HQ were recognised as key tactors and
selection included elements of psychometric testing and role play. Successful candidates then entered into a prolonged
process of cross defence briefings in order to gain an understanding of on going S&T projects and capabilities.

4. To prepare staff for deploying attendance at RTMC Chilwell was mandatory and provided a central mechanism to
issue and refurbish equipment such as body armour and respirators. The final training events aimed to integrate the
deploying scientists with their host units during the MRX phase of pre deployment training. This integration was
highly beneficial in delivering effective S&T support.

Lesson: The traits and characteristics required to work as a deployed S&T advisor are not a prerequisite civilian
attribute. Selection methods should be retained and a pool of deployable scientific staff identified for any future
operation.

Lesson: The integration of S&T staff into their HQ pre deployment built relationships and allowed the military
component to fully understand the capabilities of their embedded scientific staff. Future reactive and high readiness
HQs should have assigned S&T advisors, enabling partnering and capability demonstration.

Lesson: RTMC Chilwell provided a central training and equipment hub for all deploying civilians. This successfully
enabled a theatre entry base line standard to be maintained and ensured training standards across deployees. This

defence capability should be maintained as future conflicts may see mod civilians deployed and increasing numbers
of contractors.




OPERATIONAL ANALYSIS

“Command judgements werc informed by constant analysis through J2 reflections, measurement of effect
and Operstional Analysis to ensure that the disruption effect on the insurgency was worth the risk”

Comd TFH, Operation HERRICK 18

5. Operational Analysts have been deployed in support of Operation HERRICK to provide objective, robust, timely
analytical advice to the deployed commander and staff, in order to inform the planning, execution and effect of
military operations through support to decision making. Analysts have supported all aspects of command decision
making especially the planning, execution and assessment of operations.

6. The deployed operational analysts gave independent evidence based advice to commanders on a range of topics
from the tactical level, such as patrol saturation, enabled through the OA maintained patrol database, up to the
operational level with operational analysis examining campaign effectiveness with input into the Helmand Monitoring
and Evaluation Programme and operational level war games such as the Peace Support Operations Model (PSOM),
which was facilitated for HQ ISAF in 2011. Other analysis work included casualty estimation, logistical planning and
campaign monitoring and polling.

7. One of the most fruitful analysis approaches has been the Land Operational Reporting Database (LORD), which
collated theatre operational reporting into a single researchable database. This database responded to RFIs from
Theatre, MaD, PIHQ, HQ Army and Defence Equipment Support {DL&S). It provided a single eflerence for all
incidents involving UK casualties, attacks on vehicles or attacks on static locations. It ensured a consistent source of
data and analysis to inform the HERRICK Threat. 1t allowed operators to spot the unusual or developing enemy TTPs
from even small changes and shape the response.

Lesson: Operational Analysis can offer maximum benefit when located near the commander making decisions to
achieve campaign and mission success. In HQs where the analysts were based centrally they could offer maximum
support across the staff branches and deliver effect. Where the analysts were isolated or even dislocated from the
HQ the OA impact was negligible.

Fig 1-3-1 UK Operational Analysts facilitate an operational level war game in HQ ISAF

t Operation HLRRICK 18 Post Operation Repont
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Lesson: Military appreciation of Operational Analysis is low and leads to lengthy integration times. Regular inclusion
of analysts onto future training exercises and study days would raise the profile and highlight the benefit of
Operational Analysis.

Lesson: In future operations a single repasitory of theatre reporting should be maintained. It should be searchable
and accessible from a range of locations.

Left Fig 1-3-2 Deployed scientists undertaking in theatre radio trials
Right Fig 1-3-3 UK Deployed Scientific Advisor undertaking C-iED trials

SCIENTIFIC ADVICE

8. SCIADs have been deployed to military operational HQs in Afghanistan in order to provide scientific and technical
advice to the UK Commander and his staff in timescales commensurate with the operational need. Scientific advice is
drawn from both the SCIAD's personal expertise and MoD's S&T? base via reach back. SCIADs also support the delivery
of enhanced capability to theatre by conducting theatre trials and obtaining user feedback at the request of the UK
S&T base. The reach back capability was vital in delivering accurate and timely scientific advice. It provided a two way
technical communications channel, ensuring a clear route for research and development. Since the commencement of
Operation HERRICK over 1000 reach back requests have been made from theatre into the UK S&T community.

9. The scope of scientific questions encountered was wide and included hard science such as armour and weapon
performance alongside soft science such as insider threat mitigation, anthropology and disease control.

Lesson: A dedicated reach back capability for deployed scientists must be available, ideally at restricted and secret
level. The UK S&T community must also be capable of rapidly answering operational requests. These requests

and answers should be stored in an information management system to reduce duplication and provide a level of
corporate memory.

Lesson: Military appreciation of deployed scientists is low and leads to lengthy integration times. Regular iriclusion
of scientists onto future training exercises and study days would raise the profile and highlight the benefit of
Scientific Advisors. i

Fig 1-3-4 UK Deployed Scientific Advisor undertaking C-1ED trials
2 Including wider Dstl, Defence Equipment & Supporl (DE&S), Industry and Academia
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10. The deployed scientists had many successes and supported many advances in technology. In particular they were
invaluable in the technical battles over C-IED, vehicle armour and personal protective equipment. At the heart of
this capability was the trials and testing area initially developed in Kandahar in 2007 then maved to Bastion in 2009
These large compounds allowed accurate field trials to be undertaken in secure representative conditions and were of
particular value in testing and accepting UORs.

Lesson: In longer operations, particularly-those with unique environmental conditions, a dedicated testing and
research facility is highly beneficial in facilitating science and technology advances.

Fig 1-3-5 The Scientific Advisor’s Trials and Testing Compound, Kandahar
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11. The rapid threat development during Operation HERRICK did lead to a unique advancement in capability
development, particularly in the evolution of C-IED threats where increasing casuaity numbers required an innovative
response. The rapid threat development, sy EEREREEEEISRTEE———"N outstripped the traditional
research approach and the defence industrial base had na existing countermeasures limiting the application of UORs,
The sudden need for rapid research combining government and industry lead to the formation of the C-IED Detect
Transition Board which created a cross DLOD military and civilian approach forcing holistic initiatives. This environment
allowed a wide spectrum of solutions to be tested and advanced in a collegiate atmosphere. This unigue approach
recognised that some research avenues might fail, for example through low technical maturity, and accepted that
even though finance and resources had been consumed the null return was a step towards a deployable solution.
This model was adopted for the rapid development programmes @ENNE® VA|KYRIE and HERCULES which drove
development in force pratection, vehicle armour, dismounted soldier capability, medical research and personal
protective equipment.

Fig 1-3-6 Deployed scientist undertaking ECM field trials

Lesson: In operations where rapid technical innovation is required an approach must be taken that joins
government;industry and military users. The ternpo must be harsh with set deliverable goals and timelines. 1t must
be recognised that candidate solutions might fail and that unlike the normal procurement process a part solution
might be adopted. A 70% solution is better than no solution.
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Fig 1-3-7 Seat belt testing in response to theatre reach back

Vignette: During the latter part of 2009 the Taliban expanded their production of TSN  aCross
Helmand. At the time UK forces were equipped with a primary detection capability that : T R e
¢ iy, . This resulted in increased casualties and growing tactical
and operational concern. As part of the C-IED research programme a candidate sensor had previously been tested
that employed a different sensing mechanism. This was suggested as a solution to the new Taliban TTPs. Dstl in
conjunction with the manufacturer began UK field trials whilst a SCIAD from the LWC hand carried a prototype

unit to Afghanistan. ' M

MATERIAL AND PERSONNEL EXPLOITATION (MPE)
12.

’
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13. The UK DEF also played a key role in providing forensic evidence to the Afghan Judicial System in their prosecution of
the enemies of Afghanistan. It also advised the UK Government on detainee processes.

Lesson: The capabilities of a Level 2 or 3 MPE facility are a force multiplier and key to accurate targeting and legal
adherence. The Defence S&T community should maintain their capability to support such a facility. Although unlikely
to be deployable on a rapid contingent operation, a reach back and coordination function should be made available

to deployed units.

SCIENTIFIC ADVISORS BRANCH LAND (SCIAD(L)) ‘

14. SCIAD(L) is an organic Army scientific support unit sitting within the Directorate of Land Warfare, Commander Land
Forces. It is comprised of a small number of MoD scientists and analysts. Its core efforts are training support and
operational scientific support.

15. SCIAD(L) has assisted in the selection and training of all deploying scientists and analysts, providing the link between
the science and technology community and front line units. It ensures they are tested during mission specific training

and are capable of working within a military head quarters.
16.

Lesson: The ability to deploy scientists and analysts forward to work with front line units can yield disproportionate
results. There are obvious risk considerations but the capability of deployable scientific support should be

’

maintained.

Fig 1-3-8 A deployed SCIAD undertaking in theatre interviews
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CHAPTER 2-1
COMBAT

BACKGROUND

1.

Combat operations in Afghanistan were an all arms task. Dismounted Close Combat (DCC) skills were required
across the Force. Reconnaissance regiments, with augmentation from other arms, provided the bulk of the Brigade
Reconnaissance Force (BRF). The Danish tank platoon, British armoured infantry company, Estonian mechanised
infantry and Warthog Group provided the Task Force Helmand (TFH) armoured capability. The combat soldier adapted
quickly to both the nature and tempo of operations. He was not found wanting. There is now a generational
familiarity with complex counter insurgency and stabilisation operations born out of Afghanistan. Maintaining this
familiarity will be the challenge as the Army resets for contingency.

The ability to apply a Manoeuvreist Approach was constrained through a lack of political appetite and delegated
authority. The limited size of the force saw ground holding absorb the bulk of available manpower. Dynamic
manoeuvre still occurred, such as strike operations enabled by aviation, and manoeuvre was prosecuted by exploiting
layered Intelligence, Surveillance and Reconnaissance (ISR), precision strike and deliberate detention operations. The
fixed nature of the force was compounded by a widespread Improvised Explosive Device (IED) threat and a growing
emphasis on force protection over other factors. The cumulative effect saw a significant increase in weight on the man
with corresponding loss of agility; Tactics, Techniques and Procedures (TTPs) shaped by the IED threat and an increase
in Urgent Operational Requirements (UORs) delivered protected mobility.

Capabilities traditionally held at brigade level were routinely task organised down to battlegroup and sub unit level.
ISR, particularly networked base Intelligence, Surveillance, Target Acquisition and Reconnaissance (ISTAR), provided

a game-changing capability down to the lowest levels, requiring battlegroups to conduct a level of integration and
fusion, for which they were not staffed or trained, and conduct the activity that a brigade would more usually do. The
maturing nature of the Operation HERRICK command and control model led to a high degree of functionality within
battlegroup and sub unit HQs, with the former being able to plan, refine and execute concurrently. These benefits
were achieved through large static HQs. Looking to the future, best practice procedures must be identified and
converted to processes fit for a mobile HQ

Despite the complexity of the operation, and the fact that six of the ten most violent districts in the country were
located in RC (SW), insurgent capabilities were limited. The insurgent had a very limited anti armour capability, there
was a rudimentary indirect fire threat and the air threat (to both manned and unmanned) was low. In the future, our
adversary may have at his disposal capabilities that are close to our own, in some cases exceeding ours in quantity and
quality.

The lessons and observations detailed in this Chapter have been subject to a Capability Directorate Combat led
military judgement panel and have been grouped by Tactical Function. In the main they focus on the battlegroup level.
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COMMAND

RISK APPETITE

6. The balance of risk changed as Operation HERRICK evolved. Significant risk was tolerated during early roulements
in Helmand. But, this changed as the strategic impact of casualties manifested itself at the political tevel and the
insurgent adopted the IED as the weapon of choice. Risk decisions were elevated to Commander TFH or were
mandated through policy by PIHQ. As this insight from Operation HERRICK 14 illustrates:

"On HERRICK 5, as a company commander. | was allowed to make decisions that were now being taken
at brigade level”

R | Opcration HERRICK 14, Post Operation Interview.

The result being that less risk was delegated and lower level commanders made fewer risk decisions. Force protection
became a driver; it shaped policy, UOR capabilities, changed TTPs and reduced risk tolerance. Constrained by policy, the
deployed Force became more defensive and less aqile:

b. The integration of risk analysis into staff planning procedures, and the willingness to ogeiegate risk aecisions, 1must
be incorporated in future training and exercises. As the Force transitions to contingency planning and response,
staff must be prepared for a more dynamic operational environment and be willing and able to quickly assess risk

. and delegate decisions. ?

7. As a result of Operation HERRICK, political, media and public expectation on risk is set at a level that could constrain
how we train and fight in the future (which is in itself creating risk). There is an expectation for our soldiers to have
the equipment that affords the best protection and that they wear it all the time and that the mission will stop for a
casualty. This expectation constrains our ability to take risk. We cannot start the next operation with the risk threshold
set at the Operation HERRICK level. Politicians, media and public need to understand that risk thresholds need to be
reset. The Army must influence the debate, win it, and rebalance the tolerance for risk. We must regain an offensive
mindset,

Lesson: Dynamic risk assessment and management must be inculcated across the force and trained for. The
integration of risk analysis into staff planning procedures, and the willingness to delegate risk decisions, must be
incorporated in future training and exercises.

Observation: The Army’s risk appetite changed during Operation HERRICK As a result, we became predictable, less
agile, more defensive in outlook, with constrained mission command and a reduced ability to adopt a Manoeuvreist
Approach. The risk threshold needs to be reset in order to become more agile and manoeuverist by design.

Observation: There is merit in a wider public and political debate to educate the nation on the operational context
and potential risks of operations beyond Afghanistan. The Army should consider how this debate could be best
enabled.

BATTLEGROUP FLEXIBILITY TO TASK ORGANIZE

8. Enduring Battlegroup Utility. Insights from Operation HERRICK show that the battlegroup was routinely required
to task organise and be capable of taking under command specialist capabilities, own and coalition sub units and
also second echelon forces such as the BRF or the Brigade Operations Company (BOC), operations validated the
battlegroup construct.

“The battlegroup structure is inherently flexible. It was really good. Had the mission or task changed at
any stage, the battlegroup would have been completely flexible, to move on and deliver” *

W Operation HERRICK 17 Post Operation Interview

1 < R Opeiation HERRICK 14, Post Operation Interview
2 Kev deduction [rom the Operation HERRICK 15 Mission Exploilation Symposium deep dive into Risk, chaited by Direclor Land Warfare, 13 June 2012
3 S Operation HERRICK 17 Post Operation Interview.
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9. Hybrid Foundation Training. It is clear that the agility required for the battlegroup to be capable of task organising
during Operation HERRICK was acquired through Hybrid Foundation Training (HFT). As these insights from Operation
HERRICK 15 and 17 illustrate;

“Reqularly re-subordinating companies from one Combined Force to another. This flexibility comes from
HFT - where we practice it - rather than Mission Specific Training (MST), which often serves to set the force
into the manner in which it has been trained  *

, NN . ti0n HERRICK 15, Post Operation Interview .

“During HFT and MST the Battalion practiced hattlegrouping on a number of occasions. This provided
invaluable during Operation HERRICK 17, during which time we took command of Brigade 2nd Echelon
Forces on a frequent basis. This practice should be maintained as a central feature and skifl during HFT". *

Operation HERRICK 17 Post Operation Report.

10. Foundation Training for Contingency. Training for contingency operations lacks the certainty of mission specific
training for mature campaigns. Once deployed, forces must adapt at speed to a changing situation, context and
threat. Key to adaptability is the ability to alter CONOPs and, if necessary force structure to meet emerging threats.
This places a premium on interoperability. Training must ingrain the ability to task organise quickly and effectively with
UK forces, allies and partners and to integrate new capabilities (UORs) or modularly delivered ones (by example step
changes in ISTAR as the campaign develops and matures). Short notice task organisation changes between and within
battlegroups should be practiced to ensure drills are understood and Standing Operational Procedures are
truly interoperable.®

11. Challenges to Agile Task Organisation. Recent BATUS’ experience has highlighted two significant structural
problems with battlegrouping that due to Operation HERRICK we have forgotten about. These are the BOWMAN Plan
and Management of the Joint Deployed Inventory (MJDI) which are ponderous, complex and take time to implement
( el SsasaEnse® ). These issues were manageable during Operation HERRICK, an enduring
operation, but these brakes on agility and flexibility become obstacles in a high tempo Mounted Close Combat
manoeuvre environment.® LE TacCIS® must deliver a solution that enables timely subordination of sub units from one
to another. The Army needs to return to agile battlegroup task organisation

Lesson: The worked-up flexibility that allows rapid re-grouping derived from HFT must be retained. Future training
must exercise this skill set as it is an enduring capability that will have real utility for contingency.

Lesson: The ability to rapidly and re-subordinate sub units from one battlegroup to another in a timely fashion must
be a Key User Requirement for LE TacCIS to enable the Army to return to agile battlegroup task organisation.

Observation: The agility and flexibility of the batttlegroup construct to adapt to different missions and tasks was
reinforced on Op HERRICK.

RESOURCING BATTLEGROUP HEADQUARTERS

12. Deployed battlegroup HQs were resourced with more core staff (Influence Officer, Media Officer and Plans Officer)
and this staff capacity, coordinated by the battlegroup Chief of Staff (21C) enabled the HQ to concurrently plan and
execute operations and generate tempo. Robust battlegroup HQ structures enabled the HQ to manage attached
capabilities and understand the complexity of the operational environment. ~ '

13. Battlegroup staff force generation and training proved problematic. Force generation was adhoc and often late
into MST.

“We had to work hard to identify where those additional staff officers might come from. The augmentees
we used often came from the TA and were available only for the last throes of MST, so they did not have
time to fully integrate in a battlegroup HQ prior to deployment”

Operation HERRICK 17 Post Operation Interview, -ty

A lack of staff trained captains'' added significant pressure in battlegroup HQ causing over reliance on the 2IC. This
was overcome by some battlegroups (notably Royal Marine) by using Intermediate Command and Staff Course trained
majors in the plans and operations officer roles.

, Operation HERRICK 15, Post Operation Inlerview
Operation HERRICK 17 Post Operation Report
DLW: Foundation Training for Contingency Page 12, December 2012
British Army Tiaining Unit Suflield.
Detail lror quiigmpege “apability Directorate Combat HERRICK Campaign Study MJP, 22 January 2014
Land Environment 1actcal Communications Information Systems (LE TacCIS)
0 Operalion HERRICK 17 Post Operation Interview,
1

Captains Warlare Course, pilot started September 2013, aims 1o imptove stafl training However, CWC replaces the Baltle Planners course which also trained - .
battlegroup WO and stall sergeants, therefore a training gap remains: OFFICIAI-—SENSITIE 2=0158
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14. The size of future battlegroup HQs needs to be scalable depending on the operation; intervention, hot stabilisation
to enduring stabilisation. A2020 Combat structures will deliver a lean battlegroup HQ, that will not have the staff
capacity to concurrently plan and execute operations.'? Expectations need to be tempered to recognise the limitations
that this will present, if future battlegroup HQs are required to plan, refine, execute simultaneously. A force generation
mechanism is required to augment the battlegroup HQ for an enduring stabilisation operation (a similar capacity to an
Operation HERRICK battlegroup HQ). This needs to be exercised.

Lesson: A force generation mechanism is required to augment the battlegroup HQ for an enduring stabilisation
operation (a similar capacity to an Operation HERRICK battlegroup HQ). This needs to be exercised.

Figure 2-1-1, Resourcing Battlegroup Headquarters

TOP SECRET CONNECTIVITY

18.

e @ Opcration HERRICK 14, Post Operation Interview
16.
12 Can dgrate Combl HERRICK Campaian Stuty MIP. January 2014, determined that A2020 battlegroup HQ structures were at least one (1) staff post 100 few.

14 “ Operation HERRICK 16 Post Operation Inferview
15 .. CF NDA (S), Operation HERRICK 14, Post Operalion Interview

_
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ROBUST COMBAT CIS

17. Operation HERRICK was characterised by a fixed site CIS architecture which developed over time and through the
advent of the CORTEZ and Bowman High Capacity Data Radio (HCDR) and Lightweight Bowman Data Node (LBDN)
networks. This enabled large amounts of data to be passed, giving near real time access to imagery, enabling Tactical
Ground Reporting (TiGR'®) and biometric data collection. All of this was done over a relatively small area.  quemp
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Vignette:

Figure 2-1-2, Beyond Line of Sight communication (TACSAT)
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18. For contingency we are likely to have less bandwidth, operate over longer distances (e.g. in Mali, on Operation
SERVAL, the French required the ability to ‘fight’ beyond line of sight communications) and will require more robust
voice and data systems than currently provided by Bowman. LE TacCIS must deliver these robust CiS links.

The following are not currently funded in the LE TacCIS programme: "/

a. Beyond Line of Sight communication (TACSAT). It is vital that there is a successor to TACSAT.

b. Ground to Air. Air-land integration was fundamental to our success during Operation HERRICK. So the
requirement for a future communications architecture to support Air-Land integration is required for
contingency operations.

¢. TiGR, is not being taken into Core. The functionally of TIGR must be part of the LE TacCIS solution.

19. Expectations need to be managed as battlegroups with experience in Afghanistan conduct HFT;

“Difficult to believe how far back one has to go in terms of data and vaice in BATUS, in comparison to
what cne was used 1o as a battlegroup in Afghanistan ™

“, January 2014 - from experience during Exercise PRAIRIF THUNDER, 2013

Observation: LE TacCIS must deliver the end user with a capability that enables; beyond line of sight
communication, a communications architecture that supports Air-Land integration and the ability to support a

tactical ground patrol reporting and planning tool such as TiGR.

Figure 2-1-3 Black Hornet
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INFORMATION AND INTELLIGENCE

GROUND MANNED RECONNAISSANCE AND SURVEILLANCE

20. |
¢

21.

22,

23.

24,

25,

26

19 Brigade Reconnaissance Force — Doeration HERRICK 7 The Rritish Army Review Number 146
n |

21 Operation HERRICK 9
22 Brigadier Messenger, Commander 3 Commando Brigade, Operation HERRICK 9, Post Operstion Interview
23 el Operation HERRICK 17, Past Operation Interview.
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RECONNAISSANCE CAPABILITY GAP
27.

SURVEILLANCE AND TARGET ACQUISITION
28. 7

29. Insights from Operation HERRICK warn against an over reliance on STA:

CO CF LKG, Operation HERRICK 15, Post Operation Interview

Figure 2-1-4 Desert Hawk 3
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There is a balance, and while STA capability was a proven battle winning enabler in Afghanistan, it should not become
a ‘go, no go' criteria. Commanders should be prepared to operate without the ‘STA comfort blanket' in austere
environments, where the ability to task and exploit GMR will be required.

30. The ability for battlegroups to coordinate, operate and exploit the STA capability experienced during Operation

HERRICK is a skill set that needs to be maintained. Recent insight from BATUS has seen battlegroups manoeuvre to
seize ground to make STA capability more effective.”

Lesson: The ability for battlegroups to coordinate, operate and exploit the STA capability experienced during
Operation HERRICK is a skill set that needs to be maintained. This can only be achieved through training.

Observation: There is a balance, and while STA capability was a proven battle winning enabler in Afghanistan, it
should not become a ‘go, no go’ criteria and commanders should be prepared to operate without the ‘STA comfort
bianket' in austere environments, where the ability to task and exploit GMR will be required.

BATTLEGROUP INTELLIGENCE FUSION AND UNDERSTAND

31

32.

. Battlegroup intelligence was very good, and got better still following investment in more people to process

information. Company Intelligence Support Teams (COISTs) and Battlegroup Intelligence Support Sections (BGISS) were
force-multipliers. Investment in analysis, improved understanding and reduced the tactical risks of the operation.

The size of additional unit and sub unit collection and analysis capability will depend on the type of operation and
where fusion is best achieved. The considered view, is to enhance the provider element (military intelligence capability)
and provide the “socket” at battlegroup HQ for the provider to “plug” into. Battlegroup intelligence cells (the socket)
have been renamed the ISTAR platoon/troop and have been enhanced. For example; a Light Protected Mobility
battalion will have one Captain, two Colour Sergeants (one intelligence, one STAR), two Sergeants, four Corporals,

one Lance Corporal and one Private. The intelligence provider and socket concept, to enhance battlegroup intelligence
fusion and understand, needs to be exercised.

Lesson: Military intelligence augmentation (BGISS and COIST) at battlegroup and sub unit level improved
intelligence fusion and understanding. They were considered force multipliers and the improved Understand

reduced tactical risk. The intelligence provider and “socket” concept, to enhance battlegroup intelligence fusion and
understand, needs to be exercised.

BATTLEGROUP LEVEL ELECTRONIC WARFARE AND SIGNALS INTERCEPT (EWSI)
CAPABILITY

33

34.

“I wanted more EW capability. EW was a superb torce-multiplier, and was another means to mitigate the
doctrinal shortage of men. It allowed me to be where the enemy were” ™

SN  Operation HERRICK 13, Post Operation Interview.

\__———_————‘-___‘

52 Bde Study Day - Green Zone Ops BG (N) 40 Cdo RM

€0 7 ROYAL WELSH, comment during HCS Combal MIP 23 January 2014
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- , Operation HERRICK 13, Past Operation Interview
52 Bde Sludy Day — Gieen Zone Ops BG (N} 40 Cdo RM
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36

Figure 2-1-5 UK Jackal on Patrol

3
38
39 Operation SERVAL wat the Frendh January 2013, 14ali intervention operation

40 2 ROYAL WELSH Banllegroup
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FIREPOWER

BALANCE BETWEEN PRECISION AND FIREPOWER

37.

38.

39.

“The use of precision fires increases as the need for suppression reduces but precision fires are required
at all times to avoid collateral damage”. Commander TFH*

Commander TFH, Post Operation Interview, Operation HERRICK 16.

Operation HERRICK saw a shift in the balance between suppression and precision at battlegroup level, driven by

the requirement to minimize the incidence of collateral damage (courageous restraint being the most constrictive
example). Suppression will remain an essential capability; however, on balance priority now rests in favour of precision
at range. Experience on Operation HERRICK suggests that greater range, Sy and dismounted infantry
precision capability was decisive. Snipers and sharpshooters were a consistent force multiplier. During Operation
HERRICK 18, 96% of recorded Enemy Killed in Action (EKIA) were delivered by precision fires, and 90% of all direct
fire EKIA was achieved by snipers or sharpshooters.*

The strategic impact of even minimal collateral damage endures and considerable effort was expended to ensure
everyone understood that excessive firepower was seldom the route to success, recognising the 'tyranny of fires' and
the double edged impact of firepower was vital. Snipers continue to demonstrate that they were the perfect weapon
for COIN operations; clinical, cost effective, psychological and causing minimal collateral damage. The Force has a
much better understanding of these characteristics than in the past. These lessons have relevance for contingency;
determined opponents are no more suppressed by ineffective fire than we are, concerns over collateral damage will
endure and weight carriage will demand that ammunition is not wasted.**

As the campaign developed, engagement ranges increased. This was due to insurgent tactics and the range and
firenower of their weapon systems, “ESeEEE———————— o ——

g .

Operational Observations tor Science and Technology - Post Operation Interviews. Operation HERRICK
16 Compendium Report, 01 October 2013.

Close range precision is still required and this was delivered by the 5.56mm Rifle.

Figure 2-1-6 L7 GPMG

41
42
43
44

Commander TFH, Post Operation interview, Operation HERRICK 16

Qperalion HERRICK 18 Post Operation Reporl

Qperation HERRICK 18 Post Operation Report

Operational Observations for Science and Technalogy - Post Operation Interviews. Operation HERRICK 16 Compendium Report, 01 October 2013
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43.

44,
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Insights from Operational Observations for Science and Technology reporting illustrate the utility of ptatoon
suppressive fires

“GRMG and LMG, were primanily used for area denial and suppression; their effect enabled other soldiers
inthe patrol to keep their heads up and engage with precision fire from their rifles. Almost every DCC sub-
unit (including Police Meritaring and Advisory Group and Brigacie Advisory Group) that was interviewed
chose to carry the GPMG as the Tirst weapoen of choice™ i each patre! ORBAT even when iNS actiiaty was
considered unilikely if the suppressive capability is not availabile. then the application of precision hecomes
more of a challenige. Therefore within the Section and Platoon weapon mixes, the requirements foi shaort
and long-range suppressive effects, alongside the need to minimise load, needs to he carefuliv considered
and balaticed: this applies equally to contingericy”

Operational Observations for Science and Technology - Post Operation Interviews Operation HERRICK 16
Compendium Report, 01 October 2013.

Capability Directorate Combat are in year 2 of a 3 year Platoon Combat Experiment to determine the most effective
mix of platoon weapons. At the end of that they will (if required); re-write the doctrine, re-scale weapon holdings
and change direction on training.#

The Army must carry forward its better understanding of the balance between suppression and precision and
improved fire control as a core component of efforts to deepen improvements to overall marksmanship

Lesson: Sniper and Sharpshooter capabilities, delivered precision at range. Their effect was decisive, accounting
for 90% of all direct fire EKIA during Operation HERRICK 18, They also countered platoon weapon overmatch by
Insurgent weapon systems, and were consistent force multipliers. The requirement for minimal collateral damage
and precision will endure. Sniper and Sharpshooter capability must be maintained and exercised.

Lesson: Within the Section and Platoon weapon mixes, the requirements for short and long-range suppressive
effects, alongside the need to minimise load, needs to be carefully considered and balanced; this applies equally to
contingency.

es50i: Thie Army must carry torward its better understanding of the balance between suppression and precision
and improved fire control as a core component of efforts to deepen improvements to overall marksmanship.

o

Observation: Suppression delivered by GPMG, enabled the application of precision capability in a fire fight. GPMG
was the suppression weapon of choice for a significant number of DCC patrols in Afghanistan.

AIN BATTLE TANKS IN AFGHANISTAN

. While the UK did not deploy Main Battle Tanks (MBTs), coalition partners (Canada - 2006, Denmark - 2007 and USMC

- 2011) all deployed MBTs to reduce operational risk. The UK did deploy Warrior, Viking, Warthog (replacing Viking in
2010) and CVR(T). In late 2007 a Danish Leopard 2 platoon deployed to Afghanistan as part of the Danish Battlegroup
operating under TFH command. Danish tanks were used on all significant TFH operations and in April 2014 were task
organised to the UK Manoeuvre Battlegroup, under HQ RC (SW).

The UK decision not to deploy Challenger 2, when there was hard evidence from Operation TELIC on the utility of
armour™, as a means to reduce operational risk was out of kilter with our coalition partners. The Danish Battlegroup
commander’s request for forces in 2007, provides useful insight into the Danish decision to deploy tanks

‘Once he had seen for himsell the difficulties of the terrain and the hardship and casualties suffered by
the British at their FOBs in the Green Zone, he telephoned home to request a Leopard tank platoon. His
account of the operational realities convinced the Danish Defence Command to reverse an earlier decision
not to deploy tanks. The Danish parfianient approved the deployment of three tanks in October. and the
tanks became operational in Helmand the following month”

Clear, Hold, Train: Denmark's Military Operations in Heimand 2006-2010, Peter Viggo Jakobsen and
Peter Dahl Thruelse, Danish Foreign Policy Yearbook 20117

The USMC’s decision to deploy M1 A1 Abrams was influenced by the effect Danish tanks and Light Armoured Vehicles
(LAVs) had on the insurgent during Operation HERRICK 12.

The FN Minimi (LMG), was consirered 10 have a ; Optimising for Contingency at the Taclical Level: Light,
Tight and Risk Aware by ! .. OC 8 Coy, 5 5COTS, 22 June 2012

Gperational Qbservatione for Science and Technology - Post Operation Interviews Operation HERRICK 16 Compendium Repart, 01 Qctober 2013

SO1 DCC, Capability Directorate Combat, June 2014

TacDev Role-of-Armour Study: an histotical review, Paul R Syms and John 1. Simpsan, Dst) LBSD, 29 February 2017

Clear, Hold, Train: Denmath"s Military Operstions in Helmand 2006- 2010, Peter Viggo Jakobsen and Peter D3l Thruelse, Danishi Foreigr Palicy Yearhnok 2011
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“We sent Danish tanks and LAVs up there [following an insurgent attack on the Venco Imtiaz Construction
Company guard force whose task was to protect the construction of a new road from Highway 1 to
Sangin, Route 611]. 1 think the shock of seeing armor finally made them hreak up their attack It was the
largest group of enemy forces I've seen massing since I've been here” ™ '

Quote from notes taken by MA/COM RC(SW) during a meeting between COM RC(SW) and COMISAF in
Camp Leatherneck, Helmand on 23 August 2010

This incident served as confirmation to the USMC that there was a role for tanks in Helmand, subsequently an Abrams
Company deployed in March 2011.

45. COIN operations in Helmand have demonstrated that tanks can be readily task organised into smaller groupings, as
both the Canadians and Danes have demonstrated to great effect. Their Leopard 2 tanks were deployed in Kandahar
and Helmand, respectively, and have provided invaluable support to British troops.

Figure 2-1-7 Danish Leopard 2 with BRF Jackal in overwatch

50 Quote from notes taken by MA/COM RC{SW) duning & meeting belween COM RC(SW) and COMISAF in Camp Leatheineck, Helmand on 23 August 2010
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“The physical presence, target suppression, neutralisation and compound breaching capability was
immense and important. . On the flanks and working the spaces between Gereshk and Sangin the
Leopard 2s complemented well the capabilities and psychological effects of the VIKING and CVR(T) mobile
operations groups There is much to be said for the persistent loitering menace of a main battle tank
sitting in over-watch, it intimidates insurgents and reassures both coalition forces and local nationals” *'

% . Post Operation Interview.

46. The Danish tank platoon played a decisive role in the Danish Battlegroup's breach into Gereshk on Operation
PANCHAI PALANG through which The Light Dragoons Battlegroup conducted a forward passage of lines to complete
the break-in to Babaji. Danish tanks were employed on the northern flank during the subsequent clearance operation
Furthermore, their menacing presence had a detrimental psychological effect on the insurgent.>

Lesson: There is a role for tanks in COIN. The UK'’s decision not to deploy tanks to Helmand Province was out of step
with all our significant coalition partners. The USA (US Army and USMC), Canada and Denmark all deployed tanks to
reduce operational risk. There is a need to incorporate use of armour into UK COIN doctrine and exercise it.

Observation: Capability such as Armoured Fighting Vehicles, Unmanned Aerial Vehicles, Attack Helicopter and Fast
Jet all have significant psychological impacts on EF and on the local population. The value and exploitation of this
psychological impact needs to be better understood.

47. The Danish tank platoon was grouped with a Medium Electronic Warfare Team, ISR (PUMA), infantry close support,
Tactical Air Control Party, Armoured Engineer Section, communications detachment, medical and maintenance
sections - 16 platforms. A potent combat team, especially when grouped with the Armoured infantry company.*?
Danish tanks were judged very effective in direct support of dismounted operations from the outside and fringes of
the Green Zone.

Observation: The concept of the combat team, based around the capabilities grouped with the Danish tank platoon
should be the subject of experimentation to inform force development.

UNCONVENTIONAL USE OF ARMCUR
48.

This scheme of manoeuvre was repeated successfully for a

turther two similar operations.*

50. Operating from a desert leaguer, the Danish Tank platoon routinely supported the dismounted CF NES(N) Recce
Platoon during partnered Recce patrols with the ANA.

“The psychological impact of having such a presence on the high ground was clear, insurgent radio
intercepts regularly reported updates on the tanks, the ANA were confident whilst on patrol with such
overt and impressive support, and the locals were very aware who had the controlling hand. At night the
noise of tanks moving in and out of position was so loud that whilst sitting in the compound ™
L e N e SRR T 4o s,

{ coEEEESS——— Thoughout the 48-hour period, despite much scouting by the enemy, no
shots were fired, a positive outcome” "*

Lessons Learned: Utility of Tanks to Dismounted Infantry, by -t oS S
T GREN GDS, CF NES(N), Combat 2013 (Journal of the Combat Arms) pages 70-72

51 RPN,  po5 (peialion Intarviow

52 The Applicability of Main Rantla Tanl 1g Insurgency, ap— -, Royal Dragoon Guards, 16 September 2010

53 From interview with / GREREII® Daish) Ay, Manoeuvie Battlegroup Intelligence Officer and C g Danish Army, $03 J5 Manoeuvre Baltlegroup dated 13 April 2014
54 Danish Armoured Commander Post Opeiation interview,

55  HQ RC(SW) (3 operations, 2012

56 Lessons Learned: Utility of Tanks to Dismounted Infantry, by b . Recce Platoun Commander, 1 GREN GDS, CF NES(N), Combal 2013 (Journal of the Combat Aims) pages 70-72

_
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Vignette:
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should be better exploited, it is embedded in current doctrine for fighting in complex terrain. It needs to be trained
for and exercised. This capability will have utility in the urban environment.

FIRE SUPPORT GROUP

51. The specific mission requirements and tactical challenges faced on Operation HERRICK contributed to the adoption of
the Fire Support Group (FSG) as an adaptable and potent structure to support manoeuvre at the sub unit level. Under
Operation ENTIRETY the FSG concept was embedded into core training courses to ensure commanders and soldiers
were able to ‘Train as You Fight” utilising the structures and TTPs employed in Afghanistan.

52. A2020 formally structured the FSG concept within Light, Light PM and Mechanized Infantry Battalions, reallocating
Anti-Tank and Machine Gun platoon manpower into smaller FSGs held either centrally within Fire Support Company
or subordinated within a Rifle Company to enable tactical manoeuvre.

53. The drawdown of operations in Afghanistan and the increasing imperative to rebuild capability for contingency
has highlighted the enduring requirement for the highest level of core skills in both anti-armour and anti-personnel
operations that are best delivered by application of Javelin, GPMG (SF), GMG and HMG weapon systems by specialist
operators and commanders. Capability Directorate Combat has directed that Anti-Tank and Machine Gun platoons
across Light, Light PM and Mechanized Infantry Battalions will be re-established.5”

57 Delivering Infantry Battalion Direct Fire Support Capability for A2020, Combat Information Note 02/13, 07 June 2013,
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MANOEUVRE

COMBINED ARMS MANOEUVRE

54,

55.

56.

57.

There is conflicting opinion on the impact of Operation HERRICK on the Army’s ability to conduct combined arms
manoeuvre. A pessimistic view is;

"Enduring operations in Afghanistan (and Iraq) have dominated the Army and its force development over
the last decade. The Army has become bespoke and specialised (UORs, Mission Specific Training (MST),
BRF and Counter Insurgency (COIN) focused) and therefore unsuitable for the demands of the Future
Character of Conflict. The Army is reverting back (reset for contingency) to the combined arms manoeuvre
approach, in doing so becoming more agile and adaptable”.®

Operation HERRICK 18 Post Operation Report.

This view has been generated from a number of factors and constraints that frustrated successive TFH commanders.

A recurring theme throughout Operation HERRICK was that TFH commanders wanted to generate manoeuvre. Initially
during Operation HERRICK 4 and 5, this was achieved through the creation of Manoeuvre Outreach Groups (MOGs).
Designed to fight the deep battle, generate tempo and seize initiative from the Taliban. TFH approach to operations
was shaped by the understanding that Afghans saw security through physical presence rather than manoeuvre.
Operation HERRICK 6 saw the start of the Force being fixed, with the building of tactical bases outside district centres.
By Operation HERRICK 12 there was a palpable frustration at the force being fixed and the inability to generate
sufficient manoeuvre forces.

“Retain manoeuvre (don’t become fixed or over-extended) and with it the initiative. This is so essential
during high levels of combat (and casualties)”.>

Commander 4 Brigade, Operation HERRICK 12, Post Operation Interview.

Manoeuvre and speed are as much an essential tenet to success, as having the correct force level. Force level, or
more exactly force densities, were regarded as adequate to hold, but inadequate to expand influence further due to
Rest and Recuperation (R&R), and high casualty levels. This also raises the issue of the balance between fixed bases
and more manoeuvrable force elements. A lack of resource (mass®) and the establishment of patrol bases to hold,
fixed the force. Initially the BRF provided the only manoeuvre unit available to the TFH commander, and its use was
constrained by the paucity of aviation®'.

The USMC surge and subsequent handover of Sangin, increased TFH force densities enabling battlegroups to generate
Operations Companies. Manoeuvre was extensively leveraged to counter insurgent tactics of observation and scouting
screens and over come the IED laying. The key lesson was the value of combined arms manoeuvre and moreover the
balance between ground-holding and manoeuvre to deliver effect, maintaining both tempo and initiative.

Lesson: A combination of low force density and a fixed force constrained the ability to generate manoeuvre

at brigade level and below. This handed the initiative to the insurgent. The USMC surge changed boundaries

and enabled TFH to generate the force densities to manoeuvre. The key lesson was the value of combined arms
manoeuvre and moreover the balance between ground-holding and manoeuvre to deliver effect, maintaining both
tempo and initiative.

GENERATING A BRIGADE LEVEL MANOEUVRE CAPABILITY
58. A bespoke brigade manoeuvre force, the BRF was generated to fight the deep battle.

“Having a BRF trained specifically is great and gives us the second echelon manoeuvre potential. The BRF
also brings us a high-end weapon of choice for Find and Strike”.®?

Commander TFH Post Operation Interview. Operation HERRICK 17.

59. The BRF was sometimes misunderstood to be merely a strike asset; in fact their great utility was in their ability to

achieve tactical surprise, using aviation or Warthog to deploy into an area of interest, by outflanking insurgent IED

Operation HERRICK 18 Post Operation Report

Commander 4 Brigade, Operation HERRICK 12, Post Operation Interview.

The force ratios to population size that is required in order to be successful in COIN is generally regarded as 20 soldiers per 1000 inhabitants (20:1000). TFH just about achieved this after having handed over
Sangin to the USMC.

It is important to understand that patrolling is not manoeuvre.

Commander TFH Post Operation Interview. Operation HERRICK 17.
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belts and scouting screens. Layering robust ISTAR collect in support enabled “Strike to Spike” operations to mine a
vast amount of information that could rapidly be fused into actionable intelligence for further exploitation.®?

60. The BRF's roots lay in the 3 Cdo Bde Patrols Troop and 16 AA Bde Pathfinder Platoon, which provided the basis
for a formation-level reconnaissance and strike capability to their respective brigades on the early Operation
HERRICKs. With the companies and platoons of subsequent deployments largely fixed by the tactical situation, ad
hoc BRFs were generated by the Army’s light brigades that followed, in order to maintain a similar formation-level
manoeuvre capability. Under Operation ENTIRETY, the BRF (from Operation HERRICK 15) was founded on a Formation
Reconnaissance squadron. It is likely that in any future brigade level intervention operation, a similar brigade level
manoeuvre capability will be required. This capability will be vested in the light cavalry regiments.

Observation: The BRF provided the TFH commander with a second echelon Find and Strike capability. it is likely that
in any future brigade level intervention or stability operation, a similar brigade level manoeuvre capability will be
required. This capability will be vested in the light cavalry regiments.

Figure 2-1-8 BRF in the Dashte — Operation DAAS January 2013

BATTLEGROUP MANOEUVRE

61. Battlegroup manoeuvre was extensively leveraged to counter insurgent tactics of observation and scouting screens
and overcome IED laying. Achieving tempo in manoeuvre involved aviation and ground assault operations.

“The effect was to suppress the insurgents through behaving;, unpredictably, at range, proactively,
ruthlessly and coherently with the governance and socio-economic Lines of Operation”.**

Operation HERRICK 14 Post Operation Report.

Manoeuvre created the physical and psychological security space to enable other levers which delivered the medium
to long-term solution. Extensive use of night pre-moves - unpredictably - and the more permissive Dashte for vehicle
insertions have contributed to confounding the insurgent ability to fix and in turn unbalanced their ability to operate
with impunity.

62. Virtually all operations were combined arms affairs. Well-established lessons continued to apply throughout the
operation, such as vehicles (including armour) operating in close country must be supported by infantry. It reinforced
the point that commanders must have all-arms experience. There was a pervading view from commanders with
armoured experience that there was a lack of understanding (from TFH staff) of how to employ armoured forces
(Warthog, Warrior and Danish Leopard 2) and conduct Mounted Close Combat. A combination of a predominantly
light or protected mobility experience and the static nature of the operation has created a generation whose
experience of armoured operations is limited.

63 Operation HERRICK 16 CAISTAR Mission Exploitation — 06 November 2012
64 Operation HERRICK 14 Post Operation Report
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63. Ground manoeuvre was complex. The ground itself presented caonstraints and opportunities. The more permissive
Dashte provided opportunity for ground manoeuvre and was used extensively by MOGs, Formation Reconnaissance,
BRF anc «apmimeeml®S® (he Green Zone constrained the movement of protected mobility platforms with the notable
exception of Warthog. Roads and tracks channelled forces and generated vulnerable points that were exploited by the
insurgent. Heavy Protected Mobility (PM) provided protection but lacked tactical mobility, routinely being channelled
and forced into vulnerable points. This reduced tempo and the ability to manoeuvre.

64. During Operation HERRICK 10, the 2 MERCIAN Battlegroup assault across the Zumbelay Canal provides insights into
the complexity of a battlegroup combined arms operation in the Green Zone (see Annex A), The multi-national nature
of this operation, with the Czech = S t—ECG—_—_—_5 . Danish Mechanised Company and Estonian Mechanised
Infantry, is illustrative of what we should expect when conducting future coalition combined arms manoeuvre.
Training in a multi-national environment and the interoperability demands that this will generate should be built into
future training. It also validates the continued requirement to conduct complex combined arms training.

Lesson: Training in a rulti-national environment and the interoperability demands that this will generate should be
built into future training. It also validates the continued requirement to conduct complex combined arms training.

Observation: A combination of a predominantly light or protected mobility experience and the static nature of the
operation in Helmand Province has left a generation whose experience of armoured operations is limited. These
commanders lack an understanding of how to employ armoured forces and conduct Mounted Close Combat.

AIR MANOEUVRE

65. The ability to manoeuvre by air assault was a significant capability and force multiplier, generating tempo and crucially
maintaining the initiative. Intelligence led air assault operations frequently achieved shock, surprise and significant
impact against the Taliban whilst markedly reducing the IED threat. Air assault operations were critically dependent
on adequate Support Helicopter availability. Operation MOSHTARAK demonstrated the ability to plan and conduct
air assault at battlegroup level and this was routinely planned and conducted by the BRF (Operation MERCURY). Air
assault is a capability that has enduring relevance for contingency. Operation HERRICK has generated a cohort of
soldiers, outwith 16 AA Bde, who have conducted air assault operations. There is a real risk as we reset the force for
wonliiigeiiny, and e role ieverts 1o the spedialist brigade, that this hard earned capabiiity and understanding wili be
lost to the wider Army.

Observation: Retaining an Army-wide familiarity with air manoeuvre capabilities and air assault planning
considerations is important post Operation HERRICK.

Figure 2-1-9 Air Manoeuvre
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SHORT GAP CROSSING CAPABILITY
66.

Commander TFH, Operation HERRICK 16, Post Operation Interview.

Lesson: '’

HEAVY PROTECTED MOBILITY (PM)

67. Heavy PM (Mastiffsé, Ridgeback®, Wolfhound®®) provided significant protection but lacked

w
PEo i
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Operation HERRICK 18 Post Operation Report.

Heavy PM was fit for purpose in Afghanistan, but as it becomes a core capability (re-named Mechanized Infantry
(Mech Inf)) 7, there is significant concern for contingency as the Mech Inf capability lacks tactical mobility until the
introduction of the Utility Variant in 2022.7

68. The off-road capability in temperate climates is yet to be proven.

“I have yet to experience Heavy PM and Armour or Armoured infantry in somewhere like BATUS, but | fail
to see how the two could be combined and expected to work together — the loss of tempo will be too
great and constrain the commander’s plans

ST e e TR
— Operation HERRICK 18, Post Operation Interview.

Observation: Heavy PM was fit for purpose in Afghanistan. For contingency operations Heavy PM capability lacks

e PR TS e s TR Iy e SR ey

65 Commander TFH, Operation HERRICK 16, Post Operation Interview

66 Mastiff 1 (TCV) In Service date (1SD) 2006 Mastiff 2 {TCV) 150 2009, Mastilf 3 (1CV) 15D 2010
Ry ——————————
L B e T S S ot i,

A
68 wonnound ISD 2009 ¢ AT T S T T
69  Operation HERRICK 18 rost Uperation Report
70 Change in terminoiogy: Heavy PM will be renamed Mechanized Infantry, Combat informalion Note 004/14 dated 28 February 2014
71 Canahilitv Directorate Combat, Capability Audit 2013, Mounted Close Combat capability gap.

12 Operation HERRICK 18, Post Operation Interview.
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Operation HERRICK 14, Post Operation Report

69. Night operations by Conventional Forces in Afghanistan were characterised in the main as night manoeuvre rather
than night fighting.” Night manoeuvre was used to generate surprise, reduce risk and gain both tempo and
initiative. While the insurgent did not contest TFH at night, which provided ISAF greater freedom of manoeuvre and
reduced risk™, he did operate at night to move men an materiel, intimidate local nationals and emplace IEDs. Rarely
conducting offensive operations at night, he demonstrated an awareness of the technical overmatch that ISAF held,
by minimising movement and adopting a defensive posture during periods of high mililux levels

- How widely did we operate at night?. Operational analysis, Post Operation Reports and Interviews paint a
contradictory picture. The highest assessment of night activity by a sub-unit was 40% with a mean average of 15%.7
The most common usage was to undertake covert night transits. These allowed elements of unpredictability and
uncertainty to be generated when the patrol emerged or became visible to local nationals and insurgents.”’

Figure 2-1-10 Night Operations

Camd 16 AA Bde, Operation HERRICK 13, Post Opesation Intervievy.
Operating at Night, WARDEV LM 10 Comd FDY, 15 December 2010
16 AA Bde Mission Explonation Sy n, Might Operations Deep Dive, 23 june 2011
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71. The tempo of night operations pulsed over time. The tempo during Operation HERRICK 9 to 12 was perceived as
being too low.’®

“There is a prevailing sense that we are not conducting enough night operations in Afghanistan There
may be a collective reticence to expand our night activity, specifically due to the IED threat” ™

Operating at Night, WARDEV LM to Comd FDT, 15 December 2010

Significant ambition existed within the force to conduct more operations at night, however, this was at times
constrained by operational tempo, given the requirement to operate during the day; and in certain locations the
assessment that the perceived threat from {EDs could not be reasonably mitigated in darkness.® President Karzai's
ruling® on offensive operations at night in and around civilian population centres also dampened the appetite for
night operations, manifest in both the disapproval of proposed operations and a perception that they were prohibited.

72, There was a concerted effort by 16 AA Bde and 3 Cdo Bde (Operation HERRICK 13 and 14) to increase the tempo of
night operations. Operation HERRICK 14 saw extensive use of night pre-moves, however, the concept that ISAF could
benefit from using the night to conceal operations and confuse the insurgent had been challenged by 20 Armd Bde
(Operation HERRICK 15), and that in many respects, the local people were unnerved by night operations and felt less
secure when ISAF used the night for manoeuvre and movement, thereby reducing their confidence in GIRoA.
Combined with the fact that movement at night (especially on foot) contained more risk, (given that ground sign of
IEDs is far harder to detect) made the case to avoid using the night, (except when absolutely necessary) all the more
convincing.®?

73. By Operation HERRICK 17 there was a palpable frustration that we were not using the night to better effect.

“I know that in the early days the argument was that in a COIN environment we need to engage wvith the
people so operating at night had limited utility. But the situation has moved on greatly. At this point in the
campaign we need the interaction with the people to be from the ANSF, so moving at night to avoid the
population and support the ANSF from an unexpected direction would be useful” *

Operation HERRICK 17 - <N post Operation Interview.

“We have convinced ourselves that the Taliban do night work and we should not do anything that in any
way compares us to them We have taught ourselves that the local people relate night operations to the
Taliban, so we have always restricted this otherwise invaluable capability. | think this approach has heen
unnecessary” "’

Operation HERRICK 17, «umugi® >ost Operation Interview.

Understanding the cultural impact of conducting night operations is a lesson that must be learned for future COIN
operations.

74. One area during Operation HERRICK where our night capability appeared strongest was in the conduct of intelligence-
led ambush and night standing patrols to enhance tactical base Surveillance and Target Acquisition Plans (STAP) and
protection. Exploiting the night to conduct offensive operations increasingly delivered results in both the interdiction
and removal of the insurgent.®> The number of ambushes conducted at night grew tour on tour. These operations
would appear most appropriate given the limited local national presence at night to interact with, and the ability to
delineate between local nationals and insurgents at night due to the inactivity of the former

75. There was a perceived training gap in the capability of conventional ground-holding troops to conduct more
complicated night operations. The capability ceiling was set at the standing patrol/ambush level, which should be well
within any infantry sub-unit's capability. There appeared to be no lack of directed training for night operations during
core® or MST®” and the availability and quality of Night Vision Devices (NVDs) improved as the campaign developed.
However two problems were assessed to be undermining this progress; the availability of NVDs in training and time to
train effectively at night. Successful operations heyond the most basic at night require consistent ‘rehearsal, rehearsal,
rehearsal’.® This was frequently difficult to achieve against the backdrop of a congested MST programme and a

78 DLW Information Note dated 19 September 2011

79 Operating 3l Night, WARDEV LM to Comd FDT, 15 December 2010

80  There may be a collective reticence to expand our night activity This view was particularly prevalent from Sanigin

81 And COMISAF's Night Raids Tactical Direclive, Revision 2 dated 5 November 2011

82  Operation HERRICK 15 — Mission Exploitation Symposium

83 Operation HERRICK 17 ‘ Post Operation Interview

84  Operation HERRICK 17, « ', Post Operation Interview,

85  Synchronised use of ISTAR assets and ambush at night 1o C-IED emplacers

86  SCBC now conduct a silent full company attack with all on NVDs. 3 years ago this would have been a dawn attack

87  There are some conflicting reports; Operation HERRICK 17 MST opporiunities 1o aperate at night were limited We were given the task 10 take the lead lor development of night capabilities in 4 Mech Brigade
We became quite proficient In ¥enya {the final part of HFT) we operated widely at night Then we began out MST and we seemed to slep back. CO TSU NDA, Post Operation Interview. This may be due lo
OPTAG reducing night traiming in response to the Operation HERRICK 15 reduction in night operations tempo
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limited equipment pool. Therefore many commanders arrived in theatre with the will but not the means to conduct

more expansive night operations. \ ¢yt  (O)c ation HERRICK 17 makes the point;

76.°

77. There is a distinct tack of night operations tactical doctrine™ and there is no reference to Night Operations in Army
Field Manual, Volume 1, Combined Arms Operations, Part 2, Battlegroup Tactics. It is recommended that a night
operations doctrine audit is conducted.”

78. Despite signilicant lechnological overmatch against the insurgent in Afghanistan, conventional force night operations
were constrained by policy, perception and the IED threat. Whilst manoeuvre at night was used to good effect,
fighting at night was limited to ambush and night standing patrols to enhance FOB and PB STAP and protection
The requirement to manoeuvre and fight at night will endure into contingency. The Army must be able to operate
at night against an adversary with an increased night-fighting capability of its own. We must also understand better
the cultural impact of operating at night, and judge when it is and is not appropriate to operate at night in order
to retain this operational advantage and use it appropriately.® DCC and MCC capability and training need to reflect
this enduring requirement. The DCC user currently experiences technical advantage in STA against its opponents
and assumes the ability to manoeuvre unseen in low light conditions. The increasing proliferation of Il and Tl sights
and optics will negate this assumption in the coming decade, especially amongst near-peer opponents or irregular
forces adapting commercial technology {(eg digital cameras) to military use. The DCC user must develop the capability
to manoeuvre against a threat that has the ability 10 observe in all light conditions and with a potential beyond the
horizon STA capability through low tech unmanned aerial systems,*’

Lesson: The requirement to manoeuvre and fight at night will endure into contingency. The Army must be able to
operate at night against an adversary with an increased night-fighting capability of its own. DCC and MCC capability
must develop the ability to manoeuvre against a threat that has the ability to cbserve in all light conditions and with
a potential beyond the horizon STA capability through low tech unmanned aerial systems.

Observation: We must also understand better the cultural impact of operating at night, and judge when it is and is
not appropriate to operate at night in order 1o retain this operational advantage and use it appropriately.

Lesson: There is a distinct lack of night operations tactical doctrine and there is no reference to Night Operations
in Army Field Manual, Volume 1, Combined Arms Operations, Part 2, Battlegroup Tactics. It is recommended that a
night operations doctrine audit is conducted.

Lesson: There is a lack of consensus on whether Operation HERRICK has had a detrimental impact on night fighting
capability. Current evidence from BATUK suggests that we are less tactically effective at fighting at night than during
daylight and that hot climates will impact on night operations tempo. It is recommended that a study is conducted
to determine the impact of climate on night fighting tempo.

89 @PEB® peiation HERRICK 17, Post Operation Interview.
90

e sy s guUU BBy U U SWIT 1EGIOIESS OF Whetner it)s day of night” Comd BATUK ¢ Gy 7 February 2014
91 Noreference to might operations in AFM Volume 1 Combined Arms Opeiations Parl 2 Battlegroup Tactics 2013
92  Capabilily Directorale Combat have issued Tactical Doctrine Nole 01714 - Light Infantry Company Group Operations at Night
93 The Future Operating Environment and Threat for Expeditronary Operations in the Land Environment July 2013 [ 4
94 Capability Directorate Combat - DCC Capabulity Audit 2013 Analtysis dated July 2013
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DCC MANOEUVRE IN COMPLEX TERRAIN

79. The challenging nature of the ground and the IED threat required the dismounted soldier to manoeuvre in complex
terrain. The Green Zone or urban interface presented limited ingress or egress points and was often marked by deep
irrigation ditches and steep slopes down into the Green Zone.” These access points became high risk vulnerable
points. The residential compound area, often a grid of tight alleys too narrow for vehicle movement and the high
walls fencing each route, constrained lateral movement to dismounts.* Friendly force movement was predictable and
provided opportunity for the insurgent to attack (IED and direct fire) while remaining constantlv hidder gy

80. The ability to cross gaps and compound walls was a fundamental skill requiring the appropriate equipment and the
means to train. Two capabilities, in addition to the Bridge System Infantry Assault (BISA), were fielded to enable gap
crossing and wall scaling; The Obstacle Crossing Capability®” and the Light Weight Assault ladder.®® Ladders are now
organic DCC manoeuvre support tools rather than simply vertical access enablers and must be redesigned as such
around soldier burden.

81. The BISA was used effectively to cross canals;

“This was the first time an Infantry Assault Bridge has been used in the Upper Gereshk Valley on Operation
HERRICK 15 it was used by Combined Force BURMA soldiers in support of a BRF operation in vicinity
of KHOMAR! The asset was used to bridge the NES Canal allowing the BRF to extract on foot after
conducting a Heliborne Assault Force onto target on the western side of the canal” **

The BSIA will reach its out of service date by 2014 and the DCC obstacle crossing capability by 20221
Observation: It is likely that future conflict will occur in complex terrain. DCC users must retain the ability to cross,

or breach, simple natural and battlefield obstacles. They must also maintain the capability to cross short wet and dry
gaps without requiring specialist manoeuvre support.

95  Qperational Insights, Company level tactics in Helmand, September 2012
96 4 RIFLES Operational Vignettes 0o

ratinn HFRRICK 10 R 11
97  Obstacle Crossing Capability, ¢
gR  |inht Wainht Asault ladder,

a4 Combined Force BURMA lessons fearned — The Utility of the infantry Assault Bridge, 2 MERCIAN Battlegroup, 12 Maich 2012
100 Infantry Assauh Bridge, out of service date 2014 Capability Directorate Combat, Capability Audit 13, 03 July 2013
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Figure 2-1-11 Manoeuvring in Complex Terrain
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PROTECTION

WEIGHT ON THE MAN

load he carries

e ar 3 soldioris i mverse proportion 1o
Cathcart et al 1922 101

82. The challenge faced in the land enviranment of balancing the needs of physical risk management and the load burden
on the soldier has been extremely testing throughout Operation HERRICK. Providing appropriate physical protection,
with the least imposition of burden, within a tactically agile and permissive policy framework has proved a difficult
balance to strike. As a rule and as a result of a number of pressures, the halance has generally swung in favour of
additional farce pratection, The result has been that the dismounted soldier is extremely heavily burdened, to the
significant detriment to his tactical agility and mobility. This in turn impacts significantly on his overall force protection
and the ability of the force to complete the mission.'”

Figure 2-1-12 Risk ~ Combat Load Fatigue

83. Advances in Personal Protective Equipment (PRE) have increased the weight carried by the infantryman. In Afghanistan
the average DCC soldier carried 57 kg mte combat. This burden was made up of protection tarmour and ECM),
lethality (weapons and ammunition) and sustainment (water, food and batteries). While the issue of a dismounted
soldier's load is not new, it became acute during Operation HERRICK, Every increase in soldier burden impacts upon
capability; if he wears heavier armour his risk of heat injury increases, he becomes {atigued more quickly, the quality

=

of his marksmanszhip reduces and his situational awareness diminishes.

84. This insight from 2008 clearly articulates the issue,

W01 Cathear et al. “Cn the maximal load 1o be canied by the soldier.” Ay Hyaiene Adwisary Committee Report Mo, 3, 435443, 1322
102 The Futwie of PPE in Contingency - The TRH Perspictive, Comd T1FH dated 14 August 2013
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“Force protection at the individual level is excellent but the incremental increase of individual protection
measures, and in particular the weight of OSPREY body armour, has not been considered holistically and
has now reached the point where mobility has been sacrificed at the expense of survivability. The balance
is out of kilter. The lightening the load Urgent Statement of User Requirement (USUR) is welcome and
must deliver quickly to reduce the advantage that the highly mobile insurgent currently has over TFH force
elerents operating in the dismounted role” '~

Comd 16 AA Bde, Operation HERRICK 8 Post Operational interview.

85. The challenge as the Land environment adapts to operations beyond Operation HERRICK is to change a mindset
forged in Afghanistan where the over burdened dismounted soldier is accepted as the norm. Commanders should
be granted the ability to make a military judgement on the level of PPE required to be worn on future operations to
make the mission successful. This is seen as a critical risk by Capability Directorate Combat and is being addressed on
a number of fronts;

a. Project HERCULES, which reported in 2012, applied a scientific approach to the lightening the load USUR. it aimed
to reduce the physiological and cognitive burden on the dismounted soldier,

b. Project PAYNE seeks to re-empower junior commanders by delegating risk assessment and risk management to the
lowest practical level. This empowers them to assess the risk holistically and derive force protection measures and
levels of mission critical equipment carriage that significantly reduces the burden and enables the infantryman to
"fight light'." The School of Infantry is now using the jungle to demonstrate to students how an extreme version
of fighting light can be appropriate.

€. Project VIRTUS an integrated head, torso and load carriage system which aims to reduce the burden on the man.

Lesson: There remains a requirement to reduce the DCC load. Commanders should be granted the ability to make a
military judgement on the level of PPE required to be worn on future operations to make the mission successful.

COMBAT ARMS COUNTER IMPROVISED EXPLOSIVE DEVICE (C-IED) CAPABILITY

86. The most significant threat faced by the International Security Assistance Force (ISAF) and Afghan National Security
Forces (ANSF) during Operation HERRICK was the IED. The insurgents were extremely agile, mobile and adaptive in
their tactics. The asymmetric nature of the campaign in Afghanistan led to the insurgents adopting the IED as their
weapon of choice. During Operation HERRICK 9 the IED was responsible for 63% of all TFH casualties, a 39% increase
in IED finds or strikes compared to Operation HERRICK 8106

87. The C-IED campaign created a ‘cottage industry’ in C-IED capability which significantly changed the manner in
which combat force elements operated. An analysis of C-IED success identified the following; 60% of success was
attributable to C-IED TTPs, particularly Ground Sign Awareness (GSA), 30% equipment capability and 10% luck.'??

88.

103 Comd 16 AA Bre, Operation HERRICK 8 Post Gperational Inlerview

104 Project HERCULES - Final Report FY12/13,

105 Dismounted Close Comba, Slep changes and a Critical Risk, AD DCC, Combal 2014, louinal of the Combat Arms

106 Operalion HERRICK 9 Post Operation Report.

107 Operational Insights, Company Level Tactics in Helmand, September 2013, p92

108 Beyond Operation HERRICK and the demise of the bespuke C-IED adviser the Capability Directorate Combat Support plan is to include a C-IED adviser in the Battlegroup Engineer party who will be integrated
into the planning process. DLIMS 16756 Institutionalising C-IED acioss the Army.

109 Atindividual tevel this will be through MATT §

110
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89. Patrol planning through avoiding pattern setting and route selection by avoiding vulnerable points and areas of
known risk was a vital skill set in countering insurgent IED capability. During Operation HERRICK, patrol planning
was enabled by TiGR. TiGR allowed the user to record and complete a comprehensive patrol report, and enabled the
electronic capture and recording of patrol traces. This significantly improved situational awareness at Combined Force
level, particularly during relief in place and Transfer of Authority periods.”" Although TiGR will not be taken into Core,
the functionally of TiGR, as an aide to patrol planning, must be part of the LE TacCIS solution.

;'-'3}.1 =7

Figure 2-1-13 C-IED - Vallon

90.

91. The requirement to maintain the hard won C-IED skill set (the C-1ED TTPs) is not in question. There is a risk that C-IED
understanding could atrophy over time when the force is no longer in combat. C-IED equipment must still evolve
and will drive adaptation of TTPs learned during Operation HERRICK. C-IED detect skill needs to be kept alive, in
infantry battalions this will be through the Assault Pioneer Platoons. GSA training should form part of combat arm
pre-employment training and for those elements of combat support that are routinely deployed with combat arms
(Fire Support Teams, Engineer Reconnaissance). This skill set needs to be maintained through regular inclusion in unit
training and provision of appropriate Defence Estate for it to be conducted."”

.

Lesson: Ground Sign Awareness training should form part of combat arm pre-employment training and for those
elements of combat support that are routinely deployed with combat arms This skill set needs to be maintained
through regular inclusion in unit training and provision of appropriate Defence Estate.

Lesson:

11t TIGR SOP handbook

112

1 \
114

115 Operation HERRICK 18 - Lessons lor Contingency daled 15 September 2013 g
OF HHAL-SENSHIVE



OFFCHAL=SENSITIVE

SUSTAIN

BATTLEGROUP COMBAT SERVICE SUPPORT

92.

93.

Battlegroup Combat Service Support (CSS) was characterised by a bespoke centralised system of CSS resupply.
It is explained in detail at Chapter 4-1 and Figure 4-1-3, the Joint Force Support (Afghanistan) (JFSp(A)) supply
and distribution network is a useful schematic and clearly illustrates the tactical distribution laydown at the high
watermark of operations, around 2009-2012 (Operations HERRICK 9 to 15).

Developments within Combat sustainability capability during Operation HERRICK took place within a stabilisation
laydown consisting of well established ground and aviation lines of communication and permanent tactical base
infrastructure. The demands of contingency operations will require robust sustainability capability for the Combat user
to minimise physical load, enhance tactical agility and reduce battlegroup CSS activity in complex environments.

Observation: Battlegroup CSS as experienced in Afghanistan should not be used as the model for contingency.
The demands of contingency operations will require robust sustainability capability for the Combat user to minimise
physical load, enhance tactical agility and reduce battlegroup CSS activity in complex environments.

REST AND RECUPERATION (R&R)'¢

94,

95,

96.

97.

98.

116
n7
118
t19
120
121

R&R during Operation HERRICK was a key part of the morale and welfare of our personnel and their families.
Personnel deploying for at least 6 months were eligible for one period of 14 days R&R. From 1 January 2011,
personnel deploying for tours lasting less than 4 months, no longer qualified for R&R. This policy change, announced
by the Secretary of State and put in place during Operation HERRICK 12, reduced passenger traffic over the air bridge
by 11%, significantly improving air bridge resilience."” Personnel deploying for at least 12 months were eligible to 3
periods of R&R, each of 14 days. Those deploying for at least 9 months were eligible to 2 periods of R&R.'®

R&R was seen by commanders as necessary but when compounded by casualties, non-discretionary guard tasks and
policy (manpower cap) it reduced the ability for battlegroups to generate enough mass tn manneivre and maintain
the initiative. R&R was cited throughout Operation HERRICK as the single greatest factor constraining tempo. ' The
R&R ‘window’ covered 60% of a 6 month tour. The impact of R&R often being most keenly felt at company level,
where undermanning created significant risk.

In 2012, a report into the impact of under manning on operational effectiveness was initiated to gather evidence into
the impact of R&R on operational capability. Interviews were conducted at the Infantry Battle School (IBS), Support
Weapon School (SWS) and Land Warfare School (LWS) to capture insights into the impact of under manning, caused
in part by R&R. The report was conducted at a point in the campaign when the TFH patrol base (PB) and forward
operating base (FOB) foot print was at the high water mark. The executive summary of that report concluded:;

“Whilst it is recognised that the current TFH considers the issue to be manageabie there does appear to be
conclusive proof that under manning, caused hy R&R and Disease and Non-Battle Injury (DNBI), impacts
on the ability 1o conduct operations at a variety of levels. Significant risk is being taken at the lowest
tactical level but it must be measured against an almost universal acceptance that R&R is worth it” "7

The Impact of Under manning on Operational Effectiveness, Comd FDT, 13 January 2012.

The tension between the need for R&R and its impact on resourcing is evident. The psychological pressures on
particular personnel, especially EOD & Search, and those routinely engaged in the close contact battle are considerable
and opportunities to de-stress are vital but for others the need for R&R may be less. The issue links to the wider issues
of tour lengths and continuity.

i . This allowed operational torce densities to remain at the required level. But, this model requires
acuity at ministerial level to massage the manpower cap. 3 Cdo Bde recommended that, to account for DNBI, R&R,
Compassionate cases et al, force generation should seek 115% of the requirement.'?" In Bosnia, R&R was conducted
in theatre.

See Chapler 6-6 Personnel, which has further detail on R&R

Army Brieling Note 50/10, Changes to Rest and Recuperation Policy dated 23 July 2010

J5P 760 places the decision to grant R&R with the operational commander ~ see Chapler 5-6
The impact of A&R on Opeiation HERRICK 13, 16X/11, Comd 16 AA Bde, dated 08 July 2011
The Impact of Under manning on Operational Effectiveness, Comd FDT, 13 January 2012
Operation HERRICK 9, Post Operational Report
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99. There were several suggestions to abandon R&R as it was just too disruptive to force elements which already carried
a manning burden from casualties and injuries. Implications and benefit trade-offs for removing R&R need to be
investigated. Implications need to include identifying the benefits and burden to the Unit/Task Force (e.g. costs,
mission accomplishment, continuity, etc.); the soldier (e.g. psychological impact, physical burden, family stress, etc) as
well as MOD duty of care (e.g. media, public interest).'?? A review of R&R policy to identify how to maintain combat
power needs to be conducted to inform force generation for contingency.

Lesson: A review of R&R policy to identify how to maintain combat power needs to be conducted to inform force
generation for contingency. During Operation HERRICK R&R was a contributory factor to reduced force densities,
that constrained operations and added tactical risk to low level routine tasks.

TEAM MEDICS

“The medical chain was fantastic | would only like to highlight that, at the point of wounding, having as
many medically trained personnel saves lives. Ideally every man should be trained as a Team Medic. | have
soldiers alive today because of this training.” Operation HERRICK 15 Post Operation Report 14

Operation HERRICK 15 Post Operation Report.

Figure 2-1-14 Team Medic providing immediate first aid for gunshot wound to throat

100. Operation HERRICK had a highly responsive MEDEVAC system (MERT, PEDRO, Dust-Off and Protected Mobility
Ambulance) to a Role 3 hospital. Survivability was further enhanced by trained non-specialist Team Medics'?* at
the point of wounding. PJHQ directed that the ratio of Team Medics should be; 1:2 for combat troops and 1:4 for
supporting arms.'?* Note that the Team Medic ratios during Operation TELIC were; 1:4 for Combat Arms, 1: 6 for
Combat Support Arms and 1:8 for Combat Service Support Arms."?¢ There is evidence that deploying units tried to
achieve higher ratios of trained Team Medics. A medical audit conducted during Operation HERRICK 17 determined
that (86%) (excluding all AMS personnel) were Team Medic trained.'?’

122 Hence the Secretary of State for Defence announcing the Army Briefing Note 50/10 policy change

123 Operation HERRICK 15 Post Operation Reporl

124 Team Medic 1s an Army qualiication in dehvening emergency batilefietd trauma care. The Team refers 10 a 1 4 ratio, which represents a Fire Team in an Infantry Section
125  Army HQ Mounting Order for Operation HERRICK Version 6.2 published 01 November 2012

126 Operations in I1aq an Analysis from the Land Perspective, Chapter 9, Page 9, dated 29 November 2010

127 The Carriage of Personal Medical Emergency Equipment: An Audil on Operation HERRICK 17 dated 11 December 2012
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101. Units engaged in kinetic operations, during Operation HERRICK, have found that Team Medics have proved
themselves invaluable in responding to injuries on the battlefield and improving the standard of care to those that
have been wounded. In order to provide redundancy and assurance of the availability of this skill set, units are
routinely ensuring that every solider is Team Medic trained and accepting that the benefit outweighs the training
burden in achieving this during an already compressed training programme. Units have also cited that this approach
contributes to the moral component of operations by increasing confidence across the unit that they will be cared
for effectively should they become a casualty.' The capability for all DCC [and MCC] soldiers to provide such life
saving treatment and exercise its use in demanding and realistic training situations must be maintained on the
completion of current operations.'?

102. Team Medics inust remain a core tactical capability for contingency at a force ratio that meets the deployed
requirement, and that can be sustained through the training and assurance pipeline. Directorate Training (Army) has
Team Medic capability funded until 2015/16; it will be reviewed in the interim to ensure it is correctly structured for
contingency.

Lesson: Combat Arm Team Medics must remain a core tactical capability for contingency at a force ratio that meets
the deployed requirement, and that can be sustained through the training and assurance pipeline.

POWER MANAGEMENT:

103. Power management was a particular problem which endured throughout the campaign. There were two aspects;
tactical base and soldier power management.

a. Power management became increasingly complex as tactical bases evolved. Base sustainability was key; from
temporary austere bases and CPs to longer term FOBs.'* The broader issues concerning tactical base architecture
are covered in Chapter 3-7. Units did not have enough soldiers appropriately trained to manage, service and
maintain the range of power generation systems deployed. "' This issue became acute and was mitigated in part
by JFSp(A) through the Power Management Team and training organic unit operators. The following insight from
Operation HERRICK 17 makes the point;

“There was a lack of understanding at lower lovels about basic puwer inandyenent and the use of
generating systems (FEPS, LFG etc) Units rely on a few specialists. This will need 10 be addressed for future
operations” '™

Commander 4 Brigade Operation HERRICK 17, Post Operation Interview.

b. Capability enhancements across Command and Battlespace Management, STA and Lethality have significantly
increased the electrical power demands of the DCC user. In Afghanistan batteries were considered “a mission
reducing factor”'* in terms of the extra weight carried due to the mix of batteries (VHF, HF, ECM etc). There is
a critical requirement to standardise the power demands/supply of the DCC user, delivering efficiencies within a
generic soldier architecture, and to deliver enhanced charging capabilities such as power scavenging and inductive
charging. The development of future MCC platforms must include the capability to host and support DCC power
management capability. '

Observation: Power management at unit level needs to comply with current power management policy. Non-
compliance during Operation HERRICK had a negative impact on tactical base capability.

Lesson: Common and interoperable power management systems need to be developed for the MCC and DCC user.
Defence Procurement and capability development must look at new equipment through a power management lens.

128 Operation HERRICK 18 Post Operation Repoit

129 Capability Directorate Combat - DCC Capability Audit 2013 (CA13) Analysis dated July 2013

130 Capability Directorate Combat is the proponent for Tactical Base capability.

131 LFSO 4550 Jan 2011 — Al At Genera) Purpose Field Power Management Policy states that unils/Imns should nominate power managers 10 act as the commander's adviser on GP Field Power The All Arms
General Purpose Field Power Operalor instruclor course is delivered by RSME and is designed 1o ensure that unils have instructors to deliver distributed fietd power training 1o soldiers

132 Commander 4 Brigade Operation HERRICK 17, Post Operation Interview,

133 Operation HERRICK 12, LORST.

134 Capability Ditectorate Combat - DCC Capability Audil 2013 Analysis dated July 2013
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CHAPTER 2-2
COMBAT IDENTIFICATION

BACKGROUND

1.

Combat Identification (Combat ID"* during Operation HERRICK was set against the background of the National Audit
Office (NAO) Report published in 20022 that examined whether the Ministry of Defence (MOD) had developed an
approach to Combat ID that minimised the risk of fratricide alongside the need to maintain or improve combat
effectiveness. A second NAO report, published in March 2006, examined Defence progress in Combat ID capability.
The focus for all these reports was Operation TELIC. Both NAO and PAC reports were critical, particularly highlighting
failures in the Land Environment. Land attempts to rectify the areas highlighted for improvement, have in many

cases failed to be realised due to insufficient direction and priority. The 2013 Army Inspector’s LIMDIS report to ECAB
included the intention of the Army Inspector to scope ‘the apparent poor appetite, within the TLB and across Defence
to deliver a Combat ID solution, it is largely seen as an Army problem’.*

in 2012, Director Joint and Air Capability and Transformation stated that;

“Fratricide incidents, NAO and PAC reports have all served to periodically inject impetus and during Op
HERRICK much has been achieved to improve our Combat ID capabilities and procedures. However, many
of the recent improvements have been by UOR and have addressed the particular challenges and nature
of the operational environment in Afghanistan, necessarily ignoring wider considerations. Furthermore,
the resource challenges of successive planning rounds have impacted Combat ID related core programmes
and projects significantly and our capability in contingent operations has been left far behind’ i

EC-44-02-01-01 Combat Identification - Governance and Risk. 4 April 2012.

In recognition of this, he directed that a new strategy and approach to Combat ID be taken. In the Land Environment,
this saw the transfer of 1 Star proponency from Directorate Land Warfare to Capability Directorate Combat (CD Cht).c

The Planning Round 11 savings resulted in the removal of funding for all but UOR Combat ID measures. This impacts
on the Army’s ability to develop further its Combat ID capability until 2016 and limits our ability to keep in step with
ABCA’ and other coalition Combat ID developments. This situation could be interpreted by the NAO and the Media as
reflecting the priority placed by MOD on its duty of care to personnel - a view that is a risk to the Army’s reputation.

Fratricide®, a hallmark of all periods of war, has not reduced with improved technology and the risk of
misidentification of own, or coalition forces, as well as non-military actors, is rising. Based upon historical evidence,
there is an expectation of an enduring potential for fratricide incidents in all future operations.”

Observation: Planning Round 11 savings measures, impact on the Army's ability to develop further its Combat ID
capability until 2016 and limit our ability to keep in step with ABCA and other coalition Combat ID developments.

This is a risk to both the Army and Defence reputation.

Observation: Fratricide, a hallmark of all periods of war, has not reduced with improved technology and the risk of
misidentification of own, or coalition forces, as well as non-military actors, is rising. Based upon historical evidence,
there is an expectation of an enduring potential for fratricide incidents in all future operations.

Operation HERRICK Combat ID Capability. For Operation HERRICK a number of Combat ID Urgent Operational
Requirements (UORs), some in response to fratricide incidents and subsequent lessons learned, were introduced to

a. JAVELIN Arc Marker. UOR in response to fratricide incident during Operation HERRICK 9.

JDP 3-62 Combat Identification; is the process of attaining an accurate and timely characterisation of detected objects i the batlespace to support an engagement decision or of combining Situational
Awareness (SA), Target Identilication (Tgl ID) and specific Tactics, Techniques and Procedures (TTPS) to increase operationa effectiveness ol weapan systems and reduce the incidence of casualties caused by

NAO (2002) 'Combat Identification’ Report by the Comptroller and Auditor General, House of Commans 661 Session 2001-2002, dated 7 March 2002 (U)
NAO {2006) ‘Progress in Combat Identification’ Repart by the Comptroller and Auditor General, House of Commons 936 Session 2005-2006, dated 3 March 2006 (U)

The ACABI responsibilities for Combat 1D are split; CD Cbt is the ACARI lead for ‘Combat Idenufication Policy and Capability Development and CD Info is the ACAB lead for ‘Combat 1D - Technical

Fratricide is defined in JDP 3-62 Combat Identification as; The accidental death or injury which occurs when friendly forces engage their own forces believing them, of their location, 10 be an enemy larget
This definnion clearly excludes death or injury caused by collateral damage during the engagement of 3 correctly identified enemy position both of which are nevertheless amongst the causal indicators for a

6.
enhance legacy Combat ID capability. These were:
1
{riendly fire
2
3
4 ECABIP(13)56 Dated 21 October 2013
5 EC-44-02-01-01 Combat Identification ~ Governance and Risk. 4 April 2012
6
Integration
7 ABCA; Ametica, Britain, (anada, Australia and New Zealand
8
failure in Combat Identification
9

Combat !dentification Slrategy, MoD paper, dated 10 November 2012, page 1
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b. Tactical Infrastructure Marking. UOR in response to the fratricide incident at Patrol Base ALMAS, during
Operation HERRICK 11.'% An Active IR & Thermal beacon designed to mark Tactical Bases to Air used with passive
thermal marking panels.

¢. Casualty Locating Beacon (CLB). UOR in response to a ‘man away’ incident during Operation HERRICK 15.7

7. Fratricide during Operation HERRICK. |he Instances ot tratricide recorded during Operation HERRICK are detatled
in the table below. Ground to ground fratricide remains the most common form of fratricide. The most damaging
fratricide incidents have been those involving attack helicopter and fixed-wing air platforms, because of greater
lethality of air-to-ground ordnance. There was, however, a marked decline in such incidents through the operation;
this decline has been associated with improved air-to-ground training and liaison. The Operation HERRICK instances of
fratricide are broadly comparable to Operation TELIC fratricide data.

HERRICK TYPE | KIA WIA '. HERRICK TYPE KIA WIA
H4 Ground 4 Graund 1 . H9 (;round to éround 2 4 2
Ha4 Ground to Ground | 1 | H9 Ground to Ground | 1 '
H5 Ground to Ground 1 1 H11 | Ground to Ground 1 I »
HS | Ground to Ground 1 | 1 H11 AH to Ground 1 9
H6 AH to Ground ‘ 4 H11 Ground to Ground 1 [
Hé Air to Ground 3 2 H12 AH to Ground E 9
Hé6 - Ground to Ground 2 H12 Ground to Ground 1 \‘

H8 AH to Ground | 9 | H13 Air to Ground | 1 | “72
H9 Ground to Ground 1 Total 18 | 39

Figure 2-2-1, Operation HERRICK UK fratricide data (from Dstl fratricide database")

Observation: Ground to ground fratricide remains the dominant cause of fratricide. The most damaging fratricide
incidents have been those involving Attack Helicopter and fixed-wing air platforms, because of greater lethality of
air-to-ground ordnance. There was, however, a marked decline in such incidents through the operation; this decline
has been associated with improved air-to-ground training and liaison. The instances are broadly comparable to
Operation TELIC fratricide data.

8. Combat ID in the Ti region of the Electromagnetic Spectrum. The risk of fratricide due to the difficulty of
achieving personnel identification (PID)'* using Tl devices is an enduring lesson identified from Operation HERRICK
Identification Friend or Foe (IFF) devices employed on Operation HERRICK, such as PBIR, DIRM and IR cylumes and

beacons are only visible to image intensifiers.
‘igure 2-2-2 illustrates

the Combat ID capability gap between in service IFF devices and as an example, Javelin which operates in the Tl
wavelength. '

10 21 December 2009, Patro! Base ALMAS was incoirectly positively wentilied as an ilsurgent iotation and the Apache AR crews were authorised to engage and 200 x J0mm rounds were fired In the attack
Patrol Base ALMAS sustained 3 UK Cat A (one died of wounds), 4 UK Cat B and 5 UK Cat C casualties

11 Aveplacement GPMG Gunner was required to enable a patrol to participate in a planned operation Having joined the patrol at short notice the soldier deployed on the task. During the patrol a compound
was occupied, Pte A was employed as a sentry in a location that was screenid from the temaining patrol members. Task complete, the patrol returned to a nearby ISAF location, wilhoul Pte A. MAN AWAY
was called by the CF when Pte A could not be Jocated at the (P Fte A, remalnied within the compound and was subsequently recovered by an ISAF palrol that had maved 1o his fast known location.

12 Dsii fratricide dalabase from Uperation HERRICK, UK dealhs and Injury oily,

13 PHD is defined as; Assured determination by specificd means of the Identity of an element and, where required, types of equipment or system. Specilied means include visual, system ol a combination of bolh
and or t1ack behaviour. (JSP 398)
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Figure 2-2-2, e T i
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11.

“The Bowman situational awareness architecture remains fragile when operating across nets”

Operation HERRICK 18, Post Operation Report.

There is also an inability to pass accurate Tgt ID and SA data in a timely manner to where it is needed, by voice or
data. LE TacCIS must deliver a SSA and COP capability that will deliver enhanced Combat ID capability.

Vignette: Operation HERRICK 18 Near Miss. The Warthog Group (WHG) and the Brigade Operations Company
(BOC) were conducting a joint operation to disrupt insurgents. The intent was to establish Temporary Check Points
(TCPs) at predetermined locations in order to establish a foothold on the ground and a base from which to launch
patrols to achieve the disrupt., Whilst occupying the TCP with flanking support from the BOC, the WHG received
incoming Small Arms Fire (SAF) from an insurgent occupied compound to the North East and returned fire. During
the engagement a WHG sharpshooter incorrectly identified the insurgent position and engaged a compound
occupied by the BOC. Check fire was called and the mission continued as planned, Confusion existed over the
location of flanking forces and the BOC detachment were targeted in the belief that they were insurgents. Where
tactically possible additional Combat ID measures should be employed to guard against such errors.

Lesson: An integrated (air, land, coalition) common operating picture, and the ability to pass accurate Tgt ID and
SA data, improves shared situational awareness and reduces the risk of fratricide. SSA and COP capability must be
included as a Key User Requirement for LE TacCIS.

12. Sub-optimal access to Operation HERRICK equipment, including UORs during MST. Compressed MST resulted
in riek. being taken as individua! training tock pricrity over collective MST. The result was ircreased risk of fialiicide

due to a cohort of individuals having missed or conducted compressed collective training.??

Observation: Force elements should have adequate access and time to train appropriately with Combat ID
capability.

13. Requirement for Recognition Training. Recognition training has been allowed to wither due to enduring
operations in Afghanistan (and Irag). As the force resets tor contingency there is a requirement to reinvigorate
recognition training.

“Despite technological advances Combat 1D remains a highly complex and multifaceted challenge with a
pivotal human element; depending, in many cases, on the physical and cognitive performance of highly
trained, yet nonetheless fallible, individual servicemen and women”

JDP 3-00 (Campaign Execution), 3rd Edition, R89.

This cognitive decision to engage or not, often under conditions of severe threat and stress, requires a bespoke skill
set. Training to develop visual recognition skills to enable personnel to identify friendly forces’ personnel, equipment,
emblems, insignia and platforms, including allies and the indigenous population, will significantly reduce the risk

of human error. Recognition training is an area that requires directed effort. Visual recognition is often an essential
element in achieving PID and can be key to reducing the number of fratricide.incidents, the challenge of attaining
visual PID is likely to be enduring.

Lesson: Recognition training needs to be reinvigorated across the Army.

20  Comd TFH Operation HERRICK 17 Post Operation Report

21 Operation HERRICK 18, Post Operation Report.

27 Land Environment Combat ID Risk Register: Risk ID 005, 28 November 2013
23 JDP 3-00 (Campaign Execution), 3rd Edition, P.89
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14. Interoperability. Operation HERRICK was characterised by a lack of Combat ID interoperability between coalition and
partner forces, this risk will endure for contingency operations. This risk is compounded by no specific common multi
national Combat ID doctrine. In the absence of shared doctrine, nations fall back on their bespoke national Combat
ID capability. Commanders are reduced to directing Combat ID policies consistent with Combat ID technology of the
least capable nation. As a result Combat ID cannot be tested or trained prior to the deployment or integration of the
coalition force, reducing operational effectiveness and increasing risk of fratricide.

“The use of Combat ID equipment, such as Mockingbird, and improved SA equipment such as HeATS and
GrATS“ varies considerably by Brigade rotation in HERRICK. This marked difference in unit SOPS continues
to make effective training of allies (especially air forces) challenging”

Operation HERRICK 14 Post Operation Report.

The UK participation in the US led series of Exercise BOLD QUEST initiatives will inform future Combat ID capability
development and close the interoperability gap. Combat ID must be common across the Joint environment and
interoperable with key allies and host nation forces.

Lesson: There is a lack of Combat ID interoperability reducing operational effectiveness and increasing risk of
fratricide. Combat ID doctrine must be made common across the Joint environment and interoperable with key allies

and host nation forces.

15. Current Situation. The MOD's planning assumption is that future operations will be predominately conducted in
coalition with partner forces, making Combat ID more complex, and calling for interoperability of equipment and
harmonisation of TTPs. Within the Land Environment, two of the Combat ID pillars are deemed to be satisfactory
(SA and TTPs) but there is no sophisticated TID capability. The table at Figure 2-2-3 gives the current status of TID
capability. The major Combat ID capability gap is TI 'On The Man" This DCC capability gap is a factor of lack of
technology maturity to deliver capability reliably.

MOST EXTANT TGT-ID MEASURES OPERATE IN VISIBLE & IR BAND

Capability Coverage

Capability Coverage in Contingent Battlespace

Figure 2-2-3, Current TID capability - capability gap in red

24 Ground Asset Tracking System (GFATS), Helicopter Assel Tracking System (HeATS) Satellite based posinon reporting system
25 Operation HERRICK 14 Post Operation Report
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CHAPTER 2-4

MENTORING AND ADVISING INDIGENOUS
SECURITY FORCES

“The UK's approach to mentoring and advising, which has been much scrutinised over the years, 15 now
the envy of many. British commanders and soldiers have an intuitive feel for the role and do it well. The
employment of formed units in the BAG and PMAG delivered a capability that the USMC greatly respects.”

Commander Task Force Helmand, Operation HERRICK 18."

BACKGROUND

1.

Security Force Assistance (SFA?) was the term adopted by ISAF to explain the framework within which ISAF
progressively handed over responsibility (Transition) to the ANSF as the lead security provider. The SFA in Afghanistan
Doctrine Note details the UK approach to SFA.? The UK adopted a partner, mentor, advise pathway.* Partnering
conducted by ground holding battle groups was the mainstay of initial Afghan National Security Forces (ANSF)
capability and capacity development. Mentoring and advising conducted by Adviser Groups as Transition progressed.
Working and living alongside their ANSF counterparts they were able to train and mentor the ANSF to the point at
which advising at the tactical level was no longer required. This chapter will detail the insights from the mentoring
and advising roles.

At the operational level the Afghan National Army (ANA) was developed more quickly and, arguably, at the expense
of the Afghan National Police (ANP). This was due, in part, to policy; the North Atlantic Council (NAC) recognised that
a functioning police force (and the related justice institutions) was central to the international community's ultimate
disengagement from the country, but pervasive police corruption and the question of how to deal with it, and in turn
develop the police as an institution, delayed ISAF (and UK) engagement in police reform and development.® It has now

“I think we would have established the NATO Training Mission-Afghanistan and enhanced our focus on
building up Afghan National Security Forces [especially the police} more rapidly if we were to approach

DCDS Ops to House of Commons, Defence Committee, Oral Evidence:
Afghanistan HC 944, 28 January 2014

Initial Operation HERRICK tactical level engagement with the ANSF was in the form of small Observer Mentoring
Liaison Teams (OMLTs) which evolved conceptually from the Military Transition Team experience gained during
Operation TELIC. Operation HERRICK 8 saw the first dedicated OMLT Battlegroup, OMLT units were respansible for
the development of the ANA with the occasional focus on the ANP. Operation HERRICK 12 saw the first deliberate
split in mentoring and advising along indigenous security force organisational structures. In reality they were doing

a remarkably similar job, although it must be highlighted that ANP mentoring presented specific policing challenges
beyond the experience of the Police Mentoring and Advisory Group (PMAG) units. Sitting above the Brigade Advisory
Group (BAG) and the PMAG was the Military Assistance Group (MAG).” The MAG was developed to provide continuity
of mentoring to key ANSF appointments with culturally aware advisors. The MAG fooked 'up and out' to the ANA
Regional and Corps levels while complementing and reinforcing the work of the BAG and PMAG.

SFA is the unified action ta generate, employ and sustain local, host nation, or regional secunity forces in support of legitimate authotity SFA encompasses all ISAF actions 1o develop ANSF operational

Parner, An appioach to telationship building 1hrough duect assistance and shared endeavour Ihat creates the night conditions, spirit and capabilities to achieve a formal and engduring stiategic partnership
Mentor: An experienced and trusted advisor who provides counsel and leadership to another person, or organisation, by agreement. Advisor; Someone who can recommend a course of action, offer advice, or

2.
been recognised that the delay caused was an operational error:
this campaign again”.®
3.
1 Operation HERRICK 18, Post Operation Report
2
elfectiveness and includes mentoring, partnering and advising, JON 6/11
3 Doctrine Note 13/03 UK Secunty Force Assistance in Aghanistan, June 2013
4
inform another party, about & fact or situation JDN 6/11
5
6

NATO weekly press briefing by NAIO Spokesman James Appathurat and Ambassador Mark Sedwill, Senior Civilian Representative for Afghanistan 14 July 2010
DEDS Ops to House ol Commans, Delence Commitiee, Oral Evidence: Afghanistan HC 944, 28 January 2014
from the end ol Operation HERRICK 15 onwards,
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ANA DEVELOPMENT

4. The BAG had the lead for the tactical and institutional development of 3 Brigade®, 215 Corps (3/215 Brigade).
Tactically, this was delivered through the Kandak and Tolay Advisory Teams (KATs and TATs).? A 3/215 Brigade

Handbook was first produced by the BAG, following the publication of Gen McChrystal's Embedded Partnering
concept, on Operation HERRICK 12.' The BAG role was ideally suited to an Infantry battalion:

“In this role you need the same level of individual <kills
with the secondary skill as an advisor”

* . Operation HERRICK 16, Post Operation Interview.

The Operation HERRICK 15 BAG deployed without its own integral force protection. This proved a constraint during
both Pre-Deployment Training (PDT) and when deployed. The intent was to force closer cooperation between ground

holding battlegroups, who owned the force protection, and the BAG By Operation HERRICK 17, force protection was
once again integral to the BAG.

- shoeting, medical training, etc - as all soldiers,

3/215 — Partners and Advisors

=

" HQ 37215

TFH
Partner ] L]

I I l
o = | =
13/215 231215 373215 4137215

CF NDA (S) HWY 1 CF NES (N) CS SBK

- o

Figure 2-4-1. 3 Brigade 215 Partners and Advisors March 2011

8 Task Force Helmand was paitnered vath 3/215 Brigade, HQ 3/215 formed up in early Februaiy 2010 The Bde comprises of 3 x infantry Kandaks, 1 x CS Kandak, 1 x €55 Kandak and a Hwy Kandak
] Kandak = Bn, and a Tolay = Coy
10 3/215 Brinade handbook Version 4 0 - 01 tarch 2011

" “ Operation HERRICK 16, Posl Operation Inferview
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Hazarah - 6% Uzbek - 10%
Other - 11%

Figure 2-4-2. 3 Brigade 215 Corps ORBAT October 2012

POLICE DEVELOPMENT

5. TFH first started mentoring the ANP, in a concerted way, on Operation HERRICK 11 and 12 and this then later
developed in to the Police Development Advisory Training Team:(PDATT) on Operation HERRICK 13. This was in turn
the precursor to the PMAG on Operation HERRICK 14 and 15. The first 'doctrine’ for specific police mentoring was an
AUP Smartbook produced on Operation HERRICK 14 (September 2011)."2

6. The PMAG drew together in a single battlegroup the previously disparate Task Force Helmand (TFH) efforts to develop
the capability and capacity of the ANP. Based on a combat unit, the PMAG deployed elements force generated from a
wide range of cap badges and nations to all three of the Central Helmand Districts, including a small mentoring team
to the Operations Coordination Centre for the Province (OCCP). The basic ‘unit of currency’ for the PMAG were the
Police Advisor Teams (PATs); a multiple sized group operating within a district, predominantly at the precinct, but often
down to checkpoint level. Several PATs worked to a District Advisor Team (DAT), based on a sub-unit HQ living in the
District Police HQ and working alongside the District Chief of Police (DCoP). In this way, the PMAG were embedded
at all levels of command and were able to develop an understanding of the Helmand Police human terrain and staff
processes. The PMAG became the ANP experts at every level and provided a window into the ANP common operating
picture, such as it existed.

12 TFH Afghan Uniform Police Smartbook, September 2011




Helmand Police Orbat HIETIM-------

Provincial

District
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(601) PAT

Figure 2-4-3. PMAG organisation mirrored AUP organisational structure

7. Operation HERRICK 18 and 19 saw the drawdown of the PMAG and BAG capabilities - these were reformed under
the Brigade Advisory Team (BAT). The BAT focussed on advising 3 /215 Brigade with some oversight of the Operational
Co-ordination Centres (OCCs). The UK argued that 215 Corps was the youngest ANA Corp and in order to account
for Regional inconsistencies the UK should mentor “lower and lighter for longer’ to better achieve mission success
This was recognised as the correct decision and delivered a smoother Transfer of Lead Security Responsibility within
TFH Area of Operations

8. In the case of Operation HERRICK, it is interesting to note that the PMAG did not materialise as a coherent body until
Operation HERRICK 14, did not reach Full Operating Capability (FOC)'* until mid-way through Operation HERRICK
16 and then started to draw down before personnel deploying on Operation HERRICK 17 had even completed their
Reception Staging and Onward Integration. For a campaign spanning the best part of a decade and where the exit
strategy was to develop the indigenous security forces to such an extent that they could provide for their own people,
the TFH police mentoring apparatus was at FOC for less than six months Consequently, one overarching lesson that
we take away from our attempts at SFA during the Afghan campaign will be to engage with the police sooner rather
than later; for it is they who will ultimately provide security for the people in the population centres and provide the
enduring security which will enable all other stabilisation effort.

Lesson: Early engagement with indigenous security forces either during or immediately post the intervention phase
of the operation need to be part of the tactical design. Forces should be configured with the means to conduct
Enabling Indigenous Security Force activity as part of Hot Stabilisation.

Lesson: All levels, both tactical and institutional, of the indigenous force need to be developed together.

Observation: For a campaign spanning the best part of a decade and where the exit strategy was to develop the
indigenous security forces to such an extent that they could provide for their own people, the TFH police mentoring
apparatus (PMAG) was at FOC for less than six months.

13 Police Mentor Advisory Group peaked with a Full Operating Capability of 20 PATs duning the tenure of 15t Bn Welsh Guards on Operation HERRICK 16 By the time The Royal Dragoon Guards raised their llag
over PMAG HQ 1n April 2012 they had already begun to send PATs home By the close of Operation HERRICK 18 the number of PATs had reduced 10 zer0 and PMAG was operating only at the district level on
a 'Patrol to Advise’ basis and were nol routmely embedded with their ANP counterparts
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FORCE GENERATION AND TRAINING

9.

10.

1"

Force Generation. Lessons from Operation HERRICK confirm that force elements fulfilling the advising and mentoring
role are best drawn from a formed unit, augmented as required and providing its own force protection. The strength
of a formed unit is that it allows the CO to select the right people for the advising or mentoring task.

“The best mentors were those who were not necessarily your best soldiers but had maturity, length of
service, the experience and patience. And that is not necessarily your very best combat soldier” ™

L T e S Operation HERRICK 17, Post Operation Interview.

In short mentoring is best described as a ‘mindset not a skillset’. Specialist augmentees should be integrated early
during Mission Specific Training (MST). The formed unit model with organic force protection, developed during
Operation HERRICK, should be taken forward as best practice for future advise/mentor tasks.

Professionalising a cadre of advisors/mentors into a career field stream has been raised as a potential future course of
action to support Defence Engagement, but consensus of opinion is divided. Afghanistan demonstrates the flexible
nature of our soldiers (BAG, PMAG) who with the correct training can turn their hand to the tactical advising and
mentoring role. Mentoring at the MAG level was a twelve month engagement with significant language training prior
to deployment. Generating a pool of personnel with mentoring experience would be possible but it would require
significant investment in language training as the focus of effort shifted from region to region. A2020 Project 21, is
scoping this course of action.

Observation: Advisor force elements are best drawn from a formed unit, augmented as required and providing its
own force protection. Unity of advisor effort is vital and the Army should retain the unit led approach to Advisor
teams in the future. This approach proved effective, resilient and should be the contingency model.

. Soldiers Training Indigenous Police. A capability gap exists in the Army’s ability to provide police mentoring and

training. For those in the PMAG the role of advisor was made more difficult by the fact that a member of the military
is advising a policeman; an Afghan commander required assistance in matters of civil policing, search and seizure,
criminal procedure, and investigations. It is recommended that a study should be conducted in how to close this gap.
A solution may be found in the continental gendarmerie model through directed Reserve partnering with UK police or
a contractor delivered capability (e.g. the US DynCorp). During Operation HERRICK, units training for the PMAG role
had to rely on ad hoc unit driven input from local UK police services. PMAG Operation HERRICK 17 exploited contacts
within both North Yorkshire Constabulary and the Police Service of Northern Ireland (PSNI) to allow soldiers at all
levels to get a feel for policing TTPs, albeit western ones. PMAG Operation HERRICK 17 soldiers were able to patrol
with serving officers in Yorkshire cities and visit control centres in Northern Ireland prior to deployment, both of which
gave an important view of what good policing looks like. The RMP could not provide this level of insight as they do
not have a Community Policing role

Lesson: A capability gap exists in the Army’s ability to provide police mentoring and training. A study needs to be
conducted on how the capability gap in the Army’s ability to provide police mentoring and training should be closed.
A solution may be found in the continental gendarmerie mode! through directed Reserve partnering with UK police
or a contractor delivered capability.

12. Pre-Deployment Training Formed Around Role. COs deploying in BAG or PMAG roles considered PDT to be under

14
15
16

resourced, lacking focus and the role poorly understood by the training body. Despite concerted effort to improve
MST through immersion, a role specific two day partnering brief, a bespoke Combined Arms Staff Trainer (CAST),
participation in-role on the FTX and CT5 event, this negative view persisted. PMAG PDT raised the following concerns;

“If ane is serious about ANSF development being the mission-critical activity, then it needs to become
the focus of pre-deployment tiaining rather than being something that is achieved through the ad-hoc
allocation of limited spare capacity”

@R Operation HERRICKTS, Post Operation Interview.

Whilst D Operation HERRICK 16 echoes this point;

“We had to diive and design much of the [training] programme, not simply expect the system to provide,
placing considlerable pressure on Bn HQ”, he also makes the point that, “it is very difficult, if notimpossible,
10 practise advising realistically during MST. The training epvironment cannot satisfactorily replicate the
human environment and frictions in which the PATs work” ™ :

Operation HERRICK 16, Police Mentor Advisory Group, Post Operation Report

Operation HERRICK 17, Post Operation Interview
Jperation HERKICKTS, Post Operation Interview.

Operation HERRICK 16, Police Mentor Advisory Group, Post Operalion Report W
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CO PMAG Operation HERRICK 17 believes that it is equally difficult to exercise the PMAG HQ in the UK and a PMAG
specific CAST is difficult to plan and deliver. He believes an alternative approach would be to conduct Questions 1-3
after immersion and then develop Police Mentoring, Advising and Development (PMAD) as a SIDECON activity during
the higher HQ staff training; however, it must be accepted that it should be approached as a core activity.

13. These insights are not exclusive to the PMAG experience. The BAG also had a similar experience, although without
the added complexity of understanding policing. It is recommended that a review, to inform future SFA operations, is
conducted of Operation HERRICK advising and mentoring training.

Lesson: The training organisation understood the MST requirement for the mentor and advisor (PMAG and BAG)
roles in Afghanistan but found delivering realistic training was the challenge. It is recommended that a review, to
inform future SFA operations, is conducted of Operation HERRICK advising and mentoring training.

14. The Value of Immersion. Without doubt some of the best preparation for both BAG and PMAG was the two week
in-theatre immersion conducted at D-9 months."” Described as the ‘silver bullet’ of MST progression, immersion
training was the most important conceptual training for the advisor/mentor role. COs found immersion crucial; it
allowed then to shape training, conceptually prepare and understand. it gave a point of reference from which both
the BAG and PMAG could train to compensate for a lack of expertise in the training base. Immersion allowed soldiers
to become accustomed to life amongst the Afghans and in the case of those with specific mentoring roles, it provided
the opportunity to meet with their Afghan counterparts on their own turf. For the future, units should conduct
immersion visits to assigned areas of focus as this will significantly improve understanding.

Lesson: Immersion training was the most important conceptual training for the advisor/mentor role. Immersion
should be included in force preparation for future advisor/mentor tasks

15. Doctrine. To better prepare the force in the future, mentor and advising indigenous security force doctrine'® should
be refreshed to capture good practice from Operation HERRICK. There is a need to capture the science of mentoring
in particular the conceptual side, the ‘softer’ side, the immersion process, preparation and building relations.

Observation: Mentor and advising indigenous security force doctrine must be updated to capture the mentoring
and advising lessons from Operation HERRICK.

DURING DEPLOYMENT

16. Mentoring Fratricide. The term 'mentoring fratricide’ (or ‘mentor clutter') was coined by PMAG 15 to describe
the problems caused when mentoring efforts were not properly de-conflicted. Not a new phenomenon, multiple
actors and multiple mentors caused confusion and a lack of coherence from the start. It has been described'® as the
single biggest hindrance to the effective conduct of operations. The PMAG ‘shared’ the mentoring space with United
States Marine Corps (USMC), S emssemae , Helmand Provincial Reconstruction Team (PRT) Rule of Law Team,
European Policing Mission and civilian contractors.

17. Mentoring should, by definition, be one to one business as you have to develop a mentoring relationship with your
mentee. There is no development coherence or strength to that relationship if a mentee has multiple actors. For the
mentees, access to multiple mentors is damaging; everybody wants a piece of his time. The regional head of AUP
logistics had seventeen mentors for him and his staff. The people with the most complete view of the combined
mentoring picture were more often than not the Afghans themselves. This allowed them the opportunity to play one
coalition mentor group off against the other and horse-trade for resources.

18. The following insight illustrates how mentoring fratricide was avoided during Operation HERRICK 15;

“In order to minimize disruption, and in conjunction with the US mentor team and the PRT we apportioned
one western mentor to each Afghan who “owned” the relationship and through whom everyone else
would wark For example, the Provisional Chief of Police’s mentor was a USMC Colonel from Task Force
Leatherneck (and this neatly demonstrates the difference between mentoring and partnering, because
the Chiet of Folice in fact hiad two partners, TFH and TFL, but only this one mentor) If Commander TFH
wanted to speak with the Chief of Police for instance, he would discuss it with the USMC mentor and he
{or we) would take things on from there” "

\, Police Mentor Advisory Group, Operation HERRICK 15, Post Operation Interview.

17 The load on the in-placethosting force should not be underestimated; 30 personnel lor 2 weeks is significant burden

18 AFM Vol 1 Combined Arms Operalions Part § Tactics for Stability Operations and AFM Volume 1 Part 10 Countering Insurgency
19 Repeated Post Operation Reports and Interviews.

20 e Police Mentor Advisory Group, Operation HERRICK 15, Post Operation Interview
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19. Mentoring fratricide also caused mentor overload; Afghans in the OCCP and PPHQ more widely were at risk of
suffering from advisor weariness. It makes unity of effort very difficult to achieve. During Operation HERRICK 17, all
parties agreed in principle that they should be doing more to work coherently together, but could never agree on the
process by which they were held to account. The fact that military and civil boundaries were not contiguous often
generated more than one interlocutor, further exacerbating mentor fratricide. For the future, coalition partners must
strive to achieve mentoring unity of effort as mentoring fratricide is a significant factor that undermines the enabling
effort.

Observation: For the future, coalition partners must strive to achieve mentoring unity of effort as mentoring
fratricide is a significant factor that undermines the enabling effort. :

20. Countering the Insider Threat. Historically, insurgents have exploited infiltration, impersonation, coercion and
intimidation. This threat, which manifested itself as the Insider Threat, was equally prevalent in Afghanistan. The
Insider Threat was not limited to location; it existed both ‘inside the wire’ and ‘outside the wire'. The strategic
consequences were significant, influencing both ISAF and ANSF Centre of Gravity (its cohesion) by undermining
the will of the coalition. Insider attacks also struck at the heart of the coalition relationship with ANSF partners,
jeopardising the trust built over a ten year campaign.

21. The motivations for inside attacks are various, often complex, and likely to evolve during the course of a campaign.
Since 2007, the number of insider attacks against ISAF rose, and in 2012 they accounted for 22% of ISAF fatalities.”’
In Helmand Province, 2012 saw a marked increase in Insider Attacks; the threat often migrating rapidly from other
Regional Command (RC) Areas of Operation. An Insider attack incident in RC(E) migrated in less than 24 hours to
RC(SW) - a coordinated effort by related ANA soldiers. In this case the incident was not motivated by the insurgency
but by a misguided religious interpretation of all ISAF soldiers were infidels

22. The coalition response was a rapid COM ISAF driven and directed effort to institutionalise Insider Threat training
across ISAF. The Insider Threat has also been mitigated through the absolute co-operation of the ANSF chain of
command and the disciplined and sensitive application of C ™ 2 The rapid development of =
@™ uring Operation HERRICK 18 MST to establish common TTPs for preventative and reactive measures
to counter the threat is an example of dynamic reaction in UK and in Theatre to threats in theatre. The rigorous
application of (NG . conducted with respect to Afghan partners, proved highly effective in protecting
UK troops. Establishing an empathetic rapport to allow the identification of a locations baseline behaviour was central
to identifying indicators and warnings of a potential threat. Additionally, the ANSF worked to reduce the threat
through command engagement, the use of their own Guardian Angels, and the introduction of measures to identity
and eliminate potential sources of infiltration, including enhanced vetting and internal security measures.??

23. The Insider Threat will remain a factor in future security force assistance operations. It is recommended that — «SR—=—
&P s developed for contingency as the UK's measure to counter the Insider Threat. There is a need for military
training and education to enable personnel to understand the precursors, evaluate the risk and seek 1o prevent Insider
Threat attacks from occurring.

Lesson: Insider Threat training must be designed to enable personnel to understand the precursors and evaluate
the risk.

Lesson: A was an example of dynamic reaction in the UK to threats in theatre. IR
was good practice adopted by ISAF. A similar Insider Threat strategy should be adopted for future mentor and
advising indigenous security force or capacity building operations.

24. UK Civilian Police Risk Appetite. During the early years in Helmand, only the military could deliver mentoring
effect at the precinct and checkpoint level. The UK civilian police who volunteered to deploy to Helmand were all of
Superintendant or Chief Superintendant rank and therefore rightly focussed at developing the DCoPs and other senior
AUP staff. However, they struggled to secure any Foreign and Commonwealth Office approval to travel out of the
main bases. This caused local friction between civilian and military police mentors.

25. One force multiplier provided to the PMAG was the Embedded Police Mentor (EPM). These were retired American
law enforcement professionals, working for a civilian company and hired under a USMC contract. They were armed,
embedded into the PATs and shared the same RoE and force protection constraints. Whilst they came with varying
degrees of experience, and hence perspective, this allowed the delivery of training in ‘blue’ policing skills to the
Afghan patroiman, at his checkpoint.?*

21 IRAF Inuder Thieat Handbook; COMISAF's Guidance on Cambating Insider Attacks April 2013

22 ‘ Measures 1o Counter the Insider Threat, Tactical Doctrine Note published by Lessons Exploitation Centre, Directorate Land Warfase January 2013
23 Operation HERRICK 18, Post Operation Repon

24 Qbservations ol a Police Mentor, Combat 2014
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Observation: Civilian police mentors were force multipliers. They have the capability to deliver ‘blue’ policing skills
and provide community policing advice. A capability that the Army does not have.

Observation: Civilian pclice mentors (US and UK) added significant value to the police mentor and advise task. The
differing freedoms and constraints on movement will almost certainly be in place for future operations. These need
to be understood and the task tailored to suit their strengths.

26. Partnering Approach. A consistent key observation made by PMAG and BAG during Operation HERRICK was the
temptation for ISAF to push familiar western solutions onto a force that already had its own processes. Through the
NATO Training Mission — Afghanistan (NTM-A), US G1-4 systems were used as the means to build ANSF capability.?s
This approach failed. Collective iterations of mentors found that the best way to approach the problem was to
understand the ANSF's own systems and to find ways to encourage a largely illiterate and often sceptical force to use
that which they already had. “Indigenous force pull rather than mentor force push”?® should be taken forward as an
approach that works where an indigenous force system is already in place

Observation: Imposing a foreign system onto and indigenous force does not work; get to know their system,
enable it and use it.

27. Tactical Planning Considerations. The conduct of deliberate planning for operations was an area of considerable
challenge for ISAF when dealing with the ANSF. Whether it was the US Military Decision Making Process, NATO
Comprehensive Operational Planning Directive, 6-Step Process or the 7-Questions, to the ANSF, especially the ANP,
this were all alien concepts. Planning horizons were measured in hours, operations were almost always reactive and
the whole process was usually conducted over chai with no formal mechanism for approaching a problem, recording
decisions or developing orders.

"It was hard work, and cften left us feeling uncomfortable about needing to cut corners in the planning
process in order to keep up with them, and not hold them back on their cperations”

Comd TFH, Operation HERRICK 17 Post Operation Interview.

28. To complicate matters, UK and USMC mentors encountered two significant cultural bars to efficient planning and
execlttinn

a.

29. Contingency training should routinely include indigenous security force elements or taking an alternative approach we
should attach units or sub units to other developing armies. This will 'train in’ the planning frictions experienced
in Afghanistan.

Lesson: Contingency training should routinely include indigenous security force elements or taking an alternative
approach we should attach units or sub units to other developing armies. This will ‘train in’ the frictions of operating
alongside an indigenous force experienced in Afghanistan.

30. Cultural Understanding. The importance of cultural understanding is a recurring and well documented insight
from Operation HERRICK. The value of experienced and capable Cultural Advisors, Military Linguisls and Interpreters
is indisputable.? The role and nature of SFA operations arguably requires higher levels of cultural understanding
Cultural insensitivity greatly increases the risk of insider Threat. Cultural and linguistic understanding are vital for
an expeditionary army. it is recommended that the Danish model for provision of cultural enablers and linguists
is exploited. They extended an offer to language students to join their force, which was extended to the Afghan
Diaspora

25 Oneralion HERRICK 18 EISF Mission Exploitation Symposium, Military judgement Panel
2% B Operation HERRICK 15, Police Mentor Advisory Group . :
21 Coma 1tn, Iperation HERRICK 17 Post Operation Interview

28 Observations of a Police Mentor, Combal 2014

29 Operation HERRICK 18 Post Operalion Interview
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Observation: Cultural Advisors, linguists, interpreters all proved invaluable in delivering cultural understanding
to the advisor mission. Cultural understanding will be a central tenet of future Defence Engagement; Cultural
Specialists (Human Terrain (CS (HT)), linguists and interpreters will be key enablers.

Recommendation: The Danish model for provision of cultural enablers and linguists should be exploited.

31. Tolerance for a Culture and Society that is not our Own. Cultural norms between societies and countries do
diverge, corruption and patronage were endemic in Afghanistan. “White collar” corruption, taking bribes from
contractors is part of Afghan life. Through our prism of society and security it would appear wrong to accept
corruption on any level. However,;

“They do not see corruption in the same way as we do, though we attempted to identify any examples of
this and tried to encourage the Chief of Police to stamp them out”

(g Ul ST s Operation HERRICK 13, Post Operation Interview.
The risk lies when the level of corruption undermines the indigenous force.

“The blatant venality of the ANP in the way that Governor Led Eradication was enforced, and the fact
that my soldiers were forced to stand by and watch it just weeks after arrival in Theatre, was galling
nonetheless”

Operation HERRICK 16, Police Mentor Advisory Group, Post Operation Report.

32.

33.7

@I Operation HERRICK 15, Post Operation Interview.

This once again highlights the balance commanders will have to make between avoiding tackling the flaws (in our
eyes) that appear to be culturally accepted whilst trying to ensure it does not affect combat effectiveness or credibility.

Observation: Patronage and corruption is a barrier to capacity building but when preparing for the SFA tasking
personnel must be trained in how to conduct relationships where it is prevalent.

34, The Importance of Building Strong Personal Relationships with Mentees. The recurring insight from Operation
HERRICK is that the success in this area is directly proportional to the strength of the personal relationship that exists
between the parties, and that this relationship suffers after each unit rotation from the requirement to start the
relationship afresh.3* The PMAG and BAG deployed for six months. The MAG deployed for twelve months. Getting
the right balance is a significant planning consideration that should be based on the value of relationships, the time
spent establishing them and the friction of an inevitable & month mind set amongst a generation of soldiers (ANSF)
permanently at war

35. Central to everything that mentors do is the relationship that they build with their counterparts. In Afghanistan this
was generally, but not always, a fairly simple process. The Pashtu tradition of Melmastia (hospitality) meant that most
meetings were friendly, beginning with a long series of enquiries about health, wellbeing and family, all accompanied
by chai, almonds and sweets, Getting straight down to business was considered rude and many westerners who were
paying only a fleeting visit fell into this trap and meetings were less productive as a result. The message is simple:
incorporate cultural training early and often into MST at all levels and treat your mentees as equals, taking time to
understand their motivations.*

30 ¢ m », Opetation HERRICK 13, Post Qperation intetview

31 Qperation HERRICK 16, Police Mentar Advisory Group, Pust Operation Report
32 [ ™9 Operation HERRICK 15, Post Operation Interview.
33 CO ronce Mentor Advisory Group, Operation HERRICK 17 Posi Operation Interview

34 “ Combat 2014
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Observation: Mentoring success is directly proportional to the strength of the personal relationship that exists
between the parties, and that this relationship suffers after each unit rotation from the requirement to start the
relationship afresh.

36. Learning by Doing. Give the Indigenous Force (ANSF) every encouragement and opportunity to take the lead, rather
than force them into an unequal Coalition (ISAF) led partnership, and then support them fully to ensure their success.
In Afghanistan, conceptual capacity has been built through “Learning by Doing”. Examples of key successes were the
Op OMID (ANA) and ZAMARY ZARAK (ANP) series of operations which were independently planned, rehearsed and
executed by 3/215 Brigade and the Lashkar Gah ANP. Advisor support and non-organic enablers (Joint Fires, Fixed
Wing, Rotary Wing, ISTAR, Light Armoured Reconnaissance Company and Viking (light armoured vehicles) Squadron)
were fully integrated. Both operations demonstrated the ability of the ANSF to prepare, deploy, execute, sustain
and recover, with limited ISAF involvement boosting their confidence and, importantly, demonstrating to the local
population (and the insurgent) their ever increasing capability.®

Observation: Give the Indigenous Force every encouragement and opportunity to take the lead, rather than force
them into an unequal Coalition led partnership, and then support them fully to ensure their success.

37. Leadership Training. Teaching leadership skills is an activity the Army feels comfortable with. There had clearly been
some success as CO PMAG Operation HERRICK 15 observed “nascent signs of more officers being prepared to give
and execute orders on their own.” Critical to the development of leaders is ensuring that the process takes place
within the existing societal and cultural context. However, development of a comprehensive leader cadre has been
difficult as, “a consequence of the one-deep level of expertise that exists throughout Afghanistan®”

38. Much of the time spent mentoring the ANSF was invested in maximising effect for the available resource. The obvious
and most effective way to do this was by running Train-the-Trainer cadres so that they could sustain their own skill
sets. Another, less obvious, approach was to talent spot key individuals and to spend time developing their natural
ability.

39. The Use of Enabler Leverage as a Mentoring Tool. Leverage in the form of the 'Big 5’ enablers (C-IED, QRF, Fires,
CASEVAC and ISTAR) was seen as part of the transactional nature of the SFA model. They allowed the mentor to gain
access, generate trust and understanding. Enabler support, particularly to the ANA, was widespread. It generated a
culture of dependency and expectation and developed a mindset that lead to practices that encourage dependency
amongst the mentored force, which is counterproductive. The counter to this, is that enabler support was key to
developing ANA capacity to a set timeline. Enablers underpinned fragile ANA capability, allowed confidence to grow
and provided a back stop when it went wrong.

40. 'Gifting’ was a lesser form of leverage and perhaps the biggest mistake as far as the police were concerned, since
propping up the Afghan system by supplying them directly with stores, fuel, clothing and equipment. The initial good
will this buys was very useful and in the short term it helped mentees to perform, but as a strategy for development
it is unsustainable. Leverage can be counter productive; it may give the mentor some short term gains, but is counter
productive in the longer term. In the future, leverage, as employed in Afghanistan, should not be used as a mentotirig
tool.

35 Operation HERRICK 12 Post Operation Report.
36 Operation HERRICK 16, Police Mentor Advisory Group, Post Operation Report
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41. Insight on the Best Approach to Enabler Disengagement. When it came to weaning the ANSF off the 'Big 5' enablers,
the USMC and TFH adopted differing approaches, although both had a common goal. ISAF direction envisaged a
binary reduction from ‘Big 5' enabler support to CASEVAC and Fires through 2013. This approach softened early in
the summer to a more pragmatic stance. Enabler support preserved ISAF relations, which was a significant factor
as the ANSF would provide a significant element of the covering force as ISAF redeployed.  ~—smmpsemmsssssmmm
e e T s e e e e S T T R s
- S 1FH employed a ‘light and early’ model which proved highly effective ensuring
that the ANSF grew in resilience and independence, whilst preserving their confidence and underpinning the close
relations that remain vital to both Afghans and ISAF.

Observation: The use of enablers or gifting can be a double edged tool. It buys access, trust and goodwill but
encourages dependency and stymies development.

Observation: The USMC and UK employed different approaches to the reduction in enabler support. Both
approaches worked but they must have caused confusion at Corps level. For the future a common approach should
be identified and adopted when working in a coalition.

42. Modulated Disengagement the Catalyst for Confidence. In the latter stages of the campaign, there was a need
to reconcile the drive for redeployment with the need to continue developing the ANSF. The two activities are not
‘natural bedfellows’, but the BAG and PMAG found that modulated disengagement was the catalyst for confidence
that the ANSF needed to operate without mentors; it was the spur for them to accept what we had to offer. To do
this, one has to have an appetite for risk, understand what is ‘good enough'*® and to have the discipline to focus only
on the achievable *

Observation: Modulated disengagement was the catalyst for ANSF confidence to operate independent of ISAF
support and saw rapid development in both capability and capacity.

43. Measuring ANSF Development. The Commanders Unit Assessment Tool (CUAT) was a coalition assessment tool,
used as the primary means to update TFH and higher chains of command on the status of ANSF development. The
CUAT had a six-week battle rhythm reporting cycle which conformed to the ISAF Joint Command (1JC) cycle. The
CUAT incorporated gualitative and quantitative measurement from partnered units.*

a. Commander's Subjective Assessments. A command assessment of the status of each ANSF unit, completed
in consultation with the ANSF partner, characterizing them with one of five Rating Definition Levels (RDLs)."'
Assessments reflected the commander’s judgement as to how the status of the unit compares to the definitions
established for each RDL.

b. Qualitative Objective Data. The second section of the CUAT catalogued equipping and personnel issues and
dealt with qualitative objective data.

c. Commander’s Assessment Appendix. Individual ANSF commanders were also assessed through a subjective
assessment of their capability. It was a confidential addendum to the main CUAT and written as such. A ‘sanitised’
version was releasable to the ANSF chain of command

44. The CUAT as a measurement of effect tool provided a traffic light colour coded system of ANSF progress. It enabled
the chain of command to report on SFA progress; unit, organisational (G1-4) and leader development. It also enabled
the next roulement of mentors and advisors to check their mentee's or ANSF units progress to prepare themselves
appropriately, and, as the Tour progressed and their mentees improve, the advisors could re-align their approach to
better suit the developing ANSF. This, of course, was a highly simplistic view, but a vital one — one size does not fit
all.+

Observation: The Commanders Unit Assessment Tool (CUAT) provided a means for a coalition approach to assessing
ANSF development.

T eSO R AT S S TR g mane FT WO IR e

38 The term ANSF aood enouah was in use 1n 2012 10 describe an ANSF solution that would work The phrase went out of use by 2013
39 R . Operation HERRICK 17, Post Operation Interview

40 31215 Bngade handbook Version 4 0 - 01 March 2011, part 2, Chapter 14 — CUAT process

41  RDL; Established, Developing, Effective with assisiance, Effective with Advisors, Independent

42 Senior Leadership Performance Development, Top Level Advising, 29 March 2013
22411
OFHHALSENSHHE '



C
.2
=
5
¥s)
=
=
o
(=
o
Q
=
£
=
c
el
—
o
5
.
5
v
=
o
=
°
c
(18}
=T~

C

NSITIVE

=



GREICIAL-SENSITIME

CONTENTS

SUBJECT PAGE

Three - Combat Support

C4ISTAR 3-1
ISTAR 3-1_5
Communication, Information Systems and Services 3-1_17
Information Management and Information Exploitation 3-1.25

Offensive Support/Joint Fires 3-2

Targeting 3-3

Air Land Integration 3-4

Aviation 3-5

Counter Improvised Explosive Devices 3-6

Mititary Engineering 3-7

SFFEHASENSHHVE Vil



OFHCIAL-SENSHAVE

viil

OFFHHAL-SENSIHVE



OFHEIAL-SENSHHYE

CHAPTER 3-1

COMMAND, CONTROL, COMMUNICATIONS,
COMPUTERS, INTELLIGENCE, SURVEILLANCE, TARGET
ACQUISITION AND RECONNAISSANCE (C4ISTAR)

‘Our enernies will continue to attack our physical and electronic lines of communication And the growth
of communications technology will increase our enemies’ ebility to influence, not only all those on the
battlefield, but also our own society directly. We must therefore win the battle for information, as well as
the battle on the ground’

Strategic Defence and Security Review 2010

BACKGROUND

DEFINITION - WHY C4ISTAR?

1.

CAISTAR represents the bringing together and fusing of some of the key information and communications support
that commanders need to conduct operations. Historically these have been considered separately; operational
communications, tactical communications, intelligence, target acquisition and reconnaissance have been separated
in stove-pipes. The fusing of these areas into CAISTAR represents a move towards a more coherent approach to the
provision and use of information.

This series of sections will identify the challenges, key success factors, weaknesses and potential false lessons of the
Operation HERRICK campaign from a C4{STAR perspective.

THE CHALLENGE

3.

At the outset of Operation HERRICK the C4ISTAR capability available to 16 AA Bde, 3 Cdo Bde and 12 Mech Bde

in 2006 and 2007 was characterised by stretched and disparate connectivity both inter and intra UK land elements
and very limited network enabled ISTAR capabilities. The British Army had just begun to introduce Bowman combat
radio to replace the aging Clansman system, and the first few brigades to deploy had not received training on the
new radios. There were very limited numbers of tactical satellite communications sets to enable Beyond Line of Site
(BLoS) communications. Communication at the operational level, between UK force elements and back to the UK was
through the Joint Operational Command System (JOCS), a UK Secret system which was not compatible with coalition
partners or other governments departments. The first Operation HERRICK deployments saw Comd TFH and his staff
using unclassified civilian e-mail to communicate with the other members of the Helmand Executive Group (HEG).

‘Initially there was no common Information System network that allowed the Helmand Executive Group
(senior reps from FCO, DAID, Counter-Narcotics and the MOD ) to talk to anyone else, or indeed amongst
themselves All communications were done on Hotmail to begin with

RS | Operation HERRICK 6°

Training and force generation from a C4ISTAR perspective were also ad hoc. Few C4ISTAR equipments were moved
from Operation BANNER? to the HERRICK theatre despite Operation BANNER CAISTAR capabilities having mature
Defence Lines of Development (DLOD) and high levels of C4l and ISTAR integration. However, the most decisive factor
was the continued underinvestment in C4ISTAR capabilities, which in the early years of Operation HERRICK diminished
commanders’ ability to prosecute the operation.

Strategic Defence and Security Review 2010, HMG, Page 16
Past Opeiation Intérview
Operalion BANNER was the name given 10 UK muilitary operations in Northern lreland up until 2607
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Chapter 3-4
AIR LAND INTEGRATION (ALI)

If you can knit up the powers of the Army on land and the powers of Air in the sky then notliing will stand
against you and you will never lose a battie’

General Montgomery

‘The key asset required for support to troeps in CONtact 1s 3ccess 1o aviation and air’

Comd 16 AA Bde Op Herrick 4°

Figure 3-4-1. Harrier GR-7.

INTRODUCTION

1.

This chapter will focus on Air Land Integration (ALI) 'the integration of air and land capabilities and activities in order
to achieve desired effect in accordance with the commander's plan’? This study has Land tactical lessons as its focus
and therefore ALl will be reviewed from the standpoint of troops operating on the ground. Wider Air operating issues

will be subject to separate study to be conducted by Air Command. This Chapter should be read in conjunction with
both Chapter 3-2 Joint Fires and Chapter 3-5 Aviation

The UK military emerged from Operation TELIC in Iraq with a still developing ALl capability that lacked the rigour
required for 219 century conflicts. ACM Sir Clive Loader, then CinC Air Command acknowledged in a 2009 RUSI
article that ‘our broad understanding of ALl doctrine, our terminal control capabilities and our inter-component
interfaces generally lacked coherence during the Iraq conflict’.” Post the Iraq war in 2003 Project Coningham-Keyes
(PC-K) was launched as a joint initiative between to identify and address current capability shortfalls, with an emphasis
upon tactical level execution. It recognised weakness in the approach to AL, notably deployed C2 for tactical air,
incoherent joint doctrine, weakness in the ALl career path and a lack of professional Air Space Management and
incoherent equipment programmes.® The root cause was the lack of an empowered capability owner and one of the
key recommendations was the creation of the Joint Air/Land Organisation (JALO) as a replacement for the Joint Air

PRO Air 37/870. General Maontgomery. Notes on Ail Support nf an Army m the Freld fofio 66, 27 December 1943

16 AA Brigade Post Operational Repart, Operation HERRICK 4, in AFM Vol 1, pt 13, page

Deimition taken from AFIA vol 1 Parl 13, ALl page 2-1

ACM Su Clive Loader, 1s True ALLAchievable?, in RUSI Defence Systems, February 2009, page 50

Land/0rgiG 111, A Joint Focus wathin the FLCS lor the Development of Aw/Land Capability' A Paper for project Cunningham Keyes', 28 June 2004
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Support Organisation (JASO) to bring cross DLOD coherence to the AL capability. ALl in Afghanistan, particularly at
the tactical and operational fevel’, has been a significant improvement and many of the shortfalls in PC-K have been
addressed. The role of JALO has been pivotal to this success.

3. ‘The military has emerged from a 10 year campaign highly proficient in ALl Not since the Army Air Control Centres
(AACC) developed during the North Africa campaign in World War 2 has the mutual understanding between the Air
and Land Components been so strong’’ From the outset of UK operations in Afghanistan, Air Power was a major
feature of the campaign. It was fortunate that despite the RAF being committed to supporting two campaigns
(Operation TCLIC and Operation HERRICK), UK forces enjoyed operating in an environment very well resourced by
both UK and coalition aircraft. The use of air was far more extensive than in Irag and saw an exponential rise in the
variety of UK platforms/capabiiities occupying Afghanistan air space: Iristar, Voyager and C-17 Globemaster, C-130
Hercules, Harrier GR-7, Tornado GR-4, an array of RAF airborne Intelligence, Surveillance, Target Acquisition and
Reconnaissance (ISTAR) platforms, RAF Unmanned Aerial Systems (UAS), Army tactical, mini and micro UAS, Support,
Attack and Utility Helicopters (SH, AH, UH) Additionally UK forces benefited from the extensive air cover provided by
the United States Marine Expeditionary Air Wing (MAW) once Task Force Helmand was re-subordinated to Regional
Command South West (RC(SW)) in 2010, However, UK ground forces have now become accustomed to operating in
a theatre with a level of air support that is unlikely to be matched for early entry land forces on future operations in
terms of both mass (the number of aircraft available, particularly in the Close Air Support (CAS)) role and diversity (the
range of weapons, sensors and effects).

Figure 3-4-2. Tornado GR-4 Crew Scramble from Khandar DOB.

4. ‘Although the level of integration is currently very high, history relates the mistakes in allowing it to fade away in the
absence of operational imperative.'* There are also risks in rigidly applying lessons from the last 10 years. They must
be considered in the context of a campaign where control of the air has been assured, where the enemy has lacked
anti-air capabilities and where the electromagnetic spectrum has been largely exploited at will. Contested airspace
and an enemy with even rudimentary Electronic Warfare (EW) or Anti Aircraft (AA) capabilities may necessitale more
traditional methods of integrating Air Effect in support of the Ground commander’s Schermne of Manceuvre. The recent
ALl development nurtured ‘in contact' and with Urgent Operational Requirement (UOR) funding, has revolutionised
what was a latent and underused capability. The contingency era may well offer more challenging environments
where the threat to air platforms may be high and this will require significant cross DLOD overheads not incurred in
supporting the Afghanistan campaign.

¢ The ACM Leader paper acknowledqrs it there are stll nmprovements 1 ba made al the stiategic level in terms of a coherent approach to proturement and interservice relationships, bul (s 1s outside the
scope of this study

7 Speech by SDC(A) 1o RCDS on AL lessons Aonl 2013

i thid




OFFICIAL-SENSHHVE

AIR ASSETS

5. Throughout the campaign commanders observed that the execution of ALl was highly successful and vital to mission
success. Indeed Comd TFH during Operation Herrick 4 in 2006, acknowledged that ‘achieving fire power overmatch,
at close range, with air, aviation and surface indirect fires (IDFj was vital to avoiding friendly forces casualties and
defeating enemy attacks’, and that it ‘required the battlegrouping ALl targeting assets at the very lowest tactical
level’. © This was at a time when UK forces were widely dispersed in platoon houses located in District Centres across
Helmand. With the lack of mass, in terms of troop numbers, the danger of a base being overrun was widely reported

with the implication that the likely level of UK casualties could have led to strategic failure at an early stage of the
campaign, ;

Observation: Operation HERRICK has re-affirmed the Future Land Operating Concept (FLOC) assumption that if
ground forces lack the mass to effectively manoeuvre and become fixed, they become increasing dependant on the
‘technological edge’ to prevail over adversaries.™ In Afghanistan this was manifest by Indirect Fires (IDF) and air
support, This reality should be reflected in future operational design.

6. RAF assets in Afghanistan were part of the wider Middle East regional 83 Expeditionary Air Group (EAG) which in turn
came under a 1* Air Component Commander (ACC) based in the NATO Combined Air Operations Centre (CAQC) at
] r. Many TFH commanders stressed the importance of face to face contact with the UK ACC to better
understand the ‘3rd dimension’ and that this engendered improved “Air Mindedness’ amongst land forces. Some
managed three visits during their tenure.

7. Aircraft supporting Operation HERRICK were grouped into Expeditionary Air Wings (EAW): 904 EAW at Kandahar
{Harrier GR7 then Tornado GR4, Tactical Air Transport (AT), MQ-3 Reaper UAS, BAe146, H5125), 903 EAW at Camp
Bastion (Sea King ASaC*', the Camp Bastion airfield complex, the Joint Aviation Group (SH and AH Force)), and a
IR . Tc 901, 902 and 906 EAWSs supported the wider theatre from various locations
on the Arabian Peninsula with strike aircraft, Strategic AT, Tactical AT, Nimrod MR-2, Sentinel, VC-10). The number
of UK aircraft grew from an initial in theatre force of 18 Fixed Wing (FW) and 13 Rotary Wing (RW) to a peak, in
2011, of 26 FW and 32 RW. The United States Marine Corps (USMC) Marine Air Wing (MAW) arrived in 2010 basing
significant additional aircraft in Helmand including a Av-8B Harrier Squadron, a MV-22B Osprey squadron in addition
to squadrons of AH-1W Cobra, UH-1Y HUEY and CH53 Sea Stallion helicopters.

8. Intuitive understanding of the Air Command and Control (C2) arrangements was lacking by ground forces. Air
operations were comimanded from the highest levels, as theatre assets by the ACC in the COAC, however the in-
theatre EAW COs also held Airfield Operating Authority with delegated duty holder responsibilities for Air Safety
under Military Aviation Authority requlations with a C2 chain through the COAC direct to Air Command, not via
the Permanent Joint Headquarters (PIHQ). The EAW CO ultimately held a red card on air safety grounds for the
launch of aircraft in support of ground operations. This resulted in some tactical 2 tensions between air and ground
cammanders due 1o misunderstanding of the interpretation of operational and operator risk. For example, Kandahar
and Camp Bastion were variously referred to as Deployed Air Operating Bases or Land Main Operating Bases which
led 1o different Service interpretations of regulations on responsibilities and execution of Force Protection.

St mreipial i R SR i mpctedia:

Figure 3-4-3. C-17 Globemaster Taking Off from Camp Bastion.

9 16 AA Bide Post Oparational Repart, paragtaphs 363 and 27, tated 19 Otraber 2006
10 Supporting Note 1: Compensating for a Lack of Mass, n Futre Land Dperating Concept (FLOC) Developmint Agenda Uanuaty 2004), page SH1-1, paragraph 2
11 Abborne Sutvelllance and Command vanam
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Lesson: The delineation between the operational risk held by the ground commander and the air operating risk held
by the duty holder commander of the EAW must be clarified from the outset of future operations. The construct
should be rehearsed on joint exercises and on wargames conducted during MST to ensure that boundary issues can
be quickly resolved.

TACTICAL AIR GROUND SYSTEMS (TAGS)

9. TAGS provides the specialist planning staff for the integration of air power into land operations and facilitated
interaction between Land and Air planners within the relevant Fire Support Coordination Centre (FSCC)'? for the
execution of joint fires/joint effects. The fundamentals of ALl throughout the campaign largely followed the principles
of UK endorsed doctrine within AFM Volume 1, Part 13 but a distinct feature of the campaign was the necessity to
conduct detailed ALY/ air planning in HQs at a level far below the Division/Brigade level envisaged in doctrine. 16
AA Bde deployed on Operation HERRICK 4 with a framework HQ and a single manoeuvre battlegroup with orders
to support stability activity. They quickly found themselves in intense kinetic defensive actions resulting in air assets
more usually controlled from the divisional level, at battlegroup and even company. The campaign was therefore
characterised by a degree of flexibility, ‘ad-hocery’ and frequent changes in the organisation to ensure that ALl
expertise was massed, integrated and available to forces and commanders where and when they needed it.

10. Integrated Fire Support Teams (FST), consisting of Forward Air Controllers (FAC), Artillery Forward Observation Officers
(FOO) and Mortar Fire Controllers (MFCs), were highly successful for the delivery of ALl on the front line by troops in

contact. m d
G

11. Initially ALl was also hindered by an under resourced Air and Aviation €2 node in Task Force AEGIS'® within HQ
Regional Command South (RC(S})) which was not configured to support an air assault brigade complete with AH.
These initial weaknesses were overcome in subsequent rotations by deploying augmented battlegroup and brigade
HQs. The augmentation of the two permanent Brigade Air Liaison Officers (BALO) in the FSCC by additional Air
Staff Officers (ASOs) within Deployed Air Integration Teams (DAITs) was highly successful and was considered a best
practice. The UK ALl arrangements developed to align with UK doctrine once the initial UK 2* command of RC(S) on
Operation HERRICK 12 occurred: FST/FAC at company/platoon level, a Tactical Air Control Party (TACP) of relevant size
augmenting battlegroup, brigade and Regional Command level and, a theatre Air Stipport Operations Centre (ASOC)
within HQ Commander Joint Operations (HQ CJO) at Kabul all under the CAOC at Al Udeid

Observation: The DAIT concept was considered best practice but will not be taken forward into contingency under
A2020 constructs. This decision should be reviewed.

12. The arrival of the United States Marine Corps (USMC) and the establishment of RC(SW) at Camp Leatherneck in
Helmand necessitated an adjustment of the UK TAGS to align with the new USMC approach to Air C2. The complex
C2 arrangements that emerged under the RC(SW) structure is shown in diagram 3-4-5. Although there was no
effective enemy air picture to manage the number of coalition assets and systems using the Helmand airspace meant
that complexity in Air operations and in particular Air Space Management (ASM) was considerable.

12 Sometimes renamed Joint Fires and Effects Cell (JFEC)
13 TFAEQGIS was the core Canadian Brigade HQ that commanded RC{S) from Kandahar duning the initial NATO expansion during 2006
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Figure 3-4-4. Fighter Controllers Operating from Sentry E-3D
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Figure 3-4-5. RC(SW) TAGS Structure
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ALI PRIORITY LESSONS
JOINT BATTLE SPACE MANAGEMENT (BSM)/ JOINT AIR SPACE MANAGEMENT(ASM)

13. During Operation HERRICK the airspace became particularly congested the number of above ground capabilities
increased: military fixed wing aircraft but also UAS, aviation, conventional artillery and long range missiles, but also
national civil aviation and even the transit of international air carriers. The risk of mid air collision was top of the
ACCs risk register. As such ASM C2 nodes became critical enablers. The experiences in Irag and initially in Afghanistan
revealed that Joint BSM was barely being practiced and certainly not at the lower levels of command which were
exposed to a widening spectrum of joint fires capabilities. The ACC identified mid-air collision as the most significant
risk, one with the potential to result in national mission failure. A number of aircraft near miss (AIRPROX) incidents,
particularly between RW and UAS, and RW and Indirect Fires (IDF) highlighted the inadequate level of air de-
confliction training in an increasingly congested airspace, particularly in the vicinity of Forward and Main Operating
Bases (FOBS/MOBs). Gaps in wider BSM expertise in the Land Component were addressed by improving overall
awareness of BSM and specifically ASM and Airspace Coordination Measures (ASCM) through education such as the
Joint Fires Staff Officers Course and Joint Battlespace Management Course at the Royal School of Artillery, the Joint
Air Land Organisation (JALO) initiated ALI Early Education Package and the Tactical Air Battle Management course
(TABM) at RAF Boulmer.'

Lesson: Awareness of UK BSM Tactics Techniques and Proceduires (TTPs) and Standard Operating Procedures (SOPs)
needs to be extended beyond the professional ASM cohort and include all personnel operating above ground
capabilities.

14. The merging of the ALl staff and the artillery tactical parties at each level of command was successful and essential
to the delivery of effective Joint Fires and Air Manoeuvre. The integrated Fire Support team (FST) became the critical
enabler to ALl at the tactical level. Due to their importance they became theatre assets and were ‘whole fleet
managed’ from HQ TFH, allowing them to be massed as appropriate and to mitigate the skill gaps that emerged
during Rest and Recuperation (R&R) rotations. This was considered best practice

Lesson: Air Land Integration staff and artillery tactical parties must be merged at every level of command to execute
joint fires for all types of contingency operation.

Figure 3-4-6. FAC Training at Cape Wrath

15. During the force generation process, air specialists tended to be identified late and then conducted their training
in stovepipes. The training of FACs/ASM personnel tended to focus on executing ASM in order o facilitate the
delivery of joint fires. The requirements of the increasing number of airborne ISTAR platforms many with much longer
persistency in a FAC's airspace, and the implications to the wider ISTAR Collect plan was a common gap In knowledge
The lack of an integrated approached was mitigated as an Operation ENTIRETY measure by appointing Joint Ground

14 The Jaint Fires Staff Officers’ Coutse and AL Carly Education package are currently i abeyance

.
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Based Air Defence (Jt GBAD) as lead for ASM. It has since been decided that Capability Directorate Combat Support
(CD CS) will be the capability proponent in the Land Environment working with Joint Force Command (JFC) Joint
Warfare (JW) to develop the contingent capability.

Lesson: FST personnel should be viewed as joint assets and trained together from Collective Training (CT) level 2
onwards producing more capable ALl C2 nodes. By identifying FST teams earlier in the FORCEGEN cycle FQO, FAC,
MFC, TACP training could be better synchronised.

Lesson: A hespoke ALl exercise, such as Ex MOUTAIN DRAGON supported by RAF directing staff is required
during MST.

Lesson: The course design for FAC training should be reviewed to ensure there is a greater emphasis on the needs
of airborne ISTAR assets (FW, RW, and UAS) and the importance of their integration with the wider theatre COLLECT
plan.

16. 1 Air Control Centre (1ACC) deployed from 2006-2010. 1ACC are the UK's deployable ASM (2 asset establishing
the RAF’s Air Support Operations Centre whaose remit is to provide dynamic procedural airspace control. The Marine
Air Ground Task Force (MAGTF) deployed into Helmand from late 2009 and established the Direct Air Support Centre
(DASC), callsign WP .\ oecuted procedural control of the Helmand airspace. 1 ACC then supplemented
the USMC manning at both the DASC and the Tactical Air Ops Centre. The control of airspace in RC(SW) was
therefore based on USMC procedural ASM doctrine and UK forces had to adapt to in order to integrate. However,
Operation HERRICK has narrowed the UK experience of ASM. Contingency operations may be conducted in very
different circumstances in suppaort in a high tempo conventional force on force manoeuvre, a credible enemy air threat
and where the CIS infrastructure is more susceptible to degradation. The USSR lost 118 Fast Air platforms during their
occupation of Afghanistan and more recently the Ukrainian experience’™ has demonstrated the vulnerability of air
and aviation platforms to an adversary equipped with modern Air Defence systems. It is likely that UK aircraft will not
enjoy the same HERRICK freedoms on future operations. Core UK ASM doctrine covers TTPs for a range of tactical
environments but not all have not been practiced by the current generation airspace managers. Effective ASM remains
a risk for contingency if not redressed in future training activity. Policy, procedures and training for the crucial C2
enablers requires review to provide a continuing ASM capability optimised for all potential contingency operations
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Figure 3-4-7. Afghan Mujahadeen with Surface to Air Stinger Missile, near Jalalabad 1989
(a threat largely absent during Operation HERRICK).

15 Ukraimian army aircraft 1176 shot down near Lubansk, Ukrame, 14 June 2014, killing all 45 service personnel on board. In addition at least 5 helicopters were shot down in the penod May-June 014
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Observation: UK forces will need to remain familiar with US ASM procedures as US led coalitions are likely to be a
common model for future operations.

Lesson: The UK’s pre Operation HERRICK Air Space Management doctrine is still fit for purpose. Led by Joint Force
Command (JFC) Joint Warfare, UK Forces' Training regimes must return to cover the full range of ASM including air
operations in non-permissive air environments.

Observation: Other theatres have shown the vulnerability of aircraft to an enemy with modern AD systems. Future
exercise scenarios should be developed to test commanders in the realities of such a restrictive environment.

AIR STAFF OFFICER LIABILITY

17. The geographical breadth of the Air Component Area of Responsibility (AOR)' means that the Air Component
Commander (ACC) and Land Component Commander (LCC) HQs will nearly always be separated. In order to
integrate activity Land headquarters require sufficient RAF Air Staff Officers (ASO) to provide specialist advice (air
planning, aviation integration, ASM, targeting, air safety) to satisfy modern manoeuvre warfare. Appropriately trained
ASOs were vital and continued to be required at formation level in addition to the ASOC. Operation HERRICK also
demonstrated that RAF ASOs were required at battlegroup level as TACPs. HQ TFH was assigned ASOs in the form of a
DAIT from 904 EAW to control of air operations and BM from within HQ TFH. The DAIT concept was praised by nearly
all TFH commanders. Typically they were assigned a core of 3 x ASOs. The RAF emphasis on selecting and posting
suitably experienced and high quality personnel to land headquarters in barracks and on operations paid dividends.
Work is currently in hand (between JALO and JFACC HQ staff) to establish the level of ASO support to meet the
requirement of the Reaction and Adaptable forces for contingent operations.

Lesson: Operation HERRICK demonstrated that informed airmen, in particular a DAIT, properly integrated into
land component formations results in much improved understanding of air power and its optimal utilisation in
prosecuting land operations. Establishment tables of land component HQs for-contingency need to be amended to
reflect this requirement ensuring airmen (ASOs) and Army ALl trained specialists are integrated into Land Forces to
the Jowest practicable level.

18. A2020" acknowledges that Air will provide a critical enabler to Land operations and that the divisional HQ will need
to be augmented by additional air and aviation staff expertise. ASO manning was reviewed by the A2020 study
and revised attributions have been agreed in principle with Air Command. ALl expertise has been concentrated in
the Specialist Brigades (3 Cdo and 16 AA Bdes) and in the Reaction Force (RF) Divisional headquarters. Wider RF
formation air staffs have been reduced to establish the new Air Support Integration Group (ASIG) as a replacement
for the Air Land Integration Training and Advisory Team (ALITAT). This will service the ALl and training needs of those
in the Adaptable Force (AF). When increased numbers of air staff are required for ‘best etfort intervention’ brigade or
divisional deployments they will be found from the ASIG, AF Division HQ and 1 Artillery Brigade. Further work will be
required to redefine the roles of the AISG, and potential structure to best service the A2020 concept.

Observation: The A2020 concept reduces the number of Air Staff Officers (ASOs) routinely available to support ALI
training outside of the RF. This may result in a loss in the current level of ALl expertise and result in initial theatre
entry forces drawn from the AF deploying on contingency with inadequate ASM expertise.

AIR STAFF OFFICER (ASO) SELECTION

19. Several ACCs'® observed that some RAF personnel they encountered lacked a sound understanding of air power
and that to be effective as ASOs their knowledge of Air Power must be more detailed and practical to be of use in
the Joint arena. It was felt that some personnel nominated for DAIT posts, particularly during the early phases of
the campaign, were not credible within TFH HQ. There were cultural differences and preconceptions between RAF
and Army personnel. Initially some ASOs encountered a negative attitude or arrogance on some Army staff officers’
part, while others struggled to represent air at the ‘bird table’ in a manner useful and convincing to the ground
commander. As a result ALl was not always effectively integrated in a timely manner. As the campaign matured this
issue dissipated as ASO selection was tightened up by Air Command and, individuals benefited from the experience of
multiple tours.

= —

17 Army 2020 Internal Report pages 4-9 1o 4-16
18 ACC 1 Air Movements Wing: DLIMS Lesson Air 13118 originated 21 January 2011, and DLIMS 13105




Lesson: A review is required of the selection and training criteria of ASOs to ensure they are able to fulfil their
function effectively, irrespective of their specialisation. They require both the knowledge of the provision and
mechanisms of delivery of Air power, but also the ability to explain to and engage with non-air personnel (a
requirement likely to increase under the new A2020 concept).

20. FACs were a scarce resource, expensive to train and, formations struggled to force generate FACs in sufficient

numbers, particularly within Harmony guidelines.' Optimally a greater return of service than a 6 month tour is
required (based on current Joint Forward Air Controller Training and Standards Unit (JFACTSU) capacity). A Joint
FAC career stream has been proposed although there are many service career management difficulties to overcome.
Capability Director Combat Support (CDCS) have proposed a Joint Fires operator stream which might accommodate
FAC appointments.

Lesson: CD CS and JALO should consider the creation of a formal FAC/Air C2 career stream to provide a consistent
manning of FAC/TACP liability.

JOINT FIRES SYNTHETIC TRAINING
21. As a result of a UOR, a concept demonstrator programme at the RAF Air Battle Training Centre (ABTC) at RAF

22.

23.

Waddington was adapted to deliver the Distributed Synthetic Air Land Trainer (DSALT) capability to allow integrated,
synthetic environment Joint Fires training for both aircrew and Army fires personnel. The resultant MST Exercise
MOUNTAIN DRAGON has been routinely cited in Mission Exploitation (MX) events as the pinnacle of the Joint Fires
MST process: Personnel often referred to ‘"MOUNTAIN DRAGON moments’ when describing their most demanding
operational situations from theatre. It most faithfully replicated current operational conditions and allowed integration
of surface to surface and air to surface fires in a manner that was impossible to achieve with live munitions and
current training safety regulations. It can also represent the further complication of a credible enemy air picture,
absent during Operation HERRICK. Building on the success of MOUNTAIN DRAGON, JALO and CTG are developing a
new Exercise STEEL DRAGON which is adapted to represent a contingency scenario.

The DSALT delivered significant savings by reducing the use of expensive resource such as aircraft and aircrew hours,
however, DSALT is currently only funded until 2019 and there are no core-funded programmes that offer its capability
or will be in service to replace it before its Out of Service Date (OSD). To maintain ALl/Joint Fires training at optimal
levels into contingency a Front Line Command (FLC) level agreement should be reached on coherent synthetic training
policy and programmes, and current systems such as DSALT should be supported until a suitable replacement is

taken into service to avoid a capability gap. Synthetic systems, accredited to meet international standards, should be
developed that render high fidelity replication of effects such that live training can be reduced to easily affordable and
agreed minimums.

For a variety of reasons many UORs were fielded directly to theatre or procured without a training fleet and were
therefore frequently not available to deploying personnel during MST.2° UAS platforms were an example where many
units only developed their expertise once deployed and during active operations ’

Lesson: A Front Line Command (FLC) level agreement should be reached on coherent ALl synthetic training policy
and programmes, and current systems, such as DSALT, should be supported until a suitable replacement is taken into
service to avoid a capability gap.

Lesson: It is recommended that Director General Capability (DG Cap) conduct a cost/benefit analysis on whether
UORs that require wider integration within the Joint Battle Space should be mandated to develop a synthetic training
capability alongside the equipment.

‘AIR MINDEDNESS’ IN LAND UNITS SUPPORTING INTEGRATED AL! PLANNING
24, At the start of the Operation TELIC, and then again at the start of Operation HERRICK, it was recognised that Land

Forces' appreciation of air power, was inadequate.?’ Land headquarters tended to consider the Air aspects of their
plans late without a full understanding of Air C2 and the wider Air Tasking Order (ATO) process and timelines. This
lack of 'air mindedness’ resulted in poor integration of air (CAS, ISTAR and CSS) in support of land plans, particular
for the non-specialist ground manoeuvre brigades on their first HERRICK rotations. Embedded ASO with ground
formations mitigated this shortfall.

9

20
29

Harmony Guidelines are designed to ensure harmony between competing aspects of Service personnel’s lives’ operations, time recupesaling after operations, personal and professional development, unil
fotmation and time with families. The aspiration is {of service personnel to have 24 months between operational tours

See Equipment Lessons: Training Fleets and Risk

Dstl Operation HERRICK 8 LORST, DLIMS 12347 created 09 August 2010




ORFIGIAL-SENSITIVE

Lesson: Air advice needs to be taken early and throughout the land planning cycle to ensure that any air
considerations, limitations and opportunities are fully understood. There was a general lack of knowledge amongst
Army personnel of timelines in the air planning cycle. Staff training and education during Foundation Training needs
to be reviewed to better institutionalise air planning understanding ensure that this potential knowledge gap is
closed.

25. Now, as Operation HERRICK come to a close, the UK has a generation of air-minded officers and soldiers within
the land component. The understanding of air power has been hard won but to maintain “air mindedness’ into
contingency training in air power and specific air and aviation capabilities needs to continue to be part of the land
training syllabus at all levels. ALLis currently integrated al all levels from the Brigade Commanders’ Course, Advanced
and Intermediate Command and Staff Courses (ACSC, ICSC(L) and various Joint Fires courses. JALO sponsored
an ALl Early Education Package between 2010 and 2012 to address gaps in Army personnel’s air awareness (now
discontinued). Formation ASOs ran regular Air/ALl study days and MST events evolved to ensure that manoeuvre
commanders were better versed in the complexities of Joint Fires and Air. Exercises such as MOUNTAIN DRAGON,
PASHTUN SABRE, and JOINT WARRIOR were all considered good practice that should be continued into contingency.

Observation: [t is no longer enough for commanders to solely rely on the expertise of individual air specialists. The
proliferation of air assets (many operated by land forces) on the modern battlefield requires section commanders and
above to be air aware and capable of factoring air into their planning.

Lesson: Joint Air Land Organisation (JALO) and D Trg(A) should review Foundation Training standards and secure
funding to ensure that baseline ALl education ensures sufficient grounding in the basics of AL, to enable specific
adaptation during Mission Specific Training (MST) to enable previously non air-specialists to execute complex ALl
manoeuvre

26. Current operations have made complex ALl a ‘whole army affair'. This requires appropriate HQ structures at all
levels and reqular training. Operation HERRICK has demonstrated the need for all ground manoeuvre brigades to be
effective in ALl in an enduring campaign. A2020 envisages a construct whereby air expertise is concentrated in the
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Force will be able to maintain their current levels of expertise as the UK will not be able to resource the permanent
level of decentralisation of aircraft and ALI SMEs as current experienced on operations nor will Defence be able ta
match current operational exposure during training.”? As previously highlighted the number of ASOs under A2020

is to be reduced resulting in 16 AA Brigade maintaining a unique capability not matched elsewhere in the Army
There is a risk that much of the hard won ALl expertise will be lost, and unless the envisaged mentoring link within
the Formation Operational Readiness Mechanism (FORM) is maintained between 16 AA Brigade and high readiness
hrigades in the Reaction Force it is likely that they will not be able to make up the training shortfall during MST.
Imagination and flexibility in seizing low level training opportunities will be a requirement of the reduced numbers of
permanently established ASOs in the RE.

Lesson: Commander FD&C must articulate the level ALl expertise that is required across the wider Army and fund
suitable Foundation Training to support it

Lesson: The ability to conduct ALl is a highly perishable skill. A dedicated conceptual and structural focus (the seed
corn) must be maintained within A2020 structures and incorporated into doctrine from which the Army can expand
the ALl capability across all formations committed to a future enduring stabilisation operation.

Lesson: Mechanisms should be developed to enable commanders at all levels (company to brigade) to be better
integrated with the SME training of their tactical air groups (for example Exercise MOUNTAIN DRAGON) in order to
better understand the realities of ALI.

Observation: To help mitigate the reduction of the current level of air mindedness in land units, improved formal
and informal inter-service relationships between land and air units should be encouraged. Additionally RAF training
events within the Defence Exercise Programme (DXP) might be better matched against Army training requirements.

22 Speechi by SDCIA) to RCOS on AL essens Apnl 2613

3-4_10




Figure 3-4-8. Soldier Observes effects ¢ @® Bomb dropped near Musa Quala
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WEAPON EFFECTS TRAINING

27. In the early phases of the campaign there was a lack of awareness of the effects of Air Delivered Ordnance (ADO)
amongst many ground commanders. Ground commanders exhibited a bias towards the use of land organic fires as
there was a negative perception that the effects of conventional air delivered bombs were more destructive than was
actually the case, and little understanding of the realities of modern low yield, low collateral damage weapons.?3
There were dccasions when ADO would have been the best option, but not selected. Until air weapons effects
have been experienced there was a tendency to choose other weapon systems, despite the advice of FACs. A good
practice executed by JALO once Operation HERRICK became an enduring operation was to centrally manage the force
generation of FACs in order to ensure that 30% of FACs on each rotation had previous combat experience.**

Figure 3-4-9. EAW Personnel Fitting Paveway IV Bomb to GR4 Tornado

28.

b

Lesson: Employment of Air Delivered Ordnance (ADO) is inadequately exploited if there is a lack of understanding
of weapon effects by FACs, FOOs and ground commanders. Until live weapons have been experienced there is a
tendency by ground troops to inflate Collateral Damage Estimates. There is a need to fund and plan training events
which will expose ground troops to the reality of live ADO weapon effects.

Lesson: The continued use of the Bombard Observation Post and reinstatement of Fire Power Demonstrations
should be resourced to widen ground troops understanding of weapon effects if High Readiness forces are to be
properly prepared for first rotation contingency operations.

Lesson: The inclusion of an air weapon expert early in the targeting process will ensure that the best type of ground
or air launched weapon is used. Relevant doctrine and TTPs should encourage this mindset.

23 Ds1l Operation Herrick 9 LORST, Post Operational Reponl Commander TFH 11, Operation HERRICK 14, DUMS 15542 raised U5 December 2011
24 Onninally mandated by JALO 10 better manage IFACTSU capacity, bul a positive second oider effect was improved weapan selection by FSTs/ground commanders early in their tours
2
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29. After 10 years of operations in Afghanistan many ground troops have a thorough understanding of ADO weapon
effects. However a new cohort of soldiers who have not experienced combat is expanding. The Army will quickly
lose confidence in ADO once again unless funding is allocated to fill the capability gap. During the campaign JALO
contributed to better awareness through the ALI Early Education Package (EEP) and also through developing the Joint
Fires Weapon Effects Demonstrator project, a web-based video tool for providing understanding of specific munitions
effects. Additionally, |

GRS s However, simulation and synthetic training cannot replicate the realities of live weapon
demonstrations. Air and Land live firing ranges are configured very differently, but better integration of Air live fire
training events within the DXP could give Land joint fires operators a better understanding of the terminal effects of
all Joint Fires munitions, even within current range safety regulations. The reduction of funding coupled with peace
time safety constraints has reduced the opportunities for specific live fire inoculation training events

Lesson: Policy, processes and procedures need to be put in place to enable Joint Air Land Organisation (JALO) to
centrally manage the force generation of FACs. This will enable JALO to provide the optimum mix of combat and
non-combat experienced FAC and reduce the risk of the latter having the learn in contact.

PRECISION

30. The principle of “first do no harm’ directed by General McChrystal?’, drove a need for precision delivered effects that
avoided collateral damage to people and structures. This principle eventually underpinned every engagement decision.
Due to the increasing political pressure the expectation of 0:0 engagements (zero civilian casualties & zero collateral
damage) drove the deployment of precision weapon systems during the campaign. It should be noted that this was
a choice of HQ ISAF to impose offensive Rules of Engagement (ROE) restrictions beyond the minimum requirements
under the Law of Armed Conflict (LOAC). 3 =

Lesson: The Joint Fires Integrator project needs to be funded to find a replacement for Firestorm to enable accurate
calls for precision fires. It will be an important capability gap to close

Lesson: FACs and ground commanders training needs to include better

understanding of the capabilities offered by low collateral weapons and to improve
their awareness of the options available.

31.

32. A consequence of ground forces operating in a theatre dominated by precision and
low yield munitions is that ground commanders have come to expect nothinn alse,

Observation: It is essential that commanders fully

understand the risks involved in danger close engagements
and do not become desensitised and blasé to the phrase. ;
Although the RAF has adopted a precision only policy for ADO,
it is not the same for ground fires and commanders will need

U " ¢
to re-learn the realities of unguided and suppressive fires that

may be used in different theatres. Figure 3-4-10 The FAC Firestorm Suite

26 DUMS Lesson 27269, LELWG direction of 29 November 2012
77 General McChrystal, ISAF Commander's Caunter Insurgency Guidance, Page 7. dated August 2009

" e



MAPPING

33.

Throughout the operation aircrews reported some difficulties in maintaining situational awareness of ground units
due to disparities in maps supplied to the Land and Air component. A lack of common mapping was a factor in

the Kajaki Dam? and Patrol Base ALMAS? fratricides. There is a requirement for Task Forces (TFs) to provide a map

list for FACs. Pilots require the same information and it is imperative that the same maps are available to all. If the
FAC is dismounted and in a high workload situation, the pilot can reduce the FAC's workload by reference to a
common map. TFH was the first TF to produce a list of in-use maps and other TFs should be encouraged to follow
this procedure. Maps need to be produced in a format that is suitable for fast-jet use. Digital mapping and common
reference markings via a ruggedized tablet have been developed for use in the Tornado GR-4. Digital mapping and
common reference markings have been developed but still are not universal due to the nature of high tempo coalition
operations. The problem was particularly acute in operations involving air and ground units.

Lesson: Air platforms and ground personnel must be issued with common mapping products to enable situational
awareness. The Common Geo Reference System (CGRS) should be endorsed and adopted by NATO and non-NATO
forces.

CHAT SERVICES

34. Internet enabled real time Chat Services, in the form of point to paint communications and chat rooms have changed

the way units communicate. The trend of voice being primary and data being secondary has reversed.*® During the
early HERRICK deployments UK airborne Intelligence Surveillance and Reconnaissance (ISR) and C2 platforms had
particular problems maintaining situational awareness due to the increasing use of Internet Relay Chat services, such
as mIRC, by ground units to pass mission critical information. miRC fits were lacking in UK aircraft throughout much
of the campaign.

Lesson: Internet Relay Chat (mIRC) or future chat services, which are compatible with coalition partners, must be
built into future Air ISR and C2 platforms and in the meantime the requirement should be reflected in the Theatre
Entry Standard to be satisfied by UOR provision. : ¢

PSYCHOLOGICAL IMPACT OF AIR

35

36.

- Show of Force missions by Air became increasingly common during the Afghanistan Campaign. 5 percent of all ISAF
Show of Force Fixed Wing (FW) missions were flown by UK aircraft. Four distinct categories of Show of Force missions
emerged:

a. Pro-Active to generate enemy activity (e.g. communication traffic) for wider targeting.

b. Pre-Emptive to deter future enemy activity

¢. Responsive to deescalate an on-going engagement (i.e. force the enemy to break contact).

d. Post Event, to prevent enemy re-engagement or to reé-assure friendly forces and local nationals

FW, RW, UAS and even Ground Based ISTAR (GBI) aerostats have all been shown to have a show of force effect,
especially AH which has become the ‘weapon of choice’ for many ground commanders.?' However, only FW has been
the subject of in depth operational analysis by the Air Warfare Centre (AWC). Although Measurement of Effectiveness
{MoE) for show of force is difficult the study did appear to show that they became decreasingly effective over an
extended timeframe. Two factors seem significant. Firstly, greater awareness by the enemy in a mature theatre of
different platform capabitities and response times, and, secondly a show of force is only credible if the enemy believe
itis the first step on a scale of escalation. The increasingly constrictive ROE imposed over offensive engagements
reduced the implied ‘threat’. As the campaign has matured and focussed on the Afghan lead, the deterrent effect

of the show of force has again diminished as the Insurgent appear to be aware of the frequent lack of FAC enablers
with the ANSF reducing their ability effectively target using NATO aircraft, thereby losing the deterrent effect. Finally,
the focus of current study has been on the enemy and little attention has been given to the wider population (e.g.
effect on livestock) in a COIN/stabilisation theatre that has become acutely aware of the need to win the Influence
campaign.

28
29

30
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DLIMS 3427 uploaded 21 October 2009. )

DLIMS 17150 refers. P& ALMAS was incomectly positively identified as an insurgent location by a US Apache AH crew which was authorised to engage and 200 x 30mm rounds were fired. In the attack
PB ALMAS sustained 3 Cat A (one died of wounds), 4 Cal Band 5 Ca € tasualties. The 10ols and systems necessary to assist the maintenance of situational awareness were out of date at the time of the
incident, meaning that pertinent information was not easlly accessible '

Information Lessons: Emerging Software and Balance of Voice and Dt observations

Post Operational Interview Comd 16AA Bde dated 21 November 2006
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Lesson: The show of force mission initially proved extremely effective. The current deterrent effect of Air, UAS and
Avn (particularly AH) on Enemy Forces (red) is widely accepted. However, a technical study should be conducted
to be better understand the root cause of the psychological effect in order to inform future Force Development,
platform design and TTPs.

Observation: Although theatre entry forces are likely to benefit from Show of Force missions the effect is likely to
lessen for follow on forces in an enduring campaign, particularly if the ability to escalate is removed.

Lesson: Further study is required into the wider value and exploitation of the psychological impact of air, as a non-
kinetic effect, on the civilian (white) population and the wider campaign influence agenda.

FAC PROTECTED MOBILITY

37. On occasions the communication fit for FST/FAC vehicles constrained their ability to maintain communications
with aircraft. In a campaign typified by complex terrain and multiple air assets it is vital that FACs maintain full
situational awareness and failure to do so was cited in a number of service inquiries. FACs operating communication
systems from within Protected Mobility (PM) platforms often proved unworkable. Many FACs reported numerous
compatibility problems when working from WARRIOR, often having to dismount to established effective ground to
air communications. This will have serious implications for the FAC capability for the Reaction Force Brigades as they
require armoured FST and FAC, currently mounted in WARRIOR 514 which has proved to be not fit for purpose.

Lesson: FACs must be provided with a vehicle with appropriate ground to air communications, which matches the
level of protection provided by the vehicle to the supported formation.

LOW LEVEL AIR DISPATCH

38. During the early phases of the campaign, when ground troops were frequently operating from remote and isolated
patrol bases, delivery of stores by air dispatch (AD) was the only viable method of rapid resupply. AD was not without
risk and the loss of an aircraft from enemy fire or loss of the stores, by missing the Drop Zone (DZ), remained a
significant risk. During Operation HERRICK TTPs were amended to allow AD from lower levels thereby providing a
niche capability for the delivery of essential stores accurately into a small DZ. The ability to air drop to remote and
inaccessible locations reduced the risks involved in road or helicopter resupply and as such a precision drop capability
will have an enduring relevance for contingency and as such should be brought into core.

Lesson: For future operations AD remains an essential capability which would be greatly improved by the
development of an enduring precision/guided air drop capability

CONCLUSION

39, ALl remains a very successful legacy of operations in Afghanistan but one predicated on the very specific requirements
and circumstances of the operation in Helmand and the inherent operational imperative. Although many of the
shortfalls in the in the 2004 Coningham-Keyes ALl report have been addressed, Defence must not lose the impetus
and integrated approach to ALl Past experience shows that vital knowledge has been lost as operations end,
resources reduce and priorities change. In the current financial climate, and as the Services reduce in size and re-
structure to meet A2020, there is an even greater risk that the gains made over the last decade will be lost. Once lost
they will take time and resources to regain so Defence must seek ways to institutionalise current best practices and to
champion ALl structurally as well as in adaptive training and education. Defence needs to inculcate a sense that ALl
should be as intuitive to all three services as their traditional core doctrine.
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CHAPTER 3-5
AVIATION

BACKGROUND

1. UK aviation elements first deployed to Afghanistan in late 2001.

. During the period January 2002 to mid 2006, helicopters from the Joint
Helicopter Command (JHC) continued to support UK forces in Afghanistan on Operations and VERITAS', FINGAL? and
JACANA? before the formal announcement of Operation HERRICK in late 2005. Preparations were made during 2005
for a deployment on preliminary operations in February 2006. The deployment contained 3 firsts; the first time that
a Joint Helicopter Force (JHF) had deployed at the start of an operation (previously it had evolved over time), the first
time UK aviation had deployed under command of a multinational 2* Headquarters (HQ) and, the first time UK Attack
Helicopter (AH), Apache WAH 64, had deployed on operations

AVIATION COMMAND AND CONTROL (C2)

2. The formation of the JHC in 1999 established the requirement for a joint deployable HQ to provide Command and
Control (C2) to multi-platform aviation detachments on operations. Elements of the Support Helicopter Force (SHF)
from Odiham deployed to lead the preliminary operation HERRICK aviation force deployment prior to the first HQ JHF
(Afghanistan) (JHF(A)) assuming command on 15 April 2006 under a UK OF-4.4 Initially the force consisted of Army
and RAF helicopters (CH-47 Chinook, Apache WAH64, Lynx), but Royal Navy Sea King joined in late 2007 and RAF
Merlin helicopters in late 2009.

3. In a similar manner to much of the UK Task Force, the initial JHF(A) deployment had complex C2 arrangements
which were further exacerbated by geographical separation. JHF(A) Headquarters was located alongside HQ Regional
Command (South) (RC(S)) with the majority of the Support Helicopter Force (SHF) at Kandahar Airfield and the
remaining aviation elements (Lynx and WAH64) based forward in Lashkar Gah and Camp Bastion. This construct
immediately hampered aviation operations due to the 45 minute transit time between the two locations ‘eating
into” the authorised flying hours allocation with little direct benefit to troops on the ground in Helmand. The knock
on effect was a delay in the initial deployment of 16 AA Bde forward of Kandahar as there was Prime Ministerial
insistence that UK troops would operate within guaranteed 1 hour medical evacuation timelines (the ‘Golden Hour").
This could only be met by establishing a Role 3 Field Hospital at Camp Bastion supported by an aviation Medical
Emergency Response Team (MERT). Both required significant infrastructure investment before they could be declared
operational and enable operations to adequately supported across much of Helmand.

Observation: There was a political expectation that UK troops would reach a hospital capable of surgery within 1
hour. In Afghanistan the only way to meet this expectation was by aviation MERT. If this political expectation persists
into contingency it is likely that the establishment of adequate medical provision will be a major constraint on the
speed and geographic lay down of future deployments. There will be a need for Very High Readiness (VHR) aviation
assets to deliver a MERT capability similar to that honed as a result of a 10 year enduring campaign. If this capability
cannot be met then operation planners will need to manage political and national expectation closely.

4. JHF(A) deployed into a coalition theatre alongside two other Aviation Task Forces, the US and Dutch, Effectively
Commander JHF(A) had 3 chains of command:

a. Coalition. RC (S) {TACON) and in turn to Commander International Security Assistance Force (COMISAF) (OPCON).
b. National. Commander British Forces (COMBRITFOR) to Permanent Joint Force Headquarters (PJHQ) (OPCOM)

¢. Technical. Air Operating Authority to JHC in the UK

There was no formal direct command relationship between Commander JHF(A) and Commander Task Force Helmand
(TFH) although, in reality, JHF(A) staff were heavily involved in TFH planning and execution of aviation operations
with 85% of JHF(A) tasking flown in support of TFH. In this early period JHF(A) suffered from a lack of situational

awareness of and effective coordination with the other two aviation TF HQs (Dutch and US). including frequent
disputes® between HQs TFH, RC(S) and JHF(H) over aviation tasking authority.

Operalion VERITAS: UK contribution 10 operations against 1he Taleban Government in 2001

Operation FINGAL: UK contributed 2000) personnel to initial ISAF operalions in Kabul and northern Afghanistan 2001-2002

Operation JACANA: UK contiibution 1o taigeted search and destroy aperations against Al Qaeda in southern and East Alghanistan in 2002

OF-4 Lieutenant Colonel/ Wing Commander/Commander

An ssues hiighlighted in many Post Operational Interviews (POIs) and Post Operational Reports (PORs) from Commanders of JHHA) Operation Herrick 4-8
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5. C2 arrangements improved in January 2009 with the establishment of a UK OF-5° as Commander Joint Aviation
Group (COMJAG) within RC(S) bringing unity of command over JHF(A) and the "EESSEEss— This allowed
Commander JHF(A) to site his Forward HQ at Camp Bastion with HQ JHF(A) Rear remaining at Kandahar. COMJAG
enabled much better RC(S) coalition aviation integration and planning as well as taking the lead for interface with
JHC over helicopter operation/safety and becoming the delegated UK holder of aviation risk on behalf of Commander
JHC. Relieved of its wider responsibilities HQ JHF (A) Forward was able to be focus on tactical support to UK troops in
Helmand and become TACON HQ TFH.

6. The arrival of the US Marine Corps (USMC) in southern Afghanistan and the formation of RC (SW) in 2010 resulted
in further aviation C2 changes. COMJAG moved to Camp Leatherneck in Helmand to create a fused UK/ US aviation
headquarters under a US 1* Aviation Combat Element (ACE) in the newly formed HQ RC(SW). Whilst remaining under
command of RC (SW), and not the USMC Marine Aviation Wing (MAW), the JAG was an integral and equal partner
in the delivery of aviation effect in RC(SW). The combined JAG / MAW tasking and operations cells proved very
successful, ensuring more efficient use of assets and enabling the massing of coalition aviation in support of ground
operations. From Operation HERRICK 14 onwards the focus shifted to transition and COMIAG and Commander JHF(A)
spent an increasing amount of time mentoring and supporting the embryonic ANA aviation capability.

7. The COMJAG concept worked well and Figure 3-5-1shows the JHF and JAG structure in 2011. The purple indicates
those elements coordinated directly from within the JAG; however, COMJAG retained full command of all attached
assets in theatre; combat, combat support and combat service support aviation elements, The green elements were
coordinated by the OF4 JHF(A) Commanding Officer, the operations focus and, the blue elements the engineering and
logistic focussed support under the OF4 Program Aviation Engineering (PAE) including the Royal Naval 1710 Mobile
Aircraft Support Unit (MASU). Both OF4s reported to COMIAG.

Figure 3-5-1. Operation HERRICK 15 JAG/JHF TASKORG (Nov 2011).

Lesson:

Lesson:;

6 OF-5 Full Colonel/ Group Captain/Captain
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AVIATION ASSETS

8.

JHC Battlefield Helicopters (BH) offer three key capabilities (LIFT, FIND and ATTACK) which are enabled by five
endorsed BH roles: offensive support, control and direction of fire power, command support, Intelligence, Surveillance,
Target Acquisition, Reconnaissance (ISTAR), tactical mobility.” From the outset it was clear that all aviation capabilities
and roles would be called upon due to the difficult terrain, dispersion of coalition forces and the pervasive threat

to ground movement from Improvised Explosive Devices (IEDs) and insurgent action. The initial Operation HERRICK
deployment consisted of 8 x Apache WAH64, 4 x Lynx, 6 x CH47 Chinook (CH47 liability rose almost immediately

to 8) and 5 x Forward Arming and Refuelling Points (FARP) nodes. Mark 7 Lynx deployed very shortly afterwards

to support command circulation with a steady overall increase in assets and flying hours into 2007. To meet the
increased LIFT requirement, Sea King helicopters were deployed in January 2008 and Merlin in late 2009. The Lynx
was found to be underpowered for the hot and high environment drastically curtailing its utility and, as a result, an
Urgent Operational Requirement (UOR) delivering a greater capability, Lynx Mk9a was fielded in mid 2010.

The aviation deployment reached a high point, with a total of 33 aircraft (9 x CH47, 11 x AH, 4 x Lx Mk9A, 4 x Sk, 5 x
Me) and 602 personnel, in January 2011.¢ Military aviation assets were augmented by a civilian contract with Skylink
Aviation in 2009 for Mi8T and Mi-26 airframes able to conduct routine resupply tasks thereby releasing military SH
flying hours. The contract was for freight movements only and funded from NATO common funding to which the UK
contributed 12% of costs.®. The UK Area of Responsibility (AQ) decreased after the deployment of the USMC in late
2009 but conversely the Marine Air Wing (MAW) brought significant additional which were available to UK forces as
required. The MAW had 5 aviation squadrons: MV-22B Osprey, AH-1W Cobra, UH-1Y HUEY and a squadron of CH53
Sea Stallion helicopters. Although the reduced AO meant that flight times were shorter demand did not reduce. UK
forces in TFH now had the mass to dominate the ground, allowing manoeuvre with an increasing number of offensive
deliberate aviation enabled operations. For the first time in the campaign JHF(A) began to operate within allocated
morthly flying hours. As a result, to meet aircraft transition requirements, the Sea King (Sk) was redeployed to UK in
October 2011 and the Merlin returned to UK in May 2013. The desire to keep an aviation ISTAR and Command &
Support platform in theatre delayed the anticipated recovery of Lynx Mk9 until December 2013. In October 20*3, the
G  concluded that Chinook and Apache numbers would need to remain unchanged for
the majority of 2014 in order to provide significant LIFT and ATTACK capability during the final redeployment of UK
forces in late 2014 - early 2015.

AVIATION UTILITY

10. The primary purpose of JHF(A) was to facilitate tactical mobility, reconnaissance and fire support to the multi-national

11.

force of RC(SW) and the UK TFH. Three types of aviation tasking emerged during the campaign which drove much of
the planning cycle: Non-discretionary which consisted of the Immediate Response Team (IRT) (including MERT, Very
High Readiness (VHR) CH47 and AH in reaction to call from Troops in Contact (TIC); Discretionary (J4 movement of
personnel and materiel): Pre planned deliberate Operations. At its zenith in 2011, the following aircraft allocation
became standard from Camp Bastion:

a. Non-discretionary.
(1) 2 x VHR Apache AH.
(2) 1 x VHR Chinook MERT/ IRT.
b. Discretionary.
(1) 2 x WAH64 tasking lines. (ATTACK limited FIND)
(2) 3 (surging 4) x CH 47 tasking lines. (LIFT and MERT)
(3) 2 x Lynx tasking lines. (LIFT (Command Support), FIND)
(4) 2 x Sea King tasking lines. (LIFT and FIND)
(5) 2 (surging 3) x Merlin tasking lines. (LIFT and limited MERT)

The level of kinetic activity required to prevent the defeat of UK ground troops during the early phases of the

campaign was unexpected. JHF(A) HQ structures had to expand rapidly to enable the HQ to plan, refine and execute
simultaneously. The following battle rhythm emerged within RC(S). CO JHF(A) and staff liaised with battlegroup COs
10 days out to develop outline CONOPS for deliberate operations. The battlegroup then bid to HQ TFH and hence to

HQ RC(S) for aviation support. If approved RC(S) and COMJAG would allocate assets (US, NL or UK) and COMJAG
produced relevant FRAGOs.

JHC Aviabon Operalions Manual Edition 2, July 2013, page 2-1, paragraph |
For {ull details of aviation assets over the full campaign see the Campaign Chronology in Section 1
Des Browne, Secietary of State for Defence: Written response 1o parliamentary questior: from Liam fox; Hansard , 17 March 2008
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day and 13 minutes by night. In addition, the coalition developed a number of templated rapid planning operations
to short circuit the lengthy planning cycle. For example, ona sy was enacted to pravide aviation support to
operations in pursuit of insurgent high value, short notice targets, This type of planning template is a good practice
for future operations, Under RC{(SW) and US Aviation Command Element (ACE) planning timelines were similar: 96
hours Initial Planning Conference (IPC), 72 hour Mission Planning Conference (MPC) and then they brief their aviation
COs (COMMAG/IAG) 48hrs previously,

Observation: Planning horizons for aviation eperations can be reduced by the identification and development of
standardised aviation operations. Articulating these in theatre specific aviation SOIs s a good practice which will
facititate rapid planning cycles,

AVIATION OPERATIONS

12. Aviation was central to the success of the HERRICK Campaign, Although there was no joint doctrine on tHFA) at the

13.

outset of Operation HERRICK, the UK will leave Afghanistan with a successiul JAG/AHF(A} canstruct and a force, both
ground and air staff, specialist and non specialist brigades, that has honed their expertise in the utility of aviation
aver a 10 year period. Although SCPs, TTF: and Stafl work had to be adapted, UK avialion worked well with ihe

US Aviation TF and other aviation aclors. It was routine for a UK CH-47 to be escarted by a Dutch AH in support of
Canadian ground forces, At first during the campaign was digital relief in place of UK Apache WAHE4 by Dutch AH,
enabled by the familiarity built up over an enduring campaign and the co-development of similac TTP<,

The first deployment of UK Apache WAHG4 was particularly successful. AH TTPs developed, in contact, with help of
the Air Manoeuvre Training and Advisory Team (AMTAT). The greater capability in atlack, find and C2 (only WAH 64
had good air to ground communication) over other coalition AH platforms resulted in availability of AH becoming a
Go/No Go factor for many company and platoon level operations. ' wﬂl
m AH was teared due 1o its firepower
and for an air platform its persisterice on target. As top cover AH had a significant deterrence effect and was one of
the few platforms of which the very presence would cause insurgents o break contact rather than Just temporaily go
10 ground. '

Figure 3-5-2. AH Apache Firing GPF Racket

10

Chaptet 3-4, Alr Land Integration, noted that nsurgents tended to only go 1o ground after a show of force by Tast i, anly to re: engage once the aitcrall had passed over
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14. The first operational deployment of UK Apache Long Bow was undoubtedly successful within the context of
the Afghanistan theatre and a COIN campaign. However, this success should not be taken as a given for future
operations. Soviet losses of over 300 helicopters, including Mi-24 Hind, in the 1979-89 Afghanistan War and recent
Ukrainian aviation losses in the Donetsk region suggest that in different circumstances it may not.

Lesson: The strengths and weaknesses of WAH64 need to be assessed for contingent operations to better
-understand whether it will have the same impact and deterrent effect in other theatres and environments.

15. A significant constraint, throughout the campaign, was not so much the number of aviation platforms, but rather an
initial under estimation on the required aviation flying hours by JHC and PJHQ. During Operation HERRICK 4 it took
CDS intervention to double and then triple hours mid tour. The initial UK dispersed force laydown meant that the
management of aviation flying hours was the most significant constraint on UK aviation operations, resulting in a UK
mindset constrained by operating in aviation poverty.'’ The deployment of Lynx Mk 9A in 2007 delivered an Armed
Aviation capability which allowed many of the WAH64 flying hours to be switched from escort duties to other find
and attack tasks, This is a role that Wildcat will be able to deliver in the future.” However, it was not until Operation
HERRICK13 in 2011, when the UK AO had shrunk, there was no Kandahar to camp Bastion transit and there was
the traditional full in insurgent activity over the winter that TFH began to operate largely unconstrained by the flying
hours, for example 30% of CH47 hours not flown. In the opinion of COMJAG on Operation HERRICK 14,

UK ground commeriders were mentally unable to fully exploint the aviation situation when UK and NATO
aviation platforms were finally availahble i greater numbers’

Without aviation experts involved at the heart of the planning cycle there is a danger that commanders can fail to
exploit the full capability of aviation.

16. JHF(A) HQ suffered teething problems in the first deployment. HQ JHF(A) was an augmented headquarters with
individuals drawn from across the 3 services. Many commanders and staff suffered from a lack of detailed knowledge
of the different aviation platforms (particularly WAH64 on its first operational deployment) within the JHF, which
limited their ability to become truly 'air-minded’, This was particularly acute within ground manoeuvre brigades due
to a lack of knowledge of the joint staff work for the integration of aviation with ground manoeuvre. Initially the
understand function was largely populated by RAF staff who were too focussed on A2 rather than the wider J2 which
includes factors more relevant to ground operations.

17. The coherency of the JAG cohesion was undermined by differing tour lengths of staff branches within the helicopter
force: CHA47 aircrew 8 weeks, AH and Lynx aircrew 2 x 3 month tours, REME aircraft maintenance specialists 4 months
and AAC/RAF ground crews 6 months. The rationale behind the various tour intervals was valid (for example the
effect of pilot combat fatigue on air safety, the need to rotate pilots to keep them in date for skills not practised in
Afghanistan) but, the result was uncoordinated force generation and dislocated training between different aviation
platform types during Pre Deployment Training (PDT) and Mission Specific Training (MST). Coordination from JHC can
help mitigate the human and capability impacts but a JHC review at the time of writing has no plans to merge or align
tour lengths on future operations

Lesson: Deployed tour lengths for aviation personnel will ditfer depending on an individual’s role and the challenges
of the operational environment. HQ JHC should set minimum and maximum tour lengths but in-theatre JHF
commanders should determine exact deployment periods to optimise output and endurance. CIOs operational
estimate process should reflect this reality.

Lesson: Given their unique Force Generation and sustainment circumstances, aviation force elements are likely to
remain detached from the Land element Campaign Formation Operational Readiness Mechanism Cycle (C-FORM).
The deploying ground formation must engage with HQ JHC at the earliest opportunity to ensure that aviation
remains linked to MST progressions.

11 COMIJAG Operation HERRICK 14, Post Operational Interview
12 The Wildcat Mk is the Joint oD (Navy/Army) ight utility heficopter. the Atmy's now Battlehield Reconnaissance Helicopter and a quantum leap in copability for the JHC, 1t is powerful, more agile and tar
ot capabile than the fegacy Lynx wath a fully digital cockpit including & modern Defensive Aid Suite (DAS), full visual mapping, modern navigation equipment and in-huilt secure radios
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ENDURING AVIATION LESSONS

COLLECTIVE TRAINING (CT)

18.

19.

AIR MANOEUVRE (AM)

20. A feature of the campaign was the access all ground forces had

21.

The creation of a JHF necessitates the integration of aviation platforms and aviation staff from the 3 services and
potentially coalition partners. Integration with ground forces, particularly Unmanned Aerial Systems (UAS) operated by
land personnel must also be developed. At the beginning of the campaign there was a perception that the expertise
gained from the still on going operations in Irag would be sufficient for Operation HERRICK. This turned out not to be
the case as the theatre, environment, threat and indeed capabilities available were very different. The UK had also lost
expertise across the full spectrum of aviation activities as a result of the focus on Operation TELIC and the suspension
of funding for elements of aviation training.

Initially aviation training was still stove-piped, Service and platform specific with many crews only gaining experience
of operating within a wider Joint Aviation Group (JAG) once in theatre. This resulted in significant risk in both
helicopter flying and wider Air Land Integration (ALl) in early rotations. However, joint CT did evolve over time into
an excellent series of MST events such as exercises PASHTUN HORIZON/DAWN/JAGUAR. It is notable how the tone
of the post Operational Interviews (POIs) from TFH Commanders changes around the Operation HERRICK 14 tour
onwards, focussing on how well they were prepared and supported by the training support organisation, including
the Collective Training Group (CTG) and the Air Manoeuvre Training Advisory Team (AMTAT). Resource implications
are likely to limit a return to the broad-spectrum, aviation capability of early 2000s. However, capability gaps need to
be identified and resourced to maintain, at a minimum, a seed corn capability otherwise regeneration at a later stage
will be lengthy and difficult.

Lesson: An aviation concentration event, such as Ex PASHTUN JAGUAR, linked where possible to brigade and
battlegroup training, should be funded and planned as part of VHR force ratification and follow-on force MST. It
should specifically include multi-platform aviation patrols.

Lesson: Mentoring of ground manoeuvre troops by AM Subject Matter Experts (SME) should continue but needs to
be tailored to the specific operation. The role of the Air Manoeuvre Training and Advisory Team (AMTAT) and 16 AA
Bde, as AM SMEs proved and remain central to the training of non-specialist units in the Reaction and Adaptable
Force. Divisional and Brigade G7 staff must consult both in the planning of training events involving aviation

Lesson: Ten years of operations in Afghanistan have focussed resources and training on aviation capabilities specific
to the theatre. There is a danger that Defence will lose the 'seed corn’ expertise to re-generate full spectrum
helicopter capabilities. JHC must articulate the gap, develop appropriate Collective Training Objectives (CTO) and
understand the training burden and equipment costs of doing so.

to UK and coalition helicopters in a theatre with a favourable
air situation. Within this construct the ability to manoeuvre by
air/aviation and conduct aviation assault became a significant
capability, generating tempo and, crucially, maintaining the
initiative. A good example was the extent to which aviation was
integrated into Operation MOSHTARAK when simultaneous
helicopter assaults on insurgent strongholds were a feature

of the offensive in north Nad-e-Ali. Afghanistan has therefore
provided Ground Manoeuvre {(GM) brigades with unprecedented
opportunities to train, plan, and conduct tactical AM"* at
battlegroup level.

The UK entered the campaign with AM expertise, both tactical
and operational AM, vested in the specialist 16 AA Bde and 3
Cdo Bde. However, experience gained from multiple rotations
on an enduring campaign has made tactical AM a ‘whole Army’
experience, There is evidence from reading PORs/POlIs of a
perception that all GM brigades have become fully proficient in ] _
Air Man'oeuvre opgranons."’ There Is a danger in allowm.g thls F'guref:rsag':&“;':;:aft’i‘:: Ju':?:galovgedz';‘g{gz‘:'é"‘g
perception to persist beyond Operation HERRICK. In reality in

addition to Aviation Close Combat Attack (CAA) strike operations

Tactiral AM can Le readily conducted within a GM formation, giver appropriate pianning assictanre within the formantion HG Homially an AM EG would provide synchionised suppoit iv ground operauions of
operale as a discrete manoeuvre element (AIM Vol 1, Pt 12, At Manoeuvre, Chapter 4)

Air Manoeuvre 15 conducled within the land environment in order to achieve advantage, through shaping, and sustaining fasks It can also provide the decisive act. 11 unites attack, support and reconnaissance
tielicopters; ground, air assaull, arboine forces and fires wathin a comuined arms and joint framewerk, (Pam 101 AAvi Operations Manaal, 2012 paraqraph 0129)

5.6
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23.
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only a limited range of tactical AM was executed, such as Aviation Manoeuvre, Aviation Attack/Raid. Wider AM such
as AM Guard, Air Assault and operational AM was seldom practiced. it is still a specialist skill set that is soon lost
without recent practise.

Air Manoeuvre is a capability that will have an enduring relevance for contingency, however the UK does not have
sufficient Battlefield Helicopters to permanently structure the level of decentralisation experienced during Operation
HERRICK. Consequently the Army will still need a dedicated conceptual and structural footing from which to expand
the AM capability across formations committed to future enduring stabilisation operations.’ The delivery of the full
range of AM will remain the unigue feature of 16 AA Brigade.'

It is unlikely that GM brigades will be able to maintain their current levels of experience after the end of current
combat operations, The Lead Armoured Infantry Battlegroup and GM Brigades on an enduring operation will require
reinforcement with AM expertise by Air Manoeuvre Planning Teams (AMPTs). As the default theatre entry VHR force
16 (AA) Brigade will therefore be required to generate AMPTs to enable ground manoeuvre formation’s tactical Air
Manoeuvre training and subsequent operations in addition to their own requirements.

Lesson: A review is required to confirm whether full spectrum AM operations is solely the preserve of the specialist
16 AA Bde which has responsibility for the generation of the Air Assault Task Force (AATF). Direction given within
the Army Future Training Strategy (AFTS) on the balance of Aviation Movement, Aviation Manoeuvre and Aviation
Assault expertise for the Reaction and Adaptable Forces.

Observation: Air mindedness is a highly perishable skill. A lack of current expertise greatly inhibits the ability to fully
exploit the utility of aviation. The high level of AM expertise within the current generation of UK land forces is at risk
of being lost. If 16AA Bde is both the sole AM force and, the default early intervention force, then there is a risk that
ground manoeuvre brigades will once again have to relearn AM skills, in contact, if a contingency operation extends
to a campaign footing.

Lesson: Aviation embeds either temporary or as permanent staff in a Battlegroup or Brigade headquarters,
significantly enhances aviation understanding. HQ ORBATS for training and operations must include these staff.

Observation: Under A2020 the 16 AA Bde deployable Air Manoeuvre Planning Team (AMPT) will augment non
specialist ground manoeuvre HQs. A review is required into whether the current AMPT capability is large enough to
both conduct operations with 16 AA Bde and to train follow on forces.

AVIATION PLANNING AND PLANNING TOOLS

24. Experience on Operation HERRICK has emphasised the need for AM competencies more broadly across the Task Force.

Integration of aviation planning staff was routine within brigade and battlegroup headquarters. Specialist staff such
as the 16 AA Bde Air Manoeuvre Planning Team (AMPT), Mobile Air Operation Teams (MAOT), the RAF Deployed

Air Integration Team (DAIT) and Air Staff Officers (ASO) proved vital to staff understanding of aviation and how to
integrate it into their planning. As the Army returns to a contingency footing and, under current A2020 thinking,
these specialists staffs are to be concentrated in support of 16 AA Bde, it is likely that Battlegroups, particularly those
within the Adaptable Force, will not have routine access to the specialist knowledge they have become accustomed
to

Lesson: Aviation needs to be an integral part of all soldier’s mindset in the contingency era. Aviation planning
factors must be incorporated into Land Forces staff officer courses to ensure that the gains made during Operation
HERRICK endure. Aviation planning education in the wider Field Army should be co-ordinated by JHC and might
include a better aviation/ground unit pairing relationship particularly during MST, to broaden experience.

25. In a similar manner to the experience of wider ALL, it was observed that without specialist AM staff support wider

awareness of the complexities of planning and executing aviation operations was poor, particularly in the first
rotations of the non-specialist ground manoeuvre brigades. The ‘JAG pack’ formalised the theatre specific planning
process and restrictions (e.g. risk parameters). Figure 3-5-2 is an example taken from JAG Pack 6 and is an example of
a good practice that should be mandated in future theatres by JHC

15

Army 2020 internal Report, Chapter S, Para 5063 dated 20 Augusy 2012
Auborne, TALD, Aviation, Alack/Raid and At Assault
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PLANNING TIMELINES

MEDIUM RISK (MOD)
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Figure 3-5-4. Example of Aviation Planning Tools taken from JAG Pack 6.

Lesson: Aviation planning tools need to be provided for 16 AA Bde but also to support around manoeuvre nnits.
In order to facilitate planning, fast, reliable and easily used AM planning tools that simplify the planning process
are required. JHC direction should mandate that the Operation HERRICK JAG Pack be used as a template for future
operations.

Figure 3-5-5. CH-47 Chinook Landing in Dust Cloud
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ENVIRONMENTAL TRAINING (ET)

26. Flying conditions in Afghanistan proved much more challenging than those experienced in Iraq."” The difficulties of
‘Brown Out’ landings in dust, operating at altitude and night/low light flying were significant. Valuable aviation flying
hours had to be expended in the conduct of in-theatre training to re-qualify and maintain aircrew competencies. In an
effort to mitigate this aviation training was funded to be conducted in Arizonia on Exercise CRIMSON EAGLE as part
of Foundation training. This provided vital ET to experience flying in very similar desert conditions to Afghanistan. ET
is a costly and time-consuming activity that is almost exclusively conducted overseas. It is currently unfunded beyond
2015. Whilst aspects of ET can be undertaken alongside ground forces, significant elements of aviation ET need to be
done without troops due to the increased risk posed by the training activity. HQ JHC should determine the range of
environments required for aviation ET.

Lesson: HQ JHC must specify the environments that require aviation Environmental Training (e.g. extremes of
temperature, altitude or over water) against future contingency scenarios and ensure that they are properly funded.
Where possible, ET should be conducted alongside Land elements.

As discussed in Chapter 2-1(Combat), night operations by conventional ground forces in Afghanistan were
characterised in the main as night manoeuvre rather than night fighting.'® Whilst ground manoeuvre at night was
used to good effect, fighting at night was limited'® to ambush and night standing patrols to enhance Forward
Operating Base (FOB) and Patrol Base (PB) surveillance, target acquisition and protection. Although experience on
Operation HERRICK has demonstrated that ground troops have not been able to achieve the requisite level of training
to consistently ‘fight at night’, the requirement to manoeuvre and fight at night will endure into contingency. Some.
limitations were experienced by FW platforms but RW faced additional problems. Current aircraft equipment fits
constrain the ability of aviation to operate in a degraded visual environment and during low light periods. CH-47
initially could not fly on 2 out of 3 of nights, and although Red illumination gave an additional 10 days night flying
per month there were constant difficulties in maintaining qualified crews. As with ground troops night fighting skills,
night flying competency is also highly perishable and a considerable proportion of aviation flying hours was used for

in theatre night flying training. ¢

Lesson: As part of a UK forces ‘fight at night' capability review, JHC should quantify the capability gap for
improved night flying by UK helicopters. Specifically this should include an assessment of the relative benefits of the
procurement of a capability to fly at night with red and/or black illumination.

OPERATING IN A COMPLEX BATTLESPACE

27. The Operation HERRICK battlespace, including airspace, was congested, particularly with the increase in UAS,
necessitating tight control but, as an enduring campaign, one that became well understood. Even so, the risk of
aircraft collision in the tactical battlespace remained high with a number of near miss (Air Proximity) incidents
involving helicopters, UAS and Joint Fires occurring at various times during the campaign.*' Air collision was the
Air Component Commander's (ACCs) principle risk. The co-location of Royal Artillery Joint Fires personnel with Air/
Aviation controllers within Fires Support Teams (FST) at every level of command was effective at reducing the risk and
a lesson learned.?*

28. 1 Air Control Centre (1ACC) deployed from 2006-2010. 1ACC are the UK's deployable ASM C2 asset establishing
the RAF's Air Support Operations Centre whose remit is to provide dynamic procedural airspace control. The Marine
Air Ground Task Force (MAGTF) deployed into Helmand from late 2009 and established the Direct Air Support Centre
(DASC), callsign "OVERLORD" and executed procedural control of the Helmand airspace. 1 ACC then supplemented
the USMC manning at both the DASC and the Tactical Air Ops Centre. The control of airspace in RC(SW) was
therefore based on USMC procedural ASM doctrine and UK forces had to adapt to in order to integrate. However,
Operation HERRICK has narrowed the UK experience of ASM. Contingency operations may be conducted in very
different circumstances in support in a high tempo conventional force on force manoeuvre, a credible enemy air threat
and where the CIS infrastructure is more susceptible to degradation. The USSR lost 118 Fast Air platforms during their
occupation of Afghanistan and more recently the Ukrainian experience’® has demonstrated the vulnerability of air
and aviation platforms to an adversary equipped with modern Air Defence systems. It is unlikely that UK aircraft will

inat Cingation) Renorl CC eatign HERRICE S

19 President Karzai's imposed tight Controls 1 ZU1Z on I5AF Aight operations, peiticularly raids into civilan diellings

21 POR COMIAG Qperatinn HERRICK 13 The tisk of collision in the tactical battlespace remains high and must be minimised The compley and congested airspace, especially in CHMS presents a potential Flight
Satety risk. Coordination is needed not only vath ather aviation assets, but also Air and Joint Frres

22 See Chapter 3-1 Joint Fires, paragraph 13

23 Ukraiman aimy aircralt 11-76 shot down near Luhansk, Uksaine, 14 June 2014, killing all 49 service personnel on board. In addition at least 5 helicopters were shot down in the period May-June 2014
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enjoy the same HERRICK freedoms on future operations. Core UK ASM doctrine covers TTPs for a range of tactical
environments but not all have not been practiced by the current generation airspace managers. Effective ASM remains
a risk for contingency if not redressed in future training activity. Policy, procedures and training for the crucial C2
enablers requires review to provide a continuing ASM capability optimised for all potential contingency operations.

Observation: The principle of merging ASM staff and Artillery Tactical Parties at every level of command was
successful and must continue for all types of contingency operations.

Lesson: Aviation requires close liaison with all users of the battlespace and effective integration of aviation/air
complexity can only occur if aviation planners are involved early in the training and operational planning cycle. The
Defence Exercise Programme (DXP) must ensure that complex battlespace deconfliction is represented in training
events such as Exercise MOUNTAIN DRAGON in preparation for operations. .

Observation: UK forces will need to remain familiar with US ASM procedures as US led coalitions are likely to be a
common model for future operations.

Observation: Other theatres have shown the vulnerability of aircraft to an enemy with modern Air Defence systems.
Future exercise scenarios should be developed to test commanders in the realities of such a restrictive environment.

HLS MANAGEMENT AND HELICOPTER HANDLING TEAMS

29. During Operation HERRICK a number of air safety incidents occurred due to poorly managed Helicopter Landing Sites
(HLS) due to a lack of trained/experienced personnel. This was particularly prevalent before the arrival of the USMC
in 2010, as UK ground forces were stationed in numerous patrol bases across a large AO requiring JHF(A) to service
up to 136 HLS. Poor HLS location and marking, lack of knowledge of the "pilots perspective’, poor coordination with
local Battlespace Management/FST, lack of coordination with joint fires and UAS, and poor tactical foresight of likely
reactions from the insurgent were all cited as weaknesses at various times during the campaign. This was particularly
acute when the HLS lacked specialist Helicopter Handling Teams (HHT). The initial lack of confidence in HLS operation
led to the deployment of elements fram the Mobile Air Operations Team (MAQT) from the Joint Helicopter Support
Squadron (JHSS) at RAF Odiham to improve in theatre training for Battlegroup HHTs to enable them to run HLS
correctly and safely. Ihey were also able to provide specialist advice to HQ TFH, to contribute to the production ot
TFH SOP 3007 HLS Management, oversee the currency of the in-theatre JHC JAG Pack and, to maintain a Theatre-
specific HLS Directory. All of these documents are examples of good practice which should be produced at the earliest
opportunity on future operations. During deliberate operations a MAOT was able to embed with a battlegroup as
required to ensure that Emergency Landing Sites were properly selected and manage the extraction of casualties by
the MERT aircraft.

Observation: The presence of suitably trained specialist HHTs will significantly reduce the risk of air safety incidents
around an HLS. If there is an expectation of numerous FOBs with related HLS, then planners must foresee this
requirement during MST and generate increased numbers of HHTs.

Lesson: For Contingency, the balance between specialist and non-specialist Helicopter-Handlers within VHR forces
must be determined by HQ JHC.

Observation: There will be a requirement for the specialist HHTs, to be augmented by MAOT personnel, to deliver
theatre ‘point of use’ training to both specialists and non-specialists. HLS safety must be institutionalised as a core
training requirement during RSOI.

OPERATING RISK

30. Understanding of aviation risk and related freedoms by ground commanders was initially poor. Examples included
practical matters such as wearing of seat belts for personnel in flight or the escort requirement for ANA personnel in
UK helicopters, right up to balancing aviation safety launch criteria against rnission imperative in go/no-go decisions
Given (hat the mission imperative can outweigh aviation safety, a clear understanding of the balance of aviation
operating and operational risk and the delineation of the ownership of that risk between the Tactical Commander and
Aviation Operation Duty holder is required. It should be clearly stated in future PJHQ Operational Orders.

31. The creation of the JAG formalised the ownership of risk and enabled a more formal risk versus reward regime and
aviation check matrix to be developed thereby providing a robust level of evidence to the supervisory chain. This was
captured in the JAG Pack and is a concept to be taken forward into contingency and doctrine. A JAG road show
during MST and briefing on aviation risk during RSOl is also a good practice which helped to raise awareness across
the force,
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Lesson: A clear understanding of the balance of aviation operating and operational risk and, the delineation of the
ownership of that risk between the Tactical Commander and Aviation Operation Duty holder is essential. A specific
war game should be conducted during MST to identify and mitigate boundary issues.

Lesson: To comply with the Military Aviation Authority mandated Duty Holder chain, COMIAG should be established
as the default holder of UK aviation risk and the associated aviation safety regime.

Lesson: A good practice developed during the campaign was the aviation risk register. This included a Helicopter
Landing Site (HLS) and Escort Threat matrix that was developed as a mandatory assessment activity before aviation
launch for both mandatory and discretionary tasks. The need to maintain an aviation risk register during contingency
operations must be incorporated into aviation doctrine and TTPs.

JUDGEMENTAL TRAINING

32. Within the constraints of the Afghan COIN campaign, the investment in judgemental training for commanders at
all levels proved beneficial. Experience has shown that personnel need to receive consolidated ROE and judgemental
training commensurate with their delegated authority within the campaign they are fighting. Future contingent
operations will be different in nature, but the need for judgemental training for aircraft commanders, Forward Air
Controllers, Close Combat Attack initiators and wider ground commanders when taking engagement decisions for
aviation launched weapons will endure. The judgemental training delivered by the Air Manoeuvre Training Advisory
Team (AMTAT) during MST for Operation HERRICK is seen as good practice. However the capability owner for
judgemental training remains unclear.

Lesson: An enduring capability owner for judgemental training needs to be identified. The AMTAT will retain the
lead for aviation but wider foundation training must also include judgemental training as a core skill set for all
commanders. Narratives developed for training scenarios in support of future operating environments must be in
sufficient depth to pose realistic choices to commanders.

FORCE PREPARATION AND FORCE READINESS

33. Like the majority of force elements deploying on Operation HERRICK, particularly in the early rotations, the generation
of aviation Individual Augmentees, (IAs) both within JHF(A) and ground units was often late and not synchronised
with formed units.?? Due to a lack of joint activity during MST awareness and understanding of the full range of
aviation aircraft types, even by some COs of JHF(A), was sometimes weak. JHC must exert greater control the on
force generation, force preparation, integration and even the validation of JHF commanders from the outset of future
operations.

34. |As entered the force generation and training pipeline with different operational rotary wing experience. |A training
had to be specifically tailored to the platform and task that they were to undertake. This led to some confusion
by in theatre commanders over the competencies that individuals had and the risk envelope in which they were
therefore operating. It was therefore important to develop a standardised system to audit the level of understanding
and competence of personnel with the Theatre Entry Standard of aircraft operating in Afghanistan. JHC developed
Command Instruction 14 (Cl14) as a standardised format to allows JHC HQ and deployed or aviation commanders
to gauge the levels of competence and training of deploying aircrew. The information allowed the Operational Duty
Holder to formally identify and highlight risk to deployed aviation commanders to enable them to assess the incoming
aircrew and their likely requirements for training during their handover phase prior to conducting operation. It also
enabled deployed commanders to supervise and, where necessary, constrain the aircrew and then balance risk against
the tasks they wished to conduct. HQ JHC should articulate the theatre entry competencies for personnel for each
aircraft type in mounting orders of future operations.

Lesson: JHC must exert greater control the on force generation, force preparation, integration and even the
validation of JHF Commanders from the outset of future operations.

Lesson: Aircrew training needs to be dynamic, innovative and reflect the context of the operating environment. This
must include a thorough understanding of the strengths and weaknesses of the aircraft deployed at Theatre Entry
Standard (TES). Where pilots have not had access to aircraft at TES during C-FORM the Cl14 assurance process will
provide an auditable competency register for the in-theatre COMJAG/Comd JHF. HQ JHC must ensure that the Cl14
concept is taken into core.

24 Further lessons on lorce generation ¢an he found in Chapter 5-7
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Figure 3-5-6. MERT in a CH 47 Chinook.

MEDICAL EMERGENCY RESPONSE TEAM (MERT)

35. The role of aviation in the medical plan and the provision of MERT have developed incrementally during the Operation
HERRICK campaign into a capability that is widely accepted as world class. An Incident Response Team (IRT) helicopter
(Chinook) provided CASEVAC on Operation HERRICK. This became a non-discretionary tasking that ring-fenced 2
x CH-47. After 10 yeais in Afghanistan UK troops, politicians and the wider public and become accustomed to the
gold standard CASEVAC provided by a dedicated aviation MERT. There is an expectation that it will endure on future
operations. However, the Operation HERRICK MERT has been able to operate from well founded static bases against
insurgents with no sophisticated anti-air capability. In other theatres aviation MERT may not be possible and the Army
may be reliant once again on vehicle mounted CASEVAC options. This option must be exercised during FT and the
MOD will need to plan for the expectation management of politicians and the public as we return to contingency.
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36. The UK CH-47 MERT capability was complementary to US PEDRO Medevac aviation. PEDRO was mounted in a
smaller airframe (normally 2 x Black Hawk) than the UK MERT but was able to access smaller FOBs and was fully night
capable. However, as a smaller platform the medical care and interventions once onboard were lacking and the early
medical intervention available during flight on the UK CH-47 was a significant factor in the improved casualty survival
rates during the operation HERRICK campaign.

Observation: At the time of writing the MERT capability remains unfunded outside of Operation HERRICK and
doctrine and TTPs for contingency CASEVAC have yet to be codified and brought into core. A Defence decision

is required on the enduring requirement for aviation MERT within the Joint Personnel Recovery Plan by Capability
Directorate Combat Service Support (CDCSS).

SYNTHETIC SUPPORT TO COLLECTIVE TRAINING

37. The Operation HERRICK airspace became increasing complex as additional UK and coalition force elements,
including UAS, have deployed. A proliferation of UORs were fielded but were frequently not available during MST.
The combined, complex, congested and fused battlespace of the future will be difficult to replicate within safety
parameters in live training events. As discussed in Chapter 3-2, Joint Fires, synthetic training offers the only realistic
opportunity to fully train and test for the integration of aviation within the wider joint fires community. The Air Battle
Training Centre at RAF Waddington was utilised to deliver Exercise MOUNTAIN DRAGON and proved to be the single
most effective training event for the development of ALI. There is an urgent need to expand the current simulation
capability to ensure that the increasing numbers of aviation, air and joint fires actors, now operating in the joint
Battlespace, are exposed to real complexity in battlespace management. Without it, there is a significant risk that the
highly perishable skills honed during the enduring Operation HERRICK campaign will be lost.

Lesson: The best way to effectively replicate likely operational complexity and to overcome restrictions on the UK
training estate, is a synthetic training capability, including a synthetic wrap for aviation. Funding needs to be secured
for the development of an enduring synthetic training facility such as the DSALT.

COMMAND SUPPORT AVIATION

38. The ability to conduct timely battlefield circulation and Key Leader Engagement in a large, complex COIN theatre
with joint, coalition, cross government and local actors was fundamental to commander’s ability to Command,
exert Influence, maintain Situational Awareness and execute Consequence Management. Due to the peculiarities of
the Helmand AO with numerous widely dispersed FOBs/PBs and difficulties in road movement there were frequent
instances of commanders being ‘stranded’ in forward FOBs for days at a time due to a lack of aviation or other

transport back to central HQs. As a result many did not take the risk and to a certain extent became fixed in the
MOBs.

39, Battlefield Helicopters (BH) are key enablers in allowing Commanders to execute this function. General Richards when
appointed COMISAF highlighted the lack of provision of a ‘Command Flight' by the UK as a significant hindrance,
even embarrassment, which was eventually overcome by the US. The burden on commanders is unlikely to reduce on
contingency operations and the provision of a capability, such as provided by a Utility Helicopter, will continue to be
a requirement that needs resourcing. Lynx Mk 7 was initially deployed in the BH role but was overly constrained by its
inability to operate at altitude and in heat. As such it was unavailable during summer months, the ‘fighting season’
requiring commanders to utilise support helicopters instead. A major refit as a UOR delivered the more capable Lx Mk
9A in 2007. Future BH must not be constrained in the same manner.




Figure 3-5-7. Lynx Mk 7 Battlefield Utility Helicopter

Lesson: Command Support should be designated as a specific aviation task, resourced appropriately and included in
the operational design of future operations.

AIRFRAME AVAILABILITY MEASURES

40. Helicopter availability was a contentious issue throughout the campaign from the platoon commander in contact
right up to the highest political echelons briefing Parliament and the press. The confusion of claim and counter
claim was exacerbated as the method for recording aircraft availability centred on a measurement of flying hours,
the methodology of which differed across the Services and by aircraft type. Although essential to the engineering
{mechanical constraints) and air safety community (pilot/crew constraints), ground commanders found the measure
of flying hours difficult to interpret for tactical planning purposes and preferred measures indicating airframes, lift
capacity and the ability to mass forces. During Operation HERRICK 15 Comd 20 Brigade was very concerned with the
tactical constraints and significant risks of landing a second wave of troops on an objective once surprise had been
lost. He stated that ‘a report telling him he had double the number of flying hours did not help in balancing risk'.
There are resourcing implications in changing the method of recording aircraft hours, but the aviation commander
needs to exploit the differences in order to meet the ground commander’s requirements.

Lesson: A standard method of expressing aviation availability must to be identified to ensure better understanding,
not only of flying hours and numbers of aircraft but also in terms of the AM capability available to the commander.
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CHAPTER 3-6
COUNTER IMPROVISED EXPLOSIVE DEVICES (C-IED)

‘Like it or not, the IED as a threat is here to stay. All force elements need to be capable of operating in an
IED threat environment and we must ensure that dealing with the IED is not merely seen as the preserve
of the specialist’.

Principal Ammunition Technician Officer (PATO) Land Forces 2009-10.

Figure 3-6-1. IEDD operator confirming an IED using manual drills

OVERVIEW

1. Counter-Improvised Explosive Device (C-IED) capability evolved rapidly throughout the Operation HERRICK campaign.
In 2006, the structure of the eSS SRSRSSNNES capability was still focussed primarily on UK
Military Aid to Civil Power (MACP)'; any surge requirement abroad was difficult. The Army perception existed then
that C-IED was a 'specialist’ capability, carried out only by Explosive Ordnance Disposal (EODY’ force elements. Initially
there was not a large IED threat, but from late 2006 when the use by insurgents increased and the reliance on [EDD
operators, as the sole capability against this threat, proved increasingly inappropriate.? The force became progressively
fixed by the IED proliferation and a responsive, adaptable enemy.

2. Under the capbadged focussed Arms and Service Directors (RLC and RE), EOD capability within the Army was highly
stovepiped and incoherent. This situation could not endure in light of the growing I[EDD problem and change was
urgently needed. Equipment and training was under resourced and a major rethink about the emerging threat
was required. A strategy to counter the IED threat required speed and agility in delivery. In particular, [EDD team
training needed to be adapted and in-Service equipment required updating to meet the new challenging operating
environment.

1 There was a standing 1ask throughout Operation TELIC and Operation HERRICK to provide separate coverage for the UK home base as well This included Operation Olympics in 2012 (during Operalion
HERRICK 16)

2 EOD comprises Conventional Munitions Disposal (CMD) and Improvised Explosive Device Disposal (iEDD).

3 CMD teams were available for tasking but the conventiona! munitions threat was minimal There was also a lack of institutionalisation of C-1ED across the force
|

-6 1 !I
|
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3. In 2008 key reviews were conducted which would shape the C-IED outcomes for the campaign. The Burley Review*
examined all aspects of capability delivery leading to a strategy to implement the 3 C-IED doctrinal lines of operation;
Attack the Network (AtN), Defeat the Device (DtD) and Prepare the Force (PtF). A Land EOD Review® focussed on
C-IED capability, while the emphasis was on moving from a defensive to an offensive posture. A comprehensive
plan, starting in late 2008, required a significant reorganisation, an uplift in trained manpower and a drive for new
equipment.®

4. Measures were agreed after these formal reviews and implementation followed which enabled the embodiment of
the doctrinal C-IED lines of operation and to put in place the drive for improvements. Major equipment projects were
identified to enhance the capability to detect IEDs and subsequently C-IED team protected mobility.

C-IED
(to defeat the system)

Prepare ALTac Defeat the

the Force Netwaorles Device

Understanding and intelligence

Figure 3-6-2. C-IED Doctrinal Lines of Operation

5. The formation of a completely new C-IED Task Force from Operation HERRICK 11 (starting from November 2009)
with an offensive posture enabled better manoceuvre support and fuller technical exploitation. This force employed
increased numbers of IEDD teams as well as intelligence experts and made a major contribution towards campaign
success. Force elements became better prepared as C-IED evolved from a being a ‘specialist’ task to an 'All Arms'
activity; as a result casualties” began to reduce. Measures were also taken to try and counter and remain ahead of the
Explosive Ordnance (EO) threat as well as to institutionalise C-IED across the Army.

Dates Capability
Apr 06 Apr 08 EOD elements under command JFEngr Gp. 2 IEDD teams.

IED Threat escalation. TTP adaptation

May - Oct 08 ; "
Burley Review and Land EOD Review

Operation Entirety reorganisation. 1 MWD Regt created. 36 Engr Regt re-roled to an RE Search Regt
| Nov 08-Mar 09 Full VALLON detector fielding and into HERRICK 10,
Lightweight RCV, DRAGONRUNNER, first fielded.
C-IED Tf Assembling capability in Theatre.
Migration from High Metal to low metal IEDs
FOC C-IED TF. C-IED PM FOC
High Assurance Dogs (STAMP) introduced to C-IED TF and IED Detect dogs (BEEK) introduced into All Arms use.

May-Oct 09

Nov 09-Apr 10

ANSF C-IED capacity building commenced

May-Oct 10
4 TAUSMAN capability fielded with JF Engrs

4 The Burley Review: PJHQ C-1ED Study Team Report; LWC/0SG/Comd 101/08 dated 14 November 2008 See Annex A for full detail and a summary of recommendations
5 Land EOD Review final version 4.7, 8 Ade dated 18 March 2000 This foll <ember 2008). 1t made a number of recommendations, the principal of which were that Land EOD units (o

owed the Burkey Revie
be equipped and trained 1o handle the theeat posed by IEDs: rationalisation of £0 Search ¢ and common standards with assurance across the Army.

7 The Army inftiated a set of messures to better align Land Forces (LF) to ensuie continued success In Alghanistan and to better 1o meet operational requirements over a sustained period These measures
have been placed under the umtiella of Cp ENTIRETY (Campaign Footing). Thie key tenet was 16 ensure LF was resourced, struclured and prepaied - conceptually, morally and physically — for success in
Alghanistan and then other subsequent hybiid opesations. For larther datail see Annex & and Pait 1 (p Entirety - Delivering the Campaign. See also Annex C for an EOD and Search Task Force Orbat

7 IED Stonistics for Afghanistan and Helmand by volume and type are summarised &t Anne ws Do H

_ OFFICIAL-SENSITIVE



OFFICIAL-SENSITIVE

Dates . Capability
WIS company switches from C-IED TF comd to IEF
ANSF equipment delivered into HERRICK 14
| HORN Detector fielded to All Arms Search Teams (AASTS).
Training at risk on RSOI.
Nov 11-Apr 12 \ All Arimrs LightrRollers (C HOKER) fielded for use with Masﬁff.

Nov 10- Apr 11

May- Oct 11

May - Oct 12 Capability development continues.

TTP adaptation from dismounted to mounted emphasis
Nov 12- Apr 13

ANSF C-IED development surge.

EOD&S TF disbanded and elements taken under command JFEngr Gp
May -Oct 13

ANSF capability overtakes UK capability.

Figure 3-6-3. C-IED Chronology

WHAT WAS THE PROBLEM?

6. The Threat. There was a poor strategic intelligence picture of the Afghanistan region. Too little attention had been
paid to the threat whilst Operation TELIC had continued in parallel. We did not know enough about the capabilities
of the Taleban: either their ability to reconstitute following losses, or their supply baseline from other regions.

Their threat had been underestimated. The C-IED threat in Operation HERRICK lacked the complexity encountered
on Operation TELIC, where effective TTPs had been developed to counter the high tech threat. The IED threat in
Afghanistan was significant in terms of volume and effect. It was not until Operation HERRICK & (from May 2007),
that there was the start of a better focus on C-IED and some more resources became available. Hitherto it was not
clear who was gathering intelligence and what happened to it. Whatever was collected was not exploited and there
was no evidence of the establishment of a supporting database.

7. Lack of Capacity. Experiences gained from Northern ireland (NI) had not been adapted, despite C-IED operators still
serving with that experience.® The initial EOD force attribution for the UK was based from historic high threat operator
requirements. No real detailed planning had been conducted to determine the exact requirement for the future IED
threat. At that stage NI was moving towards normalisation, the Balkans had seen a low IED threat and although Irag
had presented a wide-ranging threat, the UK requirement for C-IED input had been minimal. In 2006 there were only
6 IEDD teams available: 4 on TELIC and 2 on HERRICK.?

8. As HERRICK deployments grew in size and capacity, the force started to expand inside its AO and more problems were
encountered. The IEDs there were of a low tech nature but increased in volume and were better concealed. The few
teams deployed started to find that they neither had the skill sets to tackle, nor adequate equipment. This early focus
was inadequate. ’

9. It was also becoming apparent that the type of threat being experienced was not going to go away, because the
Taleban saw that it was working. The {EDs being used were cheap, effective easy to assemble, and delivered a
strategic effect being used as a low level tactical weapon. Moreover they had an effect out of all proportion to
their delivery, cost and complexity. Thus they were likely to remain their weapon of choice. The Taleban in effect
‘institutionalised’ the use of the IED.

T R e T TR

10. As casualties from IEDs increased, the small number of deployed ATOs came under significant pressure and were
unable to cope without additional resources. The first UK KIA from an IED was in October 2006 and IED activity in
Helmand quadrupled from 2007 to 2008. The first ATO was killed in 2008. The requirement to 'Attack the Network'’
and to get on the 'front foot’ against this threat had become urgent.

3 in Northerr Ireland the police took over the exploitation The Army lost elements of the weapons mielligence and the explotanar part of it We had tost that idea (hat high thieat teams worked in conunction
with Royal Enginegr Search Teame, the high threat search and the high threat EOD wortked hand glove The Burley Review re-introduced all those elements
9 Thie was also a reflection of hard learnt T1Ps and impioverments in FF for IEDD (eams as well as better and more appiopriate equipmen See Annex | which summarises the eventual grovah ol the teams by

HERKICK
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KIA Causes 2004-2008

30

25 : /
< /
= 20
35 —&— Small Arms
<)
- 15 ——— |EDs & Mines
0
g / IDF
R / \

5

0 — n | I I

2004 2005 . 2006 2007 2008

Figure 3-6-4 Cause of UK Fatalities in Helmand 2004-2008 (Operation HERRICK 1-8)

> This
vital migration was missed and it took time and cost lives to catch up and provide a counter. This led to the difficult
decision of who was going to do what to meet the EO threat. It added further complications to the efforts to change
the force’s posture.

- Opeiation HIRRICK 10 (May to Ocivber Z00U9) saw the major change n C-IED campaigning terms. The IED threat

had increased again. The impact was harsh in terms of increased casualties. It was fixing company and battlegroup
manoeuvre, both physically and psychologically. At the end of Operation HERRICK 10, 19 Lt Bde had lost 65 KIA, 82%
by IEDs. It took until the end of Operation HERRICK 13 (April 2011) to achieve some sort of balance with the requisite

number of teams." The insurgents remained extremely adaptive: I
L —
Efforts continued to get ahead of the threat and not to get caught out by any subsequent migrations, Further

migrations did occur such as to larger charges as the TF moved from dismounted to mounted in the latter stages, but
these were more successfully monitored.

e ——

B i )

Lack of C-IED Capability. Not only was the threat not well understood by everyone, but the cross DLOD capabilities
to address these shortcomings were not synchronised. There was no up to date C-IED doctrine, organisations were
wrongly configured, training was under developed and equipment was both inadequate and insufficient in quantity.
C-IED Capability Integration Working Groups (CIWGs) were constantly challenged as the threat developed and then
rapidly changed. There was always a need to try and catch up in order to counter with new capabilities. This meant
that solutions being considered had to be dealt with in a different way from a mobility platform type CIWG, which
required a more deliberate approach.

Research and Development had not been sufficiently focussed to address the main issues, especially the lack of detect
capability. New UOR equipment could not be developed quickly enough. It took time to look at options to counter the
emerging threats, once they had been identified. Initially there did not appear to be a gap mitigation strategy." It took
up to a year to field some equipment, which was then often out of date as the threat had changed again. In reality,
the UOR process could not keep pace with the migrating threat. This aggravated the training pipeline as changes were
always being introduced, which had to be loaded onto Reception, Staging and Onward Integration (RSOI) to deal
with.

"In my view there is an absolutely vital requirement to ensure thal - and this is a key principle of EQD and Search and C-ED capability — with the fast pace of technological change and migration of the threat
that you cannat adopi a traditional approach to capabilitv development™. AD DEODS 2012-2014, interviewed 31 Jan 14. See also Annex | lor Summary ol EOD and Search Teams.

“This was a very good example of why we set up VALKERIE, and HERCULES Boards and in the way that we did, because even if you cannot affoid 1o UOR slraight away you have indentified the
gap, have worked out whal the solution is, you have done the design work on it and you put it on the shelf. So thal when that threat does emarge, you are not starting from scratch. You are prepanng stull up
for what might happen. This if something happened; you take it of! the shelf and run with it Thal is best practice and therefore you need to have a research programme worth its salt and you need to have an
exploitation path worth its salt”. Director Equipment Directorate 2011-2013 Interviewed 07 Augus! 13
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ADDRESSING THE PROBLEMS

17. The process of addressing these C-IED shortfalls was very challenging and took valuable time to implement. The
Burley Review (November 2008) and the Land EOD Review (March 2009) resulted and were used as the main hand
rails to address all the shortcomings identified. Extensive staff action and organisational change was needed to follow
up the recommendations which remain extant today."

18. The Burley Review,"? examined all aspects of capability delivery and led to CJO accepting the following
recommendations:

a. A change of approach from defensive to offensive C-IED.

b. The embedding of additional suitably trained teams within the UK Forces to provide a dedicated capability to each
manoeuvre battlegroup with an element to train and develop the Afghan National Security Forces (ANSF) C-IED
capability.

¢. Enhancement of exploitation by increasing weapons intelligence structures

d. Review of existing UK C-IED embedded staff at various HQs to ensure appropriate national influence and benefit
was guaranteed.

e. Requirement to generate a comprehensive individual and collective C-IED education and training regime.

f. Establishment of a Defence C-IED governance structure, with PJHQ acting as the ‘supported’ HQ in the delivery of
operational C-IED effect.

g. The adoption of the lines of operation as outlined in draft NATO doctrine', to provide the required structure and
staff focus and to enable an integrated C-'ED Campaign Plan.

19. The Review accurately identified the number of teams that would be required to mitigate an escalating IED threat
over time, but there was no means of quickly force generating the solution. It was a complex bill and initial torce
attributions had been based on historic response levels. Little investment was made towards EOD and Search force
attributions during the Balkans and Operation TELIC timeframes. Undermanning in the then existing structures had
been allowed to endure. Trying to close the gap with no additional manning was not possible without significantly
lowering the training standard and this course of action was rejected. The approach was expanded to incorporate the
3 doctrinal lines of C-IED operation and to put the Force on an operational footing. TTPs were reviewed and adapted
from both Operation TELIC and experiences from NI, during Operation HERRICK 8.

20. The Land EOD Review made a number of recommendations, the principal of which were:
a. That Land EOD units were to be equipped and trained to handle the threat posed by IEDs.
b. The rationalisation of EOD and Search training and common standards with assurance across the Army.

21. Reorganisations. RLC and RE existing C-IED capabilities did not match the operational requirement and a difficult
reappraisal had to take place to agree to pool, then grow potential capabilities. Operation ENTIRETY directed
significant changes across RLC and RE organisations to remould Units and to create a new C-IED Task Force structure
modelled on US experiences from both Iraq and Afghanistan. It took time to produce and was deployed at high risk
on Operation HERRICK 11. By the end of Operation HERRICK 14, the C-IED Task Force had reached full capability.®

22. Operator Standards. In order to counter the lack of IEDD operators, training standards on EOD training could have
been lowered in order to produce more operators more quickly. However this was rejected as too high risk, could
have led to more people being killed and may have delayed any recovery effort. From Operation HERRICKs 10 to 13
there was a requirement to ‘hold firm" as the concept of C-IED started to take hold. Operators became more adept at
dealing with IEDs; however the | < =Gl dcvices continued to be a problem. To counter this, training was
further adapted and the Taliban’s IED efforts began to fall below the force attributions that were emerging from the
revised courses. Eventually in early 2012 a period of stability’” was reached.

23. Capability Exploitation. In 2006 there was an inadequate exploitation capability, with only a single experienced WIS
Warrant Officer (WISWO) post within the Task Force Helmand Headquarters. However s = had continued
to work with US Forces and did continue to use their exploitation facilities very successfully. Shortcomings were

highlighted and many of the elements that had been previously familiar in NI were recommended for re-introduction:
the NI lessons revisited

T

12 See Annex B for the full Op ENTIRETY summary of unit enhancements made

13 The Burley Review: PIHQ C-IED Study Team Reparl: LWC/OSG/Comd 101/08 dated 14 November 2008 See Annex A lor full detail and a summary ol recommendations

14 AJP 3-15, Draft 4 — proposes as 8 uselul conceptual tool to consider all C-1ED actwvity as falling within 3 ines of operation (attack the device, attack the system and training and education) within which there
are six key operational achwities (Predict, Prevent, Detect, Neutralise, Mitigate and Exploit) that form the basis for an integrated and holistic approach 1o defeating the adversaries IED campaign

15 TTP review then became 3 dyramic process

16 See Annex C for a sample C-IED Task Force from Operation HERRICK 15 and Annex | fot rising team composition across all HERRICKS

17 For example: “During Operation HERRICK 10, the average number of (EDs dealt with by 3 high threat £OD operator was 80 in 6 months By Operation HERRICK 14 this figure had reduced to 12" Interview AD
DEODS 2009-2011 Interviewed 30 September 2013
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Managing the C-IED capability. There was no clear focus for UK Defence and C-IED policy in the early part of the
campaign. Initially it was a mix of Theatre, PJHQ and capability feeds that reported up to the 3* DCDS Ops. In order
to gain greater coherence, a Steering Group process was established chaired by the then MGO. This steering group
was informed by a number of working groups to offer strategic direction and oversight. This gathered momentum as
the campaign progressed and the threat evolved.

OUTCOMES

25.

26.

27.

28.

Capability Awareness. There was a deeper focus on the development of UORs. In particular there was closer liaison
with Science and Technology, with priority on detection of low metal content IEDs. This was not well coordinated in
the early stages, but became well organised with the emergence of the Transition Boards, <mmmm , VALKERIE and
HERCULES (PVH), established with Dstl and widely with many other stakeholders.'

Team Mobility and Remote Control Vehicle (RCV) development. Not only had there been a concern about the
lack of suitable remote means to tackle IEDs, but there had been a capability shortfall for protected mobility for
the IEDD teams. This was further complicated by the desire to achieve compatibility between the two. There was a
requirement to provide a suitable vehicle into which a suitable RCV could fit, which now had to be addressed.

An Institutionalisation way ahead. The wider need was to ensure that C-IED training packages were taught at the
lowest level possible. Training packages, such as Ground Sign Awareness (GSA)'®, hand held detector packages and
training for Military Working Dogs (MWD) dogs were put in place to ensure that detection chances were improved
However for the future, as soon as Phase 1 training commences, individuals need to be made aware of C-IED and
dependent on cap badge, migrate up through the levels of understanding as appropriate. Using this approach the

IED can be viewed as less of a challenge, and instead seen more as just another obstacle to mobility. A formalised
institutionalisation process has now been established with a strong staff team on an implementation phase until 2017,

Human Factors Mentoring and Stress. The IEDD and High Risk Search team critical assets need protecting in every
way. The fact that they cannot be trained quickly and remain a very finite battle winning resource means that during
and post operations they need to be closely managed. Work continues to gain some sort of recognition for stress
suffered to ensure that readiness is maintained for the wide variety of roles undertaken.

LOOKING AHEAD

29,

30.

31.

32.

33.

A Further Capability Review. In 2012 as the situation stabilised, there was time to address the wider, enduring
issues. C-IED capability was of concern to everyone: training and preparation had to be more thorough. This led to the
process of deliberate institutionalisation and the setting up of new organisations to ensure that forces would be better
trained and aware of any future emerging threats.

In 2013 DEODS initiated a capability investigation with Dstl, which ran concurrently with the main Land
Environment Capability Audit.”' It looked into the ability to counter the EO threat and where any weaknesses lay
and found that, whilst the specialist area had been addressed the generalist area had not. A more basic capability was
required.

Once complete, this work will link into how current doctrine across Force Protection and C-IED is revised.
It will need to cover the following areas: C-IED, Materiel and Personnel Exploitation (MPE), EOD, Weapons Technical
Intelligence (WTI) and military engineering.?” Significant doctrinal gaps require cross-DLOD action, especially in
training. These gaps are being addressed with the creation of a Joint Doctrine Note ‘Countering the Explosive
Ordnance Threat’ 22

Importance of Wider Cooperation. With changing threats and technological advances, secure C-IED sharing
remains a vital strand of keeping ahead. Working closely with the US was key and more collaboration with others
will be needed. Continued liaison with Partners across Government (PAGs) remains essential. Recent work on the
Integrated Approach by the Stabilisation Unit has highlighted the vision of the Security Action Group (SAG) in
producing the basis for develpping integration across government.

Defence Engagement and Overseas Capacity Building. There is a strong demand for overseas engagements with
UK C-IED capability as a market leader. Not only is this to be encouraged, but it can help to keep abreast of emerging
threats as well as helping train less capable C-tED forces to look after themselves

8
19
20

2

22
23

See Science and Technology Chapter 1-3 Enclosure 1

GSA was recognised as a key skill on HERRICK 9, DLIMS Lesson 2964, and pilot lessons were run from HERRICK 10 (during 2010)

DEQDS. This is the Defence EQD and Search Tri Service organisation commanded by an AD and sits inside the Army CS Capability area. DEQDS was established in 2011 lrom a combination of the Land Forces
EOD Branch and the Joint EQD and Search Branch. Source: 2011DINOT-170 released August 2011 Joint Capability EOD and Search Stafi (JCES) were absotbed in 2012

The Land Environment Capability Audil. This was the big examination acrass the Army HQ to establish where the capability gaps lie DEODS TNA as part of this investigation: Rel R DHCSTC_1376990_p_
T3_031/005 version 2/301h July 2013

Key doctrine reference ADP Operations, Chapter 7, Para 0724

JON C-ED Threat. Sponsor by DCDC and authored by DEODS July 2014
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ENDURING LESSONS

AN OPERATIONAL MINDSET.

34. The Defensive Approach. Task Force Helmand (TFH) was defensive in mindset initially and the Army had decided
that protected mobility and TTPs were the solution. This had worked on Operation TELIC against a high tech threat,
but was now found to be inadequate against the new type of threat. In order to regain the tactical advantage, there
was a requirement to ‘Attack the Network'. The ability to get out and patrol, to dominate the ground, in order to
build up the intelligence picture, the ‘Understand’, was proving challenging. Only in this way would some form of
exploitation be enabled. Indeed until this happened, there was no chance to attack any insurgent networks further
up their organisational chain. This requirement had been well understood in NI, but capabilities had been allowed to
lapse. Additionally we had not learnt sufficiently early enough from the US in Iraq with their Task Force (TF) TROY. %
The US had understood the concept to tackle the IED threat in 2005 and changed their mindset, we did not adapt
readily or quickly enough.

35. Changing Approach,. After structural change, Exploitation? was eventually developed with the introduction of the
TORCHLIGHT? capability in Theatre. It needed to be a fully connected capability to enable any data collected to be
acted on. Wider applications such as cross governmental use of data to generate sanctions, international pressure and
financial disruption is beyond the scope of this report, but will continue to be explored within the 3 star proponent for
C-IED strategy. AtN is an enduring strategy and should be established as an enduring capability.

Observation: Defence will need to recognise that if it wants to get ‘left of the bang’ and remain offensive for any

future operations, then it needs to call upon other levers beyond purely military ones. it needs to institutionalise the
C-IED mindset.

36. One of the enduring lessons is that in order to attack networks, there needs to be a dedicated grouping, such as the
US has with JIEDDO? that is capable of reaching into these other cross governmental organisations and getting them
to act on their behalf. The UK chose not to take this route for Operation HERRICK.

Lesson: We adopted a defensive mindset to the IED threat initially in Afghanistan. There is a requirement for C-lED
to have an offensive posture to succeed. This requires an effective capability across the doctrinal Lines of Operation:
Attack the Network (AtN), Defeat the Device (DtD) and Prepare the Force (PtF).

GETTING AHEAD OF THE THREAT - UNDERSTANDING THE THREAT, INTELLIGENCE
AND INFORMATION

“If you are going into a country completely lacking in any intelligence, you are going to struggle. It is
going to take you a while to have that understand paragraph covered off ”

Commander 8 Engineer Brigade 2006-2007, Commander Operational Support Group
(OSG) 2008-2009.%*

37. When the threat was examined, it required careful analysis to gain agreement from both Theatre and the home base
about what it was exactly. Then in order to try and get ahead, it was necessary to assess at any one point where the
threat had migrated to, and how it appeared to be developing. Judging that proved very challenging. The next step
was how to mitigate what developments had been assessed to have taken place and what the likely Taliban reaction
to that would be, if any. This was high risk analysis, because certain responses did not always tend to initiate insurgent
counter measures. The technical challenge was to try and have a solution for each insurgent change.

24 TF TROY was the US C-IED TF based in Iraq which had some embedded UK staff. It leant heavily on earlier UK specialist support

25 Exploitation is delined as “The systematic collection, information processing and dissemination of intelligence obtained by Tactical Questioning (TQ), interrogation and data from recovered materiel® — JOP
2-00

26 TORCHLIGHT was the exploitation capability set up in Bastion to assist the +  (ENINISNJIIP and was later commanded by the Intelligence Explotation Force (IEF) VARSITY was a similar capabilily set up in
Kandahar See Para 72

27 The Joint IED Defence Office (JIEDDO) A large US organisation well funded and set up specifically lo deal with C-IED 1t lormed the C-IED Task Forces TROY and PALADIN ang was responsible for speatheading
the Research and Development effort JIEDDO 15 shrinking from 2500 approx to 500 staff in 2014

28 Interviewed 22 Oclober 2013
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38, Getting Ahead. Measures were gradually put into place to start to get ahead of the threat. Time was critical and
short. Had there been more time then a more measured view could have been taken on developing capabilities that
the Taleban could not counter easily. Technically the challenge in Afghanistan was being able to find the IEDs in the
ground. The other challenge was to try not to give soldiers too many pieces of kit to carry. Weight on the man was
a constant battle and is dealt with in the Combat Chapter 2-1. Electronic Counter Measures (ECM) for example,
despite its excellent performance, was often viewed as an extra burden and not a life saver. However ECM delivered
significant input to the Prevent, Mitigate and Neutralise aspects of defeating the device. These capabilities continued
to successfully contribute to defeating the IED system for both specialists and generalists through exploitation and the
targeting process, but will not be further discussed at this classification.

Lesson: C-IED capability development should be part of the soldier System.

e e

40. Offensive Intelligence Gathering. There needs to be a change ot mindset, not just tor expiortation but in oraer
to better master the Explosive Ordnance (EO) threat. In a future conflict there may be situations where there is a
requirement to fight for intelligence in a more structured manner. Positive results from this oftensive approach could

well help secure the operational initiative.

29
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Lesson: There is a requirement for the Explosive Ordnance (EO) threat to be fully understood from the onset of a
campaign to enable detailed tracking of enemy capability development.

Lesson: Requirement for Weapons Technical Intelligence (WTI) and Materiel and Personnel Exploitation (MPE)
capabilities to be planned and factored into deployment missions from the start, or before where possible.

COUNTERING THE EXPLOSIVE ORDNANCE (EO) THREAT

41. Defining the Requirement. The EO threat was initially exclusively IEDs. The sole capability available deemed ‘trained,
competent and equipped’ to deal with that threat, were specialist high threat I[EDD teams. The lack of IEDD teams
just aggravated this difficult situation. This led to the difficult decision of who was going to do what to meet the EO
threat. That said, the more complex the threat was, the greater the increase in specialist training required and the
greater the training burden.

Lesson: The start point in any future campaign will be to determine whether an IED threatds simple, complex or a
mix of both. Then there will be the requirement to examine what sort of force elements are available to respond and
in what quantity. If there is no ready response for whatever reason, there must be a responsive plan to close the gap.

42. The Challenge. The EO threat should be considered as a hazard, an obstacle but also a source of intelligence. EOD
contributes to the following functions, which cannot be considered in isolation®:

Figure 3-6-6 Enduring Doctrinal EO Tactical Functions

43. Addressing the Problem. DEODS" initiated a capability investigation in 2013, which ran concurrently with the main
Land Environment Capability Audit.* This capability investigation was a detailed look into the ability to counter the EO
threat. It identified that, whilst there had been success in addressing the specialist EOD capability area, there remained
a large gap below that, in terms of what Combat Engineers and Assault Pioneers were trained and capable of doing.
A major capability gap was identified both in training and 1o a lesser degree in equipment. This was addressed by
recognising that below the specialist EOD capability there was a requirement for a basic EOD capability; basic EOD
training incorporated into Combat Engineer and Assault Pioneer courses

44. n order to ensure that there will be no exposure to such a capability gap In the future, countering the EO threat work
identified a ‘pyramid’ representation of training needs and target audiences. The activity must no longer be seen as
just a specialist activity. Once ratified it will identify which groups require targeting, which in turn will lead on to the
capability requirements.

30 ADP Operations, Chapler 7, Para 0724

31 DEODS. This is the Defence EOD and Search tn service orgamisation commanded by an AD and siis inside the Army €5 Capability area DEQDS was established in 2011 from a combinalion of the Land Forces
EOD Branch and the Joint EOD and Search Branch Source: 201 1DINO1-170 released August 2011 Joint Capability EOD and Search Stafl (JCES) were absorbed in 2012

32 The land Environment Capability Audit This was the big examination across the Army HQ to establish where the capability gaps lie DEODS TNA as part of this investigation: Ref R-DHCSTC_1 376990_P_

T3_031/005 version 2/30th July 2013
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Figure 3-6-7 C-EO Capabilities within the Force.**

45. A key recommendation from the C-EQ capability investigation was that the governance of all land environment EOD
activity (Basic, Intermediate, and Advanced) should come under the authority of Assistant Director DEODS in CD C§,
This would include: Doctrine, Capability Development, Training Definition and Assurance responsibility. The levels
shown in the pyramid in Figure 3-6-7 above are defined as:

a. Basic EOD. All activity currently conducted by Combat Engineers and Assault Pioneers that falls under the
definition of EOD. It is the ability to conduct a specifically-trained Render Safe Procedure (RSP) against a known
and posttively identified EQ threat.

b. Intermediate EOD_ This is the equivalent to the current Defence EOD level of capability. It is the ability to conduct
EOD from first principles with the capability to NEUTRALISE in a low-threat environment and DESTROY in a high
threat environment.

¢. Advanced EOD. This is the equivalent of the current Advanced EOD capability. it is the ability to conduct EOD from
first principles with the ability to NEUTRALISE and DESTROY in a high-threat environment

46. The capability audit investigation results referred to earlier have broadened the approach. It recognised the totality
of the response to C-IED, such as the use of Military Annual Training Tests (MATT) 9%4 and wider It comes from
EO awareness, back 1o understanding the threat, and permeates up through the various layers of Defensive C-IED
capability shown above in Figure 3-6-7.

47. The lack of trained Assault Pioneers in All Arms Search Teams (AAST) has been identified separately by Capability
Directorate Combat as a weak point. The Capability investigation has identified this and sees the utility of the Assault
Pioneers as an essential part of the solution.

Lesson: Our force elements were il prepared to deal with the IED threat in Afghanistan. C-IED was not just a
specialist business. Looking forward to the Future Character of Conflict (FCOC) era there is a requirement to counter
the Explosive Ordnance (EQ) threat by ensuring that both specialist and generalist force elements are utilised.

SCIENCE AND TECHNOLOGY (S AND T) CAPABILITY AWARENESS™

48. Moving Closer Together. There are a number of unigue or specialist areas in Defence such as the Capability
sponsors, Defence Science and Technology and Defence industry. Early in the campaign there was a lack of corporate
awareness between this triumvirate of capabilities and the detect capability shortcomings were not identified
sufficiently early in the Campaign. This corporate awareness needs closer structured cooperation so that there are
more regular and agreed programmes for updating, including secure briefings. Wider briefings have taken place but it
is particularly important with C-IED, especially as the threat is likely to keep changing, to meet regularly.* More needs
to be done and this should be subject to a scparate survey.

33 Some Definitions: RESA: Royal Engineer Search Adviser REST: Royal Engineer Search Team  MWD: Military Working Dogs. USA: Unit Search Adviser (ST Unit Search Team

34 MATTY - Military Annwal Training Tests 9 for C-IED desciibed in 2014 DINO7-083 dated May 2014

35 See Equipment Chapler 6-2 and Science and Technology Chapter 8-1

36 Good Practice example A C-1ED capability development briefing day was held by DE&S for Industry at Shrivenham on 26 March 2014 Part of the day was devoted to biieling the outhine requirements for the
new RCY, STARTER, reguirements and the tight 2020 timelines AD DEODS 2012-2014 interviewed 27 March 2014
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49. Continuity. The wm®» VALKERIE and HERCULES (PVH) Transition Boards were established with Dstl and other
stakeholders.?” They were all very successful and corralled the effort in UOR grouped areas.

Observation: The Transition boards (PVH) was an area of good practice and needs to be captured for possible
future use as an example of a joint mechanism of successful cooperation.

Lesson: There is a requirement to ensure that Industry is kept regularly briefed on C-IED developments and
operational requirements. Articulation of the changing threat requires regular engagement.

ABILITY TO MANOEUVRE - EOD AND SEARCH (EOD&
50.

51. The lack of ability of teams to manoeuvre around the battle space in their own protected mobility platforms (PM) had
existed since 2006. Teams in Afghanistan had to rely on supported formations. The issue had never been resolved
satisfactorily before, was apparent in the homeland security context, the Balkans, Irag then finally in Afghanistan.
Mastiff was eventually selected both to be compatible with other TFH force elements and to offer the same degree
of protection. However the delivery time for EOD and ECM Mastiff 3s was lengthy and they were not available until
March 2010 (the end of Operation HERRICK 11).

Observation: One of the fundamental principles of EOD, borne out from experience, was to use ‘remote means
where possible’. The lack of effective protected mobility vehicles pushed IEDD teams to a far more ‘hands-on
approach’ and increased their risks. Far less capability could be transported and teams worked on ‘light scales’ only.
It meant that teams were often physically degraded by the time they reached their task location. Overall this led

to the worst loss of IEDD operators and Royal Engineer Search Team members since the early 1970’ in Northern
Ireland.?

52. A Capability Approach. Enduring mobility deficiencies for contingency remain, but are being addressed. Ideally
a whole capability solution is the answer: a suitably protected vehicle with a capable RCV that can fit into it. The
challenge remains that a capability is required both for homeland security support and contingency. Short term
solutions are being sought like the 6x6 PINZGAUR for contingency, but there is a need to look at whatever the Multi
Role Vehicle Programme (MRVP) delivers to the force for a longer term contingency.*’

53. There are linkages between mobility capability and RCVs. Whilst the desire is to seek a common fleet of RCVs
wherever possible between the homeland Military Aid to the Civil Power (MACP) environment and overseas
contingency environments, the mobility requirement in the UK in support of the Police and partly funded by the
Home Office, drives a slightly different mohility solution. In the UK the national road infrastructure is used to get to
a task, so there is some sense to have a bespoke specialist ‘white vehicle’ solution for MACP operations that will not
necessarily be utilised on operations abroad.

Lesson: There is a requirement to ensure that teams for both Homeland (MACP) and Expeditionary Intervention
(Contingency) are equipped with suitable non signature vehicles to enable the deployment of remote capability. This
was the biggest capability gap in EOD and Search in Afghanistan and indirectly led to the high attrition rate.

REMOTE CONTROLLED VEHICLES (RCV) DEVELOPMENT.

54. The High Risk. There was constant concern about operators usingsmanual technigues in Afghanistan. Quite often in
some areas there was not a requirement to put someone at such risk. Experience has shown that some devices could
have been dealt with without going near them. Had a more reliable remote means been available, then the personal
risk to these critical operators may have been reduced

Lesson: There is a requirement to develop more remote means of dealing with {EDs. This was a key learning point
from experiences in Northern freland. The US understood this and used remote means whenever possible.

55. A Capability Compromise. Some form of more modern Remote Controlled Vehicles (RCVs) i.e, robots were
needed, but could not be considered in isolation from overall team mobility. If an RCV could not be moved to a task
area easily, there was usually a problem and the risk to the operators increased. A less capable, lighter RCV UOR,
DRAGONRUNNER", was fielded to try and mitigate the weight that had to be moved around, which was a huge

37 See Equipment Chapter 6-2

38

39 seennner 1107 ¢€03Mt of L-IED (3sk torce casualties Note DL and Search Team KiA

40 Tor our MACP capability our vehicle fleet (WEDGEWOOD) has an out of service date of 2017. Project GASKET seeks Lo solve aur UK mobility issues and this has 1eceived furthes funding Lo proceed beyond
Concepts and Assessment ((&A) under ABC 14

41 Requiement for the development of @ more robust hightweight RCV Ihat was man poitable was first raised in a H12 DLIMS lesson 413330
3-6_11
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improvement. When Mastiff 3 became available it enabled the use once more of the older, but more capable Mark 8
WHEELBARROW.

Observation: Historically home and contingency RCV capabilities have been treated as two separate, stovepipe
capability areas. Commonality must be the way ahead, whenever that can be achieved and that must be subject to
continued investigation.

56. The STARTER project is the most recent RCV under development for contingency operations. However this does

57.

not get away from the combined home and contingency requirements, where the longer term future research and
developments for synergies need to be focussed. In the long term, a single RCV solution will have training DLOD
benefits and will red‘uce.ge‘pldqy,rne_gt,;imes‘ =

This is complicated by the reality that RCV capability continue to change and develop technologically more quickly
than before and there is a need to keep pace. RCVs are getting smaller and more capable. (DRAGONRUNNER was
smaller but less capable). More agile procurement processes are addressed in the Equipment Chapter 5-2. There are
many possibilities such as buying COTS* and modifying it, which is the direction STARTER is heading in now.

Lesson: Requirement to ensure that the capability gap is identified and the requirement fixed to develop a Remote
Controlled Vehicle (RCV) capability for both MACP and contingency operations, seeking convergence where
possible*3,

CAPABILITY INTEGRATION WORKING GROUPS (CIWGS)~

58

59

60.

61.

- Dynamic Requirements. C-IED CIWGs were constantly challenged as the threat developed and then rapidly
changed; there was a constant need to catch up in order to counter with new capabilities. This meant that solutions
being considered had to be dealt with in a different way from a mobility platform type CIWG. A platform CIWG
would have been more deliberate; C-IED required a more dynamic approach. Equipment capability pressures had to
be resisted and going for an intelligent 80% solution was often not the CIWG readiness answer with C-IED UORs.
Often a critical area was down to training, because if a capability was delivered without any training in place, it stood
a chance of failing when fielded.* Time remained the ranstant enemy and sametimes LIDRs were overtaken hy the
migration of the threat and had to be discarded.

Observation: C-IED CIWGs were very challenging. The IED threat changed rapidly and capabilities often straddled
various DLOD boundaries. There was a constant drive to catch up.

- The Fielding Risk Balance. There was a balance to be struck: did you deliver a capability in the heat of the moment
for the roulement just about to deploy, or did you wait and give it to the following roule about to start their Mission
Support Training (MST). Trying to achieve the latter with a sufficiently mature capability meant that it stood a better
chance of being successfully integrated in Theatre. There was always a risk judgement, which reinforced the need
for CIWGs to be run at AD level. The use of contractor support became essential, but there were disruptions to MST
which sometimes led to an elongation on RSOI in Theatre %

Furthermore, the C-IED area capabilities often straddled several boundaries Some could be managed within
Army HQs or across Front Line Commands (FLC), whilst others were with Joint Force Command (JFC) and cross
governmental, like exploitation in AtN. Therefore the need for coherence and capability integration was paramount.

Concept Demonstrators were often utilized within the UOR process where equipments were tested and developed

in theatre.*” This enabled the acquisition process to be fast tracked. However, there were examﬁles of failures caused

by frenetic development

42
43

44

45

46

47

48
49

COTS. Commercially Available and Off The Shelf

The Future Where possible for the future, thete should be a continued drive to utilise the same equipment far bath homeland EQOD and contingency However this has been complicated by the introduction
into service in 2012 of the large, long overdue CUTLASS RCV. Whilsl it is an acceptable solution for homeland security @sks, it has fittle to no utility in most contingency enviionments, not least because it can
nol it inlo any existing vehicle.

The CWIG process is covered in Equipment Chapter 6-2 Page 72-7

Percentage breakdowns lor capabilities were often referred to as: 30% on the equipment, 60% on TTPs and 10% luck A common criticism within CIWGS was that too much time was spent on the equipment
itself and not other DLODs part of the 'capabihty’

HORN detector taining was a particular example where initially no UK based training solution could be found, 56 the Brigade Commander from Operation HERRICK 14 onwards held the risk in theatre for the
training a1 RSOI

Both QUARREL, a fan based ancillary designed to remove surface debris to delineate IED pressure plates for DRAGONRUNNER, and MORTBEAM, a hand held shorl wire diagnostic tool for EGD operalors,
were life savers

UORAD1434G Project CULPRIT ~ Learning from Experience. Reference DES SSP/SPSCMY365/03 dated 31 October 2013
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Lesson: There is a requirement to ensure that C-IED CIWGs are formed and run in such a way that they minimise the
risk from the integration of the capability. Terms of Reference (TORs) need to be regularly reviewed. Any risk in short
cutting the process must be transparently and actively managed.

SIMULATION

62. Ground used for training has got to reflect, as far as is possible, the operational environment. This was often difficult
to achieve. Trying to detect IEDs in snow on SPTA for Operation HERRICK 12 was a particular low point. It was always
difficult to replicate the threat in training and a way forward is to maximise the use of simulators. This is wider
than just detect for C-IED, although the simulation packages and use of C-1ED lanes on RSOl were of use. A more
comprehensive approach is required. Project BATHIC is one such initiative and it is likely that further funding will
be made available from 2020 for ten years to develop simulation®. There is also a drive to ensure that when future
training solutions are investigated simulation must be considered.

Lesson: There is a requirement to explore available training simulation methods in support of All Arms C-IED
training, particularly for hand held detectors, with a view to delivering systems that will offer the user more valuable

training.

EXPLOITATION AND THE CRITICALITY OF ISR TO ENABLE ‘ATTACK THE NETWORK'’
AND OFFENSIVE C-IED

63. Intelligence Exploitation Force (IEF). The IEF had a single command chain within the C-IED TF and was based in a single
location, Bastion. Biometrics, including DNA, were being collected and cross matched and intelligence was being
gathered. There was close liaison with US intelligence exploitation forces. The IEF was not just there to contribute to
C-IED, but to any threats as they were identified.”’

64. The entire ISTAR capability was able to provide information to contribute to the understanding of any network
that required attacking. ISTAR was a ‘whole force’ capability and could work with any part of any organisation.
Exploitation was only one of the tasks usually undertaken, so collection plans for ‘areas of specific interest’ were key
drivers for the most efficient use of the capabilities.

50  Project BATHIC CONEMP: 20140821-BATHIC _CONEMP-AD_Level_Draft-05 DOC
51 The three levels of exploitation: 1 ~ Tactical {Unit), 2 ~ Operalionat (IEF) and 3 ~ Strategic {UK) are covered in detail in Chapter 5: CAISTAR
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Vignette - Exploit Tactical Opportunities - A Platoon Commander’s View

Observation: There is a continued requirement for coherent, multi-sensor ISTAR packages which include EW/SIGINT,
IMINT, HUMINT and MPE capabilities to defeat future threats, not just from IEDs.

. S

Observation: It is important to understand that a comprehensive exploitation capability abroad can reach outside
the theatre of any operation and be used domestically to exclude persons of interest from entering or returning to
the LUK This has increasing importance.

66. Wider Exploitation Coordination Benefits. In some areas there remains an ad hoc approach to exploitation which
is heavily caveated and constrained by the security and releasability of information and data. The databases are not
tactically interchangeable with security and freedom of information protocols heavily constraining management of
biometric data. The biometrics database work is still incoherent, partly due to the lack of clear ownership in Defence
Doctrine and policy as well as an operational perspective are required

67. The model used for Operation HERRICK is unlikely to exist in the same format in the future. It can be managed in
different ways. In contingency there is likely to be a greater reliance on electronic and physical links between forward
and rear However Information Management/ Information Exploitation (IM/IX) remains fundamental

Observation: All the hard work and the risks taken by operators will be for nothing if exploitation is not
underpinned by a common, coherent exploitation system which must be interoperable with our key allies. This was
never achieved in Afghanistan.

68. Accreditation of exploitation is both an issue and a financial hurdle, which is cross Governmental to the Home Office,
Foreign Office and wider. There is a greater need post Operation HERRICK to keep working with the US and NATO

Observation: The message must continue to be that if tactical exploitation is correct in a theatre, then this could
link all the way back to the UK, as some of it did in Afghanistan and Iraq.

Observation: There are exploitation problems with national caveats, security caveals, different equipment, software,
versions, and the whole IM/IX piece. Within the C-IED Attack the Network arena, truly effective exploitation can
never be achieved if the IM/IX construct is not addressed and resolved.

Lesson: The 1* and 2* Working Group and Steering Group structure used to support the continuing need for
the Defence Exploitation Capability and an Expeditionary Exploitation Capability should be retained.

69. Contingency Targets. In any future conflict, there will be a need to start biometrically enrolling people as soon as
possible. Exploitation is part of the essential initial requirement to be offensive in C-IED, rather than automatically
going out onto the defensive.

52 70% of the world's biometrics have already been caplured due to the prevalence of hiometric data on national 1D cards and voter tegisiralion

-6 14

OFFICIAL-SENSITIVE



OFFICIAL-SENSITIVE

75. Defence Authority. Currently the focus for Defence C-1IED governance for assurance, capability development and
operational risk sits in the nascent C-IED Institutional Programme. This is a two star led forum under Director General
Capability (DG Cap) with a three star mandate from Deputy Commander Defence Staff (Military Strategic Operations)
(DCDS (MSO)). With initiation of the programme in February 2014 the C-IED Institutionalisation Programme has a
pan-TLB remit to execute a Defence wide change agenda to re-set levels of ambition and capability for C-IED. This
is to be achieved in accordance with Force Protection Policy and the overall intent is to embed C-IED good practice
across the Commands, influencing doctrine development and training DLODs as a matter of priority. There is also
a requirement to develop an appropriate and coherent long term C-IED suite of capabilities and to manage these
capabilities by adopting a portfolio approach. This action would establish an effective pan-TLB governance framework
for enduring C-IED capability. A Defence Authority for C-IED has been proposed for establishment in 2015, whereby
authority for C-lED would rest with DCDS MSO and he would report to Permanent Under Secretary of State (PUS).

76. Within the Land Environment at the one star level, the combined attention of CD Information, CD Combat, CDCS,
DEODS and Military Engineering is necessary for the successful development of C-IED capability. In the early stages
of establishing firm leadership and strong coherence at the working level for C-tED, the Defence Authority is the only
body capable of driving success in this area.

Lesson: There is a need to create a Defence Authority in order to maintain C-IED governance to reflect the post
Defence Reform and Transformation landscape. This will ensure greater enduring coherence across defence as well
as offering capability assurance, particularly for our international partners and PAGs.

THE INSTITUTIONALISATION OF C-IED

77. Background. Institutionalisation remains a cross DLOD issue and governance will continue to be complicated. The
MOD lead for Institutionalisation is the Ops Directorate in the MOD, but DG Capability is responsible as the director of
the C-IED Institutionalisation Programme for ‘PtF* and ‘DtD’. JFC owns AtN and delivers this function in close harmony
with DG Capability to ensure the appropriate synergies.*?

78. Training Lapses. Despite efforts made to include C-IED training at every level, experience up to Operation HERRICK
145 showed that training, or the failure to adhere to the All Arms TTPs taught, continued to play a significant part
in injuries and loss of life Frrors were still accurring and there was a need for greater threat assessment training.

—_— . = e =

reinforced the requivrement that all force elements needed to be capable of operating in an IED threat environment.
Unit C-IED skills were still recorded as poor from the Operation HERRICK 15 POR.*> Efforts were made to address
this, principally aimed at the battlegroup level key staff and commanders early in the tour with the EOD&S Task Force

leading

Figure 3-6-8 Search team on Operation HERRICK 9

53 SeeAnnex K for CIED Governance Stricture and how the Institutionalisation process interfaces wilh it

54 H14 #15535 'There is a requirement to improve Thieat Assessment Trg for Ali Arms commanders, in particular (o include elements of the RESA / EOD Op Threat Assessment and Red Teaming and to be
prepared 1o get Situation Awareness (SA) updates (TiGR, B-ISTAR) from base location when patrol routes change.' Lesson still remains open two and a half years later

55  DLIMS lesson #16756 ‘There is a requirement 1o institulionalise C-1ED planning at all levels across the Army * Lesson remains open two years later
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Observation: It is likely that in the future UK will routinely expect to work in some form of coalition or alliance
construct, mast likely as part of the NATO alliance or with the US in a bespoke coalition. Therefore it would be
prudent to look at investing in a NATO/5 EYES or a bilateral 2-EYES IM/IX model.

Observation: Given the pan-Defence, pan-Governmental and international nature of MPE, it is essential that this
capability is retained and that future force design facilitates the essential electronic and physical reach-back and pull
forward, between Forward and Rear MPE elements.

Observation: An ad hoc approach to exploitation, without a lead sponsor, leads to incoherency. Future systems
must be interoperable with our key allies and *skill fade’ needs to be addressed between operations.

Lesson: There is a requirement to have a developed, sophisticated and effective ISTAR force package with an end
to end exploitation capability consisting of Materiel and Personnel Exploitation and (MPE) and Weapons Technical
Intelligence (WTI) capabilities.

MILITARY WORKING DOG DEVELOPMENT.

70. The formation of a Military Working Dogs Regiment (1MWD Regt) during Operation Entirety was a success and
enabled the Field Army to sustain the force generation and preparation of successive MWD Squadrons throughout
Operation HERRICK. In NI arms and explosive search (AES) dogs existed as well as a generalist sniffer dog. That
capability had not been developed in any way to keep a track of the requirements during Herrick.

71. The introduction of new capabilities such as IED Detect Dogs (IE3D) (BEEK) and High Assurance Search Detect
(HAS(D)) (STAMP) enabled the Regiment to field MWD capabilities that addressed the Operation HERRICK needs. The
requirement was set for dogs to help with both the specialist and generalist but the problem was that the capacity to
expand quickly did not exist. These capabilities were developed as UORs, in tandem with the training of new handlers
who were drawn from across the three Services. They were both first fielded during Operation HERRICK 11, but
needed considerable development to become fully effective..

72. BEEK were mainly procured from the US and were used as a dismounted manoceuvre asset working to provide a
standoff detect capability for patrols and to provide an additional level of assurance. They were not trained to detect
arms or ammunition. STAMP were only operated with an Advanced Search Teams (AST' ‘S I———

e R S e N T R Sy T N T O I LS o v
“ There was sufficient capability
during Operation HERRICK 14 and every advanced EOD team was able to deploy with STAMP dogs and there were

sutficient BEEK dogs. Capability peaked at Operation HERRICK 17 with a total of 114 dogs deployed.

Lesson: There is a requirement to further develop the canine detect capability with an enhanced cross Capability
Directorate focus.

FUTURE OF THE C-IED CAPABILITY

73. Complexity. C-IED is a complex cross DLOD, cross Capability and cross Governmental capability. It was important
to look at the development of the Operation HERRICK C-IED Task Force in the context of our previous experiences of
both Irag and NI. The problem with C-IED remains that it is not a capability that can be stood up quickly: it takes time
to grow.

Observation: Forces are likely to encounter similar C-IED capability development issues in a future enduring COIN
operation as Defence meets the new EO threat.

74. Current Governance. The 2* C-IED Institutionalisation Programme Board, now joint chaired by DG Cap supported
by 2* Capability Director JFC and DLE from DE&S and works well. This body is supported by 1* C-IED WG chaired by
D Cap CS and must continue to play an active part in steering and managing Defence’s C-IED capability across all the
lines of operations. See the Defence Governance Structure at Annex K. The responsibility for C-IED policy should also
be aligned with recently disaggregated capability management responsibilities, whether in Army HQ or JFC. This is
particularly pertinent for the AtN aspect.

Observation: If C-IED does not continue to be treated as a capability, there will be no focus for the forward
thinking required to keep ahead of the threat.
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Observation: Institutionalisation will cut across every single educational and training establishment: it covers
individual, collective training and wider education. Senior commanders will need to remain engaged to ensure
success here.

Observation: Cross force understanding of C-IED was initially poor. C-IED training at every level has been
introduced and should be maintained.

79. Training Progression. Following the TNA work from 2013, and now with a revised MATT 9*%, the assumption should

80.

81

be that soldiers will be completing the annual essential training to a better common standard. A mini cycle of MSTs
continues for such defence engagements as Mali and Pakistan. There is a requirement to acknowledge that readiness
training will need to be shaped as part of an institutionalised approach. If the threat assessment agility can also be
mastered, when the threat gets higher or changes, then more tailored and advanced training can be inserted into any
MST at an appropriate time. The requirement always existed to be accurately briefed ahead of the threat, not to learn
about it on arrival in a theatre of operations.

Future Planning. Current planning includes a requirement to force generate a sliding scale of EOD and Search
capability to respond to such an eventuality, making best use of the available force, and maintaining freedom of
offensive manoeuvre,

. The Defence Institutionalisation C-IED Mandate®’. The Defence C-IED Strategic Plan®®

generated and owned by the 3* Ops Directorate in the MoD was established in 2012 to achieve 3 goals:

a. To correctly resource Operation HERRICK with a C-IED capability.

b. To ensure Operation OLYMPICS and MACP commitments were correctly resourced.

¢. To ensure hard won gains were not lost in the same way many had been on the conclusion of Operation BANNER

THE C-IED CAPABILITY END-STATE WAS DEFINED AS:

“A sustainable coherent and agile UK Defence C-IED capability, responsive to changes in threat, co-
ordinated across Government and with international partners, able to meet Defence’s Strategic Objectives”

Figure 3-6-9 Mastiff IED strike.

57
58

MATTS of course 1s going 10 get you the {ED protect bil That is a must and a given. My view of the broader undetstanding of managing and dealing with an IED thueat envitonment, which you can operate in,
s born of planning exercises. map exercises, study days. thinbing about 1t rather than taining a drifl Training a drill 1s going to keep soldiers aive and must be done’ Interview Sub umt commander Operation
Herrick 11

See Defence Instiutionahsation C-1ED Programme Management Office Mandale - C-IED PMO/MOSS/C-1ED/Command/0&1/02 dated 20 Feb 14

Defence Suategwc C-IED Plan, endorsed by DCDS (Ops) on 12 January 2011, owned by Ops Dir Op Cap & FP

OFFICIAL-SENSITIVE




OFFICIAL-SENSITIVE

82. The Lead. The C-IED Project Management Office (PMO) in DE&S has now heen mandated to adopt a programme
level approach to the institutionalisation. The C-IED Training Needs Analysis (TNA) work undertaken by Dstl for DEODS
* supported this programme. It is assessed that this institutionalisation plan will be achieved by 2017

Lesson: There is a requirement to institutionalise C-IED at all levels across the Army."!

HUMAN FACTORS MENTORING AND STRESS

83. The Problem. Stresses and strains affected everyone on operations to some degree; some were better than others
in dealing with it. There was an extant system, Trauma Risk Management (TRiM), for dealing with this both on
operations and post operations.” However for specific C-IED staff, in particular operationally critical assets such as
IEDD teams and High Risk Search teams, their removal from an operation is likely to have a disproportionate effect,
Replacements cannot be force generated quickly, courses are demanding, progressive and it takes years to grow such
capabilities. Post operational periods have different challenges and individuals change units, return to their reserve
posts or leave the services. During Operation HERRICK the requirement to generate a four or five fold increase in
C-IED team capacity quickly, added additional stresses and heightened the risk. Some teams met in Theatre for the
first time.

failed as there was no empirical evidence at the

1
(it ened o sredla oo = F )
uld now be revisited and further reseaich is reguired

84. Attempts to gain traction on this issue post Cperation HERRICK 1
time to suggest that this group was at any greater risk. This sho

to ensure this niche capability is maintained in the best possible operational state. The disproportionate effect a
casualty has on the overall capability is sufficiently important to justify further study.™

85. Better Monitoring Mechanisms. The requirement exists to provide a betler mechanism to monitor these specialist,
critical assets through their service life. Training is monitored closely, but different monitoring is required during any
future pre-deployment training, during an operation and the time in between operations. Teams will vary from being
deployed on operations to working on homeland security, to returning overseas in support of upstream capacity
building, usually with key different equipments. For these specialists there are two main issues:

a. Operational monitoring to ensure they remain effective
b. Longer term monitoring over and ahnve that offered currently to other narte of the Army: in offoct 3 ‘through
management’ requirement,

Ll
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Figure 3-6-10 IEDD operator confirming an IED using manual techniques with RCV i support.
59 THA Ref R-DHCSTC _1376990_P_T3_031/005 version 2:301h July 2013

60 The revision fiom 2015 10 7017 was endorsed al the C-IED institutionalisation Woriing Group on 5 March 14

O1 There is an existing lesson with this title from Opetation HERRICK, DLIKS 16756, hut it nee dening and 1entorng

62 See Personnel Chaplet 5-6 paragraph 16 o1 Turther derails

63 Operation HERRICK vias supposed 1o deploy with 6 teams and deployed with 5. e 1o casualties this was reduced 10 four teams as the Op Entwety planned eftort was 1o ailocele a wtal of 20 teams, one
tean per sub unil. This vas never med due 1o Force Generatinn dliaflenges

G5 W
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Lesson: Requirement to have a sound mechanism in place to monitor operational performance and psychological
wellbeing of critical C-IED personnel® prior to, between and after operational tours. More should be done to track
individuals' psychological health both in and after their Service career.

C-IED INDIGENOUS FORCES TRAINING, OVERSEAS ENGAGEMENT AND CAPACITY
BUILDING

86. Initial Shortcomings. ANSF C-IED training had been delivered in Mazar-e-Sharif in RC(N). Training there was lengthy,
complex, reliant on kit and largely inappropriate for Afghanistan. The course lasted nearly a year, had a high failure
rate and produced no trained operators within HELMAND in an 18 months period prior to Operation HERRICK 11,
Little or no indigenous force C-IED training by the UK took place until Operation HERRICK 12 (May 2010) as there was
neither sufficient ANSF capacity nor UK capacity available to assist. This was further complicated by the fact that the
Theatre effort initially was too involved trying to understand and counter the threat.

87. An Over Complicated Solution. After full ISAF scoping, the solution chosen was for an NATO Training Mission
(Afghanistan) (NTM (A)) delivered equipment and training package. Initially it was never really given the attention it
deserved, was over ambitious and arrived too late.*" However, the UK did provide an OF3 staff lead in HQ RC(SW) and
there was a joint US-UK effort to deliver the chosen training package. UK equipment was lent to do ad hoc training,
when there was spare capacity. In hindsight hi-tech solutions proved inappropriate for the ANSF. It was not until more
low tech means were adopted such as GSA training®, joint patrolling and more human intelligence work, that real

progress was made and a useful capability was developed. This had fully matured by Operation HERRICK 18 and UK
C-IED was able to step back.

Vignette - g CM for the ANSF

& was developed by the RC (SW) C-3 C-IED Team and provided the ANSF vital life-saving Electronic Counter
Measure (ECM) Force Protection (FP) from 2013. it offered protection from the most prevalent Radio Controlled IED
(RCIED) threats in Afghanistan, which were 95% of the RCIED threat. Before its introduction, RCIEDs IEDs had been
used to target ANSE. Similar to ISAF ECM. the introduction o «sl® did not did not mean that e ET———

B e
WISt ELM did not make ANSE invincible to ED threats, it did otter a protective * NP for all those

inside. It could be used mounted in vehicles or by dismounted patrols when searching or confirming an IED. When
dismounted it was not necessary for the lead searcher to carry it.

its introduction provided the ANSF with a life saving capability which boosted morale and confidence at an
important moment as they expanded their forces.

Observation: The application of UK and NATO standards to the ANSF training problem became an issue.
What was really required was an ‘ANSF Good Enough’ solution which could endure.

Lesson: There is a requirement to develop a more practical indigenous C-IED threat capability in the future
rather than looking solely for an overcomplicated equipment solution.

Lesson: There is a requirement to commence understandable indigenous forces C-IED Training as early as possible in
a campaign.

88. Defence Engagement - Overseas Capacity Building. A natural extension of mentoring was the requirement to help
other nations to develop their skills. Upstream capacity building is embedded in Army 2020, but will require forces
to remain fully trained and focussed. There is a direct link between these activities and the wider understand®’.
C-IED is a high demand niche area to try and build indigenous capacity. Providing some support enables a country
to deal with [ED threats, and can improve their domestic stability. ® Countries like Pakistan are natural choices
currently to help, but for the future it would be wise to establish a plan to ensure there is priority coverage in other
in parts of the world of interest. Defence Engagement and upstream capacity building ought to be a justification for
producing more trained high threat operators to use in this role between deployments This is of key importance to
the C-IED community and the UK is currently engaged in C-IED Capacity Building across the globe®™, but demand has
outstripped supply.””

64 Criucal Persannel will include High thieat operators, DD 1eam memhers, Royal Ergineer Search Teams and Search Advisers

65 DLIMS lesson 12098 {H11) ‘ANSF CIED policy and capability needs to Le sddressed urgently, oi their CIED capability will fall further ang further behind the TLSR curve. Thete may be value n establishing 3
CHED mentoring team (o develop theit specialist capability with the €5 Kandaks'

66 DLIMS esson 17086 (H15) Greater Emphasis on GSA

67 This witl not be developed further at 1ty classification

68 This is consistent viith CONTEST — The Unned Kingdom's Stategy for Countering Terorsm Dated luly 2011 ktipiwwiw homeolfice.govubicounter-tenorism

69 DG CapiStayd-2-9 dated 21 October 2013: "The Army’s Contrshution 10 Defence Engagement Draft Doctrine

70 Commander 29 £OD and & Search Group at Cap CS Annual Conference 20 june 2014
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Lesson: There is a requirement for a permanent C-1ED training cadre for indigenous force training, which was not
taken into core, There is now no training cadre with the reduction of the Collective Training Advisory Cell (CeTAC).

Observation: Defence Engagement and Overseas Capacity Building should become a formal driver for C-IED
organisational structures and capability development.

Figure 3-6-12 ANSF EOD Team

COOPERATION - RELATIONSHIPS WITH PARTNERS ACROSS GOVERNMENT (PAGS),
PARTNERS AND ALLIES.

85. The International Dimension. A key principle of EOD, Search and C-IED capability is to ensure that with the fast
pace of technological change and migration of the threat, that UK does do not adopt a ‘go it alone’ approach to
capability development. A wide approach is required as costs escalate. Defence Engagement strategy stresses the
need to reinforce our relationships with the US and France, whilst strengthening our multinational relationships,
in particular with NATO and the '5 EYES'. Capability sponsors will need to meet expenditure in order to continue
international cooperation and collaboration in C-IED post Operation HERRICK and Detence Transtormation. Successtul
C-IED in the future will need 1o rely on much better capability interoperability and increased collaboration,
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Observation: C-IED Defence engagement with nations is prioritised over a number of levels. High priority is
given rightly to engagement with US and now France. However it is likely that more will be learnt about new and

emerging threats from nations such as B e

90. Sharing. Sharing with our key allies, such as the US was‘pivotal. We were able to share some of the research and
costs. This was reinforced by the continual drive to liaise closely and foster sound working relationships. It was not just
a ‘one way street’ and often we were offering the Americans more than they could offer us, because our detectors
were really good." We did rely heavily on the US expertise after they formed their C-IED Task Forces (TFs) and they
were very keen to pass lessons across to us. In particular a great deal of work was done to improve training; it was not
solely equipment solutions. Strong links were formed with JIEDDO and the US defence industries. It was possible to do
this with close allies as there was the confidence that the technology would be managed carefully and sensitively.

Observation: As a general principle it became essential to look at how a substantive difference could be made with
C-IED development. The requirement was to get relationships well established with the US and share as much as
possible with other key allies.

91. PAGs. Previously liaison with PAGs worked well in NI with counter tefrorism internal security issues. Engagement
to make that relationship work was at a strategic level and the lessons learnt from that campaign should not have
been dismissed, much was lost. The Home Office is responsible for achieving cross government and department
collaboration to meet the threat. The Olympics was a good example of successful cooperation. This work now has an
‘upstream prevent’ focus and what the Foreign Office is doing is important and needs reinforcing.

92. Joint IED Analysis Centre (JIEDAC). JIEDAC is a sound Cross Government champion now and focuses on (AtN)
activity. Their mission is to look at the Cross Government application of national levers across Diplomatic, Information,
Military, Economic lines and multi agency techniques. It is extremely challenging to achieve genuine cooperation as
there are many vested interests. However they are helping lead this approach. JIEDAC will move in late 2014 from
MoD to sit under the Cabinet Office. MoD relationships with the FCO and Home Office are critical in pursuit of wider
C-IED goals both now and in the future.

Lesson: Requirement to focus on strengthening international relationships, particularly ‘5 EYES' and fostering
genuine C-IED capability interoperability through Memorandums of Understanding (MOUs) and Working Groups
(WGs).

1 The HORN detector in particular was well liked because much work had been done to upgrade it and lo make it easier lor the non specialist Lo use
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Annex A to
Chapter 3-6

THE BURLEY REVIEW - SUMMARY OF RECOMMENDATIONS EXTRACT

1. The Visits to Iraq. It was not until late 2008, that the Burley Review Team visited Basra, HQ MND (SE), and Baghdad
to investigate what C-IED changes were needed. The team visited Task Force TROY, a C-IED Brigade. The US had
developed a set of structures that looked at C-IED in the round. They looked at integrating ‘Defeat the Device’ with
‘Attack the System’ and had developed a Combined Explosive Exploitation Cell in Baghdad, the CEXC. They were
looking at not just defeating the device in play, but had put a lot of effort into vehicles, equipment, counter measures
and training operators. However their main effort was focussed on targeting: how do to you get something useful
from the IED components that had been recovered, and from any electronic intelligence gathered. The system of
Exploitation Forensic Investigation (EFI) was also being very successfully implemented by the Special Operations
Component based on the effective ‘Find, Fix, Finish, Exploit and Analyse’ (F3EA) cycle General Stanley McCrystal
developed for going after Al Qaeda networks. Key was the dynamic integration of taking what you got from
exploitation into the analysis, to re-feed into the targeting cycle, with the aim to put the enemy on the back foot.
What the Americans were doing with Task Force TROY in Baghdad and what the Special Operations Task Forces, set
the model for what was required.

2. In Afghanistan. The team moved to Afghanistan and visited all the principle organisations, including the Americans
from the Task Force PALADIN. PALADIN was a mirror image of Task Force TROY in Iraq. The team realised that the
doctrinal lines of development were not being followed by the UK Forces and that changes had to be made quickly.
The main report recommendation was to create a C-IED Task Force that had force elements embedded within it
solely attributed to dealing with IEDs and an exploitation capability. This capability was created in two phases: firstly
TORCHLIGHT supported «E—S=GummsSummms in HELMAND and secondly VARSITY supported the oo A WIS
Coy was already operating but only in a limited capacity. The planned exploitation capability would include WIS Coy,
TORCHLIGHT, VARSITY and a Biometric Support Unit (BSU).

3. CJO was asked to note:

a. Since January 2008, IED's in Helmand Province have accounted for 79% of UK Killed in Action (KIA) and were
responsible for significant constraints in Task Force HELMAND. The dynamic evolution of Enemy Forces (EF) tactics
and their increasing use of IED as a weapon of choice' threatened to continue to inflict significant casualties with
the potential to undermine UK and ISAF objectives and coalition political resolve.

b. The current level of defensive C-IED assets? is insufficient to deal in a timely fashion with the existing level of
enemy attack and will be overwhelmed by mid 2009 if IED activity continues to rise at the anticipated rate

¢. Winning the C-IED battle can no longer be considered as a niche or specialist activity - it is the very essence of the
current fight in Helmand. it is thus commanders’ business, a conceptual change that has, reassuringly, not been
wasted on 3 Commando Brigade (Operation HERRICK 5).

d. There is no silver bullet in the C-IED fight.? Investment to date in Protected Mobility (PM) and particularly our
Tactics Techniques and Procedures (TTPs) is saving lives, but is rendering our efforts defensive and predictable. We
must put Enemy Forces (EF) under pressure and transform our C-1ED effort to the offensive

e. Task Force (TF) Troy is an American-led operation, supported by some embedded UK C-IED specialist staff, based
in Baghdad and represents current best practice in the C-IED fight. The strategic context and threat in Afghanistan
however is different and thus it would be inappropriate and unrealistic to adopt every aspect of their remit.
Nonetheless, the key principles of C-IED (appropriate command focus, shared data, in-Theatre training support
and the flat command and control (C2) necessary to generate tempo, both for defensive and offensive counter-
measures) must be applied in Operation HERRICK.

f. Notwithstanding the need to increase specialist C-IED capability as outlined above, the numerous urgent capability
requirements including Urgent Operational Requirements (UORs) tackling the equipment-focused efforts of
DETECT, NEUTRALISE and MITIGATE are being well managed by processes being established by the C-IED Senior
Reporting Officer (SRO?). Improvements in PREDICT, PREVENT and particularly EXPLOIT offer the greatest potential
effect and will require the application of considerable additional resource

g. This report thus focuses on structures, specialist C-IED capability enhancements, training and the invigoration of

a more focussed, command-led approach to the problem as the most significant levers to enable the Force to go
onto the offensive

4. CJO was requested to agree the following recommendations:

a. A change of approach to the C-IED fight ensuring the Force transitions from defensive to offensive C-IED.

1 The employment of IEDs within Helmand has nsen by 400% DIS PJHQ and Thealie assessments are that this trend will continue 1o rise
10D and advanced search teams

A broadly held metric is that 60% of effectiveness 15 due to TTPs, 30% equipment and 10% fuck - all driven by leadership
(M (BIA)
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b. The {incremental) embedding of an additional 6 High Threat IEDD (HT IEDD) teams, 6 High Risk Search (HRS)
Teams and 2 Conventional Munition Destruction (C MD) Teams within the UK Forces, thus providing a dedicated
capability to each manoeuvre BG (including Regional Command (South) Battle Group (RC(S) BG) and an element
to train and develop the Afghan National Security Forces (ANSF) C-IED capability. This would be a quick win and
deliver a very significant enhancement to the tempo of delivery of defensive C-IED capability (force protection).

¢. Restructuring of the existing weapons intelligence structures in TF HELMAND (TFH) to support the prosecution
of effective offensive C-IED operations through: timely exploitation of recovered materiel, all-source intelligence
fusion, and the proactive targeting of IED networks. The principal changes include the creation of 5 Weapons
Intelligence Detachments (WID) and enhancements to the TFH Weapons Intelligence Section (WIS) to support
analysis and IED network targeting in order to support PREDICT, PREVENT and EXPLOIT. In the medium term, a
joint and combined Level 2 exploitation facility is being established by TF PALADIN at Kandahar (or Camp Bastion)
to support Regional Command (South) (RC(S)), TFH and ' @ UK must take-up the offer from Commander TF
PALADIN® to support this initiative with appropriate embedded staff

d. The need for a comprehensive review of the existing UK C-IED embedded staff at HQ ISAF, TF PALADIN and
Headquarters RC(S) in order to ensure the appropriate national influence and benefit is guaranteed. Principal
Ammunition Technician Officer (PATO) Land Forces has offered to lead this review so as to inform the next Troop
Capability Review (TCR).6

e. The need to generate the requirement for a comprehensive individual and collective C-IED education and training
regime that seamlessly builds from the Adaptive Foundation through Pre Deployment Training (PDT) to In-Theatre
Training.”

f.  PJHQ acting as the ‘supported’ HQ in the delivery of operational C-IED effect, with MoD staffs (notably CM (BM),
ACDS (Ops) and DGIC, whose efforts could be appropriately integrated and coordinated by DCDS(C)) ‘supporting’.
This will require a review of the PJHQ C-IED Task Force’s existing Terms of Reference (TORs) and its place within the
emerging Defence C-IED governance structure.

g. The adoption of the lines of operation as outlined in draft NATO doctrine®, to provide the required structure and
staff focus and to enable an integrated C-IED Campaign Plan Furthermore, a more synergistic counter-threat®
approach, similar to that being taken in theatre, should be considered.

5 Discussion Burley/Comd TF PALADIN of 31 Oclober 2008

6 This became ‘The Land EOD Review final ver 4.7, 8 Bde dated 18 March 2009’

7 For Operation HERRICK in-Theatre Training includes RSO, the Helmand Training Package and Continuity Training.

8 AJP3-15, Dralt 4 - proposes as a uselul conceptupl too! 1o consider all C-IED activity as failing within 3 lines of operation (attack the device, attack the system and training and education) within which there
are six key operational activities (Predict, Prevent, Detect, Neulralise, Mitigate and Exploit) that form the basis for ar integraled and holistic approach to deleating the adversaries IED campaign,

9 InAlghanistan, IEDs and IDF are simpl different tonls priployed by the same insurgent networks and bolh represent possible stan points to attack EF.

. OFFICIAL-SENSITIVE



OFFICIAL-SENSITIVE

Annex B to
Chapter 3-6

OP ENTIRETY REORGANISATION EXPLANATION

1. Op Entirety for many units and organisations required many changes. These are summarized below:

a. 29 (Land Support) Engineer Group'. This was renamed 29 Explosive Ordnance Disposal (EOD) & Search Group and
restructured to enable:

* Five regular Royal Engineer EQD squadrons.

* Two RE EOD Regimental Headquarters (RHQs) to command and force generate regular and Territorial Army
(TA) EOD sqgns and deploy as the Counter Improvised Explosive Device (C-IED) Task Force (TF) HQ in rotation
with other organisations,

* Asingle centralised HQ and Support Squadron to deliver common functions to both 33 Engineer Regiment
EOD and 101 Engineer Regiment EOD

* Manpower enhancements to 11 EOD Regiment Royal Logistic Corps (RLC). Regt remained under command
of 29 EOD& Search Gp. The 83 liabilities included Ammunition Technicians Officers (ATOs), Ammunition
Technicians (ATs), Electronic Counter Measure (ECM) Operators, Drivers as well as the bulk of G1/G4
personnel It was a seismic change in the organisation and structure of the entire Regt that allowed it for the
first time, to support home and away operational outputs. It rectified years of neglect.

b. 2(Military Intelligence) (M) Battalion. An uplift of 105 Intelligence Corps, Royal Military Police and RLC personnel
for Weapons intelligence Staff (WIS).

¢. 1(MI) Brigade. An uplift of 25 personnel for Intelligence Exploitation.

d. 1 Military Working Dog (MWD) Regiment (Royal Army Veterinary Corps), 1 MWD Regt, was created as part of 29
EOD & Search Group?. 1 MWD Regt took command of all the Army’s 5 x MWD squadrons.

e. 36 Engineer Regiment Regt rerolled to become a 36 Engineer Regiment (Search). The Regiment accepted the
Talisman Route Proving and Clearance (RP&C) UOR capability.

|  RHQ |
= S e By —
Equi : : Life S
Fd Sgn (Search) x 5 | ALEMEndep | | Gpsiig | L ! e| P
| QM
SHQ QM(T)
Catering
' Welfare
Search Team DMe? |
x 14 enta

Figure 3-6-B-1. 36 Engr Regt Reorganisation.

f.  Creation of a 5™ regular STRE (Works) in 170 Engr Works Gp. Additional manpower headroom was created
from within the existing technical roster liability, primarily by re-rolling 517 STRE (Bulk Petroleum) to 517 STRE
{(Works), re-hypothecation of internal manpower, such as utilising gapped STRE 2IC PIDs to create additional OC
positions. Further manpower was created by 'taking posts from Regional Brigades and the then Defence Estates.

1 29 Gp Restructuring Implementation Order LF/Org/3/3/4/3/3 dated 01 August 2009
2 1 MWD Regt Implementation Order LF/Qrg/3/3/4/10/2 dated 08 December 2009
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Chapter 3-6

EOD AND SEARCH TASK FORCE ORBAT FOR OPERATION HERRICK 15

Note: Task Force was at maximum capacity and would reduce thereafter
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IEDs in Afghanistan
(Source: HQ ISAF C-IED Database)
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Annex | to
Chapter 3-6
C-IED TEAMS ACROSS OPERATION HERRICK:!
HERRICK =~ SEARCH  IEDD* CMP WIS  HASD  PALADIN(US) EST = DA NOTES

1 NL | NL NIL 12 NL | NI | ONIL | N
2 | owe [N N NIL NIL NL | NIL
3 | N | N NIL 1 NL | NIL CONL | ONL
& | 2 2 NIL 1 NIL NIL CNL [N : e il g C1r2AUEDY
s | 2 | 2 [ owm | 1 [ we NL | NL | ML |

" ' . ' 2 . | -EO_D&S E-)p based in

| Bastion and commanded
6 | 2 2 3 1 NIL 1 15 ‘ 2 | by JF Engr Gp until H11.

(See H18 below for
| | reversion to this model)

7 2 2 3 1 NIL 1 =
8 2 2 3 1 NL | 1 1 [ _
9 4 4 4 1 NIL | 1 I 2 DA: 1 x IEDD and 1 x CMD
10 6 6 6 3 NIL 1 ! 1] 1 C-IED TF Assembling
1 | 10 10 8 6 2 2 . 1 g EI'EEIg’F(flrst Operation
12 | 14 | 14 | 4 | 6 g | 2 |
13 | 17 18 NL 6 12 2 T
14 | 20 | 20 NIL 6 20 2 1 1
5§ 20 I = NIL 6 22 2 1 1
6 | 18 | 19 NIL 6 20 2 1 1
7 | 13 | 17 NIL 6 1 2 1 | 1 | EOD&S Gp starts folding

: . | JF Engr Gp took back
18 8 12 NIL 6 8 NIL 0 NIL 1 under command 1 x MWD

Sgn and 1 x EOD&S Sqn

19 | 8 [ 10 NL | 2 8 | NIL NL | NI '
20 | 2 2 [ wm [ 2 [ a4 | NIL NL | NI

Sourced from Unit POR and POP presentatlons rather than FGen Orders for accuracy.

Figures include TACON Danes, US and Estonlan assets.

WIS WO +1 capability. This was the post in Lashkar Gar and did not include a separate post in Kabul.

US PALADIN assets were only ever TACON: there were teams in country which were task organis'ed (TASKORG) for specific operations before OPERATION HERRICK 9.
CMD only
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Annex J to
Chapter 3-6
C-IED TEAM CASUALTIES
HERRICK Wpn = 'EDD °T';'a ‘:1"5 and RESA and REST RP and C Dog Handlers Notes
He M iT2 [ |ka|T [ T2 |73 |ka|[TI|T2|[T3[KA|T [T2]| T3 |Ka|
H5
e — O |
H7 | | |
H8 | IED 1
AES
|
SAF | p i 2nd
| also
[ dog
H9 IED
SAF |
H10 IED | 2 1 7 10 | 1| _ !
SAF ' | .
| 1xUs
IEDD
H11 o | 2 | 1 1 4 | 1 3 [10] 4 - Op KiA
in Sp
[ uk
SAF _ _ _ : . ; . '
H12 | ED 1] 9 | _ ' | 1 | | 1
SAF 1 2 1 _ _
H13 | ED | 1 ! g8 [ 1] 2| 2 1|
SAF | 1 - _ 1| [ | _ 1|
: | 1 xUS
; IEDD
H14 IED 1 4 | 3 _ Op KIA
| ' ' in Sp
UK
SAF _ 1 _
| BEEK
Dogs
H15 ED | 1 2 2 | 1 1 I
and T3
SAF _ 1
H16 IED 1 2] 211 I '
| IDFe | 5 1 | 1 2 f | '
| H17 o | [ | . | 1 | 1|
| | saF || | | |
. w8 0 || _ | | . j ' 3 _ ' _
SAF | | | | | |
TOTALS sf a1l sl j2] 2] 3|2 {NM} 1 fNLi2 |2
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DEFENCE C-IED GOVERNANCE
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CHAPTER 3-7
MILITARY ENGINEERING

"We lacked engineers across the board, particularly Infrastructure and Combat Engineers as well as project
managers and planners. It was surprising how much the engineers were in demand. They were required
far everything, from building new military infrastructure as part of the troop increase, construction of
new patrol bases and the Security Ring Pratection Farce, design for stability projects; and road/route
construction/improvenent. Additionally combat engineers were required for all assault operations in
HAMAKRI; be it for assault breaching either mechanically or explosively, or route clearance provision”

‘\‘. “ HQ Regional Command South (RC(S)) November 2009 to November 2010
Post Operational Interview (POI).

BACKGROUND

1. The level of engineer effort during Operation HERRICK varied considerably, demanding the full range of both combat
and force support' engineering skills. This is best summarised by the ¢

supporting 19 Light Brigade on Operation HERRICK 10 —— l

Figure 3-7-1. Final preparations for compound wall demolition

“We had three main roles:

Close Support; providing Combat Engineers to conduct activities such as explosive method of entry
(EMOE), bridge building, “quick and dirty" Patrol Base construction and intimate support on every patrol
{using explosives, Vallon and BARMA drills.)

The second role was Force Support (construction) of Forward Operating Bases, Patrol Bases and Check
Paints; the delivery of the Infrastructure Development Plan (IDP); & long-term PJHO-owned plan to put us
on a better expeditionary infrastructure footing; deciding which bases were to be held onto longer, and
substantially impraving them

The third rofe was ta contribute to the Counter IED (Improvised Explosive Device) campaign providing EOD
(Explosive Ordnance Disposal) support

We conducted over 450 EMOEFs, built 13 bridges, 58 Forward Operating Bases/Patrol Bases/Command
FPosts (FOBs/PBs/CPs), conducted IDP in four locations, spent £17.5 miflion on aggregate, let £22 million of
contracts and dealt with over 1_500IED incidents. We were involved in facilitating the arrival of US Forces
into Helmand, Operation Panchai Palang, the Elections and then a series of Battlegroup surges lo create
the conditions for the relief in place with 11 Mech Bde

1 Often referred to as Clove and General suppont OFFICIAL-SENSITIVE
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Figure 3-7-2 Operation HERRICK 5 Sangar - Sangin

Before Helmand. During ihe early stages, Operation TELIC was still running and therefore the need to reconciie
competing requirements between theatres inevitably caused capacity difficulties; Operation TELIC concluded at

the start of Operation HERRICK 10. From March 2002 to March 2006 (Operation HERRICK 1-3), deployments were
limited to the Afghanistan Infantry Roulement Battalions (AIRB), with minimal Specialist Team Royal Engineers

(STRE) ? engineer support. In 2004, surge squadrons built a 250 man tented camp in Mazar-e Sharif for the PRT and
established the infrastructure to enable the Harrier deployed operating base at Kandahar airport. 39 Engr Regt had
completed the initial construction of Camp Bastion by mid 2006, but whilst Operation TELIC continued, there was no
deployed spare capacity to deliver any stabilisation effect simultaneously.

Intervention into Helmand. On Operation HERRICK 4, 51 Para Sqn deployed in support of 16 A A Bde. Despite a
strength of 300, this proved insufficient for the volume of tasks required by the Bde and from Operation HERRICK 5
onwards an engineer regiment was force generated. This was known as the Joint Force Engineer Group (JF Engr Gp),
with an enhanced mix of additional capabilities such as a Joint CIMIC (Civil-Military Cooperation Group) and Explosive
Ordnance Disposal (EOD) and Search.

However, as force levels increased, engineers were only able to provide brigades with limited manoeuvre support, and
force support, including construction, development and maintenance of bases. Specialist capabilities, such as water
development, fuel, power construction, and inspection, were held at readiness and surged into theatre as required?

The JF Engr Gp grew in size and capability over successive deployments, but Force Preparation was under-developed
and UORs were not well coordinated. Increasing numbers of contractors were employed to build and operate
facilities.” Infrastructure development was logistically challenging, with lengthy supply chains and a heavily regulated
system for justifying infrastructure requirements to Permanent Joint Headquarters (PJHQ). The long term benefits

of delivering significant repair and development of local infrastructure to achieve campaign effect was not well
understood and was still not widely accepted by PJHQ.

Consolidation in Heimand. The proliferation of Improvised Explosive Devices (IEDs) from October 2008 fixed the force
and prompted a Counter IED (C-IED) reorganisation. It took time to increase the EOD and search training throughput
and to adjust structures in theatre in order to force generate the enhanced capability. The EOD and Search capability
moved from the JF Engr Gp, but from Operation HERRICK 11 (November 2009 to April 2010) the C-IED Task Force was
established.®

STRE Specialist Team Royal Engineers: examples of which are Works, Bulk Pelroleum, Well Drilfing, Utilities and Mateliel

“The difficulty | had as was 1hat we had lots of engineers building miltary camps and building infrastructure and filling Hesco Bastion and building runways, bul we had very few engineers delivering a
reconstruction environment efiect” Chiefl Engr of ISAF (2006} Interviewed 22 November 2013

In addition, Operation BAM was one example where up (0 3 squadran was surged lor lour months at a time 1o provide Forward Operaling Base (FOB) winterisation work

See Chapter 4-3 Integrating the Contraclor Capability and Chapter d-4 on Camp Bastion

The C-IED Task Force, or EOD and Search Group as it hecame known, continued until Uperation HERRICK 17, when it reverted to being a squadron under command of the lomnt Force Engineer Group. See €
-1ED Chapler 5-3 Annex E
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Pre-deployment training matured and arrangements were made for the Talisman’ route proving and clearance UOR
training to be conducted in Jordan. This later expanded to include the complete EOD and Search Group. Jordan
provided a representative environment for final testing of UOR capabilities and the delivery of Collective Training Level
2 (CT2), It was vital for engineers who were rarely properly tested on the brigade Mission Rehearsal Exercise (MRX).

Comd 8 Force Engr Bde and the bulk of his staff deployed as the Headquarters Joint Force Support Afghanistan (JFSp
(A)) core from June — November 2009. Home base delivery of the 8 Force Engr Bde role suffered as a result and the
Operation ENTIRETY business of transforming the force generation, re-roling and creating substantial enhancements
lost some traction for a while.” From 2009 in theatre an OF-5 Joint Force Engineer (JF Engr) post was established in
Theatre in HQ JFSp (A) to give the expanded engineer contribution better Command and Control (C2).

Manoeuvre support remained a challenge throughout as much of the engineer inventory was not suitable for Green
Zone operations. A particular capability shortfall was the inability to cross short gaps in the Green Zone which resulted
in the creation of some improvised aids to crossing gaps.” This was subsequently addressed with the introduction of
various UORs to provide capabilities that would enable short (- asl®  medium =l and 10NG { qumppegy - 9395
to be crossed. Trojan'” and Python'' were deployed for Operation HERRICK 11 and were used to great effect on a
number of occasions, including with US military engineers during Operation MOSTARAK 3.'¢

Figure 3-7-3 Trojan ploughing.

10. Further UOR capabilities were introduced. The Talisrnan capability was introduced fram Operation HERRICK 11 and

o

13

added a significant capability for Route Proving and Clearing (RP and C), o support Combat Logistic Patrols (CLPs),
where the majority of logistic lift was dedicated to engineer materiel. Although Talisman was both equipment and
manpower intensive it was an excellent example of integrating a new UOR capability into the operation.'”

-’ ST T

Sea Annea [ for full Operation Entaety detalls

DLIMS fasson: 2617 1: Mability Support Requiremente. See sho Combial Chapter 2-1 Pata 67

Trojan; a vacked armourad vebicke designed to bieach obstacles, has an eatavatar and grati aim, (an carly taseines on the repr of thie vehithe and can be fited with a foll widih mice plouth or dozer blage. it
was approrimately 90 tonnes at Theatie Enty Standard

The deployment of thee heavier capatilitias had bieen requestid by engiogers in earlie: HERRICKS, bu had refused as 1oo sensitive for the overall force loatprint
“The TALISMAN UGR was successiul because the CIWG was well tun avAD level and it truly looked at the capability”. AD DES Land Equipment CME Interviewed 26 Senember 2013

OFHACAL-SENSHIVE
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11. Transition to ANSF. The engineer effort started to stabilise and momentum was maintained from October 2010-
October 12 (Operation HERRICKs 13 -16). Stricter controls were imposed on the number of bases being built
and effort began to switch towards the Afghan National Security Forces (ANSF) to develop their future basing
requirements. The emergence of the insider threat required further concurrent work to segregate mixed UK/ANSF
bases. The employment and supervision of local contractors continued and expanded.

12. The requirement to look ahead to eventual redeployment and plan for the disposal of bases started in earnest during
Operation HERRICK 15 (November 2011 to April 2012). Designing structures from first principles and the greater use
of local materials were encouraged as more sustainable solutions for the ANSE. The Afghan Government approved
plan for bases with Regional Command (South West) (RC (SW)) and the Base Re-alignment and Closure and Transfer
(BRAC/T) instructions were issued during Operation HERRICK16. It was complex but incorporated other stakeholders
and identified the GIRoA and ANSF responsibility to own and manage the plan for their future basing.

13. ANSF in the Lead. BRAC/T was further developed and adjusted fram October 2012 (from Operation HERRICK 17
onwards), with Afghans taking the lead.' Engineer directed work did not decrease significantly as threats still
remained and bases could not just be removed or converted piecemeal. Significant efforts were made to ensure steady
progress with BRAC/T to avoid a back-log that would require additional resources

KEY LESSONS

Campaign Continuity - The Inint Force Engineer Operating Policy and Doctrine

14. The most significant issue highlighted in Post Operational Reports (PORs) and Post Operational Interviews (POls) was
the importance of achieving campaign continuity across a range of military engineering functions and activities, such
as the infrastructure development plan. The existing engineer operating policy was outdated, although the concept
had been proven on Operations TELIC and before.'® The policy described command relationships and advice available
at each level, from PJHQ downwards, as well as giving an outline of the military engineering support that could be
provided.

15. Engineer Advice. The enduring requirement for Commander 8 Engineer Brigade, as Standing Joint Force Engineer,
to provide military engineering advice to PJHQ and Chief of Joint Operations (CJO), needs to be mandated, the
responsibilities defined and delivery method clearly identified. Engineers must be involved in operational planning
trom the outset, to enable early identification of operational requirements, the inclusion of an appropriate balance of
engineers on the Force Element Table and the timely Force Generation of the necessary capability packages.

16. Below PJHQ, military engineering advice and support must continue to be available to commanders at all levels. As
described in the engineer operating policy, this should be achieved by having engineer commanders and statf within
HQs or, if external to the HQ Order of Battle (ORBAT), with a mandated responsibility to provide appropriate advice
and support to the HQ planning process. Coordination of engineer capability across all components operating in
the Land Environment is most effectively achieved by having a Joint Force Engineer at the highest level of deployed
HQ (for example an OF-5 in a 2* HQ). The Joint Force Engineer must be responsible for balancing the competing
requirements for engineers, in accordance with the priorities set by the Joint Force Commander, to support the full
range of operational activities such as manoeuvre and sustainment, as well as stabilisation and reconstruction',

17. Provision of higher level advice to PJHQ and the effective balancing of engineer effect across the deployed force must
be underpinned with comprehensive doctrine and TTPs. Sufficient information about military engineering capabilities
and C2 should be included in appropriate all arms publications to provide commanders with enough detail to provide
a basic understanding of the support available.

14 BRAC/T. Engineers became pivotal to all BRAC/T planning activities. Baltlegroups did listen to us and take our advice; some did not initially understand that they needed to engage with us early.in order for
us 10 huy-in to their plans However, by the end of the tour it was pretty slick and almest became an SOP. Cne of the most Impaitant things abaul BRAC/T planning was to understand who ail the stakelolders
were, and (he part they had 10 play in the operation. The other was 1o identity a single lead for the task that was empowered to make decisions In most cases this was the engineer Baltle Group Liaison
Ofticer {BGLO)". Operation HERRICK 17 POI Jt Force Engr Comd.

14 DLIMS Lesson 25848: Joint Force Engr Doctrine, raised on Operation HERRICK 16,

15 Campaign Continuity. *You have got more continuity in {170 Infra SPEngr Gp as part of 8 Engr Bde, than you have from a normal brigade that just happens to go every 2 or 3 years Towards the end they
have focussed force generation on one of the divisional HQs, so that has provided more continuity. | think it is more in training and force generation than in the actual campaign plan | have discussions about
what our procurement strategies might be and how we are going to provide the maintenance contracts 5 years lom now and things like (hal. | don’l think there was 3 Brigade Comd talking or a divisional
comd 1alking to his brigade comd about whal they were going 1o be doing 5 years from now*. Comd 170 {Infra Sp) Engr Gp. Interviewed 13 September 2013.
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Lesson: To ensure future campaign continuity, the Joint Force Operating Policy must be revised in the light of recent
experience and the A 2020 contingency force requirements. Specifically the protocol for Comd 8 Engr Bde, as
Standing loint Force Engineer, to provide advice and support to PJHQ/ CJO must be clearly stated.

Lesson; Each level of command below PJHQ down to battlegroup must have a clearly identified Military Engineer C2
node, preferably embedded, or on-call, to provide military engineering advice and command engineer assets.

Observation: The principle of having a single engineer point of contact at Battlegroup level, the Battle Group
Engineer (BGE), must not be broken. The role has become more complex and in future will require a small team ot
specialists to support it. Development work should continue. Continuity and C2 of base infrastructure planning (the
infrastructure development plan) and governance

18. Forward Planning, The infrastructure development plan was a PJHQ led responsibility, but there was insufficient
emphasis placed on the ‘long-term’ in the early stages of the campaign. Infrastructure planning should not be
managed on a short term, often 6 month basis, because it could lead to wasted resources and possibly greater risk to
military engineers and contractors from insurgents as infrastructure was built, dismantled and new bases constructed
in different locations. Such changes, with the associated inefficient use of manpower, had an impact on the engineer
output in theatre and diverted capacity away from new tasks. A 6 month battle rhythm was not well suited to taking
a long term view as it focused mainly on a single Bde deployment period. Too often the infrastructure requirement
was altered by the following Bde, although the actual situation had not changed significantly. Latterly PIHQ took
firmer control of the infrastructure development plan giving TFH clearer guidance about freedoms and constraints
for any additional works. This enabled successive comranders TFH to conduct their own estimates and develop the
infrastructure based on the strategic direction.

19. BRAC/T Planning, There were tensions with PJHQ, HQ RC (SW) and HQ ISAF later in the campaign as BRAC/T became
a driving force in Transition. BRAC/T was a J3/J5 ISAF owned process supported by the national chains of command
with GIRoA. National caveats have always existed and these have made tensions in combined aperations which have
to be managed. In order to achieve this, consideration should be given to bid for some additional specific key posts in
higher headquarters to help manage this friction out, although the national view may be that there are other higher
priority posts to fill.

20. A Continuity Viewpoint. In addition, a long term view was required in order to influence halance of investment
decisions on matters such as design life and the need to incorporate capacity for further expansion or development,
such as additional protective measures. It was essential to have engineer advice available at all levels of command to

ensure that an appropriately long term view of the infrastructure requirement is taken as part of the routine planning
process.

Figure 3-7-4. Camp Bastion development by 2008.
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Figure 3-7-5. Kajaki dam in full flow.

Observation: A lack of political will to commit to a longer term horizon will always be a constraint, often
preventing the release of funds sufficiently early for a durable infrastructure solution, relying instead on provision of
a series of short term measures. This made it difficult to achieve value for money with provision of infrastructure over
the life of a campaign.

Observation: Operational infrastructure should have a single owner, controlling both the requirement and the
resources; this is being addressed in A2020 structures.
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21. Stakeholder Governance. In addition, there were poor coordination priorities. Stakeholders such as PJHQ, Defence
infrastructure Organisation (DIO) and Defence Equipment and Support (DE&S) were all involved with the C2 of
infrastructure planning. There was better coordination when C2 responsibilities and resources were properly aligned.

Lesson: Requirement for PJHQ1, to have the lead for infrastructure planning and coordination, with appropriate
support from other stakeholders. Within the constraints of the short term political planning horizon, it is essential for
PJHQ to take a long term campaign view of infrastructure development as well as better managing the 6-monthly
changing aspirations for infrastructure in the deployed formation.

DEVELOPMENT OF LOCAL INFRASTRUCTURE TO ACHIEVE CAMPAIGN EFFECT

22. Operation HERRICK experience demonstrated again that stabilisation (Phase 4) planning must begin at the same
time as early entry forces are generated. A balanced decision has to be taken as to whether this subsequent phase
is limited to supporting the development of governance, with some infrastructure repair, or a significant stabilisation
operation requiring a major effort to (re)build forces of law and order as well as a serious programme to repair, rebuild
or build the local infrastructure.

7
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Figure 3-7-6. Improvised sustainable bridging.

23. Early National Infrastructure Focus. Effort expended on improving national infrastructure can have a
disproportionately positive influence on the outcome of a campaign. This was especially so it sufficient resources can
be applied early to demonstrate the benefit of the external intervention and before any insurgency has a chance to
take hold. There will be competing demands for engineer resources to support the Force, by providing facilities such
as runways, camps and associated infrastructure, at the same time as trying to deliver early reconstruction effect for
local naticnals. However, the need to deliver this campaign effect must not be ignored simply to provide force support
to establish a theatre. Achieving the most effective balance will not be easy, but it is essential that the long term
implications of not allocating sufficient early effort to improving national infrastructure is properly understood when
decisions on force levels are made. This should be part of the comprehensive approach in which military engineers
have an important part to play
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24. Quick Impact Projects (QIP) Balance. QIPs become less effective if they are continued with for too long. They
should be replaced by a longer-term approach requiring careful planning and normal contracts with indigenous and
international suppliers. It essential that local infrastructure projects are not undertaken in order just to 'do something’
The likely impact of any project must be clearly understood and there must be a tangible benefit. Whenever possible,
additional engineers should be deployed specifically to generate a reconstruction development effect. Such engineer
work and the likely impact should feature on the Joint effects matrix.

Observation: QIPs can deliver low level indigenous consent winning activity during the early stages of stabilisation
or capacity building operations. However, they must be carefully thought through and integrated with the wider
plan in order to avoid having a negative effect.

25. Understanding Effects. A number of lessons have highlighted that current policy does not allow for ‘campaign
effect’ to be a force driver or justification for spending money on infrastructure projects. It would appear that the
benefits of achieving this early ‘campaign effect’ are not widely understood across the force or the MaD, but such
effort may at least stabilise a fragile situation or, at best, contribute to delivering stability or improving the situation.
Achieving cross-Government support for delivering this campaign effect requires a sound understanding of the
operational environment and the many civilian actors present such as Department for International and Development
(DfID), Other Partners in Government (PAGs), charitable organisations and Non Governmental Organisations (NGOs).
This must be done before the start of the campaign and should be part of training for contingency.

"We need to open our eyes in defining the military operational requirement and lock outside the military
chain of command. We must understand better who else is doing what and why in a particular bit of the
Area of Operations”

e - (Operation HERRICK 7) interviewed January 2014,

26. MACE (Military Aid to the Civil Effect).'” The value of an STRF
and general construction engineer support in the form of QIPs
projects and other low level design and construction activities
within the civilian framework should not be underestimated. The
balance of the effect of over supporting local organisations and
local government, with the value that delivering quick wins to
have disproportionate effect on the campaign outcome, should be
considered.

Figure 3-7-7. NEOWEB in use: A sustainable
solution for Route TRIDENT construction

Lesson: There is a requirement for the engineer contribution to the stabilisation and regeneration phase to be part
of planning from the very outset. This might require guidance and education to enable the military, including
engineers, to understand where engineer effort can deliver campaign effect.

Lesson: Early targeted engineer engagement repairing or developing local infrastructure as part of an integrated
plan has a significant positive campaign effect. Early action can achieve significant long term savings in terms of
lives and other resources. Force elements should be generated for this specific purpose and resourced.

Lesson: Military engineers must train for contingency with DfID, PAGs, and NGOs and engage early in a campaign
to improve situational awareness and enhance planning. The continuity of provision of Liaison Officers to these -
organisations and working with the Security Assistance Group (SAG) for contingency planning in peacetime is
essential.

SPECIAL TO ARM (STA) COLLECTIVE TRAINING

27. Often engineers often do not get tested sufficiently rigorously during CT 3. as engineer serials may be minimised to
allow the focus to be on combat arms training. Therefore, it is essential that engineers are able to conduct robust
CT2 training in a representative and challenging environment to ensure that the necessary support can be delivered
effectively on operations'®. The engineer CT2 in Jordan has been developed to deliver high quality training to all
elements of an engineer group. Such training will remain an essential component of preparing engineers to support

16 See also Chapter 5-4 on Stabilisation Operations and http://en wikipedia org/wiki/Route_Trident

17 Capability Directorale Combal Support Dactrine Note 11/06: MACE CONEMP.

18 In general the MST package was superb, bul very busy We were the [irst engineer regiment 1o have our own bespoke package We had 3 three week window for the exercise, called PASHTUN SAPPER
This gave us the chance to run our own specialised engineer training, which otherwise we would have had 1o run alongside the more inlantry based exercises. that model has now continued on subsequent
HERRICKs. HERRICK 16 Commanding Officer Joint Force Engineer Group (MF Engr Gp) inlerviewed 06 November 2013 Also see DLIMS 17282 Special 10 Arm exercises in fulure CT2 Iraining

s R
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the contingent force. In addition, in order to ensure that a high quality of engineer training can be conducted at CT2
and CT3, there is a requirement to man engineer training posts with individuals of the right quality and experience,
to ensure that sufficient demanding engineer serials are included in CT3 activity. In the future there is likely to be a
particular problem for A2020 Adaptive Force (AF) training, because there are insufficient engineer units in the current
orbat to support all battlegroup training.

Lesson: There is a requirement to retain the capacity/funding for military engineers to conduct representative STA
training up to CT3, preferably in representative and challenging environments, in order to properly prepare the
contingent force.

ENGINEER CONTRIBUTION TO UNDERSTANDING

28. The physical environment, both natural and man-made affects manoeuvre for all components. Royal Engineers lead
on the developing understanding of the physical environment and analysing its effect on the Land domain. Despite
being the recognised lead, the engineer contribution to and exploitation of the Intelligence Cycle was sub-optimal
and can be improved. Collection, collation, storage, retrieval and reuse of information on areas or points of interest
were not done well during Operation HERRICK.'® At worst this led to information having to be re-captured, imposing
delays and exposing ground troops to additional risk. Even though the problem was recognised early in the campaign,
efforts to improve were complicated by the fact that the Force collection and data management processes were not
aligned and linked into the Information Communication Services (ICS).%° The advent of GEOVIEWER?' on DATAMAN??
allowed intuitive integration of multiple information and analysis streams. By Operation HERRICK 18 the Hazardous
Area Route Threat System (HARTS) demonstrated the ability to integrate threat based J2 with engineering assessments
of trafficability to provide planners with optimal route selections. The broader issue of engineer integration with the
wider J2 cycle still needs to be addressed and is being driven by 8 Engineer Brigade. The three lines of development
required are:

a. A continuous process of engineer information requirements management.
b. Improve individual skills and collective training.

¢. Improve engineer information arelaecture: for example hardware, software, people, and processes (CD Combat
Support lead).

Lesson: Engineer participation in the J2 cycle must be fully integrated in order to better plan, refine and execute all
arms manoeuvre.

WIDER UNDERSTANDING OF THE PRACTICAL APPLICATION OF ENGINEER
CAPABILITIES.

29. Those all arms commanders with experience of operations in Afghanistan understand engineer capabilities and how
they need be used to support the brigade or battlegroup, as well as the impact of not having the necessary assets
available. Experience has suggested that such understanding was only acquired through practical experience on
operations. As a result this hard-won awareness will soon perish and commanders will be less able to use engineers
to greatest effect on future contingency operations.?? There is a requirement to mitigate this. However there is
sometimes a reluctance to include sufficient engineer activity in all arms collective training to alleviate this. Inclusion
would also ensure that engineer commanders gain experience of supporting and communicating with all arms
commanders to achieve best effect.

Lesson: Military engineer activity in all arms collective training activity must be increased to ensure that all arms
commanders maintain sufficient understanding about the practical application of engineer capabilities to support
brigade and battlegroup operations effectively and engineer commanders are given the experience of supporting all
arms commanders at that level.

Lesson: Relevant doctrine must be updated to include pertinent vignettes and appropriate examples in study periods
of military engineer support to the manoeuvre ballet/operations. Such vignettes should ideally be written by, and
from the perspective of, all arms commanders using personal experience.

19 DLIMS 17725 (HERRICK 16) ORIENT, the Engr J2 1ool has now been brought into core. Developmental history described in #DLIMS 3122: Engineer intelligence Information Management

20 See Information Chapter 5-2

21 GEOVIEWER. This is hosted on DATAMAN, GEOVIEWER is an application that allows the user to create maps on screen by turning on and off different layers on a line map or image background

22 DATAMAN Delivered by the Overlask Network Geospatial Support {ONGS) project, DATAMAN 15 a server that allows intormation wilh a location tag to be displayed on a map interface

23 Coherent engineer planning needs to be enabled at brigade level, but you need Lo give the batilegroups the tools 10 state their requirements in a mutually understood way. That allows the engineer side to
design, resource and construct effectively. Tie in the Force Protection for the move forward and the execution of the task with them in detail 100. Commanding Officer Joint Force Engineer Group { ItF Engr Gp)
HERRICK 11 Post Operational Report (POI}
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MOBILITY SUPPORT - THE MAINTENANCE OF OPERATIONAL FREEDOM OF
MOVEMENT

30. During Operation HERRICK, maintaining freedom of movement tended to focus on countering roadside bombs,
using search equipment and techniques, the Talisman Route Proving and Clearance capability? and other means of
countering explosive threats. Maintaining freedom of movement was about much more than countering just roadside
bombs. The contingent force mobility support requirement must be clearly articulated and the means by which this
will be met must be identified. Providing mobility support is about overcoming all manner of natural and man-made
obstructions. A key requirement will be to understand the physical environment and the adversary threat in likely
areas of operations, 8 Engr Bde is already working on describing what the future mobility support will look like and
how it will be delivered.?®

Vignette: Operation HERRICK 15. Commanding Officer 1 Logistic Support Regiment (LSR) view of Talisman.

"The Talisman Squadron was closely integrated into planning from the start with their Route Proving and Clearance
(RP&C) skills used to good effect in the desert and high threat sectors of the green zone. The addition of RE
expertise to the LSR planning team provided enormous benefit; a thorough understanding of ground, crossing
points, going and C-IED expertise were critical enablers for planning moves across Brigade Battlespace over harsh
and often channelled terrain. The LSR was often the only callsign that regularly transited large areas of the Area

of Operations (AO) and so could not rely on others for intelligence and support. The fact that the bulk of an LSR's
transport tasking was in support of RE, supporting engineer resources and C Vehicle moves, further increased the
utility of an embedded Battle Group Engineer (BGE). In the event of an incident the BGE enabled instant contingency
planning which was demanded dozens of times on Operation HERRICK 15.

Figure 3-7-8 A Mastiff pair from Talisman clearing a route
using Rollers (CHOKER) and ground penetrating radar
(PANAMA)

24 Tahsman: Capability introduced in HERRICK 12 See DLIMS 15562(HERRICK14), 17727 (HERRICK 16) and 26454 (HERRICK17)

25 "Talisman in the future, whether or not it has an EOD capability within it, which it did have on Herrick 12 and my understanding for the fulure it may not have the EQD capability. In which case it is very
much a finding a decent route and if need be call in a dedicated EOD asset. H that's the case, then it 1s very firmly Engr manoeuvre support, work in progressing that doctrine is still developing™ CO JF Engr
Gp Opeiation HERRICK1 2 and nov Comd 8 Engr Bde 2013, interviewed 04 October 2013
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Lesson: There is a requirement to identify the full spectrum of mobility support that will be required by a contingent
force as well as the capabilities and force structures necessary to deliver it.

AVAILABILITY AND USE OF CLOSE SUPPORT CAPABILITIES

31. The deployment of a limited range of close support capabilities, such as Trojan, fascines and Python line charges from
Operation HERRICK10 had some success, but probably did not meet the full spectrum requirement to provide a close
support manoeuvre capability. In particular, the lack of short and medium gap-crossing capabilities was a recurring
theme in the early stages of the campaign and was only partially resolved.?® AN NI T N s

” . — —
32.

Lesson:’

Observation:

TACTICAL BASE ARCHITECTURE — DESIGN ‘FIRST PRINCIPLES’.

33. The concept of an ‘off-the-peg’ design for bases of different sizes is no longer in use. Instead the approach is for a
'generic base architecture’, a consistent design method allowing various features and capabilities to be incorporated
in a compatible way to deliver bases of different sizes for diverse uses.?. One of the issues is the balance between
equipment solutions (modular, pre-fabricated, "Meccano’ style) and bespoke designs built with raw materials,
preferably available locally.

34. Materiel Sourcing Choices. It was difficult, often impossible, to get the quantity and quality of materiel needed
through local resourcing in Afghanistan. As a result a great deal was resourced from the UK.2 This was a sub-optimal
approach because all materiel, no matter what the design, had to be delivered over a lengthy logistic bridge with
limited capacity. This tended to force designs towards a known equipment solution because, logistically, this was the
easiest way to source from the UK. Alternatively, a bespoke design, built with locally sourced bricks and mortar for
example, would have been far easier to resource and less of a burden on the line of communication from UK (as well
as being more acceptable to ‘gift' when no longer needed).™ Contractors in Afghanistan sourced materiel from Dubai
and other places within the region. We should have done the same.

35. Timely Design. An over-emphasis on equipment solutions places a heavy burden on the logistic chain and
undermines the purpose of having an infrastructure capability, such as 170 (Infra Sp) Engr Gp, which can design
from first principles using local materials. If a logistics node or field support squadron had been established along the
strategic lines of communication, it would have significantly shortened the supply chain and it would have been easier
to get local materiel forward. It is important that engineers have the ability to design from first principles, in order to
deliver solutions quickly and efficiently. It was acknowledged that, in some cases quality materiel had to be sourced
from outside theatre and often this meant from UK.

Operation HERRICK 16 Engineer Commanding Officer, Post Operational

Report,

28 Concept of Employment (CONEMP) for Tactical Bases: CD Cbt/04/36/05V0 6 dated 11 February 13 Itis a CD Combat lead to sel the future requirement in the CONEMP. It is linked to Combat Chapter 2-1
paragraph 104 on Pewer Management

79 DUIMS 11848: A construction matenials testing facility was set up in Lashkar Gah (LKG) during HERRICK 11, but did not clear the problem

30 Lack of guidance for gifting has been steadity recorded from earlier HERRICKs Comd JFSp(A) Operation HERRICK 13:14, Nov 10-Jun 11 stated in his PO ‘There will be 3 time 1o "lean out” whal you do not
need, and hence a need for early decisions (from CJ0) as to wha is going to come back to the UK nto core That will help gifting decisions too’ DCOS 3 Cdo Bde H14 alsa covers this in his POI
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Lesson: There is a requirement to continue to develop the ‘Generic Base Architecture’ concept for contingency
operations, in order to ensure a consistent approach to design.

Observation: There is a requirement to build Infrastructure in the local style, using local materials where possible as
this will be more acceptable to be 'gifted’ at the conclusion of an operation,

Observation: DE&S produced what was known as ‘the Screwfix catalogue’ of materiel that was available off-the-
shelf, already ‘competed’. Whilst commercially this was an acceptable solution, with materiel delivered to RAF Brize

Norton and then flown to theatre, it placed the emphasis on an equipment, rather than a bespoke, locally resourced
design,

Lesson: The capability to design from first principles must be practiced and should be used on future operations,
particularly if this enables local materials to be used and reduce the burden on thé line of communication from UK,

Figure 3-7-9 Bridge deck stripping with ANSF Engineers

OHHAL-SENSHRE
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Annex A to
Chapter 3-7

OP ENTIRETY ENGINEER REORGANISATION EXPLANATION

1. Op ENTIRETY for many units and organisations required considerable change, summarized below

a. 29 (Land Support) Engineer Group'. This was renamed 29 Explosive Ordnance Demolition (EOD) & Search Group
and restructured to enable:

¢  Five reqular Royal Engineer EOD squadrons.

s Two RE EOD Regimental Headquarters (RHQs) to command and force generate regular and Territorial Army
(TA) EOD sqns and deploy as the Counter Improvised Explosive Device (C-IED) Task Force (TF) HQ in rotation
with other organisations.

» Asingle centralised HQ and Support Squadron to deliver common functions to both 33 Engineer Regiment
EOD and 101 Engineer Regiment EOD.

e Manpower enhancements to 11 EOD Regiment Royal Logistic Corps (RLC). Regt remained under command
of 29 EOD& Search Gp. The 83 liabilities included Ammunition Technicians Officers (ATOs), Ammunition
Technicians (ATs), Electronic Counter Measure (ECM) Operators, Drivers as well as the built of G1/G4
personnel ranging from Captains (Quartermaster Technical, Welfare Officer, Padre and Administration Officers
and Quartermasters in Squadrons) down to Junior Non Commissioned Officers (JNCOs). It was a seismic
change in the organisation and structure of the entire Regt that allowed it for the first time, to support home
and away operational outputs. It rectified years of neglect.

b. 2 Military Intelligence (M) Battalion. An uplift of 105 Intelligence Corps, Royal Military Police and RLC personnel
for Weapons Intelligence Staff (WIS).

¢. 1 Mi Brigade. An uplift of 25 personnel for Intelligence Exploitation.

d. 1 Military Working Dog (MWD) Regiment (Royal Army Veterinary Corps), 1 MWD Regt, was created as part of 29
EOD & Search Group?. 1 MWD Regt took command of all the Army’s 5 x MWD squadrons.

e. 36 Engineer Regiment Regt rerolled to become a 36 Engineer Regiment (Search). The Regiment accepted the
Talisman Route Proving and Clearance (RP&C) UOR capability.

RHQ
| |
[ S Ops/T Ieys
Fd Sqn (Search) x 5 ESiEenioR ps/Trg ife Sp ]

|

; Qm
SHQ QM(T)
Catering
Welfare

Med

Search Team

x 14 Dental

Figure 3-7-A-1. 36 Engr Regt Reorganisation.

f. Creation of a 5" regular STRE (Works) in 170 Engr Works Gp. Additional manpower headroom was created
from within the existing technical roster liability, primarily by re-rolling 517 STRE (Bulk Petroleum) to 517 STRE
(Works), re-hypothecation of internal manpower, such as utilising gapped STRE 2IC PIDs to create additional OC
positions. Further manpower was created by ‘taking posts from Regional Brigades and the then Defence Estates

1 For detall see 29 Gp Restructuning implementation Order LF/Org!373/4/3{3 dated 01 August 2009
2 For Detall see 1 MWD Regt impiemer:tation Order LF/Orgi3/3:4/10/2 dated 08 December 2009
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CHAPTER 4-1
SUPPORTING THE FORCE

BACKGROUND - THE EVOLUTION OF JOINT FORCE SUPPORT

1. From a logistics perspective Operation HERRICK presented a particular set of challenges due to its location, the
distance from the strategic base and the very nature of the operating environment. However, despite these very
real impediments to supporting a deployed force, the logistic and equipment support to UK Forces in Afghanistan
was - despite the occasional interruption - a success. Unlike many modern conflicts, at the height of operations
commanders were not generally constrained by logistics - being able to execute complex operations without the
traditional limitations imposed by limited supplies and support resources.

2. The scale of the logistics challenge is best appreciated by looking at a map. Afghanistan is land-locked
In terms of
distance, RAF Brize Norton to Kandahar Airfield is around 3,500 miles; the sea route from Marchwood port to Karachi
in Pakistan is over 6,500 miles (around 28 days sailing time) which is then followed by a 500 mile road journey to the
Afghan border. The map at Figure 4-1-1 illustrates the geographic scale of the support chain and the initial, rather
tortuous, strategic Lines of Communication' (LoCs).

]

- - 1
A ;
s ol b2
g
'\’Y‘ e 4 5.
L7 A 4" ’ [
3 g ey ik R e RUSSIA |

Figure 4-1-1. The Initial Operation HERRICK Strategic Lines of Communication

3. As well as being at the end of lengthy LoCs, the support demands of the deployed force continually changed as the
force adapted to meet the tactical situation; moving from a predominantly light role into a larger and more logistically
demanding Protected Mobility based force. At its height, the deployed UK force totalled over 9,000 military personnel
and over 6000 civilian contractors, operating from a network of fixed bases using a large, complex and fuel-hungry
vehicle fleet all of which had to be shipped into theatre. By 2012 there were nearly 3,000 military vehicles of 176
different types being operated by UK forces, 17,000 weapons of 21 different weapon types and 450 ISTAR platforms
of 18 different types. Such a dynamic, complex and multinational theatre located at the end of lengthy - and
frequently interrupted - LoCs called for a pragmatic sustainment framework that evolved to meet the demands placed
upon it

1 The development of these LoCs 15 shown graphucally al Annex A
2 Using 100 tons of fuel per day by Operation HERRICK 8 (compaied 10 30 tons per day on HERRICK 4)
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4. Asthe campaign progressed the support footprint moved from an expeditionary structure into a more enduring
campaign laydown characterised by large, well-founded, static facilities supporting forces arranged in a series of
Forward Operating Bases (FOBs). At the same time the support organisation moved from an initial component
framework to become a Joint National Support Command (NSC), focused on supporting UK forces, before finally
evolving into a Joint Force Support organisation. Joint Force Support (Afghanistan) (JFSp(A)) represented the
culmination of this evolution, responsible for a diverse and demanding range of support functions. Its remit included
all aspects of Combat Service Support (CSS), capability integration, campaign infrastructure development, inter-theatre
movement, personnel administration and national support planning functions. in addition it held key responsibilities
for detention, contractor management and the provision of Reception, Staging and Onward Integration (RSOI).

5. The JFSp(A) Headquarters was a 1*, augmented, organisation created around the core of the four standing Logistic
Headquarters? and bespoke ‘'Individual Augmentee’ (IA) Headquarters® which rotated on a six month basis. As the
Theatre enabler, JFSp(A) was part of operational-strategic support ‘troika’ which included the Permanent Joint
Headquarters (PJHQ) and the Defence Supply Chain Operations and Movements (DSCOM) organisation — enacting
policies from the former while supported by the latter to deliver logistic effect. The complexity of supporting
Operation HERRICK called for a network of command and supporting/supported relationships as illustrated in Fig 4-1-

2 below.
CJO
PJHQ
4
DE&S \
/ DSCOM Log plans UK NCE\
ACDS Log Ops \ / ]

Sl L [

IPTs *—-——v( JFSp(A)\ﬁ > TFH
N !
FMCC / \ EAW
APOD SPOD
cJo | Commander Joint Operations
PJHQ | _Permanent Joint Headquarters
DSCOM i Defence Support Chain, Operations and Movements
DE&S ; Defence Equipment and Support
UK NCC UK National Contingent Component
RC(SW) . Regional Command (South West)
TFH . Task Force Helmand
EAW | Expeditionary Air Wing
SPOD | SeaPort of Disembarkation (Karachi in Pakistan) _
APOD | Air Port of Disembarkation (Camp Bastion since 2009, previously Kandahar Airfield)
FMCC Force Movement Control Centre
IPT Integrated Project Team

Figure 4-1-2. JFSp(A) Relationships

3 101, 102, 104 Logistic Brigades and 8 Foice Engineer Brigade
4 Navy and RAF based Individual Augmentee HQs
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6. At the tactical level JFSp(A) provided support through its organic force elements. At maturity the JFSp(A) units
included the Theatre Logistics Group (TLG), the Close Support Logistic Regiment (CSLR), the Theatre Equipment
Support Battalion, the Joint Force Medical Group, HQ Camp Bastion, the Kabul Joint Support Unit, the Intelligence
Exploitation Force and the Engineer Works Group.

7. In essence the tactical supply chain involved the TLG, who were responsible for reception of materiel into theatre
from the Air and Surface LoCs (ALOC and SLOC respectively) and preparation for onward movement, and the CSLR
who distributed materiel forward to the Battlegroups. A key element of forward distribution was the introduction
and use of Combat Logistic Patrols (CLPs). These were deliberate, planned in-depth, operations involving joint, all
arms, integration of forces. A CLP could be a line of up to 100 vehicles stretching to 10km and covering multiple
Battlegroup Areas of Operations (AOs). When deployed they would be the largest independent manoeuvre group
operating in the battlespace and often delivered J3 effect — due to their presence and integrated capabilities ~
notwithstanding being a 14 activity.

8. At the high watermark of Task Force Helmand (TFH) operations, around 2009-2012 (Operations HERRICK 9 to 15), the
tactical distribution laydown reflected the schematic at Fig 4-1-3.

=" IcAT
ALOC '
cLp
BG Ech
BG Ech
cLp
BG Ech
BASTION : e
sLoc
AD .
FOB
~(
| LsT
ALOC | Air Line of Communication
SLOC Surface Line of Communication
FDC | Force Distribution Cell (the single point of contact for the QMs which allows prioritisation and
| optimum use of limited distribution assets)
I QM Battlegroup Quartermasters
| BG Ech Battlegroup Echelons (Elements)
CLP Combat Logistic Patrol {(now 'Protected Logistic Manoeuvre’)
ICAT ISAF Contracted Air Transpart
AD | Air Despatch
| FOB Forward Operating Base
LST | Logistic Support Team (logistic specialists deployed forward to compliment forward QM staff)
IRG immediate Replenishment Group (Battlegroup and Logistic personnel)
PB Patrol Base

Figure 4-1-3. The JFSp(A) Supply and Distribution Network
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THE LESSONS

9. The relevant lessons are covered below. These are grouped into ten themes which are covered in priority order with
their associated key lessons summarised.

10. The ten themes are:

a. Command and Control

b. Integrating the Contractor Component

¢. Optimise the ‘Logistic Balance'

d. Downstream Capacity Building

e. Criticality of Logistic Situational Awareness

f. The Provision of End-to-End Equipment Capability
g. Equipment Support

h. Protected Logistic Manoeuvre

i. Optimise Tactical Supply and Distribution

j. Training

Figure 4-1-4. The Combat Logistic Patrol

OFFIEtAT=SENSIHVE



COMMAND AND CONTROL
PROVIDE SUPPORT NOT JUST LAND COMBAT SERVICE SUPPORT

11. The logistic Command and Control (C2) structure evolved throughout the campaign to meet the demands of a
dynamic operating environment at the end of long and vulnerable LoCs. This saw the C2 framework move froma 1*
National Support Command (NSC) to an OF5 National Support Element and then to a 1* Headquarters as Joint Force
Support (Afghanistan) which endured for the remainder of the campaign. This reflected changing demands as the
support framework moved from an expeditionary footprint to an enduring campaign laydown.

12. As a result, JFSp(A)'s span of command covered not only the traditional Combat Service Support (CSS) remit of a
Logistic Brigade but, as mentioned earlier, also capability integration, campaign infrastructure development, inter-
theatre movement, personnel administration, personnel redeployment, national support planning, detention,
contractor management and the provision of RSOI. The fundamental lesson is that a future Joint Force Support
organisation must deliver a full spectrum of support to the force - not just conventional land environment C55.

13. This requires a scalable headquarters framework whose size will be dictated by the required Joint, J1-9, capabilities as
well as any bespoke theatre requirements to meet the operational need. Depending on the nature of the operation
a single Headquarters may initially be deployed but then divide into a Tactical Support Headquarters and a Theatre
Support Headquarters as the scale of the operation increases.

14, Whatever the C2 framework, it must be robust, enduring and fully understood throughout all vertical and horizontal
stakeholder relationships.

REACH BACK, SUPPORT FORWARD

15. As well as providing support to the deployed force, the JFSp Headquarters will always be a two-way facing
organisation. The importance of ‘Reachback’ should not be underestimated as the Headquarters needs to inform
and enable the end-to-end support chain, for example updating the Sustainability Statement (SUSTAT) requirements
to meet ground-truth theatre needs. In theatre, the headquarters will also function as ‘PJHQ fwd' and '‘NCC Rear’,
carrying out J1/4 functions for the deployed National Contingent Component.

FORCE GENERATING THE SUPPORT HEADQUARTERS

16. Given its diverse role, a JFSp Headquarters requires an agile and sophisticated Force Generation process reflecting
a 'golf bag’ approach based on functional requirements. Operation HERRICK experience has also shown the value
of campaign continuity in the Support Headquarters, driven by the need to enable roulements of the deployed task
force, maintain continuity of contracts and manage longer term infrastructure development. A nine month tour
length may be optimal, with staff ‘trickled’ into the Headquarters after deployment® in order to maintain coherence and
continuity rather than the stop-start impact from a full Headquarters Transfer of Authority.

17. Staff selection must also reflect operational need, placing the operational imperative above availability and personal
requirements. Operation HERRICK has also clearly demonstrated that Logistic headquarters at Brigade and Unit level
should be established with their own J2/3 Cells and high quality Liaison Officers — again requiring sufficient high
quality personnel to be identified and deployed

Lesson: The structures and establishments of Deployable Logistic Headquarters must be re-written to ensure

that they scalable for small, medium and large deployments and adaptable by being able to accept the ‘plug in’
capabilities required to meet contingency scenarios. The Headquarters must be able to provide joint sustainment to
all deployed forces in order to prevent inefficient duplication of supply chains.

Lesson: From the outset of campaign planning through to the conclusion of the operation, the Logistic C2
framework must be clearly understood and unambiguous. Logistic structures should endure and not be changed to
suit the peculiarities of individual formations. The doctrinal sustainment framework of 1st, 2nd and 3rd line echelon
based system remains valid for contingency as this system is readily understood and remains flexible enough to be
adapted for operational conditions.

Lesson: Sustainment activity throughout the depth of a 360 degree battlespace requires logistic headquarters at
brigade and unit level to have their own J2/3 Cells. These should be established posts.

Lesson: Headquarters staff need to be selected and trained in order to perform in role from the start of their
deployment. This applies particularly to the selection and integration of augmentees. Selection for the key posts
needs to be looked at in detail - placing the operational imperative above availability and personal need.

Lesson: In order to ensure logistic and operational situational awareness across all national, international and
coalition activities, good quality LOs need to be put into all key ¢iipE_——_ Headquarters.

5 Nolwithstanding the lraining implications
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INTEGRATION OF CONTRACTORS
UNDERSTAND THE HIGH LEVEL RISKS

18. The use of contractors characterised much of the support to Operation HERRICK and it is expected that future
expeditionary operations will continue to be dependent on contractor solutions, not just for UK Forces but also for
our coalition partners.® During the early stages of an operation military capability may be all that is available, therefore
enabling capabilities must be deployed accordingly. However, as the operational environment matures, contracting will
become the default solution as part of the Total Support Force (TSF) concept. Nonetheless over-reliance on contractors
carries risk if there is no alternative military capability. We therefore need to get better at understanding where the risks
are when we use contracted solutions in order to ensure that we build appropriate risk mitigation into our planning.

BRING CONTRACTORS INTO PLANNING, DO IT EARLY AND THEN PROPERLY
INTEGRATE THE CAPABILITY

19. Contractors need to be in our force design and generation from the outset. This will ensure Integration at the earliest
opportunity and allow better planning to make certain that the contractor provides the desired military effect. A longer-
term partnering approach is therefore key, and those contractors that are identified as likely to support future operations
should be kept current on emerging contingency themes, scenarios and plans.

20. Al the tactical level, we need processes in piace that allow us to share information with trusted contractors and
integrate them into tactical planning. This ensures coherence of understanding, clarity on the required of support effects,
commonality of tactics, techniques and procedures and opportunities for sharing intelligence.

21. All of the above requires those military personnel with responsibilities for establishing and monitoring contracts to
be professionally competent and for headquarters contracting coordination cell functions to be formalised. This calls
for appropriate training and potentially longer tour lengths in order to maintain continuity of oversight and to ensure
seamless capability integration.

22. Contracting staff must be able to articulate the effect that the contractor is to provide through detailed Statements
of Requirement (SoRs). It is this critical document that the contractor uses to deliver the requirement/effect, but

production of this document is a skilt which ic currently lacking across the military members of Defence.

Lesson: Some enabling capabilities may not be available from contracted solutions to meet the scales of deployment
specified in the VANGUARD readiness instruction for at least the first 6 months of a deployment. Therefore
deployable capabilities need to be reviewed to ensure that there is sufficient military manpower to provide all
enabling functions.

Lesson: Contractors need to be in the force design from the outset. The Army must develop a partnering approach
with those contractors that we identify as likely to support future operations.

Lesson: Under the Total Force Concept the requirement for military personnel to be competent in the management
of civilian contracts is more acute. There must be a review of the through life competencies required to
professionalise contracting skills.

OPTIMISE THE ‘LOGISTIC BALANCE’

23. We must do more to optimise the ‘logistic balance’ — that is the balance of support efficiency, assurance, anticipation
and risk. This will be enabled through providing end-to-end assurance and inculcating an 'austerity mindset' that
expects and drives a leanness throughout the support chain. Supporting operations in Afghanistan highlighted the
challenge of achieving such a balance; by the time the support chain had adapted to the demands of the operational
and tactical circumstances the situation would then change (for example the rapid uplift in Protected Mobility, the
move to Camp Bastion or the transition to redeployment) and upset any logistic elegance that had been put in place.
Therefore early planning direction must be provided to allow better anticipation of evolving demands.

b Further details on the use of contraciors during Operation HERRICK. can be leund in Chapter 4-3

1-1 &
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PROVIDE END-TO-END ASSURED SUPPORT

24. Assured end-to-end support firstly requires the early receipt of a coherent Campaign Plan to allow longer term
planning and anticipation of requirements. The designated Joint Support Headquarters must have the ability to
engage early with the strategic base (DSCOM, DE&S, ACDS Log Ops) in order to have visibility of, and be able to
influence, the strategic and operational supply chains.

25. Projecting military effect across significant distances dictates that risks will always be present. These risks should be
mitigated through the provision of a variety of Military and Civilian -provided LoCs thereby providing robust, flexible
and resilient support to the font line. Consequently, the provision of Ground and Air LoCs, using a mix (if necessary) of
Land, Air and Maritime capabilities will need to be considered at the earliest point of any force development planning

START LEAN, STAY LEAN

26. As the theatre reached maturity the support framework became based on large, static, well-founded facilities. This
will not be the norm for contingency and support enablers must understand and expect austere conditions for future
operations. This requires logistic efficiency provided by accurate anticipation, the integration of 13/4 plans and assured
supply/distribution mechanisms. Stack levels must be set at an appropriate level throughout these chains in order to
provide support when required without impairing logistic agility or overly-constraining tactical activity.

27. Providing the right materiel, in the right place at the right time without the need for over-insurance at 1st Line, or
the holding of large reserves at 3rd Line, needs reliable information flows and robust Logistic IT to be in place from
the earliest point. Maintaiping a lean supply chain is only possible if planners know where stock is held. This also
calls for robust accountability on Unit handover/takeover of accounts aided, if necessary, by forward deployed logistic
specialists (for example the use of HART/CSAT?). In addition, a lean support chain necessitates palancing inflow with

outflow and planners must open the reverse support chain from the outset of any deployment. This ensures that only
what is needed in theatre is held in theatre.

28. Depending on the nature and intensity of operations, preparations for redeployment will need to be synchronised
and prioritised. The requirement to prepare vehicles to Theatre Exit Standard (TXS) may impose a significant burden
on vehicle availability and Equipment Support resources. In some cases a reduced TXS will significantly increase
availability and accelerate redeployment but a balance of work will be required once vehicles have returned to the UK

or deployed to another theatre. Preparation for redeployment must be balanced with maintaining support 1o current
operations.

T A Tp T | <ol S R

o | T

! HART: The HERRICK Account Reconciliation Team CSAT: Closed Stores Accounts Team
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Lesson: The sustainment enabling headquarters must be provided with a coherent campaign plan at the earliest
opportunity in order to allow longer term planning and anticipation of requirements.

Observation: Expeditionary operations require redundancy in the Strategic Lines of Communication. Our desire to

Observation: Just-in-time logistics did not work at the tactical level and failed at the operational level a number
of times. Critical stocks need to be held forward and sufficient flexibility needs to be built into the supply system to
allow rapid re-prioritisation at short notice. However stock levels held forward must not be at a level where forces
are overburdened and logistic agility is impaired.

Lesson: Joint Logistic Headquarters must have visibility of, and be able to influence, the strategic and operational
supply chains including:

a. The SUSTAT should be regularly reviewed and adjusted to cope with changes in the operating environment
and to prevent excessive iInventory stock levels from building up in Theatre and thereby reduce the volume
of materiel required to be disposed of/ returned to UK during the Redeployment phase.

b. The Joint Logistic Headquarters must be given the Desired Order of Arrival Staff Table at the earliest opportunity.

Observation: As the theatre transitions to drawdown the theatre infrastructure will revert to increasingly austere
conditions with a corresponding increase in logistic risk. Such logistic risk during drawdown must be mitigated
through agility and acceptance of austerity.

notwithstanding that preparation for redeployment must be balanced with maintaining support to current
operations,

Lesson: Austere expeditionary environments should be anticipated as being the future norm. The requirements,
frictions, deprivations and expectations of such an environment should be inculcated across the force through
doctrine and training.

DOWNSTREAM CAPACITY BUILDING: TRAIN TO CONDUCT SUPPORT, NOT JUST
LOGISTICS

29. Successful transition at the conclusion of enduring operations requires the development of indigenous military
capability. From a UK perspective Operation HERRICK focussed on combat and police mentoring, however for {uture
operations we must understand that developing the enabling functions of indigenous forces is required if we are to
provide genuine military capability. These should extend beyond logistics, equipment and medical capabilities into
providing the full range of required support activities

Observation: Developing the enabling capabilities of indigenous forces is key to success in transition
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CRITICALITY OF LOGISTIC SITUATIONAL AWARENESS

LOGISTIC SITUATIONAL AWARENESS IS VITAL FOR ANTICIPATING LOGISTIC
REQUIREMENTS

30. Support planners need to anticipate the probable course of future operations and forecast the likely requirement for
personnel, material, equipment and services. They therefore require a detailed understanding of: available resources
and movement assets; the intended location of deploying force elements; and anticipated environmental conditions.
Operation HERRICK reinforced this requirement, calling for close coordination between J3/5 staffs and J4 staff since
support requirements will often have a direct impact on strategic, operational or tactical activities and planners should
ensure that future plans are fully integrated with operational intentions.

31. To ensure that the right materiel is provided at the right place and the right time requires a full understanding of what
is available, where it is or how long it will take to get if you do not have it - especially in a theatre with long LoCs and
correspondingly long supply lead times. This situational awareness (SA) allows the timely identification of shortfalls,
surpluses, perishing items and where particular logistic risk is being held. At present the capability to provide this
SA is lacking, Defence still lacks a common, reliable, IT system to provide accurate asset tracking and inventory
management. '

LACK OF LOGISTIC SITUATIONAL AWARENESS LEADS TO WASTE THROUGHOUT
THE SUPPLY CHAIN

32. Aside from impacting the ability to anticipate support requirements, reliable logistic SA prevents waste. Operation
HERRICK was characterised by over-insurance at 1st line due to a lack of confidence in the support chain. This was
manifested in the holding of 2nd line stock levels (or considerably more) at 1st line - leading to continuous accounting
and stock management issues. In addition, poor asset visibility led to stock being ‘misplaced’ throughout the supply
and distribution chain.

33. These issues contributed to considerable waste as stock perished in FOBs or sat for months (in some cases years) in
ISO containers — all of which had to be re-supplied through the expensive and lengthy strategic LoCs. Once more,
a reliable asset tracking and inventory management [T system combined with effective information management
processes would provide a capability to prevent this waste and inefficiency.

Lesson: The deployed sustainment network needs a reliable logistic IS system that will ensure asset tracking and
accountability down to Battlegroup level.

Lesson: Logistic Headquarters should be established to deploy a logistic Information Management Team. The
requirement remains for an effective Logistic Information Management Team who can synthesise the information
from the various Log Information Systems to produce a true Real Time Logistic Picture.

THE PROVISION OF END-TO-END EQUIPMENT CAPABILITY

34. A deployed force is unlikely to deploy with the ideal equipment for a particular operation, and may face an enemy
who possesses the ability to quickly adapt their tactics in a dynamic operational environment. Therefore the provision
of Urgent Operational Requirement (UOR) equipment needs to be responsive, fast and agile to provide the equipment/
modifications required to achieve sustainable success on operations.

35. To deliver end-to-end Equipment Capability (EC) in an austere theatre requires early identification of the EC C2
structure from Theatre level reaching back into the strategic base. This is enabled through: clear articulation of the
user requirement®; unambiguous ownership by the relevant Army Directorate as the Competent Army Authority and
Inspectorate; provision of relevant training; and, at Theatre level, an Equipment Capability Integration Cell which
benefits from the synergy and broad situational awareness with Equipment Support (ES) and EC combined. This would
see EC staff combined with ES Elements including Operations and Plans, ES Materiel, assurance and Scientific Advisor
staff (SCIAD) as required

36. In addition, the Project Teams (PTs) must remain engaged until the equipment reaches full Theatre Entry Standard;
this is a prime function of the EC Branch and the more that can be done to prepare UOR equipment and vehicles in
the UK the more time and ES effort will be saved in theatre. Likewise, deployed UORs must be backed up with the
necessary training, spares and technical support to ensure the required capability is delivered

8 Improving defence stakeholders ability to write, interpret and deliver UORs and successiully integrate capabilities across all DLODs remains essential
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Observation: A critical success factor with contingency will be how quickly we can adapt or supplement our current
equipment to the challenges of the next campaign. Improving defence stakeholders ability to write, interpret and
deliver UORs and successfully integrate capabilities across all DLODs remains essential.

Lesson: Rapid deployment of UOR equipment into theatre does not always equate with rapid provision of the
required capability. To reduce the burden on in-theatre ES capabilities, UORs need to be as close to Theatre Entry
Standard (TES) as possible before arrival in theatre.

Lesson: Sufficient spares for UOR vehicles/fequipment must be provided from the outset of the training and
integration programme. UORs should deploy with a comprehensive spares package, support publications, codified
spares with NATO part numbers, specialist tools and test equipment.

Observation: The requirement for an Equipment Capability Integration Cell endures for future operations since, to
deliver joined up capability in an austere theatre, requires an Equipment Capability Integration Cell made up of EC,
SCIAD and J4 elements.

EQUIPMENT SUPPORT

37

38.

- Experience in on Operation HERRICK confirms that ES doctrine remains fit for purpose and that the principles” of

Equipment Support remain valid. For UORs it was found that the use of 1 to 4" line repair lacked agility and required
robust in-theatre filtering before items are returned to the UK for repair. Therefore Support Contracts should allow
REME soldiers to repair faulty UOR equipment as far forward as possible rather than being obliged to return it to the
manufacturer/ contractor. At the very least REME must have a screening capability to remove the burden of ‘no fault
found’ items being returned on the LoC.

Nonetheless 1% to 4" line repair may be an option in some cases - but only when it is of value to defence: it works
when equipment is plentiful, repairs are cheap and the LoC is not burdened by the movement of heavy of large
equipment. However, the use of Field Service Representatives (FSRs) and in-theatre recuperation proved successful and
should endure where deemed necessary but not to the detriment of investment in REME Trade Training.

Observation: Equipment Support doctrine remains fit for purpose having been extensively tested on operations
in both Irag and Afghanistan. The principles of ES remain valid (Repair Forward, Echelons of Support, C2 at every
echelon and Stability).

Observation: For UORs, the use of 1st to 4th line repair lacks agility and requires robust in-theatre filtering before
items are returned to the UK for repair. However, the use of FSRs has proven successful and should endure where
deemed necessary (limited time, specific to rapid/UOR fielding) but not to the detriment of investment in REME Trade
Training.

Lesson: Equipment Support manoeuvre remains essential which requires the provision of appropriate Repair and
Recovery variants of new vehicles when they are introduced into service.

Lesson: Processes must be put in place to ensure that ES training is undertaken on UOR fleets at the earliest
opportunity. Future equipment projects must ensure cross-DLOD planning to enable the training of REME tradesmen;
initially in conjunction with the fielding of new equipment but also as an enduring capability.

PROTECTED LOGISTIC MANOEUVRE

39

40.

. The future utility and operation of Combat Logistic Patrols (CLPs, now referred to as 'Protected Logistic Manoeuvre'

(PLM)) will rely on combined arms integration and the fusion of J3/J4 effects. Therefore, logistic headquarters
therefore must have the capability to synchronise planning, coordination and exploitation of the array of J2/3/4
resources to execute combined arms, potentially multi-national, partnered, PLM.

PLM is essential to deliver a range of J4 and J3 effects™ along a LoC which will likely require manoeuvre independent
of the combat force through ungoverned, contested battlespace. This requires exploitation of fused intelligence,
Battlespace Management, Joint fires, ISTAR, C-IED/Route Proving and Clearing capabilities as well as task-organised
Force Protection. The ability to exploit such effects will become increasingly important as the supported force operates
at reach, and where the ability of combat force elements to protect the line of communication may be routinely
exceeded.

[}
10

Repair Forward, the ES Echelons, C2 at every echelon and Stability, .
Common G4 effects (SUSTAIN, DELIVER, RESUPPLY, RECOVER) will be supplemented by a range of deliberate and oppostunistic G3 eMects including CLEAR, PROTECT, DETER, INTERDICT, HOLD and - if
necessary — DEFEAT,
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41. For all sustainment personnel the principle of ‘Soldier First, Specialist Second' has been confirmed. Logistic enablers

need the right integrated all arms training, equipment and vehicles to fight (or ‘protect’) logistics through when
required to ensure that Logistics can deliver even when under direct threat.

Observation: PLM is essential to sustain forces in a 360° battlespace by providing the capability to deliver a range
of vital G4 and G3 effects along a FLOC -compliant line of communication, often through ungoverned, contested
battlespace independently of combat force elements.

Lesson: Sustainment enablers need to be able to protect themselves. The nature of the threat in the 360 degree
battlefield requires CSS personnel to be trained and competent to provide organic Force Protection. Likewise CSS
vehicles must be suitably protected to meet likely threats.

LA

- =

Figure 4-1-5. Protected Logistic Manoeuvre in a Complex Environment

OPTIMISE TACTICAL SUPPLY AND DISTRIBUTION
42. Operation HERRICK chowed that stockpiling at 1% Line reduced logistic risk; however it also fixed forces (in FOBs) and

the accounting/stock control of holding 2™ line stock levels at 1% line did not work since battlegroup personnel are
not trained to manage, rotate or account for such large stock levels.

43. This was addressed through providing supply and distribution specialists 10 deliver logistic effect at 1* line (e.g.

Logistic Support Teams). They complimented, rather than replaced, the QM staff and key activities would include:
opening the reverse supply chain; appropriate logistic prediction/forecasting; and providing accounting assurance/
POGO™. 1 line CSS expertise also prevents over-stocking, therefore enabling manoeuvre and tactical CSS agility, as
well as providing tactical commanders with advice on any logistic constraints to tactical activity.

A4. A linked issue concerns the need for increased support activity during the deploy and recover phases. In addition, an

increase in effort is also required during large scale tactical actions. The JFSp Headquarters and support chain must
understand and anticipate steady-state, seasonal and surge demand in short, medium and long term operational
cycles and surge logistic capability when required.

1

Praot Of Good Ordet




Lesson: RLC technical accounting advice needs to be available down to 1st line in order to provide technical advice
and auditing. This ensures robust accountability throughout the echelon system,

starting an exercise on day ane without full stocks and potentially significant logistic constraints ~ requiring real
iogistic choices and priorities to be made.
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Annex A to
Chapter 4-1

OPERATION HERRICK SUSTAINMENT CHRONOLOGY SUMMARY

Dates

Operation

HERRICK 4- 8

e Evolution from PRT to TFH

Log HQ

Comd

| * UK LOC through KAF and KBL contractor to KAF
* Initial focus on Helmand (HMD) with establishment and rapid growth of Bastion.

* UK LOC through KAF and BSN to HMD and Upper Gereshk river valley. (Developing AO: Now Zad, Garmsir, Kajaki
dam, Maiwand (ISAF Regional BG task); later, west into Nad Alj)

Oct 05 -

Events

* Increasing use of contracted rotary wing and contracted ground movement. (Initially to serve BSN from KAF, then
to push out to FOBs with in order to reduce convoy casualties.)

¢ Increased mechanisation leads to higher demands for fuel (H4 30 tons/day, H8 100 tons/day)

HERRICK 4 (16
Jul 06 Bde)
HERRICK 4-5 (16
Jul 06 - | Bde - 3 Cdo Bde)
| Jan 07
HERRICK 5-6 (3
Jan 07 -  CdoBde-12
Jul 07 Bde)
HERRICK 6-7 (12
Jul 07 - | gde - 52 Bde)
| Jan 08
Jan - Jul | HERRICK 7-8 (52
08 Bde — 16 Bde)
HERRICK 8-9
j:Loogg‘ 16 Bde - 3 Cdo
Bde)
HERRICK 9-12

UK NSC

NSC 'downsized’
into an NSE
under an OF5

UK NSE

HQ NSC(A),
based around HQ
JFLogC staff

NSC now
becomes JFSp(A)

JFSp(A) 6

Brig JAS Downes |

Comd 104 Bde

Air Cdre GJ
Howard - now
a 1* Logistic
Formation

Brig J Henderson

' 102 Log Bde

Navy IA HQ

* Tipping Point: Shift from Expeditionary to Campaign footing

* Shift of logistic effort to BSN from KAF: new runway, hardened facilities in BSN — store-sheds, ES Mat warehouse,
ESS facility, accommodation. (ENTIRETY era: UOR influx with shortened acquisition lead-time, equipment & logistic
risk accepted; maximisation of bayonets alongside reduction of supply expertise)

Jan - Jul
09

HERRICK 9-10
(3 CdoBde- 19
Bde)

IFSp(A) 7
RAF 1A HQ

Air Cdre O'Dea

L]
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Deployment into Helmand
Establishment of Camp BASTION

Control of C130s passed to HQ ISAF

Leaned out BG echelons
Shortages of some ammn types (81mm)
Karachi — Kandahar GLOC ‘fragile’

Implementation of (temporary) common
fuel policy

Introduction of MASTIFF, REAPER, GMLRS,
HERMES 450 begins

Construction starts on Bastion strat lift
runway

Introduction of JACKEL

PM Bhutto assassinated in Pakistan
and strike in Pakistani oil refinery - fuel
restrictions in theatre

Introduction of ISAF Contracted Air
Transport

High tempo CLP activity

JFSp(A) directed to move from Kandahar to
Bastion

TOA of northern and southern Helmand to
USMC

Reduction in length of tactical LoCs

4-1-A 1



HERRICK 10 -11

' :)“e"c Lo | (19Bde-11 JFSp(A) 8
Bde)
Dec 09 - | HERRICK 11-12 | JFSp(A)9
Jun 10 | (11 Bde - 4 Bde)
Jun - HERRICK 12-13
Nov 10 | (4 Bde - 16 Bde) | “ToP(W) 10

' Dec 10 -

HERRICK 13-16

Support focus shifts to redeployment
Tipping Pcint: ANSF take greater charge

HERRICK 13-14

Mov 17| (16 Bde -3 Cdo dEpe)
I y Bde)
Jun. | HERRICK 14-15
(3 Cdo Bde - 20  JFSp(A) 12
Nov 11
Bde)
Dec 11 - HERRICK 15-16 JFSp(A) 13
May 12 (20 Bde - 12
y Bde)
Jun - HERRICK 16-17 JFSp(A) 14
Nov 12 (12 Bde — 4 Bde)

HERRICK 17-19

Transfer of security responsibility to Afghans

Brig Tickell
8 FEB

Brig Fay
101 Log Bde

Brig Nitsh
102 Log Bde

Brig A T Davies

Cdre Walker
Navy 1A HQ

Brig Mitchell
101 Log Bde

Brig McLay
102 Log Bde

JFSp(A) move to Bastion completed

Strategic AT now flying directly into
Bastion

SV introduced as UOR
Op PANCHAI PALANG

Volcanic ash cloud impacts strat AT

Established posts of Comd Med, JF Engr
and Comd EC .

Completed the drawdown of Kajaki and
Sangin,

GLOC closed for twelve weeks due to
problems with Afghan Customs

Increasing role of the Reverse Supply Chain |

DSG ESS capability established in Bastion

Tactical CIS amnesty unearths £6m worth
of CIS egpt.

Prohibition on further infrastructure
development

introduction of FOXHOUND UOR
Deployment of Comd EC (OF5)
Pakistan GLOC closed Nov 11 - Jul 12
Focus now on reduction of 1st line

holdings, BRAC and ‘precision battlefield
clearance’

¢ Increasing role of the Reverse Supply Chain and POGO, frictions with sustaining current ops

Dec 12 - HERRICK 17-18 JESp(A) 15
May 13 | (4 Bde - 1 Bde)
Jun - HERRICK 18 JFSp(A) 16

Dec 13

Brig Capps
104 Log Bde

Air Cdre Bessel

RAF IA HQ

COMISAF's revised direction: complete
withdrawal by Dec 2014 (vice 2015)

MJDI rolled out on a limited basis
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CHAPTER 4-2

HEALTH SERVICE SUPPORT

‘The medical system was almost unibeatable. Without doubt | brought back over half a dozen of my
soldiers who survived because of the medical professionalism that currently exists in Theatre; that is
humbling ’

Gamemme Operation HERRICK 13’

BACKGROUND - HEALTH SERVICE SUPPORT TO OPERATION HERRICK

1. The overall delivery of Health Service Support (HSS) to all UK Force Elements (FEs) in theatre was the responsibility of
Joint Force Support (Afghanistan) (JFSp(A)). This included Force Health Protection (FHP) - including the provision of
medical intelligence to support operational planning, Primary Health Care (PHC), Pre-Hospital Emergency Care (PHEC)
and Deployed Hospital Care (DHC). In addition, deployed healthcare provided Medical Force Protection advice and
support to minimise the impact of Disease and Non-Battle Injury (DNBI) on combat effectiveness.

2. This was enabled thorough the J1 Medical Cell in HQ JFSp(A) and the UK Medical Group consisting of the Role 3
Hospital in Camp Bastion and the deployed Close Support Medical Regiment. At the height of the operation, in this
example during operation HERRICK 15-16, these enablers carried out the following functions:

a. The J1 Medical Cell. The J1 Medical cell in HQ IFSp(A) interfaced with PJHQ J4 Medical, Regional Command
(South West) (RC(SW)), Regional Command (South) (RC(S)) and Task Force Helmand (TFH) in order to provide
medical subject matter expertise and medical intelligence into the operational planning process. This ensured: the
appropriate implementation of NATO, UK National and Defence Medical Services (DMS) medical policy; casualty
regulation (including the co-ordination of Strategic AEROMED); the provision of specialist advice and direction
on FHP and medical capability; and monitoring ANSF Medical Development. J1 Medical was also responsible for
Theatre Healthcare Governance and assurance in accordance with CJO's governance and providing Commander
JFSp(A) with advice on medical ethics and the application of the Medical Rules of Eligibility. It also provided
Environmental Health advice across the UK Medical Area of Operations (AO) and provided the branch lead on
medical capability development and medical infrastructure.

b. The Role 3 Hospital. A Role 3 Hospital? was established in Camp Bastion and was a UK-led multinational Medical
Treatment Facility (MTF) which provided Role 3 DHC for ISAF Force Elements across RC(SW) and for Afghan
patients in accordance with ISAF Medical Rules of Eligibility.

¢. The Close Support Medical Regiment. A deployed Close Support Medical Regiment (CSMR) provided medical
support in the TFH AO and wider Role 1 support to all UK forces deployed throughout Afghanistan. it consisted of
a Regimental Headquarters (RHQ) and three squadrons:

(1) RHQ. The RHQ was charged with delivering healthcare support forward of the hospital, primarily to TFH. Within
the RHQ, planning activity was conducted by the Medical Group Operations Cell having been triggered by the
TFH Medical Liaison Officer (Med LNO). MEDEVAC? missions were then monitored, supported by Med LNOs
in HQ Join Helicopter Force (Afghanistan) to warn the hospital of incoming casualties. The Operations Cell
then monitored casualties from point of injury, through the hospital, to the UK via the hospital Aeromedical
Evacuation Liaison Officer,

(2) A sqn. A San provided Medical personnel in support of Combined Forces (CFs), manoeuvre sub-units and
Combat Logistic Patrols. Combat Medical Technicians (CMTs) and Medical Officers (MQOs) were integrated into
tactical base locations to provide local primary healthcare and pre-hospital emergency care

(3) B Sqn. B Sqn provided Primary Healthcare Centres (PHCs) at Camp Bastion, Kandahar Airfield, Kabul and
Lashkar Gah. This included the provision of visiting dental, field mental health and rehabilitation teams trom
Bastion. A High Readiness Tearn (HRT) was available a1 to respond to a major
medical Incident in the AO. The Sqn also deployed primary care personnel and high readiness response/
mentoring teams to the Afghan National Army.

(4) Support Sgn. The Support Sgn provided support and enabling personnel to the UK Med Gp including an
Environmental Health Team (EHT) that provided hygiene and EH support to the Force.

! ~ Operation HERRICK 13, September 2010-Apul 2011, quoted from his Tost Operatianal interview, 17 june 200 '
2 A Role 3 Hospital can provide primary surgery, intensive care, suigical and medical beds with dedicated nutsing and diagnostic support
3 Medical Evacuation (MEDEVAC ) relers 1o the transfer of a casualty from point ol injury to an initial medical teatment lacility
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3. Forward and tactical AEROMED was provided by UK and US rotary and fixed wing assets which were coordinated by
the Patient Evacuation Co-ordination Cell (PECC) within the HQ RC(SW) Combined Operations Centre.

4. Conceptually, Medical Support in theatre was deployed as a continuum of healthcare from the point of injury to
subsequent strategic medical evacuation. This process is shown graphically at figure 4-2-1 below:

. Within 10 minutes:
Casualty Sustained Resuscitation and stabilising treatment

Within 1 hr:

MERT MEDEVAC to Camp Bastion Role 3 MEDEVAC assets reach casualty

Within 2 hrs:

Emergency Surgery Casualty to be undergoing surgery

Strategic Aeromedical Evacuation to UK Within 24 hrs

ERE

‘Definitive’ Surgery at the Royal College of
Defence Medicine v

Recovery and Rehabilitation at the Defence Services
Medical Rehabilitation Centre DSMRC Headley Court

tigure 4-2-1. The Operational Patient Care Pathway

THE OPERATION HERRICK STANDARD OF HEALTHCARE - THE GOLDEN THREAD*

5. The standard of healthcare delivered on Operation HERRICK and resultant patient outcomes provide the baseline that
the Defence Medical Services (DMS) and Army Medical Directorate (AMD) aspire to deliver on future operations.

6. Itis recognised, however, that political, operational, tactical and financial constraints may prevent its achievement. Any
shortfall in medical capability or capacity that results in poorer patient outcomes during future operations could have
an adverse impact on public support and negative political consequences. Should such risk be identified by medical
planners it must be highlighted to operational commanders in order that it is properly mitigated, or a decision taken to
tolerate it.

7. The exceptional patient outcomes achieved on Operation HERRICK® were the result of the Operational Patient Care
Pathway (OPCP)® being managed as a single and coherent End to End (E2E) healthcare system; from point of injury/
iliness to Role 4. Step changes to clinical practice within the Operation HERRICK OPCP led to the evolution of that
E2E system. The step changes resulted from the development of the conceptual understanding of the physiology of
trauma. This led to advances in training and education of deploying clinicians, whilst financial investment led to better
clinical infrastructure, clinical equipment and Personal Protection Equipment (PPE) and greater availability of rotary
wing MEDEVAC platforms crewed with physician-led patient retrieval teams. The National Health Service (NHS) plays
a vital role in the partnered provision of Role 4 healthcare for military casualties on return to the UK. The NHS also
remains a key strategic partner for the MOD in order to maintain an appropriately prepared pool of military secondary
healthcare professionals to meet the operational demand. '

8. These clinical gains have necessitated significant infrastructure, equipment and MEDEVAC enhancements. Such
enhancement is unlikely to be available duriresee early stages of future operations because of constraints on our
ability to move medical mass; competing priorities for use of rotary wing platforms restricting their availability for
MEDEVAC; and the (current) limited environmental tolerance of some key clinical equipment. These enhancements will
have to be built incrementally as the capacity of the Joint Supply Chain allows and the Theatre matures. Consequently
clinical research should be directed towards the following goals:

4 These HERRICK Study HSS lessons are the nutcome of detailed research and analysis conducted by AMD and extracted from the 2* endorsed HERRICK Campaign Study Joint Health Services Support Lessons
paper (Army HQ/AMD/Cap&Trg/30-09) dated 14 Febiuary 2014

5 32 unexpected UK sutvivors occurred on Op HERRICK over the period September 2010 — December 2013

6 ISP 95D, Leaflet 1-4-1
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a. The development of miniaturised and ruggedized imaging and laboratory capability that has better tactical
transportability and environmental tolerance and reduces logistic drag, and which if realised, potentially, may offer
the opportunity to use imaging and laboratory support ‘further forward’ within the OPCF.

b. The development of clinical interventions and protocols that enhance our ability to sustain patients more
effectively during Prolonged Field Care’ in order to mitigate the impact of potentially longer clinical timelines.
From this will cascade DLoD requirements such as Concepts & Doctrine (how to deliver it), Training (BCD, Team
Medic, BATLS & MIMMS course content), the equipment (for oxygen, blood, stretchers, analgesia, infra, power,
cold chain), and the personnel necessary to deliver it.

Lesson: Laboratory and diagnostics capability needs to be further ruggedized and miniaturised to enable early,
entry-level deployment.

Lesson: MTC® and CT2° scanners need to be supported into core cross-DLoD.
Lesson: Radiologists should be attributed at all scales of DHC.

Lesson: Team Medics must remain a core tactical capability at a force ratio that meets the deployed requirement,
and that can be sustained through the training and assurance pipeline.

Lesson: The surgical procedures dataset from the Camp Bastion Role 3 hospital should be analysed to determine the
future structure of deployed Surgical Teams, with the inclusion of specialist capabilities such as Burns and Plastics.
General Physicians must be included for all scales of DHC.

Lesson: Critical to PHEC is identifying what interventions are required in the FLOC pre-hospital environment to meet
the 1 hour timeline, and for Prolonged Field Care.

Observation: Research must be supported into novel bleeding control agents, with particular focus on internal,
non-compressible haemorrhage.

Observation: Pain management is a core competence of DMS anaesthetists and intensivists;

Observation: The quality of advanced resuscitation capabilities on Operation HERRICK must be retained for
contingency.

Observation: <C>ABC'® techniques and equipment must also continue to be developed as a core capability for
Emergency First Aid (MATT 3), and remote patrol medics. '
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Figure 4-2-2. Transfer of casualty from MERT to Emergency Surgery
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CT: Computenised Torography.
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THE SILVER BULLETS - ACTIONS AND WORK REQUIRED TO INSTITUTIONALISE,
RETAIN OR SUPPORT THE GOLDEN THREAD

9. Eight specific actions and work-streams were identified by the 1* Military Judgement Panel as necessary to
institutionalise, retain or support the Golden Thread. These too are a synthesis of all the recorded lessons and insights,

DEVELOP ROLE 1 TRAINING PROCESSES

10. Acknowledging that it pre-dates Operation HERRICK, Role 3 collective training has been institutionalised and
appropriately resourced through the Role 3 Hospital’s Mission Specific Validation Hospital Exercise (HOSPEX). The
utility and benefits of HOSPEX are manifest. It provides the exemplar process for delivery and assurance to Collective
Training (CT) level 3, has facilitated the Integration and orientation of multinational staff elements into UK practice
and provides Comd 2 Med Bde, as the Competent Medical Authority (CMA) for DHC, with a detailed, reproducible
and auditable mechanism of assuring and validating the capability. Role 1 collective training and validation is however
significantly less institutionalised and inadequately resourced. To validate contingent medical capability effectively

Lesson: Exploit our expertise and experience in Role 3 training validation to develop a comparable Role 1 process.
The Force Generation pathway for contingency operations must have defined and resourced CT capabilities to
support Role 1 (for CT 1 and 2), and Roles 2 and 3 (for CT 1, 2 and 3). The same rigour must be applied to Role 1 CT
asitis to Roles 2 and 3. Multinational

Lesson: Medical and military-medical collective skills should be validated as part of a Combined military exercise
rather than in isolation. 2nd party assurance should be provided by the relevant Medical Commander, and 3rd party
Asslirance at least comparable with Care Quality Commission/NIIS standards that eatends iinto tie deployed space.
CT for medical elements for contingent operations must also be validated within the training pathway of the unit /
formation they will support,

Observation: Clinical Governance must underpin all DMS activity.

DEVELOP MULTINATIONAL HEALTHCARE INTEROPERABILITY

11. Since 2009, the Camp Bastion Role 3 Hospital has demonstrated that a multinational-staffed facility, albeit under UK
command, utilising UK military clinical protocols and subject to UK military Healthcare Governance and Assurance,
can deliver exceptional patient outcomes. Predictable cultural and clinical differences between nations were partially

mitigated through HOSPEX Multinational operational medical provision offers the advantage of burden sharing.

contributing nations,

DEVELOP HEALTHCARE RECORD MANAGEMENT AND IM/IX FUNCTIONALITY

12. Significant improvement in the management of healthcare records js required pan-DMS'", Whilst strategic policy has
recently been published!?, experience from Operation HERRICK shows that a significant number of DMS personnel do
not understand, or are failing to comply with the individual and corporate responsibilities (statutory, professional and
ethical) associated with healthcare records. More developed and didactic training and education of DMS personnel is
required to address this. Better Medical Information Systems (MIS) are required to ensure the fidelity and timeliness
of the transfer of Primary Healthcare Care (PHC) recards to and from Theatre, and that episodes of Deployed Hospital
Care (DHC) are captured with the required fidelity. We must be able to exploit clinical data more effectively. This has
particular significance with regard to Force Generation to prevent the deployment of individuals with inappropriate

11 In this context ‘management’ includes the Creation, secunity, storage, handling, movement, archiving, retrieval and disposal of healthcate records inrespective of media type,
12 ISP 950, Leallel 1:2-11, The Defence Health Recosd, dated 17 December 2013
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medical conditions. Programme CORTISONE'? potentially offers an appropriate vehicle to achieve all this. There is also
a generic Communications and Information Systems (CIS) requirement. To facilitate patient transfer (whether own
forces, coalition, Captured Persons (CPERS) and indigenous) we must be able to communicate and transfer clinical
data between UK deployed Roles of healthcare, between Theatre and the Firm Base and with indigenous, coalition,
International Organisation and Non-Governmental healthcare providers.

Lesson: Develop healthcare C41'%, record management and IM/IX' functionality currently utilise a mix of tactical
CIS and patient MIS that are not integrated throughout the Operational Patient Care Pathway. This requires:

CIS. integration with the tactical and operational battlespace CIS network to ensure effective command and
casualty regulation. The ability to communicate one-to-one medical-in-confidence issues by voice, data and
imagery within theatre and with reachback to the Firm Base to enable clinical decision making.

MIS. An assured tactical patient data MIS that supports Force Health Protection (FHP), patient tracking,
research and audit. A paper based revisionary system to mitigate against denial of MIS must be retained.

These must extend throughout the Operational Patient Care Pathway for combined, joint and key multinational
allies, including (for MIS) the Firm Base.

THE REQUIREMENT FOR CLINICAL DECISION SUPPORT TO SUPPORT MULTIPLE
MEDEVAC TASKING

13

14,

15.

16.

17.

. Effective MEDEVAC tasking, particularly when multiple MEDEVAC capabilities are available, requires clinically qualified

and current staff to provide decision support within a PECC, to ensure the patient is retrieved by the most appropriate
capability. To provide necessary situational awareness, the PECC must be collocated within the Joint Operations Centre
(or equivalent) that tasks and authorises the execution of MEDEVAC missions,

The DMS needs to re-generate the C4l processes, including R2, that are required to manage higher volumes of
casualties through the Operational Patient Care Pathway (including into the UK) than experienced on Operation
HERRICK. This must include a joint and multinational approach focussing on our key allies (US and France)

Ground based MEDEVAC must be considered as a tactical activity controlled by the battlespace owner at all levels
and intimately supported by the function of casualty regulation linked to allied and host nation healthcare networks.
Establishing dedicated clinical leadership roles at unit level (Deployed Medical Director and Senior Medical Officer)
and clinical staff input to the PECC will enhance casualty regulation, as will the integration of appropriate medical
C41 nodes with tactical and operational battlespace owners. This must be underpinned by a Joint Role 1 Concept of
Employment to ensure coherence.

Aviation based MERT'S should be the gold standard for MEDEVAC, wherever the threat and casualty numbers permit.
MERT capability, able to provide early transfusion (includes blood warming capability) needs to be available to support
Land, Littoral, and Maritime operations

Aeromedical Evacuation (AE), including Critical Care Surgical Team (CCAST) capability, must be maintained at a level
that is able to support Defence Strategic Direction. Alternative plans and resources to cope with a loss of Strategic
AE will need prior allocation to manage these situations when arising e.g. Memoranda of Understanding with other
nations, temporary holding facilities, contracted solutions etc. UK AE Teams and airworthy medical equipment (AME)

should be recognised as approved when operating on other nations' aircraft. I | “

Lesson: Effective MEDEVAC tasking requires qualified and current staff to provide decision support within a PECC
in order to ensure the patient is retrieved by the most appropriate capability.

Lesson: The DMS needs to re-generate C4l processes, including to manage higher volumes of casualties

Observation: Aviation based MERT should be the gold standard for MEDEVAC, wherever the threat and casualty
numbers permit. .

Observation: Aeromedical Evacuation capability, must be maintained at a level that is able to support Defence
Strategic Direction.

14
15
16

The purpose of the CORTISONE programme is 10 provide a health and healthcare information capability that delivers the night information to the right people, at the right time and in the right format, in order
to enable effective delivery of heallh and healthcare advice, health and healthcare services and medical operational capability, and thus support the Aim of the Defence Medical Seivices

C41: Command, Control, Communications, Computing and Intelligence

IMIX: Information Management/information Exploitation

MERT: Medical Emergency Response Team
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RELEVANCE OF MILITARY COMPETENCIES

18. The majority of DMS personnel and in particular Secondary Healthcare staff deployed into a mature Theatre with well-
found clinical, technical and living accommodation and were not required to utilise military skills (such as navigation,
Counter-surveillance, tactical movement) Military skills will have increased relevance during future operations and
will be required of clinical staff to enable them to deliver clinical care. Individual competence is achievable through
completion of MATTS'” and their single Service (sS) equivalents, if conducted at the appropriate levels and with
appropriate rigour. Clinical staff must however, regularly practice these competencies collectively during training and
high-readiness years to ensure competence,

Lesson: Force generation of Regular and Reserve 1As for the RF and AF needs to be assured at an individual level to
ensure that the military, medical and military-medical individual skills are commensurate with their RF or AF role. This
is particularly important for the Reserve DMS medics.

COMBAT MEDICAL TECHNICIAN CLINICAL EXPOSURE

19. Throughout Operation HERRICK, Combat Medical Technicians and their sS equivalents have demonstrated exceptional
pre-hospital trauma skills, but have been relatively weak in providing primary healthcare. This systemic weakness is
due to a prolonged institutional failure to provide them with appropriate pre-deployment clinical exposure within the
Firm Base that will allow them to develop the clinical experience and currency to deliver adequate primary healthcare
on operations. The requirement for appropriate clinical exposure must be formalised and regularised. The nascent
Defence Medic programme potentially offers an appropriate vehicle to achieve this

20. During operations in Afghanistan it was found that the requirement for autonomous practitioners to support forces in
patrol bases/FOBs exceeded the number of doctors on unit establishments. This resulted in the employment of doctors
above doctrinal ratios, and nurses or medics practising at a higher level of autonomy than usual. Therefore the need is
to develop Treatment Teams and medical individuals, including non-DMS remote patrol medics, with sufficient scope
of practice and reachback to operate effectively in isolated locations.

21. The DMS needs to develop policy that describes the overlap and also the professional separation between doctors
/ nurses / Defence Medics employed within primary care in an autonomous clinical role. Clinical supervision policies
i the deployed space and iiie Firm Base must be more ciosely aiigned. A iri-Service approach to the Detence Medic
career structure should be developed — mirroring all other DMS professional groups

Lesson: The requirement for Combat Medical Technicians to undergo appropriate clinical exposure must be
formalised and regularised.

Lesson: Develop Treatment Teams and medical individuals, including non-DMS remote patrol medics, with sufficient
scope of practice and reachback to operate effectively in isolated locations.

MEDICAL COMMAND AND CONTROL (C2)
22,

Lesson: Medical C2 and planning capability must be appropriately resourced to be effective.

17 Military Annual Training Tests
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MEDICAL RULES OF ENGAGEMENT

23. There are legal, ethical and political reasons to treat a population at risk (PAR) wider than just the combatant forces.
Operation HERRICK demonstrated the diversity and complexity of the patient population that required, and will
require, treatment on future operations within UK Medical Treatment Facilities. Individual and collective medical
training must encompass the clinical, cultural, ethical and legal requirements of the entire patient suite including

paediatrics and CPERS.

Lesson: Train to treat the entire operational patient suite. This will require HSS capabilities and Medical Rutes of
Engagement beyond those needed for PHC and PHEC for combat forces, including CPERS. The DMS requires the
minimum clinically and ethically appropriate capability to treat indigenous children on operations.

Figure 4-2-3. MERT in Action
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CHAPTER 4-3

INTEGRATING THE CONTRACTOR CAPABILITY

BACKGROUND - CONTRACTOR SUPPORT TO OPERATION HERRICK

1.

One notable aspect of Operation HERRICK was the high level of contractor support provided to the deployed force.
Contracted tasks ranged from the important but mundane, for example the maintenance of ablutions and the supply
of rations, to the operationally critical — such as the construction of airfields and the provision of fuel. The majority
of contractors were not 'employed’ by Joint Force Support (Afghanistan). Contract Management teams exercise
Authority control, but the contractors remain employed by the parent company. Contractor support peaked during
Operation HERRICK 15 during (JFSp(A))13, with 5453 contractors’, broken down as follows:

a. 526 UK National.

b. 2515 Third Country National.

¢. 1544 Locally Recruited Worker?.

d. 568 Qut Of Theatre.

Another characteristic of operations in Afghanistan was the establishment of a number of large-scale support
contracts. The Contractorised Logistics contract (CONLOG) and subsequently the Operational Support Capability
Contract (OSCC) are MOD contracts set up to provide logistics and infrastructure support services to Permanent Joint
Force Headquarters (PJHQ) to support UK Joint operations overseas. These contracts were in place before Afghanistan.
In Afghanistan the two big contracts set up were the Infrastructure Support Provider (Afghanistan) contract (ISP(A))
for hard Facilities Management (FM) and the Afghan Multi-Activity Contract (AMAC) for soft FM. Many smaller
requirements were incorporated into the AMAC contract. FM was run with as a JFSP(A) Infrastructure desk (an

HQ staff branch) which covered the "requirement” and exercised Financial Authority. The RE Wks Gp covered the
“delivery”, exercising a commercial licence. All key staff were career trained in this work. The AMAC contract sponsor
is based in PJHQ J4(CSO). There was significant reachback available from JFSp (A). Additionally there were also
bespoke contracts in Theatre. They were just referred to by the name of the project, such as the 'Bastion Remediation
Project’. Such contractors were locally sourced and the contracts were short lived and project focussed, not service
focussed. All such contracts were run by the RE Works Group.

Overall, the number of contractors used on Operation HERRICK represented a considerable increase in the proportion
of the force compared to previous operations. Some idea of the increasing use of contractors as part of a deployed
force during recent operations is shown at Figure 4-3-1 below:

Op GRANBY Op TELIC Op HERRICK
‘Guif 1 ‘Gulf 2’

Figure 4-3-1. Illustrative Proportions of Contractors to the Whole Force from Recent Operations’

Spurce: PIHQ J4 CSO SO1 trom Theatre Contract Management Cell (TCMC). This figure only takes into account MoD sponsored contractors and does not reflect UK reliance on other partner nations contracted
solutions, or cantracted solutions prosided by the NATO Support Agency (NSpA), i e UK reliance on NSpPA provided catering services at Kandahar (KAF)

Locally Recruited Workers {LRWs) are defined as local nationals employed by the contractor either directly or through a recruitment company LRWS are not 1o be confused with Locally Employed Civilians
(LEC); local nationals who are employed directly by the MoD The latter are reciuited and managed by the Labour Support Unit

Source ACDS Lag Ops Force Pol
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4. Contractor Support to Operation HERRICK came from four primary sources: Private Security Companies, Sponsored
Reserves, locally engaged indigenous contractors and CONDO. CONDO are private sector company employees who
deploy as civilians. They are used to enhance Defence capabilities by providing deployed support to operations from a
commercial source, fulfilling a wide range of support functions.

5. Atany one time the UK employed several thousand contractors of three main types: Locally Recruited Workers (LRWs)
who were locals employed by contractors rather than directly by the MoD: Third Country Nationals (TCNs); and UK
Nationals (UKNs). In addition UK Forces used a significant number of Afghan LECs who were directly employed by the
MoD through the in-theatre Labour Support Unit.*

6. There were two principal types of contract used in theatre; Theatre Support Contracts and External Support Contracts
Theatre Support Contracts were UK-only contracts placed through PJIHQ and JFSp(A) and often depended on Defence
Equipment and Support (DE&S) and the Defence Infrastructure Organisation (DIO) commercial arrangements. These
included equipment support, logistic and infrastructure contracts. External Support Contracts sat outside JFSp(A)
control. Examples included contracting arranged through the NATO Maintenance and Supply Agency (NAMSA) who
managed some key theatre contracts (e g fuel supply).

7. In addition, the UK Works Group Royal Engineers delivered infrastructure projects in support of JFSp(A), the wider
force and the Provincial Reconstruction Team (PRT) through its own contracting systems. Their Contracts Officer
was supported by the DIO to deliver a range of tasks from the small to the large and complex. Permanent Joint
Headquarters (PJHQ) also had the facility to place contracts through the DIO to manage and maintain infrastructure
("Hard’ Facilities Management) and provide life support activity through ‘Soft Facilities Management' Contracts.

8. The utility of contracted support solutions, and the reliance of UK forces on them, was proven on Operation HERRICK
However, if contractors are to truly become engaged in the Total Support Force (TSF) as part of the Whole Force
Concept (WFC)® then Defence planning for future operational contract requirements, and its relationship with
potential contractor partners needs to become much more mature. Afghanistan showed that contract sourcing,
governance and management processes were often uncoordinated, convoluted and inefficient

THE LESSONS

9. If Defence is to rely on contracted support to enable the Force, then it needs to treat it as an element of capability
and integrate it professionally. This is reflected in the identified themes of the lessons from Operation HERRICK:
Doctrine and Governance; Force Generation and Force Preparation; Information; and Development of Contracting
Competencies.

4 These lerms are explained in detail in JSP 908 The Defence manual of Deployed Labour Support
5 The TSF is one of eight components of the WFC which aims te deliver the susiainable capability and manning of a balanced, resilient and fully integrated force struciure, comprising Regular and Reserve
Service Personnel, contractors and civilians. Source: ISP 567
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DOCTRINE AND GOVERNANCE

10.

1.

12.

13.

14,

Throughout the operation contract ownership, top-level direction, and processes lacked clarity and coherence.
Defence must address these issues through the provision of a Defence level Contractor Component Concept of
Employment (CONEMP). This is required in order to codify the strategic approach to the use contractors on future
operations. A suitable CONEMP will be required to inform:

a. Force structures — including how contractors are integrated at readiness alongside military Force Elements.
b. The governance of contractors, stating the relevant UK and in-theatre responsibilities.

¢. The issues relating to balancing the use of UK-based contractors with indigenous contractors - noting the potential
stabilisation effect and reduced costs of local contractors

The CONEMP must also provide top-level direction on the scope and content of contracts in order to deliver a
common approach throughout Defence. Using this direction, DE&S and DIO will be able to construct contracts that
can be used in a common way on operations, bringing consistency to our approach.

Experience on Operation HERRICK also showed that governance of CONDO lacked consistency. Therefore governance
of contractors on operations should be clarified and it is recommended that PJHQ should provide top level
governance, holding the appropriate financial and commercial responsibilities. PYHQ should be supported by DE&S and
DIO as required, through a simplified process using a clear, single, PJHQ focal point.

in-theatre management of contracts is not a staff responsibility; rather deployed governance responsibility should be
delegated to the appropriate commander, with contractors managed by the appropriate Commanding Officer (CO) /
Officer Commanding (OC) alongside their complimentary military force element. For example both logistic contractors
and military logistic force elements should fall under command of the same logistic commander

From an Army perspective a designated proponent for the Contractor Component of the Whole Force is required.

It is recommended that, as this is a required capability, this should sit with Director General Capability. They should
develop (using the Directorate of Land Warfare) the Army CONEMP which will ultimately be nested within the Defence
CONEMP to provide a framework that allows the Army to influence the content of Defence level contracts.

Lesson: Defence must provide a Defence level Contractor Component Concept of Employment to codify the
strategic approach to the use contractors on future operations.

Lesson: A single commander should have delegated responsibility for each capability whether provided by military
or contractor resources. Such responsibility should sit with the appropriate commander, with contractors managed
by the appropriate Commanding Officer /Officer Commanding.

Lesson: Governance of contractors on operations should be clarified and it is recommended that PJHQ should
provide top level governance, holding the appropriate financial and commercial responsibilities, supported by DE&S
and DIO as required.

Lesson: There is a requirement for clear POCs for control of both in-theatre and Home Base contracts. These should
be grouped together where there are synergies and where the military has the competence to manage them.

Lesson: There is a continuing requirement for Defence to provide a CONLOG/OCSS type contract in order to
deliver initial effect quickly for short periods in order to buy time for a more effective procurement mechanism to
materialise.

Lesson: There is a requirement to study and make clear recommendations on Land Forces contracting in order to
make the most efficient use of the forces available to conduct this activity.

Lesson: Deployed forces need an established reachback facility to DIO in order to obtain SME advice and DIO require
the capability to deploy elements forward for short periods to provide advice if required.

FORCE GENERATION AND FORCE PREPARATION

15

. Contractors need to be in our force design and generation from the outset. This will ensure integration at the earliest

opportunity and allow better planning to make certain that the contractor provides the desired military effect. This
requires consideration of:

a. Pre-planning for required contractar capability and contractor force elements,

b. Identification and augmentation of the Military FE with responsibility for contract management, ensuring that
designated Unit HQs are provided with an appropriate contract management staff to support the CO.

¢. Assurance that Military FE are able to deliver contractor responsibilities when contractors are not appropriate (e.g.
for high readiness or high risk activities). Therefore Military capability must be retained for the early stages of an
operation to avoid over reliance on contractors — even if the intent is 1o use contracted solutions later
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. A longer-term partnering approach is therefore key. Contract requirements should be defined in advance, and

contractors trained appropriately so that they can be held at readiness. This also requires that they should be kept
current on emerging contingency themes, scenarios and plans as well as be involved in study events, military planning
and collective training - both as a matter of routine and during mission specific training.

. This requires a structured approach to the force generation of the contractor component. It is recommended

that Force Troops Command, as the Army lead on Force Generation/Force Preparation, should lead on contractor
component generation and preparation

Lesson: Some enabling capabilities may not be available from contracted solutions to meet the scales of deployment
specified in the VANGUARD readiness instruction for at least the first 6 months of a deployment. Therefore
deployable capabilities need to be reviewed to ensure that there is sufficient military manpower to provide all
enabling functions.

Lesson: Contractors need to be in the force design from the outset. The Army must develop a partnering approach
with those contractors that we identify as likely to support future operations.

Lesson: UK-based contractors should be involved in routine collective training to ensure they are integrated in
preparation for future operations.

Lesson: Defence needs to establish a pre-deployment contiaclor database to capture competences, costs, concerns
and an understanding of where in the operating theatre payments are being made. Such a database should also
maintain a record of UK-based contractors who are prepared to deploy forward and early as part of the military
force.

Lesson: There is a requirement to ensure that appropriate MoD Civil Servants can continue to be embedded in the
Works Groups and other units and held at readiness to deploy, including a requirement to be involved in collective
training.

Lesson: Further work is required to address the issues of how best to employ sponsored reserves and inform the
Army Strategy (Whole Force Concept) against the potential contracting capacity which may be available.

Lesson: There is a requirement to indentify key skill sets across both regular forces, reserve forces and retired military
personnel, in order to be able to source particular skills when required.

INFORMATION

18

19.

. The Army requires the ability to gain a better understanding of in-theatre contractors. Aside from security/corruption

issues we need to properly appreciate their limitations, competences and any possible unintended consequences of
their employment (for example local market distortion, cultural/tribal frictions etc.).

At the tactical level, we need processes in place that allow us to share information with trusted contractors and
integrate them into tactical planning. This ensures coherence of understanding, clarity on the required support effects,
commonality of tactics, techniques and procedures (TTPs) and opportunities for sharing intelligence. These processes
are best codified into doctrine and established as a matter of routine, on pre-deployment and on operations.

Lesson: Contracting personnel need to better understand the impact of contracts on local economies. Although the
stabilisation effect of using local contractors puts money back into the local economy' further study is required to
ensure that the wider aspects of market distortion by our contracts are considered. This needs to be better reflected
in doctrine.

e e
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DEVELOPMENT OF CONTRACT COMPETENCES

20. All the issues above require those military personnel with responsibilities for establishing and managing contracts to
be professionally competent. This calls for appropriate training and potentially longer tour lengths in order to maintain
continuity of oversight and to ensure seamless contractor capability integration.

21. The military need improved contract competences gained through a relevant Knowledge, Skills and Experience (KSE)
programme and as part of routine career development. This is to ensure that the Army can act as a much more
intelligent customer. Key skills are required in:

a. Requirement setting, being able to articulate the effect that the contractor is to provide through detailed
Statements of Requirement (SoRs).

Preparation of financial business cases and investment appraisals.
Contract letting.

Contract management and performance management

® an o

The administration of contractors: briefing, welfare and training as required.

MILITARY CONTRACT KSE SHOULD BE DEVELOPED THROUGH:

a. Improved, broad-based, contract education and training - including an understanding of business ethics - at
various stages during an individual's career

b. Routine contractor engagement in collective training.
Industry embedding/secondment for selected personnel.

d. Granting of commercial licences to selected personnel; but only once they have gained appropriate training and
experience.

Lesson: Those military personnel with responsibilities for establishing and monitoring contracts need to be suitably
qualified and experienced, in particular able to articulate the effect that the contractor is to provide through detailed
SoRs. This requires appropriate training and potentially longer tour lengths in order to maintain continuity of
oversight and ensure seamless capability integration.

Lesson: The Army needs to identify the number of posts that would benefit from further contracting competence
development, potentially achieved through industry/DIO secondment and embedding.

Lesson: There is a need to examine the requirement for contract training for those who deal with contractors
particularly for Forward Enabling Contracts (FECs) and for contractor supervision. This is required for both specialists
and generalists. Recommendations are needed for what changes should take place in existing training and career
development.
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CHAPTER 4-4
CAMP BASTION

Introduction. Camp Bastion has been the main UK operating base in Afghanistan for the campaign. It was positioned
in central Helmand in a remote desert area away from population centres, northwest of Lashkar Gah, the capital of
Helmand Province. Kandahar continued to be the main logistics hub due to its runway being suited to wide bodied
jets. The Joint Aviation Group and HQ Joint Force Support relocated from Kandahar in 2009.

Original Requirement. The initial requirement was for a base accommodating up to 3000 troops and an austere
landing strip for C130 Hercules transport aircraft operations. The site was chosen in 2005 as a forward operating base
because it was in a secure location, allowed the construction of a runway and importantly the land was owned by

the Afghan Government. Furthermore it would be next to Camp Shorabak which was then also under construction.
Geological surveys had confirmed that water was available at a drillable depth. In 2006 the footprint was 2 square

km with added facilities for logistic and medical support and attack helicopters. The initial build was executed in late
2005/early 2006 by 62 Works Group Royal Engineers supported by 39 Engr Regt and a number of local contracting
firms. 3

Figure 4-4-1. First C130 lines up for landing at Bastion Airfield.

Development Stages. Although designed for 3000 people initially, the joint operating base expanded gradually

to accommodate 28,000 people at its peak, spread across 35 square kilometres. It was the largest British overseas
base built since the Second World War. But in 2006 it was clear that Camp Bastion was not going to be big enough
and expansion was required. It was built in sections. The first sections were Bastion 1 and 2 for working and living:
Bastion 3 was used for in-theatre receipt, staging and onward integration training (RSOI) and Bastion 0 was added in
2010 to consolidate contractor accommodation. There were also headquarters buildings’, a water bottling plant, a
field hospital and an airport. There were many other facilities.? Camp Bastion became a town with a population and
footprint similar to Aldershot plus an airfield as large and as busy as Gatwick. The whole complex became known as
Bastion, Leatherneck and Shorabak (BLS).

a. Leatherneck. Camp Leatherneck, this US camp-within-a-camp adjoined Camp Bastion, built to accommodate the
USMC and HQ Regional Command (SW), a 2 Star HQ.

b. Shorabak. This housed HQ 215 Maiwand Corps and HQ 3/215 Bde. Camp Tombstone was a small area adjacent
to Shorabak which housed both US and UK ANSF Brigade Advisory Group, with a separate entrance into
Shorabak. In 2013, the UK opened a training school, in Shorabak, for the Afghan National Army (ANA).?

HQ JFSplA), Bastion Joint Operating Base HQ, 903 EAW, JFCIS (A), and in 2014, HQ TFH

Bastion had 3 churches, 3 mosque, 2 police stations, detainee handling faciiities, a Role 3 hospital cumnplete with 64 shice CAT scannets, an (O compound, deep base repa workshop wath 3 overhead ganlry
cranes up lo 20T, 12 incinerators, a helipart, separate facilives UAV launch and recovery, [ast air and heavy an transpoit, bio-wash facihities, undersiung toad handing areas, 3 borehole farms, environmenitally
controlled ammunition storage buildings, several EF( shops and local rader villages, internet cates, observation balloon (US), lugistic processing and convoy marshalling areas and a vigil site The incinerators

were installed in order 10 close the burns pit which had become a health hazard There were also range complexes; air delivered, vehicle mounted and small aims

The Regional Corps Battle School
OFHEAL-SENSITHVE
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Figure 4-4-2. Bastion, Leatherneck and Shorabak conceptual layout

4. The Population. The maximum UK force level was 9,500, of whom 5,000 lived in and operated from Bastion, which
was jointly operated with the Americans and the ANA. Denmark, Estonia, Tonga, UAE, Jordan, fumis had camps
within Camp Bastion and Leatherneck. There were up to 2,000 contractors actually living in the camp providing a
wide range of services, from building maintenance to catering. Initially the contractor population was very large,
almost as big as the military, but was not well controlled and was only later consolidated into a single location for
administration and security. The Americans, in the fully incorporated Camp Leatherneck, numbered 14,000 at their
peak. By September 2014, the military and contractor population of Camp Bastion had dropped below 3000 for the
first time since it opened, as preparations continued for the redeployment. At the end of 2014, Camp Bastion will be
transferred to the ANSF.

5. Major projects, A ley const ialinfrastructuie deliveiy was thie thice-yeai window consiraini. This took
several years to achleve through PJHQ a point which seriously constrained sensible and Value for Money (ViM)
development. As the majority of the projects have an average of 18 months from concept to completion and
handover, it was necessary to work to tight timelines to plan, design, resource, construct, There were a number of
projects worthy of mention:

a. The Role 3 hospital. Initially a tented facility, this was replaced by a more permanent Tier 2/3 structure. The field
hospital provided the key piece of infrastructure required to support operations. It was a 2 1st century facility in
a developing country with long supply lines; able to deliver a service equal to that expected of a NHS hospital
in the UK. Once the requirement was set the construction was managed by the military with a contract let in
Theatre. When the US forces arrived in Helmand the capacity of the hospital had to double. The expansion project
comprised building permanent headquarters for command and control, and reorganising the internal layout of the
hospital. All this had to be done while the facility remained fully operational with staff continuing to rotate.

Figure 4-4-3. The hospital accident and emergency facility, 24/7 operating bays and the Nightingale HLS
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b. Water bottling plant. A safeguarded supply of water is critical to the sustainment of any base. Boreholes were
sunk at Camp Bastion initially whilst the first tented camps were built. A high quality aquifer beneath the base
provided all the water it required. As demand increased, bottled water for drinking was being driven in from
Pakistan, a huge logistic commitment. In 2007 a water bottling plant was built under contract by KBR. Overall
consumption was just over 150 litres per person per day. Boreholes were grouped into “farms” of 4 and a
borehole farm was established at Bastion 1, 2 and 3. Water was chlorine dosed and collected into central tanks
before being pumped around discrete ring mains in each of part of Camp Bastion. Nevertheless, many parts of the
base were not connected to the ring main and relied on a daily supply of tankered water from the borehole farms.
Water quality monitoring throughout the life of Camp Bastion ensured that the Total Dissolved Solids remained
below the UK drinking water regulation threshold of 1500 ppm.

Figure 4-4-4. Camp Bastion Water bottling plant

The plant provided bottles specially designed to meet military requirements. Each bottle was 1 litre in size and
designed to fill a standard military water bottle. The plastic bottle “blanks” however were commercially designed
to expand to 1.5 litres. Therefore by blowing them up to only 1 litre, their walls were considerably more robust
than commercially produced bottles. Furthermore they were square in cross-section, allowing more water to be
packed per each pallet. These robust, tightly packed bottles could then be air-dropped to Forward Operating
Bases. When it ceased production in June 2014 the plant had produced over 72.5 million bottles. This equated to
over 6,400 vehicle moves and consequently is likely to have saved lives.

¢. Airside development. The airfield was the principal logistic lifeline. At its peak in terms of aircraft movements it
ranked as one of the busiest airports in the UK behind Heathrow, Gatwick and Stansted.” These movements were
handled by a very small number of individuals.

Figure 4-4-5. Airside operations

4 Heathiow deals with about 40,000 movemenls per month, Camp Bastion had up 10 13,000 lixed- and 1otary-wing aircraft movements, operating combat, medical and logistic flights movements (average 400

3 day) per month
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The first runway, built in April 2006, was designed to handle no more than three aircraft movements per week. However
by late 2007, a 2,350 metres (7,710 ft) long, 28 metres (92 ft) wide concrete runway had been built. This increase in
capacity was designed to ensure that the runway could cope with a C17 landing at maximum weight. It also increased the
capacity to 5,000 movements per month. Despite this expansion in capacity, it proved to be insufficient and by February
2011 the construction of a new, separate 3,500 metres (11,500 ft) runway was completed, which could handle almost

all commercial and military aircraft. The old, shorter runway was then used as a parallel taxiway. A new air traffic control
tower to cope with the increased demand was opened in June 2011.

Figure 4-4-6. The new air traffic control tower

The four storey air traffic control tower was designed and project managed by 529 STRE (Air Sp). It was a technically
complex project and having a UK-based STRE manage it from start to finish, provided the continuily needed by this type
of project. It was designed to work to UK and US aircraft standards for the US Marine Corps, Air force and Army, A new
passenger handling facility was also added to cope with the increased personnel movements. This final airfield expansion
was a complicated undertaking as it had to control the required clearances and distances between aircraft on an airfield
that had to remain fully operational during the construction. Though the Royal Engineers had a significant capability to
deliver, the US laid 2 million sq tt of AM2 (composite airfield matting) in three months. This increased the static parking
facilities from 3 to 100 aircraft. Furthermore it enabled the US to bring in a mix of aviation fast jets, attack helicopters,
UAVs, support helicopters and strategic lift aircraft. From a UK perspective, it enabled strategic lifts of materials and
personnel up to the capacity of a Boeing 747,

OFFICHAL-SENSFHVAE
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d. Headquarters Buildings. Two Headquarter buildings were constructed using K Span buildings. This type of
structure had been installed in Kandahar and proved to make excellent open-span structures. They each had false
floors for cabling and were augmented by external cabins for conference rooms and offices. This type of open
plan office provided far greater cross-branch interaction than other traditional tented structures could offer. To
counter their vulnerability from IDF, they were equipped with armoured desk tops under which staff could shelter.

6. All infrastructure projects in Camp Bastion were controlled and delivered by a team of Royal Engineers: a total of
75 (Military 60). This reduced as UK forces redeployed with the consequent reduction in infrastructure. Around 400
contractors were involved in the routine maintenance and minor new works at Camp Bastion. Maintenance was
through the Infrastructure Support Provider (Afghanistan) contract, held by KBR throughout.

7. Key Lessons Identified.

Lesson; Contract management is important to deliver outputs, but contractor administration like accommodation,
welfare, security and movement also needs careful consideration and should be planned from the outset.

Lesson: For key deployment, command, logistics and recovery infrastructure, best Value for Money {(VIM) is achieved
by planning for enduring use from the outset.

Lesson: Contractors, managed and guided by qualified and experienced military personnel, are significant force
multipliers in enabling, sustaining and de-mounting operations.

Lesson: Contracts let in-Theatre are a significant element of overall contract support. In-Theatre indigenous
contractors are required in addition to UK-based or international contractors.

Lesson: Delegated responsibility to the appropriate unit commander to direct and manage contractors alongside
military force elements is key.

Lesson: Qualified and experienced military personnel are required at unit level to manage contractors effectively.

Lesson: Commercial timelines for contracting can be a limiting factor and should be built into plans.
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CHAPTER 5-1
TRAINING

BACKGROUND - THE EVOLUTION OF TRAINING FOR OPERATION HERRICK

1. Outwith operations, training is the most important activity that an Army can undertake. At its height the training for
operations in Afghanistan marked a highly evolved, integrated and progressive training process that, although not
without its problems, successfully delivered capable, prepared, Force Elements into theatre. As the Army now sets for
contingency operations, it needs a subtly different training approach and mindset compared to that needed to train

for a known campaign. However, Operation HERRICK provided many lessons relevant to the delivery of training tor
contingency.

2. The development of training delivery from Operation HERRICK 4 to Operation HERRICK 18 was characterised by an
increasing specialisation of the training content to match theatre conditions and capabilities. This called for training
and mission exploitation to be integrated as part of the operational design for formations/units, allowing the training
delivery organisation to deliver relevant and, more importantly, situationally current information to force elements
about to deploy. This was enabled by the forward basing of training organisation personnel in theatre, coupled to an
agile operational short lessons loop. Together these closed the gap between the training environment and operational
reality, enabling the most up-to-date Tactics, Techniques and Procedures (TTPs) and situational awareness to be

delivered whilst also maintaining an agile training delivery organisation focussing on the future deployment rather
than the last.

3. A key aspect of the development of training for Afghanistan was the evolution of the readiness cycle from the
Formation Operational Readiness Mechanism (FORM) into the Campaign Formation Operational Readiness Mechanism
Cycle (C-FORM). The deploying units during C-FORM would undertake a period of Foundation Training (FT) that would
include the conceptual package of the Command, Staff and Tactical Training Exercise (CSTTX) and then an overseas
or UK based Collective Training (CT) 3/4 level exercise delivered at the British Army Training Units at Suffield or Kenya
(BATUS and BATUK respectively) or on Salisbury Plain.

4. This FT provided a high level of preparation' for Collective Mission Specific Training (cMST). During FT the units would
start to conduct individual MST (iMST) so personnel could become qualified on specialist skills, allowing them to
subsequently cascade these down within units. Concurrently the unit would then enter the cMST phase and start the
cMST cycle. The C-FORM cycle is shown in Figure 5-1-1 below:

30 Months

A

v

Operation

| FT Foundation Training
iMST | Individual Mission Specific Training
| cMsT | Collective Mission Specific Training

Figure 5-1-1. The C-FORM Cycle

1 "Knowing what we now know, by the end of HFT on Salisbury Plain we had achieved al least 80% of what was needed at subunit level’. Source: Post Operation Interview (POI) - CO 4 SCOTS Operation

HERRICK 14, April - October 2011
O?Ftc L —
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5. The continuous development of MST was driven by a series of procedures and processes over the length of the
campaign. Lessons learnt from the units were recorded on the Lessons Observed From Training system and internal
reviews by the Collective Training Establishment (CTE) staff. This and information gained through a series of Mission
Exploitation processes (the Initial Deployment and Post Training Report (IDAPTR), Post Operational Reports, Post
Operational Interviews, Post Operational Presentations, and the Mission Exploitation Symposium) shifted the delivery
of cMST events from a very basic delivery package in 2004 to the final PASHTUN series of progressive exercises
which took deploying troops from an initial unit level live firing package through to a full integrated battlegroup,
instrumented, field training exercise in a detailed, simulated Afghan environment. The MST training progression
exercises are detailed at Annex A.

6. As well as these ‘bottom up’ drivers, MST was a campaign driven from a high level through the implementation of
Operation ENTIRETY beginning in 2009. Operation ENTIRETY was directed by the Army Command Group and set the
Army to meet the challenges of operations in Afghanistan more robustly, setting Operation HERRICK as the Army's
Main Effort. Operation ENTIRETY is covered in detail in Part 1 of this study.

7. The impact of Operation ENTIRETY on training was demonstrated through the investment in Headquarters Collective
Training Group (CTG) and the development of the Operational Training and Advisory Group (OPTAG). Other
Operation ENTIRETY training measures included:

a. Training immersion? became an essential element of training design.
b. Training establishments were enhanced with campaign-specific facilities and training deliverers,
¢. The production of bespoke tactical doctrine,

8. Adopting the lessons learnt process and training the large number of deploying troops - as well as developments
in threat, Force Protection and Command and Control - all influenced what was being delivered on MST. Training
delivery required more time and, as will be seen from the following lessons, there were other challenges to the
smooth delivery of MST that will need to be addressed as we look ahead to a future of training for contingency.

THE LESSONS
9. The training lessons that were identified and prioritised through the HERRICK Campaign Study process are set out

helow. These are broken down a5 follows:

a. The Capstone Training Lesson: Training must be part of Operational Design.
b. The Lessons. The remaining lessons have been divided under eleven thematic headings:

(1) Train as you Fight.

(2) Integration of Training.

(3) Stabilisation of the Training Audience

(4) Professionalise the Training Organisations.
(5) Training the Enablers.

(6) Equipping Training.

(7) Driver and Crew Training.

(8) The Training Environment.

9) Balancing the Delivery of Training.

(10) Conceptual Training.
(11) What We Train.

THE CAPSTONE TRAINING LESSON:
TRAINING MUST BE PART OF OPERATIONAL DESIGN

10. British Joint Doctrine sets out that, at the outset of operational planning, the Joint Commander will issue his Directive
to empower the Joint Task Force commander and direct the enabling functions of Deploy, Sustain and Recover.? What
has been learned throughout the Operation HERRICK campaign is that training must be an integral part of the overall
operational design. It must be seen as the first of five enabling functions, or phases, of an operation: Train-Deploy-
Sustain-Recover-Exploit; noting that training also overlaps into the deployment phase.

2 Immersion Activity: ‘For stalf appointments or Lactical roles thal require an intimate understanding of the environment in which they will be operating, there might be utility in immersion activity, in which
individuals are deployed into the operational theatre for a short period of time. This will enable them to develop their mission specific training tequirement and also gain some famihiarity with the environment
into which they will shortly deploy”. Source: AFM Volume 1 Part 7 Training

3 JDP 5-00 Campaign Planning (2nd Edition Change 2) page 2-9

o2 A —
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11. By being integrated into operational design from the outset, training will be better placed to ensure that the force
is ready for deployment. it can then be informed and shaped to meet the requirements of the operating theatre in
sufficient time to generate the appropriate MST programme, equipment levels and simulated environments.

12. This was not the case in the early Afghanistan deployments. However, as Operation ENTIRETY took hold, the training
delivered for Operation HERRICK rapidly improved to ensure that the force was better prepared. This dramatic
evolution required investment in the training deliverers (for example CTG, its Collective Training Establishments and
OPTAG), available equipment and the lessons exploitation system.

13. Such experience demonstrated that training enablers need to be engaged at the beginning of operational planning.
This will set the conditions for early immersion and the vital theatre recces that are needed to shape relevant, complex
and credible training.? Such reconnaissance by the training delivery organisations will allow them to bring back
fresh material and frame the exercise programme within a current, ground-truth, operational ‘bubble’. In addition,
providing units with bespoke immersion periods in theatre will allow them to deliver internal, cascaded, training
on return. Theatre reach-back and an increase in SECRET connectivity also helped to ensure that training remains
current, This practice must be maintained for future operational deployments.

14. Early integration into operational design should also ensure that the deploying force becomes a stabilised training
audience — meaning that all those who require training undergo the full training package - in order to provide the
maximum return on training; if not, the provision of training cohesion and assurance is extremely difficult.

Lesson: If training is to remain credible, complex and current then it must be part of the operational design.

THEME 1: TRAIN AS YOU FIGHT

15. One of the key training lessons from experience on Operation HERRICK is not a new one and reflects current
doctrine®: an army must train as it will fight. However, operations in Afghanistan presented a particular challenge in
meeting this requirement in that they brought together such a diverse range of Combined, Joint, Inter-agency, Inter-
governmental and Multi-national (CJIIM) elements operating in a highly complex cultural and adversarial environment
with UK Forces adapting and incorporating a wide range of new equipments and procedures to defeat an agile and
evolving enemy.

16. This lesson reflects the absolute necessity of training to match the operating theatre in terms of environment,
deployed capabilities, force structures (in particular Combined Arms Integration) and to accurately reflect the wide
range of actors - including red, green, blue and white forces - that are likely to be encountered.

17. During much of Operation HERRICK, formations, units and individuals often found themselves deploying without
having trained with deployed/theatre equipment, assets and other capabilities and organisations such as allies,
indigenous forces and Partners Across Government (PAGs, foermerly Other Government Departments — OGDs); as a
consequence they did not fully understand how to operate with or alongside other organisations or capabilities - all
of which carried potential risks.

18. Other issues included the lack of available indigenous forces (or a realistic substitute), air and aviation assets, ISTAR
assets, key equipment (particularly Urgent Operational Requirements such as vehicles, weapons and Counter-
Improvised Explosive Device (C-IED) equipment) and the ‘black bag' issue of clothing, load carrying equipment and
Personal Protective Equipment (PPE). These issues are explored further in the subsequent lesson themes.

Lesson: Train as you fight. To gain the maximum benefit from training, soldiers must have access to the range of
resources that they would expect to receive in theatre in order to: understand the capabilities and limitations of
equipment; the doctrine and capabilities of other forces/actors in theatre; and to understand how best to employ
and mitigate any restrictions imposed by personal and protective equipment.

19. In order to ‘train as you fight’, training must accurately reflect the state-of-the-art operating procedures from theatre.
Changes in Tactics, Techniques and Procedures {TTPs) and in the political and social conditions in theatre must be
quickly passed to the training organisation and to units in order to minimise the requirement to adopt different
TTPs on arrival in theatre (e.g. during RSOI® or in-theatre training). Experience on Operation HERRICK proved that
resourced, forward based, trainers and lessons personnel enabled a coherent short lessons loop which ensured the
delivery of theatre relevant and specific issues to troops under training within a matter of days or weeks.

4 Interview Commander OPTAG March 2010 - Navember 2011. Note that references Lo individual sources only reflect where signilicant comment was raised by a commander. For clarily these relerences only
sefer to comments by 1° sources aithough they reflect a wide number of observations and comments from across a range of sources
-1 AFM Vol 1 Parl 7 Training states:

‘Training mus be relevant to the needs of the individual or unit and designed to prepare them for likely tasks. It must prepare them for the most likely and challenging operational 1asks. As a force element
nears deployment on an opetational Lask, it should be task organised, equipped, trained, acclimatised and conceptually prepared for the task it is about 1o undertake

“Training mus! reflect, as closely a5 possible, the operational environment and be as realistic as safely permits. Throughout 3 (raining progiession, the complexities of the ¢ porary operaling envi
should be introduced by degrees. Training should be set against credible scenarios and <hould be adversatial, to enable the achievement of standards of operational effectiveness achieved when engaged with

and defeating a real enemy

6 Reception, Staging and Onward Integration
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Lesson: Training must be informed through effective feedback from theatre and adapt at speed to reflect theatre
conditions. Good Practice may be to deploy suitably qualified representatives from the training organisation (e.g.
HQ CTG1) to the operational theatre to capture the information and relay it to the Lessons Exploitation Centre2 and
training organisations in the UK.

THEME 2: INTEGRATION OF TRAINING

20. Integration of training refers to the need to train with all the actors and Force Elements (FEs) that will be encountered
in theatre as well as being able to effectively employ all capabilities available to the deployed force. On Operation
HERRICK the inclusion of both joint and multinational partners throughout the training progression greatly increased
the operational capability of formations and units immediately on deployment.

21. Preparation for future operations requires rehearsing interoperability with the Joint, Air and Maritime components,
Allies, PAGs, Indigenous Forces (IF) and the various likely specialist capabilities (such as C-1ED, C4ISTAR etc.) that will
deploy.

Lesson: Training must reflect integration with Allies, indigenous Forces, Air, Maritime and Partners Across
Government. Mutual understanding between services, allies, Partners from Across Government and Indigenous
Forces can be radically improved by training and educational opportunities. The training must be cross-DLOD
and focus on equipment capabilities and limitations, interoperahility of C4ISTAR and ECM, doctrine and military
language. Y

Lesson: Where appropriate, British forces must train alongside allied forces with whom they are to deploy in
order to gain a better understanding of their doctrine and capabilities. The participation of allied forces in Mission
Rehearsal Exercise activity is very important - alternatively OPTAG and formation/unit reps could travel to allied
nations to train/liaise/advise/learn alongside their forces in their own training events.

Lesson: Units need to understand the capabilities and employment envelope of specialist units (e.g. C-IED and
Search teams, J2 teams) alongside whom they are likely to work. Therefore regular opportunities must be created to
allow coordinated training to take place which is of benefit to all parties.

Lesson: It 1s important for Commanders and Fire Support Teams to understand and, if possible witness, the full
range of Offensive Support systems available to them and the effect that each weapon has on a target / potential for
collateral damage.

Lesson: In order to ensure that Land units are properly prepared to integrate with air and aviation assets, live joint
training, as provided by Exercise MOUNTAIN DRAGON4 must be conducted on a regular basis.

THEME 3: STABILISATION OF THE TRAINING AUDIENCE

C-FORM and remarkable stahility enabled a dearee of rohesion and mutual ynderstending that was a key

factor in generating tempo and TF level effect
Commander 20 Brigade Operation HERRICK 15

22, If the Army is to train as it will fight then it must ensure that those who require specific mission training receive it.
However this cannot be achieved if elements of the training audience — for whatever reason - are unavailable to
undertake the full range of necessary mission training. This calls for a training audience that is established and trained
with as little change to its composition as possible. This, in turn, provides the vital team cohesion essential for fighting
power.*

23. However, experience on Operation HERRICK demonstrated that this stability was continually undermined due a variety
of reasons. in particular:

a. The requirement to backfill posts up to establishment with deployable personnel.
b. Planned and unplanned manning ‘churn’.

¢. The late integration of Reservists into Lhe lraining process. Under current practice Reserve soldiers can be
mobilised for a nine month period. If they are to complete the full six month tour, reserve soldiers must either
miss part of the collective training or unit decompression but they cannot complete both.? The risk is that reserve
soldiers will not be fully trained and integrated into the unit or will not participate in post tour activities such
as Mission Exploitation and medal parades, nor will they have the full opportunity to receive the correct level of
Trauma Incident Management (TRiM) and Post Operational Stress Management (POSM). Therefore Reserve Forces

20 Bde worked 1ogether lor almost 18 months before MST.
POI Comd TFH Operation HERRICK15. September 2011 April 2012
POI Comd TFH Operation HERRICK15, September 7011 — April 2012
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legislation must be reviewed to examine ways of maximising: training and integration opportunities; deployment
windows; and post tour recovery procedures for reserve forces personnel.

d. Training authority over other Services. When a designated single service is responsible for producing a Mounting
Order for training that requires participation from the other services then the training deliverers must be
empowered to exert training authority over those services. Operation HERRICK experience showed that Army-
organised MST routinely lacked participation from the other services despite their presence being required.'

e. Collective and Individual Training Tensions. The requirement for, and overlap between, collective and individual
Mission Specific Training frequently led to training frictions. This issue is covered in more detail later in this
chapter.

Lesson: In order to ensure maximum attendance on training courses and serials, it is essential that the training
audience should be stabilised as early as possible within the training progression.

Lesson: Reserve Forces legislation must be reviewed to examine ways of maximising training and integration

opportunities with regular forces, deployment windows and post tour recovery procedures for reserve forces
personnel.

Lesson: When the Army has designated responsibility for training other services then the training deliverers must be
empowered to exert training authority over those services.

THEME 4: PROFESSIONALISE THE TRAINING ORGANISATIONS

24. During the early Operation HERRICK deployments, Pre-Deployment Training (PDT) was very much driven and run
by the deploying brigades. Consequently, as individual brigades took a leading role in training themselves for
Afghanistan, the training became 'boxed’ into disconnected 6-month periods. As a result the very early PDT exercises,
in particular PDT for Operation HERRICKs 4 to 6, were potentially less effective due to this 'stand-alone’ tour view of
training.

25. This was addressed as part of Operation ENTIRETY, which called for training to take a much more professional, long
term, campaign driven, approach and to integrate the training processes and activities into a wider Force Generation
(FGen) and Force Preparation (FPrep) programme.

26. This led to the establishment of operationally focused training providers, for example the formation of the Collective
Training Advisory Cell (CeTAC) and the Brigade Training Advisors (BeTAs) while synchronising training with the
activities of the FGen and FPrep organisations. These were highly successful initiatives and the principle should be
retained; either with the current organisations being maintained or with the framework in place to allow rapid
regeneration. The development of a single point of contact (SPOC) within the training delivery organisation (CeTAC
and the Core Planning Team) afforded both a deeper involvement and understanding of the formation commanders’
intent as well as a more coordinated and cohesive training progression and content. This then allowed for 'bespoke’
training to reflect both the environment and the commander's vision. 19 Lt Bde was used to stabilise training delivery
through establishing the Core Planning Team. The Brigade delivered training from HERRICK 15 to HERRICK 18 which
stabilised training deliverers and ensured a more coherent, cohesive and theatre relevant training package

27. A key feature that evolved as the C-FORM cycle matured was the development of the role of OPTAG and Reserves
Training and Mobilisation Centre (RTMC)'" in delivering PDT in support of iMST and cMST. During the campaign
OPTAG's reputation achieved a strong pedigree, variously described as: “a jewel in the crown’; ‘the premier training
establishment for all Army personnel, individuals and units deploying on operations in the Land environment'.™
OPTAG and the RTMC delivered training to all Army personnel, individuals and sub-units deploying on operations
in the Land environment. It mobilised and de-mobilised all deploying reservists, designed adjusted and delivered the
operational PDT and MST mandated by Defence to ensure that individuals and sub-units deployed current, competent,
qualified and confident in the Theatre specific TTPs providing assurance to the chain of command. It achieved this by
the delivery off the all ranks brief and tactical commanders’ cadre (ARB/TCC), Train-the-Trainer (T3) specialist courses,
Ex PASHTUN PANTHER and support to Ex PASHTUN DAWN (FTX)." In-Theatre, OPTAG also supported the Bastion
Training Centre (BTC) delivering the RSOI package in support of Formation RIP thereby ensuring greater coherency
with PDT. Currency was maintained by involvement in the in theatre short lessons loop and relevance maintained by
deploying OPTAG personnel in longer term ‘muddy boots' immersions within TFH and including OPTAG personnel
in the deploying formation’s initial reconnaissance. To enable this to occur the ORBAT of OPTAG developed to that
shown in Figure 5-1-2.

10 PQI Comd TFH Operation HERRICK 6, April - October 2007

11 RTMC is @ subordinate organisation 10 OPTAG and currently based in Chetwynd Barracks, Chillwell RTMC s responsible for the mohilisation and demobilisation of all Army Reserve soldiers, and training ol
all Individua! Reinforcements and MOD sponsored Civilians deploying on operations.
12 The Future of OPTAG - A Siraw-Man Proposal, Paper by Comd OPTAG dated 02 Feburary 2004

13 For further detail see Annex A to Chapter 6-1
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Total: 291 pax (incl 49 civilians) HQ OPTAG
OPTAG 202 pax (inc 18 civilians)
RTMC 81 pax (incl 31 civilians) g‘e"’/‘:l';:"ghg';’g r{
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28. Such an established, structured and professionalised training delivery framework has the ability to develop a
longer term outlook and ‘campaign perspective’ - recognising trends and building on success created by previously
deployed Headquarters and formations - which will provide robust training coherence and continuity through an
organisation that understands ‘what good looks like'. This, in turn, requires stability of the training framework, for
example continuity of Headquarters Collective Training Group (CTG), OPTAG and the RTMC. The relevant training
organisations should be linked directly to a clearly articulated training policy and to any higher formations — usually
the Division Headquarters - responsible for preparing the force. OPTAG has archived the sophistication of MST
and RSOl for future operations, contingency and Forward Engagement. This is far wider than simply capturing the
uperalion speuiic developinent of TTPs such as Operations BAKIVIA and CAKDEL, and includes capturing how and
why training was developed and managed in order to inform future requirements more quickly. There have been
significant achievements in terms of learning and the training architecture, and it is essential that Mission and Training
Mebilisation Centre (MTMC) retains the structures and processes that have underpinned this transformed learning

system

Lesson: The training organisation must be established, stabilised and properly resourced to design, deliver and
enable training that is driven by appropriate policy and is integrated with wider FGen and FPrep delivery.

Lesson: OPTAG and its subordinate command, RTMC, delivered training to all Army personnel; mobilised and
de-mobilised all deploying reservists, individual augmentees and sub-units deploying on operations. It provided

the assurance that both individuals and units deployed current, competent, qualified and confident in the Theatre
specific TTPs providing assurance to the chain of command. The OPTAG concept should be developed and expanded
beyond those individuals or units deploying on operations to also train those tasked to undertake Defence
Engagement activity or UK resilience operations.

Observation: Tasking a brigade to stabilise training delivery ensured a more coherent, cohesive and theatre relevant
training package worked. This should be taken as Good Practice for future operations.

29. An interim Task Order'* has been produced by OPTAG into how a new MTMC might deliver mission training and
mobilisation to individuals and forces for specified operations and deployments in order to deliver A2020 operational
outputs. A proposed Operation Model is shown at Figure 5-1-3.

14 OPTAG/MTMC 001/14 - Reorientation To A2020 Oulputs — Interim Task Org Order, dated 23 July 2014
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Figure 5-1-3. Proposal for a MTMC Operating Model'®

THEME 5: TRAINING THE ENABLERS

30. To train as you fight - even with a well integrated training programme, a stable training audience and a fully
professionalised training organisation — requires the training to be supported by: the relevant enablers; appropriate
equipment; properly qualified personnel to use that equipment (e.g. qualified drivers); and that the training
environment replicates the anticipated operating theatre. These are covered in detail below.

31. All Force Elements (FEs), irrespective of Arm or Service, must have the opportunity to fully complete MST in their
deployed roles and structures. Many of the deploying Combat Service Support (CSS) and Combat Support (CS) units
were directed to provide non-tactical Real Life Support (RLS) for other deploying units at a number of points during
the campaign. Therefore CSS units found themselves supporting training to the detriment of their own Special to Arm
(STA) training and any wider combined arms collective training; whereas CS units found that the need to conduct
intensive STA training (i.e. C-IED and Military Engineering tasks) prevented full participation in the combined arms
collective training. This situation ran counter to the philosophy of ‘train as you fight' since ‘stove piped’ STA training
does not provide the necessary combined arms collective training required for operations, leading to potential gaps in
competence and a greater risk on operations.

32. Therefore such enabling units should not be expected to provide RLS to other units other than in a relevant exercise
scenario where realistic training objectives can be met. For all other RLS should be provided by non-deploying FEs.
A good example of this in practice was the RLS provided by 19 Lt Bde's CSS units when the Brigade performed a
designated training support role for a number of MST events towards the end of the campaign.'®

Lesson: The CSS elements of battlegroups, and the CSS and CS units that are to operate in support of the
battlegroups, must be part of the training audience. They must be enabled to ‘Train as they Fight’, in order to
prevent gaps in competence (and confidence) and greater risks being taken on operations.

Lesson: Although RLS can be useful training for G4 personnel and units to a certain extent, they require training
serials that will train and test them in conducting the roles that they will perform in theatre; RLS is very often a
distraction from that task.

15 Ibid. page 8
16 POl Comd TFH Operation HERRICK 15, September 2011 — Apnl 2012
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Lesson: Training resources from other units and formations (instructors, providers of RLS (Equipment Support,
Logistic Support, Medical Support etc.) should be employed in training support to ensure that the maximum number
of personnel from units which are to deploy are able to devote their attention fully to training. The same units and
formations can also provide support to the deployed units by assisting the Rear Operations Group and maintaining
Battle Casualty Replacements at readiness.

Lesson: Training Enablers (such as COEFOR, contractors, Infra, additional driving instructors and training fleet
equipment care capacity) either add significant value to training (by adding realism) or allow more training to be
conducted in a shorter period of time. Therefore there must be mechanisms in place to provide for these resources
rapidly for contingency and enduring operations.

THEME 6: EQUIPPING TRAINING

33. Throughout Operation HERRICK, MST was constantly hampered by a lack of Theatre Entry Standard (TES) vehicles,
weapons and equipment on which to train. With an imperative to deploy these to theatre, usually to fulfil an Urgent
Operational Requirement (UOR), the result was a paucity on which to train and the need to conduct additional
training once in theatre - to the detriment of delivering operational effect.’” Therefore sufficient mission-specific and
TES equipment, from large vehicle systems down to individual ‘black bag' and protective equipment (e.g. OSPREY'®),
must be available to allow those undergoing training to learn how to operate that equipment competently, for
vehicles this applies to operating as individual platforms as well as in combined arms groupings. This must be well
managed in terms of allocation and Equipment Care to ensure that the maximum number of platforms are available,

34. This reinforces the lesson that UORs must be delivered across the Defence Lines of Development (DLODs), in particular
the Training DLOD. Delivery and integration of UORs requires that personnel are trained to deliver the required
capability and this, in turn, calls for delivery in sufficient numbers to facilitate the comprehensive training of user/
operators and maintainers to high levels of confidence and competence. Failure to fully integrate UOR capabilities
across the DLODs will lead to significant risk into theatre as, for example, vehicle crews may not be fully trained to
‘fight’ the platform. This issue is examined further below.

Lesson: Sufficient equipment must be available to units in training to allow them to learn how to operate that
equipment competently (both as individual platforms and in combined arms groupings where necessary). The
equipment must be well managed (in the process of allocation to units and in terms of equipment care) to ensure
that the maximum number of platforms is available for training at any one time.

Lesson: It is vital that sufficient quantities of UOR weapons and specialist weapon systems are held in the
Operational Training Equipment Pool along with the associated ammunition.

Lesson: UORs must be delivered across the Defence Lines of Development (DLODs), in particular the Training DLOD.
UOR funding, for example through NACMO,* must include funding for operationally-specific training on the UOR
equipment.

THEME 7: DRIVER AND CREW TRAINING

35. With the introduction of the Protected Mobility (PM) fleet during Operation HERRICKs 6 to 7 (2007 into 2008), the
requirement for suitably qualified drivers increased rapidly. This brought into sharp relief the challenges of training to
meet the needs of demanding UK peacetime driver licensing; indeed licence acquisition resulted in many individual
soldiers being unable to attend vital individual and collective training events. '

36. By Operation HERRICK 17 (2012-2013) it was clear that driver training was still being framed by UK licensing
arrangements, not by the needs of operating PM fighting vehicles in a hostile environment. The four week intensive
training package was considered to be sufficient for gaining the appropriate licence, but not necessarily for providing
the force with suitably experienced and confident vehicle operators.

37. The requirement to provide military drivers with the ability and the competence to drive large, heavy vehicles (Large
Goods Vehicles and/or Protected Mobility Vehicles) will endure and therefore suitable driver training should be
incorperated in initial or Foundation Iraining and a review should be conducted to explore the relative merits and
costs of such an approach. Where this is not possible, a surge capabhility should be considered (perhaps through a
contractor solution).

38. Driver training is only one training element for providing the PM capability. Drivers must work as part of a tight-knit
vehicle crew to deliver the full potential operating capability of a vehicle platform; they must be able to ‘fight’ the
vehicle, not just operate it. Operation HERRICK saw the introduction of the Crew Training School (CTS) which sought

17 POIs: Comd TFH, Operation HEKRICK 7, October 2007 — April 2008; Comd TFH, Operation HERRICK 9, October 2008 - April 2009; Comd TFH, Operation HERRICK 10, Apiil - Getober 2009; Comd TFH,
Operation HERRICK 13, April 2010-October 2011 Comd TFH, Operation HERRICK1S, September 2011-April 2012

16 Asan example. the delay ol issuing of OSPREY body armour until deployment meant that soldiers could only adapt Lo new firing positions and techniques {due 1o the pature of the equipment) once In
theatre

19 POIs: Comd TFH, Operation HERRICK 11, Octaber 2009-Aprit 2010; Comd TFH, Opetation HERRICK 15, September 201 1-Apnl 2012
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to minimise the detrimental effect that having too small a training fleet had on Individual and Collective Training. The
CTS conducted coordinated training for drivers, commanders and gunners (depending on vehicle type) in a centralised
location where resources were pooled and equipment maintained more efficiently.

39. The establishment of a CTS should be considered as Good Practice. It provides a single point where resources can be
co-located (instructors — both vehicle-specific and tactical, platforms, weapons, EC, training facilities, RLS etc.) within
economic reach of a suitable training area where day and night training can be conducted with minimal constraints.?

Lesson: The size of the training fleet has very often been too small to allow for comprehensive training. A training
fleet is required of a size which is sufficient to enable collective training events to be conducted while allowing
individual and continuation training to continue.

Lesson: Suitable driver training should be incorporated in Initial or Foundation Training and a review should be
conducted to explore the relative merits and costs of such an approach. Where this is not possible, a surge capability
should be considered (perhaps using contractors to deliver the training or by brigading unit instructors and vehicles).
Under these circumstances, NACMO funding should be justified earlier in order to support training.

Lesson: Where the pool of vehicles to be employed by a force is not sufficiently large to generate a suitably
sized training fleet for crew-served vehicles, a Crew Training School (CTS) should be established. Under such
circumstances, the establishment of a CTS should be considered Good Practice.

THEME 8: THE TRAINING ENVIRONMENT

40. Soldiers should train in an environment that closely resembles the theatre of operations. Buildings and urban areas in
particular should be constructed which mirror the type that will be encountered on operations. This infrastructure is
required on UK-owned training areas and should be developed at an early stage in the operation.

. The use of simulation must be maintained post-Operation HERRICK and for contingency; it has provided a means of
incorporating capabilities into training which would be restricted in live training because of their expense or safety
considerations. Although not all types of training should be simulated, simulation does allow for the repetition of
training serials inexpensively when compared to ‘live’ training, particularly those serials involving high cost munitions
and aircraft.

4

-

Lessons: Buildings and urban areas in particular should be constructed which mirror the type that will be
encountered on operations.

Lesson: The use of simulation must be maintained for contingency. It has provided a means of incorporating
capabilities into training which would be restricted in live training because of their expense or safety consideratiogs

THEME 9: BALANCING THE DELIVERY OF TRAINING

42. Doctrinally?' individual, collective and mission specific training form part of an integrated, progressive, training
and readiness cycle which provides the necessary structure to ensure that the right training is provided to the
right audience at the right level at the right time. In essence, individual Foundation Training?’ precedes collective
Foundation Training which is then followed by MST. MST comprises additional individual and collective training to
generate the particular skills and competencies for a specific operation with a representative Order of Battle (ORBAT),
using any different or UOR equipments, structures, processes and adapted procedures. In order not to detract from
MST it is highly desirable that all required individual and collective Foundation Training competencies are achieved
prior to MST,

THE IMPORTANCE OF FOUNDATION TRAINING

43. For most of Operation HERRICK MST was considered to be very good for the combat arms, providing the right level
of theatre training prior to deployment through a progressive exercise programme culminating in Exercise PASHTUN
DAWN on Salisbury Plain. Although it was considered successful, the MST focus on the ground-holding companies
could detract from the delivery of MST to the specialist groupings (e.g. the BAG* and PMAG*).

44. Despite the overall success of MST, it was repeatedly remarked by commanders that Foundation Training was more
valuable as it was essential to get the 'basics’ of warfare right.?* Experience demonstrated that Operation HERRICK,

20 Comd TFH, Operation HERRICK 13, April ~Dctober 2010

21 AFM Vol 1 Fart 7 Tiaining, p 1-7

} Foundation Training, Foundatiarn 1raining atlaws unite to achiess tactical compeience on core eguIpments through progressive indtvidual and coliective aining 10 a COMMOn SCENario, thereby achieving a
generic operational readiness

23 BAG: Bngade Advisory Group

24 PMAG: Police Mentoring and Advisary Group

75  For example see POl Comd TFH, Opetation HERRICK 8, April - October 2008; Comd THA, Operation HERRICK 14, April - October 2011
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even though it was a counter-insurgency operation, required an understanding of the doctrine of manoeuvre and a
deep and clear understanding of Combined Arms Manoeuvre at brigade and battlegroup levels.

45. The use of BATUS? and BATUK?” was repeatedly singled out as being vital in developing these skills even though it
lacked the complex terrain found in Helmand. It provided an environment that demanded endurance and applied
pressure to commanders that could not be replicated elsewhere. it also reinforced the importance of dynamic and
flexible task organisation between and even during missions.

Lesson: Foundation Training as delivered in BATUS or BATUK, proved vital in the preparation of force elements for
operation HERRICK. Repeatedly cited by commanders, at all levels, as the most valuable form of training. This type of
training should be retained and reinforced for contingency.

INDIVIDUAL VERSUS COLLECTIVE TRAINING.

The multifarious requirements for Individual Training drove a coach and horses through the given staff
solution. Most of us underestimated the deleterious impact the huge impact mandatory individual training
would have on our collective training opportunities.

e, Operation HERRICK 13

46. Throughout much of Operation HERRICK a proportion of the training audience missed collective Foundation Training
and, in particular, collective MST due to having to attend further individual training. Although pre-deployment training
was assessed as being of a very high standard, it was often seen as ‘too busy’ due to the loss of personnel to conduct
individual training in what was considered to be Foundation Training skills; for example Heavy Machine Gun training,
drivers' courses, search courses, CIMIC (Civil/Military cooperation) courses and so on, The scheduling of these courses
during MST made it difficult to send people on them at any other time and, because most of those took part were
commanders, this adversely impacted on collective training events.?

Figure 5-1-4. Camp Bastion RSOI tent

47. Therefore the requirement is to sequence individual training in order not to undermine collective training. This may
call for a detailed re-evaluation of the individual MST requirement (SOTR) with a robust approach as to what is
mandatory and what is desirable. .

48. An increased level of collective training support from the 2* Headquarters, as well as appropriate designated
ownership of courses, will improve the sequencing and delivery of individual and collective training, and will better
relieve the pressure on individuals.

26 British Army Training Unit Sulfield, Canada
27 British Army Training Unit, Kenya.
28 POIs: Comd TFH, Operation HERRICK 10, April-October 2009; Comd TFH, Operation HERRICK 11, October 2009-April 2010; Comd TFH, Operation HERRICK 13 April -October 2010
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THE ROLE OF RSOI

49. The provision of in-theatre training is regarded as essential to complete the operational training cycle. The training
element of RSOI?® should therefore provide in-theatre training based around the ‘4 Rs' of Remind, Revise, Rehearse
and Reassure. This takes place in the deployed theatre, using the types of environment in which they will operate,
trained by soldiers who have current or recent experience of that theatre and with the UOR and other equipment

which they will employ once they deploy into their AO. It should also provide the most realistic opportunity to train
alongside indigenous forces.

50. During Operation HERRICK it was found that frictions between individual and collective training, the lack of OTEP
equipment and vehicles and a rapidly changing operating theatre meant that in-theatre training during RSOl had to
shift focus from refreshing already mastered competencies to teaching new skills to recently arrived personnel.®

51. Although carefully tailored RSOI training can make up for certain training shortfalls (for example where troops
have not had sufficient exposure to UOR-based capabilities to develop competence and confidence), it must not be

seen as a panacea to make up for missing individual or collective training that should have been completed prior to
deployment.

UNIT TRAINING

52. A unit should be able to organise and carry out its own training to the appropriate collective training requirement.
However, due to the nature and complexity of Operation HERRICK they were unable to do so and as a result the Army
now has a generation of people who have only experienced delivered training and do not necessarily understand
that training can be self delivered within units. As the Army moves to contingency it must rediscover the value and
processes in carrying out their own collective training notwithstanding that the complexity and integration of assets
does become more complicated as training moves up through the collective training levels.

Lesson: Where possible, individual training must be de-conflicted with collective training activities. The requirement
{within limited resources) is to meet individual training objectives while ensuring that sufficient collective and
joint training is conducted to allow unit/sub-unit to operate within a Joint Battle space. Commanders must have

an understanding of the risks involved in placing more emphasis on one element of training to the detriment of
another.

Lesson: Training during RSOI should not be a substitute for missed pre-deployment training.

Observation: Units will have to relearn how to conduct their own collective training.

THEME 10: CONCEPTUAL TRAINING

53. As a force element nears deployment, it should be task organised, equipped, trained, acclimatised and conceptually
prepared for the operation it is about to undertake.?' A key element of the conceptual preparation for deployment to
Afghanistan was to gain an in-depth understanding of the environment and, in particular, its culture. Such conceptual
training was essential for those required to work alongside indigenous forces.*

54, Conceptual training was provided on an individual and collective basis with activities varying from the provision of
a pre-deployment reading list on the Army Knowledge Exchange (AKX) through to the provision of accurate, fully

immersive, simulated complex Afghan environments during MST using large numbers of contracted 'actors’ to provide
a representative population.

55. Another example of Good Practice was the running of HERRICK Study Weeks by the deploying Brigades assisted by
Afghan COIN Centre* to conceptually prepare deploying personnel using the latest theatre-specific doctrine, feedback
and experience. This "HERRICK Study Week' is covered in more detail from a doctrine perspective in Chapter 6-8.

56. The continual development of theatre reading packs and the development of Tactical Doctrine Notes (TDNs) ensured
a greater intellectual understanding amongst commanders and soldiers at all levels. This allowed better depth of
knowledge about the context of the ever changing campaign.

57. An element of conceptual training that proved to be highly valuable was for troops preparing for partnering roles to
be ‘immersed’ with indigenous forces.* ideally this'would begin during MST however, where this was not possible,
it is recommended that the incoming UK personnel spend time (possibly through an extended hand-over) alongside
the British troops who are already partnered with the indigenous force. This provides the incoming troops with an
opportunity to better understand the culture and procedures of the indigenous force with whom they will partner.

29 Reception, Staging and Onward Integration

30 POIs: Comd TFH, Operation HERRICK 8 April-October 2008;: Comd TFH, Operation HERRICK 6, April — Gctober 2007
31 AFM Vol | Part 7 Training p 1-4

32 POIs: Comd TFH, Operalion HERRICK 10, April-October 2009; Comd TFH, Operalion HERRICK 13, April - October 2010
33 How the Land Stabilisation and Counter-insurgency Centre (LSCC), part of the Directorate of Land Warlare, Warminster

34 POI: Comd TFH, Operation HERRICK 15, September 2011+ April 2012
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This proved to be highly successful in Afghanistan and it allowed the partnering/mentoring force to shape their own
training.

58. Another aspect of conceptual training related to preparation for 'strategic compression’. The Brigade Headquarters in
Helmand delivered a function rather more akin to that of a Divisional Headquarters in an operational theatre; working
in the strategic, operational and tactical domains (with significant blurring between them), with multiple operational
and national chains of command/influences including the ‘London to commander' link. The training chalienge for
strategic compression was principally conceptual; the requirement to develop a common, deep understanding of the
wider context (and associated nuances) in which the Brigade/TF Headquarters was operating. Training the integrated
TF Headquarters was command fed and command owned and mainly self-taught. Early engagement by the Brigade
Command Group {principally the Commander and Chiet of Staff) with preceding Brigades/TF Headquarters, PJHQ
()3 OT desk, J5 and the Command Group) and the MOD (Operations Director) was essential to developing mutual
understanding, identifying the likely requirements and establishing working relationships.

59. In respect of staff training (enabled through the PASHTUN STAFF series of exercises) it was fundamental to explain and
understand:

a. The higher context in which the operation was nested.
b. Risk tolerances.

c. The role of differing organisations, directorates and departments as well as the pressures they were under; and
their likely information requirements (including the associated level of detail and timelines).

60. These could be termed the political critical information requirements and this understanding was facilitated
by the pre-deployment reconnaissance programme, the early identification and integration of headquarters
augmentees into training (critically those in the Command Group such as the POLAD and LEGAD), and proactive
engagement. Expanding the Command Group immersion programme (Ex PASHTUN DDALA HOSSIARRI coordinated
by the Land Intelligence Fusion Centre (Afghanistan) (LIFC(A)) to include PJHQ, MOD, Foreign Office and key
ministerial advisors paid significant dividends. The immersion of the identified POLAD into PJHQ and MOD
{(for a number of weeks) was also essential. Regular engagement with PJHQ (J3 OT and 15) further deepened
understanding, trust and relationships.

61. Having set this foundation, Exercise PASHTUN HORIZON allowed these strands to be consolidated and embedded
into the headquarters. Command ongagement with the Force Generating 2% Headguaiteis, CTG and C5TTG allowed
collective training objectives to be adjusted and likely scenarios identified to ensure a correct focus was placed on this
dynamic and requirement. The use within the Brigade Headquarters of a dedicated Red Team and the involvement of
PJHQ including CJO and Chief of Staff Operations in Exercise PASHTUN HORIZON ensured that analysis was detailed,

relevant and deeply realistic

62. At maturity, the Operation HERRICK conceptual training package was assessed as being very effective; however this
took time to develop and was founded in experience gained through an enduring campaign. For future operations
the training organisations must be supported, at short natice, by a wide range of subject matter experts in order to
provide a comparable level of conceptual training for deploying personnel. This calls for integration with regional
experts, CJIIM partners and the likes of the Land Intelligence Fusion Centre and the Security Assistance Group

Lesson: The requirement to deliver contextual training will endure. Information provided to deploying units by the
Army Knowledge Exchange, Land Stabilisation and COIN Centre, LIFC(A) significantly enhanced pre-deployment
understanding. For contingency, the level of detailed contextual training should be maintained and expanded
beyond those units deploying on operations to also inform units tasked to undertake Defence Engagement activity
or UK resilience operations.

Lesson: There is an enduring requirement for immersion training for soldiers preparing for partnering / mentoring.
Those preparing for partnering roles must be ‘immersed’ in the culture and method of operating alongside the
indigenous forces within the theatre.

Lesson: The requirement to prepare commanders and staff for ‘strategic compression’ will endure. The Command
Group immersion programme provided the essential CJIIM environment for key staff, particularly POLADs, to build
understanding, trust and relationships before deployment. This contextual training model should be formalised and
developed for contingency.
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THEME 11: WHAT WE TRAIN

63. Training for operations in Afghanistan demonstrated that the Army comprehensively evolved its training delivery
processes to provide theatre-specific skills: However, as the Army moves to a contingency mindset, the immediate
legacy of this training is that we now have a force with an ingrained 'HERRICK-ism' about how it conducts its
business. This is reflected most obviously at lower levels, where many of our officers and soldiers only understand
warfare in the context of Afghanistan. The expectation of semi-static, FOB based, operations has filtered into our DNA
and diluted our expertise in Combined Arms Manoeuvre warfare and ability to operate in austere conditions against a
capable combined arms adversary. Essentially — and for very good reasons - we have become very good at training for
‘the war’, not ‘a war'.

64. For contingency we now need to re-focus ourselves upon how to train in the basic martial qualities of move, fight and
communicate in an austere environment and often at night. In addition to these, Operation HERRICK has highlighted
some additional basics that our training needs to embrace if we are to meet the diverse challenges of contingency:

a. Stabilisation. Training for contingency does not mean a return to training purely for major combat operations
against a near-peer enemy. The requirement to be able to conduct stabilisation remains, and experience in
Afghanistan shows that this calls for an additional focus on: understanding COIN doctrine and principles;
maintaining the importance of gaining cultural understanding; and understanding consequence management.

b. Counter-Improvised Explosive Device Training. Counter-improvised Explosive Device (C-IED) training should
now be a part of Foundation Training. This should include the all arms search and ground sign awareness

techniques required to counter | e
* )

¢. Medical Training. Medical training during operation HERRICK underwent a rapid evolution. At the individual
level it saw the introduction of Battlefield Casualty Drills (BCD, replacing the Battlefield First Aid MATT) and the
introduction of the Team Medic. Team Medic training was based on the explicit nomination of an individual within
a tactical team to focus on the provision of first aid to a casualty using extended medical competence above BCD.
The success of Team Medics emphasises that this training be brought into Foundation Training for contingency.

(1) HOSPEX. At the collective level a key improvement was the introduction of Hospital Exercises (HOSPEX) at the
Armed Medical Services Training Centre (AMSTC) in Strensall. This was a full-scale hospital trainer that enabled
highly realistic Collective Training at Level 3 which also allowed the development of medical processes and
appropriate validation.

(2) Expectation Management. The tactical response to casualties has more than ever become an embedded
element of all tactical training and must remain a core competence which should be tested within Foundation
Training and Mission Specific Validation for contingency. However, such training must reflect a contingency
mindset and not raise expectations from training audiences that the Operation HERRICK ‘Gold Standard’ of pre-
hospital emergency care and casualty treatment will be the norm for future operations.

d. Rules of Engagement and Judgemental Training. Rules of Engagement and Judgemental Training remain vital
to preparing and sustaining the force in contact. The pressure on our junior commanders is considerable and we
must ensure that we continue to prepare them properly.

e. Operational Shooting. Marksmanship from unconventional firing positions and at moving targets should no
longer be considered an advanced skill and should be included within mainstream training to alt arms. The Annual
Combat Marksmanship Test (ACMT) is insufficient preparation for those individuals who routinely deploy ‘outside
of the wire' since such shooting tests did not reflect the realities of combat engagements during Operation
HERRICK. Most of these occurred either at short or long ranges, with targets that were mostly fleeting in
nature: ‘watch and shoot' training in close/complex terrain at short range (below 100 metres) and observational
snap/opportunity shoots from prone and protected locations at longer ranges (above 300 metres and out to
900 metres) should increase. Snap shots at pop-up/drop-down static and moving targets at operationally
representative engagement ranges are required, along with training and firing of all weapon systems from sangars
and improvised sangars {such as Protected Mobility weapon stations). The current annual tests require a soldier to
shoot a tight group from a static position (prone or kneeling); this is only a good indicator of a soldier’s ability to
apply marksmanship principles, it falls short of training the soldier for battle.

f. Command/Staff Procedures. Staff training and preparation was - providing the training audience was stable

- seen as providing a sofid foundation for the planning and conduct of operations in Afghanistan. However a
number of issues were noted:

(1) Staffing resilience. Staff structures and competencies need to be more resilient to cope with shift working and
absences due to leave, detachments etc.

(2) Specialists. The integration of specialists (C-IED, J2, Air etc.) needs to be undertaken as early as possible.
Command and staff training will always be one of the first collective training events and is therefore the ideal
opportunity to integrate specialists into headquarters and identify capabilities and resource requirements in the
early planning cycles.

GFHEHAL-SENSHHVE- "
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(3) Environmental Training. Staff training must be carried out in a realistic environment. This requires an
understanding of the developing dynamic operational environment to ensure that this is replicated as
realistically as possible in all command and staff training.

(4) staffwork Skills. it was observed that the staff skills of Captains (SO3s) were insufficient to meet the needs
of the deployed headquarters which resulted in wasted staff time as SO2s and SO1s were required to check
work and conduct on the job training. SO3s should conduct staff skills training as part of their routine military
training in preparation for working in unit or formation level headquarters,

g. CAISTAR. The information systems deployed in support of Operation HERRICK were heavily dependant on UOR
equipment. However, the core training requirement and foundation training remains linked to existing core
systems. This has lead to a disconnect between the C4iSTAR equipment used in training and that actually used on
operations. This impairs the train as you fight principle and, as covered earlier, soldiers must train on the C4ISTAR
equipment they will be using in theatre.

h. Depth of Knowledge. Where training on UOR C4ISTAR equipment was possible it led to the delivery of a small
number of personnel qualified on that equipment. This has led to commanders being confronted with the choice
of conducting ‘deep’ or ‘broad’ training. Broad training leads to communicators who have a shallow knowledge
of multiple systems whereas having individuals specialise in one or two pieces of hardware or software leads to a
situation where we need many signallers from many units in each location to operate the full range of C4ISTAR
capabilities.

i. Counter-insider Threat. The risk of an Insider |hreat* coumnerge In tuture operations as the mentoring and
advising roles become more established in contingency planning. We must therefore:

(1) Retain the skills to develop cultural understanding of indigenous forces.

(2) Conduct training which will help to prevent the circumstances in which this threat could emerge and which
will help to counter the threat if an incident should occur

(3) Counter Insider Threat techniques must be formally taught and tested on mission training and revised in
theatre during RSOI. (The Counter-Insider Threat, wngesmss®== i -onsidered as Good Practice and is
covered in more detail in Chapter 7-3)

j- Level 1 Materiel and Personnel Exploitation. Material and Personnel Exploitation (MPE) incorporates the
comprehensive and systematic collection, processing and dissemination of inteiligence obtained as a result of
Tactical Questioning and extraction of data from recovered materials. This multiple source process makes extensive
use of non-traditional intelligence collection, including the collection of biometric and other forensic information,
data recovered from electronic devices and digital systems, as well as hard copy documents. However there is,
as yet, no bespoke Level 1 training so such operations have made use of existing capability based around the
Weapons Intelligence Specialist (WIS) Company. This capability now requires specific training and a framework is
reflected in Doctrine Note 09/16 LEVEL 1 Materiel and Personnel Exploitation

k. Captured Persons (CPERS). Operation HERRICK, as previously in Operation TELIC, once again demonstrated
the potential adverse operational, and sometimes strategic, issues raised due to the adverse handling of CPERS.
Therefore it remains essential that all personnel must receive appropriate CPERS training prior to deployment
This should include having an understanding of their overall CPERS responsibilities introduced during Foundation
Training and then theatre specific CPERS training prior to deployment. This was achieved during Operation
HERRICK during MST and Combined Arms Staff Training. Further detail on wider CPERS training issues can be
found in Chapter 7-4

I. Air-Land Integration (ALI). Cperation HERRICK witnessed very high levels of ALl which proved vital to tactical
success again and again. However, the ability to conduct ALl is a highly perishable skill and to prevent potential
skill-fade, the Army needs to maintain a robust conceptual and structural focus from which to expand the ALl
capability across formations committed to future operations. Two areas for development are:

(1) Inter-Service Relationships. This can be enhanced through improved formal and informal inter-service
relationships between Land and Air units and ALl training synergies developed by synchronising Air training
events of the Defence Exercise Programme (DXP) with the Land Operational Readiness Mechanism.

(2) Simulation. The use of simulation is vital in training where assets are scarce. The Air Battle Training Centre
at RAF Waddington was utilised to deliver Exercise MOUNTAIN DRAGON? and proved to be the single most
effective training event for the development of joint fires integration staff,

35 See Chapter 2:4 lor details
36 Exercise MOUNTAIN DRAGON was a Joint Fires virtual iraining package which delivered simulation raining for Fire Support Teams and artillery Tactical Groups

o —
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Observation: A significant number of army officers and soldiers only understand warfare in the context of
Afghanistan. Static, FOB based operations, against a lightly equipped enemy has filtered into the Army’s DNA and
diluted our expertise in Combined Arms Manoeuvre warfare and ability to operate in austere conditions against a
near-peer adversary.

Observation: Operation HERRICK has highlighted the following enduring basics that need to be incorporated into
Foundation Training; Stabilisation and COIN, cultural understanding, consequence management, C-IED, counter-
insider threat, Level 1 MPE, CPERS and ALl training. Individual training should include; Team Medic, RoE and
judgemental and enhanced SO3 staff training.

Observation: The Army needs to maintain a robust conceptual and structural focus from which to expand the AL
capability across formations committed to future operations. More opportunities need to be actively developed
through exploitation of the Defence Exercise Programme.

Lesson: Army shooting policy requires review. The ACMT does not adequately prepare soldiers for operations.

Lesson: The Air Battle Training Centre proved to be the single most effective training event for the development of
joint fires integration staff. This capability should be maintained and strengthened for contingency.




Annex A

To Chapter 5-1

OPERATION HERRICK MISSION SPECIFIC TRAINING PROGRESSION

153431 NNLHSYd JO 1uawiald ue awedag

153dW3L NNLHSVd 4O Juawa3 ue awedag

'Swie paysene pue s;apow Suesado mau 4o sanyedndesd ayy buipuersiapun
Buipnpul “sanyiqede? 13430 4o uonelbajur pue uoesueljiwey Wels 0} Ayunuoddo ayy papiaoud
4 05 pue 131360} 3wed 1vaYO 3y} Jey) awn 151y 3y} PaIUAsaIdal UIKO NOM NALHSYY

'SW3)SAS UONeW 104U PUB LOReJILNWIWO?) 3.3y} yum Aueijiwey
pue uonewiojul jo sannuenb abuey o buisny pue Juawabeuew ayy UO Sem SN0y ‘Aljeuonippy

"SPOYISW (ISN) 33104 A1undas [euciieN ueybyy yum 93y} bunesbajul pue buidepe
‘s9inpa20.d uonndaxa pue Buiuueld yels suyal pue doaAap 0} sem sx) 157 3y} JO SN0y 3y

XLLSD 3yl uo paasiyde saunpadosd Buiuueld auyss o3 Ayunuoddo a4 350 ‘a5

UIBW 3y] WOy Sleiedas 'pue SUOLIALUOD JUN / HUN-gns 418y} dO[2ASP pUE SIBLIeNIPESH J1ay) 1oL
Wauag Buiien uieb pjnod spun “ajos pafojdap s1ay} jo ainjeu ayy 0} Sd1 1 1184} puawe pinod
SHUN-gns 0s Juauab sem asniaxa SUl JO 3inleu 3Y| 'S4\ pue S)Ixs J1ay) LHim Juapiuod Any aiam
SJOOI 18U} 3UNSUS O) OLBUADS 3SE2-1SI0M BU) O} puewsH Ui Aep [ewiou e woly psuued $N20J 8y

“Judwuosnnua ueybyy ‘pajenwis
UO passna04 YIHINVA NNLHSYd

“slieal e ut [9A3) UUN-gNs 18 41 | Butaes-ayy aneayy buisyoesd

‘Bumas

[eanoey ueybyy ue wi [011u0d aly aAdaYs pue diysuewsyiew jeuonesado uc sem SNJ0J 3y
‘swa)shs uodeam pue (541 1) sainpadoly pue sanbluydat 'soivel aneay) buisnoesd ‘Paay UORdAS
0} dn pa3abue} ‘Bunooys apjeq dueyua o} pasn sem abexded Buwiy anl ayiki{ pue ppA] syl

Spiewsy

dnoio a4 aan

dnoig a4 aan

dnoso) bujuies
1e31ep

pue yeig
‘puBWIWO)

(5VLd0)
dnoig Aiosiapy

pue Bujues
|euoniesadp

OH
daid/uany, |
Aq pianjpg

2120
Buiuesy

sabuey _.
uILeWSjISe)

sabuey
uipewase |

|
1a3bejpuuag

10 JISUILIBAL

(VLNVLS)
eary buiures)
piojuels |

(X115D) asnsax3 Buiuies
(B312e] jje1s puetwo?)

PI314 puewwo? uun-qng

(X341v2) astsax3 Buniy

104 piepueis pels ayy
01 suun 136 0} abexded

Buiutes) jo ainjey

ONINLHOM
2}UNO
i NNLHSvd | S
WYoLS |
2}UNoLWs
X341vD pal 10 _ Wtvst7 5
NON .
(#1D) dnoiBapeg | NNLHSVd |
(X42) as1uex3 YIHINVY | .
NNLHSYd
dAI7 SWY p3uIquIo
e o e NMYH .
NNLHSYd
abuey pasaaiap 1un
T owen
aspuexg |euas




E._.

CHHEHA

-1a6png qow 2100 3ys woy Bwipun) uey) Jayler SUONEIALO § 1INPud 3yl 0) PAIE|Rs AINseal) 3yl woy Buipuny [euOILPPE 0) SJRJ2J — SUONEISAQ AJRHY JO SISO |EUCIIPPY 13N :OWIVN
sdnoin eane] Agiue pue swea) oddng any 10} Guiuien uone|nwis PaIaNIAP Yiym uoIBUIPPRM vy 18 3U3) Buures) aneg yy ayl 1e padnpuod abexded Bujutes |enim Sax4 JUIOT  sem NODYHQ NIVINNOW X3
‘dnoiny uoddng aduabijawy jeuonesad 3yl pue wea] Loddns axusbyRiul Auedwo) ayl 63

TAlSUILLIBA ‘2JR)EM PUBT 4O 1RI01IAKQ 3y} JO YIUEIY B 5 (IX]) 24UB) UONeNOlx3 Su0SsaT 3yl
‘gr015 Buiurey] 33|03 OH

- N Mmoo

SBM 3SD1aX8 84} 4SNY 8yl wouy buipnpu; ‘apebug dnoig

‘siauenbpeay daid4/uan4 .7 3yl Aq pes)
3y} puokaq wouy s19fe|d pue yels Jo uonediied WNWIXEU 3y} UC Pal|3J §S33DNS 351219X3 Buiuiesp
_ jexipel
‘saunpadoud aneay) sy | pue yexs asIaxy NGZNOH
auya, pue dojaaap Aaatssaiboid pue ‘yels aauawbne sy aeibaju) ‘siauenbpesy apebug 3100 ‘pueLIWOD 131SUILLIBAA 1504 PUBLIWIOD) |33} 8
3y} 4o sassadold 3yl punoJe pjing 0} SISHENDPE3H 32104 3SBL 3Y) PAMOY(E SHUAD JO SB35 AY) ay) pue | | §1D puew|aH 32104 ¥s8; | NLHSVd
siauenbpeay
‘sainpadoud sy anosdwi Apaissaiboud 0] sisuenbpeay 3204 3SEL 3y} mojie 0} ded bunesusn
,UNJ, pUR Y[EM, *,|MELD, B 1B 135 SeM 3SIDI9XS 3y "SIUBAa G| D Aep G ‘93JY} JO SAII3S B Sem SIy| 32104 3y} "

"a1jeaYL Ul 308} 0} A[ax)| aJe A3y} asuodsas pue odwsa) 3y} 104 sdoos}
31e1q1ed 0) paubisap sem NMYA NNLHSYd pue ‘Buluiesn ,ased 1siom, o Aled joouapun sdoop

‘JuawAhoidap

113y} J2A0 padey 3q 03 Aj331] 1834y} pue suoie1ado JO 3iNjeu 3yl JO JUSLUSSAsSe Ue Uo paseq | win wel |
S|eLas Yy sUN oIS 0) paubisap sem )| ‘Juswiabeuew 3dedsajieq pue sassadold bupabiel | oo BT ahas oc _
LOS pue piey ‘uoieIBAUI JO S3NIXS|AWOD 3y} UC SBm SNJ0} S| “BumIas ai1eay) pIdIN0Sa (j3M el PR sl
pue Jnsieas Aybiy e uy Buluies] Jiay} JO SPuels 3y} JO |8 J3Y1abo) melp 0} SHUN pamojie Y

as1iax3 buely
pi914 paIUSLINIISUI NMva L
(pL3) dnosbapieg SV

“awdinba piepuess aieay) j0 asn 3y} pue Aigeded si ‘1ygyo buikojdap auy jo Ajelo}
ay BunesBajul UO palesuAdU0d Y “Juawkojdap 03 soud Jussd Buluies Buneulwind ayl sem siyl m

OFHCIAL-SENSITIVE

'351213%D

0} AUNpoddo ue yum Jspuewiwod Jun-gns ay} papinoid (euss jeuy syl ybnoyie ‘1xajuod Jun
-Qns e ul UOIIND3X3 uoole|d UO SeM SNJOY 3L "JUBLIUOIAUS jeuonelado buibueyd ay) 193w

01 PaJO|IEl SEM 1By} JUBWILOIIAUS [euolesado Buibuajeyd pue dusijeal ‘aaneuibew ue jsuiebe _
paubisap sem DBuiules} 3Y| "pIsiesysl ISMm J3)j0JIU0D AUl PUB JSPUBLILLO [ED11D8]) YL UM
saunpadoid 1eyl Buunsua 0} a1eulpIogns Sem SiYl ‘uone[n3oul ajeq yim sdoody buipiroid
*(P2IN0Sa1 UBYM) JAI| 319m 3114 YBNOYIjy “|0U0D 31} JO JUBLIBUIRI 3] SBM SND0J Uiew

sabuey 1S3dN3L

A X3V | 9

dnoigy ai4 aan NNLHSYd

‘suodeam aneay)
40 aBue) [|ny 3y} PAAJOAUL 31 PUEB SIDJI013UOD )1 pue swisopeld 'sdoos) PAJUNOWSIP UISMIS] SdLL
3JANS0URW pue saul Jo uonesbajur ayl Loddns 01 sem |SIdINIL NNLHSY 40 3sodind awiid 3yt

-anjea Buiuiel} Janaq paayo pue dieud 153q
P3Waap sem 3 se pabiaw 1M $3sI2I3X3 AL (DNINLHOM NNLHSYE) X331 PSIUNOW 3y pue
(NMOLS NNLHSYd) X341V PaIunowsiq 3y j0 UOBUIGWOD 3U) SeM [SIJNIL NNLHSVd 35119x3

, J35aAlRg | 1 awepn |
sjewdy _ Suiures uone0l buinges) jo aumen ;. : | aspiexg jeuas




OFHHEAL-SENSHHVE

OFFIHAL-SENSIHEIMVE



CHHCHAL-SENSHIMVE

CHAPTER 5-2
EQUIPMENT

“A word of thanks to the Equipment Capability community. To date 11 soldiers from Op HERRICK 13 have
been struck by either small arms fire ar IED fragmentation in their PPE (4 x strikes to ECBA side plates, 3 x
strikes to QSPREY plates and 6 x helmets strike). The protection provided saved all from notable injury”

Comd TFH ASSESSREP 5 Dec 10

Figure 5-2-1. Mk 7 helmet post strike, the wearer of which survived, plus message of thanks from Commander Task Force
Helmand, HERRICK 13.

BACKGROUND

1. Equipment played a crucial role during Operation HERRICK. The Operation is a story of the successful
delivery of extensive quantities of equipment delivered under Urgent Operational Requirement (UOR) procedures
against a continually evolving threat and sustained within a deeply challenging environment with complex Lines of
Communication. In the Land environment in particular, the Army was configured for major, peer on peer warfare.
The war in Afghanistan was very different and required reconfiguration on the move. Operation HERRICK was
therefore catalytic in transforming equipment capabilities. The Operation included effective equipment lessons learned
procedures and experimentation that then fed spiral development' coupled with a powerful delivery network working

1 ‘Spiral Development’ is 3 systems engineering process where improvement 1s incorporated via a continuous feedback loop, as opposed to an ‘incremental development’ model where impiovernents are

accumulated in a plan and then incorporated as a change
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‘flat-out” in making a difference to the capabilities available to the soldier. There was clear evidence? to demonstrate
that the outputs of this industrious network saved many lives and increased the effectiveness of the force. Moreover,
the Ministry of Defence (MoD) and industry formed a powerful partnership in sustaining equipment that saw extensive
use of deployed civilians and deep repair and refurbishment taking place in-theatre, In short, during Operation
HERRICK the British Army’s suite of equipment for Stabilisation Operations became the envy of the world.

But there were criticisms also. Vast amounts of money had to be spent on UORs. The tolal estimated spend on
equipment acquired via the UOR process during Operation HERRICK was £5-6 billion® with an annual spend of £800
million per year at its peak.” Some would argue therefore that preceding predictions of equipment requirements had
been wrong and that sufficient breadth and depth of capability had not been preserved. Furthermore, it seemed to
take a significant amount of timie before realising that existing capabilities were either inappropriate or not good
enough. In addition, several equipment systems were delivered without being integrated as a capability across the
Defence Lines of Development (DLODs) with Training, Doctrine and Logistic components of the capability often
lagging or non-existent. Consequently, users had systems thrust upon them mid-tour and often rejected them
accordingly.”

Sea Science and Tachn
k 4.9 hilion

)

v, Lonservalive) in Deceniber 2012,

Gogber 2613
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CONTEXT - THE EQUIPMENT NARRATIVE.

3. Those engaged in Land operations in Afghanistan were able to exploit some equipment from experiences in Irag and
other theatres. Operations in Iraq had also started to hone UOR procedures. For instance, 54 Mastiff Mk1 vehicles
were delivered into Irag between June 2006 and May 2007, lessons from which were then exploited in Afghanistan.

Observation: Many superb equipment capabilities were delivered during Operation HERRICK, transforming the
Land environment for counter-insurgency / stabilisation operations. The equipment acquisition and support processes
applied during Operation HERRICK were iteratively honed and eventually successful. The UOR process, when coupled
with strong Capability Integration Working Group (CIWG) chairmanship, worked well.

4. Operation HERRICK started ‘light’ (with minimal protection, limited manoeuvre and standard firepower capability). The
requirement for wheeled Protected Mobility platforms grew from escalating threats and the need to patrol rather than
manoeuvre. Irag and Afghanistan both suffered from the manifest paucity of protection for wheeled platforms in the
core equipment programme. Our fixation had been on protection offered by tracked, armoured platforms rather than
wheeled platforms.

Lesson: The extensive use of UORs to equip the force indicated significant gaps in the core programme. There was a
lack of horizon and neighbour scanning. There is a requirement to develop formal horizon scanning processes via the

Capability Planning Groups (CPGs).

S. Even when protection was present on wheeled vehicles its initial design was focused on protecting against small arms
and artillery ballistic events rather than under vehicle blast. The Improvised Explosive Device (IED) threat forced the
need for under-belly hull protection, V shaped hulls and modularity. Previously the Ministry of Defence (MoD) had not
afforded any priority to the protection of wheeled vehicles due to its view of an echeloned battlefield - in which the
threat was faced only by those ‘at the front end’ equipped with armoured vehicles. Afghanistan emphasised the need
for a non-linear equipment perspective of the battlefield.

Observation: All platforms may need to be designed with better basic protection in the future.

Lesson: Equipment modularity is key in delivering systems of systems. This must be designed in to future
requirements but supportability implications need to be fully understood and risks mitigated. As an example, being
able to replace complete sections of vehicles post a blast event is effective, but if this is only possible with extensive
use of contractors in theatre there may be a need to balance this risk with larger fleet sizes.

Figure 5-2-2. HUSKY protected mobility vehicles, before and after being subject to an under vehicle IED strike.

6. In the Land environment UORs began to be needed in mounted, dismounted and Information Surveillance Target
Acquisition and Reconnaissance (ISTAR) capabilities but the IED became the dominant threat. Something extensive had
to be done quickly to counter the threat and hence the majority of UORs were Counter-1ED focused.

" s
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7. The situation was further aggravated by the change from a highly technical IED threat in Iraq to a low technical threat
in Afghanistan®, and it was effective. It became clear that we could deal with new IEDs, |  —————

A Sy G T N M A F S S T R

Observation: It took a long time to wake up to the IED threat and to provide capability to counter the threat.”

8. Political and public risk appetite also changed and prevented the MoD from being able to balance operational risk via
other DLODs which in turn meant that force protection became overly dominated by equipment solutions. There was
an increase in pressure from coroners and families, accusing the MoD of not doing its job properly in protecting its
soldiers.

9. Equipment sustainability during Operation HERRICK was achieved via a combination of forward deploying vast
quantities of spares, employing 1st to 4th Line support solutions, deploying contractors forward and highly capable
deployed equipment support facilities. At times availability levels were very low, particularly for new equipments such
as ISTAR or Protected Mobility fleets. Eventually these levels were lifted and became impressive. However, the MoD
did not know where all of its equipment was in Theatre at anyone time and it suffered heavy criticism accordingly.
Eventually, effective procedures were established but this took a long time.

Lesson: An expeditionary mind-set in equipment terms implies emphasis on maintainability and sustainability. These
parameters were often sacrificed or neglected during Operation HERRICK. Moreover, it took far too long to resource
the correct numbering, packaging and warehousing of spares in theatre or the procedures and technology for
accurately accounting for equipment in theatre. There is a requirement for a combined sustainability and Proof of
Good Ownership approach to be planned in from the start of any future operation.

L
L]
-

[ 13

Figure 5-2-3. Spares holdings in Theatre, pre and post the establishment of suitable infrastructure and procedures,

DELIVERING UORS.

10. The extensive delivery of UORs during Operation HERRICK forced some changes in behaviour, process, governance
and emphasis across the equipment community from which lessons should be drawn:

a. The knowledge required to deliver UORs was not widespread in the MoD despite Iraq and preceding operations.
The whole approach to delivering UORs meant that there was a need to corral the willing and to create
mechanisms which either did not exist or were not well bedded in. There was a need to create bodies of people
with the right skill sets who drove things faster than the process would normally act. The bespoke structures that
were created worked well. Dedicated UOR teams in Theatre, the MoD, Defence Equipment and Support (DE&S)
and Permanent Joint Headquarters (PJHQ) were required that operated separately from the normal Equipment
Programme (EP) mechanisms. They worked with an ethos driven by time and took risks. Additionally Industry were
brought closer and taken into confidence to assist. Defence Science and Technology Laboratory (Dstl) also moved
quickly to shrink its production timeframes to keep pace with fast decision making.

(] “On Opetation TELIC a big problem we had was with sophisticated IEDs We wenl from the most advanced IEDs we had yel seen, to the simplest possible on Operation HERRICK, and almost at exactly the
same {ime". Land Forces Chief Ammunition Technical Officer, interviewed 16 September 2013
7 See Counter IED Chapter 3-5 ~'Getung ahead of the Threat’
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b. The change towards a UOR mentality in which ‘time’ was the most important parameter and in which some
delivery risk was palatable, needed careful command and control. This emphasis on time must remain paramount
but be balanced with effective pan-DLOD® integration. Operation HERRICK saw the extensive use of CIWGs. These
were powerful bodies, most often chaired at OF 5, which drove the careful but aggressive alignment of activities
across the DLODs. Despite some failures, on the whole these CIWGs worked extremely well, ensuring that, on
delivery to theatre, the equipment formed a useable capability with, for instance, the correct training, doctrine,
infrastructure and logistics in place. Often a risk would need to be taken for the sake of time in one or more of
these DLOD parameters and it was the CIWG in conjunction with theatre commanders that would decide and
control the extent and acceptability of this risk.

Lesson: Of all the equipment focussed meetings and processes, CIWGs were effective and a must when delivering
equipment capability to operations. Their use must be sustained and potential chairs trained and developed.

i

Lis

i

L4

Figure 5-2-4. Clothing comparisons for Operations HERRICK 11 and 17

EQUIPMENT TACTICAL LESSONS

11. People and Structures. Insufficient experts existed initially and organisational structures to deal with UORs were
immature,

a. Establishing Specialist Teams. Initially there was a small UOR team in the Capability area in the MoD but there
were very few people in PJHQ and in Theatre directly involved in Equipment Capability (EC) or the fielding of
incoming UORs. The DE&S had to change some of its structures to deal with delivering at pace, working closely
with Dstl, Industry and the newly formed CIWGs. 1t became apparent quickly that there were blockages and gaps
and an enhanced EC Cell was formed at PJHQ to drive requirement setting, approvals, to monitor delivery progress
and to authorise the entry into Theatre of equipment. In Theatre there was also a requirement for a separate
£C Cell responsible for requirement identification and articulation, final delivery, acceplance and capability
integration. This took time 1o set up (and was a lesson recalled from Nerthern Ireland) but ance established had a

B The Defonce Lines o! Development are articulated using the acienym TERIDGIL Training, Eguipment Personnel, infasttucue, Roctnag, Digansabon, infarmaticn and Legulics
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significant impact on the way that equipment decisions were made and the final integration of UORSs into Theatre.
The EC Cell in Theatre (with Comd EC fulfilling a 9 month tour and which also incorporated Equipment Support
(ES)) provided greater equipment continuity and understanding for Commanders Task Force HELMAND and
enabled the balancing of equipment aspirations.

b. Governance. Leaders were required who had the ability to get things done and make things happen. At a higher
level there were new requirements for 2+ structures and above to shape and deliver the necessary cross stove-pipe
governance. This was challenging and met institutional resistance at every turn but paid off in the end.

¢. Getting the Right People. Technology played a significant role in the prosecution of Operation HERRICK and
its exploitation took time to be effective Appropriately technical military people were needed who could breathe
life into process and make things happen both in Theatre and in the UK. Similarly, people were needed who
understood the operational concerns of commanders and were able to articulate the requirement sets, drive
capability trade-off decisions and integrate capability pan-DLOD. This technical aptitude in military officers needs
preserving and not only in those with technical cap-badges.

Observation: The broad effectiveness of the technical career stream is at risk of withering and needs preserving.

Lesson: There is a requirement for the right people, appropriately trained and managed, to be placed into
equipment capability organisations in order to capture emerging requirements and oversee and deliver properly
integrated equipment capability.

12. Requirements Definition. The setting and communication of equipment requirements was of mixed quality:

a. Articulating equipment requirements is a key skill. It requires an understanding of doctrine and an ability to
communicate the Concept of Operations (C ONOPS) or ‘the story'. The latter is a standing requirement in the
UOR Defence Information Note (DIN)®, but was often done poorly or not at all. Often users devised requirements
and CONOPS based on having seen some new equipment. This often led to failure because the doctrinal
change lagged. If the requirement and CONOPS are well written delivery of a solution will often progress more
successfully but it also benefits from freezing or ‘locking down'’ early.” UORs that tended to take a long time or
fail were the ones that had changing requirement sets or did not have a well articulated story board.

Lesson: Once equipment capability gaps are identified Concepts and Doctrine must be written quickly to support
potential solutions.

b. If however a concept was unclear and it was genuinely difficult to lock down the requirement, several lines of
activity would be pursued. There was, at times, a need to be very flexible whilst iteratively exploring various ideas
as quickly as possible."" Often a ‘plan B’ was required in the event that a potential UOR solution failed. It was
critical to establish what the fallback position was, and how the problem and risk could be mitigated if the main
proposal did not work. The broad approach to countering IEDs was an example of this. BEEK, an IED detection
dog, was initially a fallback plan should ““SNEmE® 2 new detect capability, not work as advertised. Both of these
capabilities then evolved into separate but complementary solutions to the problem.'2

13. Procurement Time pressures

a. Time was the key factor in the delivery and sustainment of equipment capability. It was the single biggest driver
in changing procurement behaviour in support of the operation. In speeding processes up there was a need to
have a clear understanding of associated risks. These were identified and mitigated where passible through the
CIWGs."? Wherever possible Commercial Off The Shelf (COTS) or Modified Off The Shelf (MOTS) solutions were
sought. For UORs, COTS or MOTS should be the default setting for the sake of speed.

b. Spiral development often led to the progressive delivery of capability with users making trade-offs in performance
vice time. Flexible contracts allowed changes to be incorporated as the procurement process proceeded,
Modifications could be introduced and a better product progressively fielded thus carrying less risk and making
better financial sense. Recognising that technology often continues to advance, buying the full quantity of a
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Defence Instructions and Notices (DIN) 2013DINO4-127 - UOR Standing Instructions V8 dated 25 Jul 13 - Annex J,

“Itis important 10 ‘lock down’ a qui t. Therefore requirements groups are fundamental 1f you look at the type of process required for the future, you need requirements groups at the front end: but
they need 1o be robust, focussed and not 100 big". Director Equipment, first interviewed 07 August 2013,

“Sometimes, it's not a good idea 1o ‘lock down the requirement’ because you don’t know what the requirement looks like... you can'l tie down a requirement unless you understand the consequences of
whal the requirement will be. You need 1o have good requirements, but you also need 1o have a mechanism whereby you understand the Impfication of that fequirement set. So how do you get that feedback
loop? You need people who really know what they are talking about What you need is a cadre of people who understand what they are doing and you need a rapid concept development tool, which we
didn’t have * AD Cap GM May 2006 - September 2009 interviewed 25 October 2013,

ACOS EC Cell, PIHQ from September 2008 1o November 2011 interviewed 04 October 2013

“Time was always our enemy and when you look at the procurement Performance Cost Time (PCT) wiangle Historically (in EP) we always trade performance and time to make it cheaper. | would trade
everything to reduce the time lag. So | would take increases In cost, | would reduce performance, | would make trade offs all the way through a programme, just so | could deliver the capability in a timely
fashion rather than have the panacea in 3 years time. | would be happy to then ‘grovs” the capability after it had been delivered and have an incremental move along”, ACOS EC Cell, PIHQ from September
2009 to November 2011 interviewed 04 October 2013
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system may not be wise. This approach is not applicable to all equipment types, but buying in ‘pulses’ is an
appropriate approach when the threat and possible solutions are continually evolving.

Lesson: There is often a need to deliver an initial equipment capability early and use spiral development or
progressive delivery to meet the emerging changes to the requirement.

14. CIWGs.

a. CIWGs need to remain clearly focused and firmly led at OF5 level. The OFS level was vital because it gave the
CIWGs ‘teeth’, across all DLODs, to coordinate the change in capability being delivered. Usually this entailed
changes to, for instance, Concepts and Doctrine, Training and Tactics, Techniques and Procedures (TTPs). CIWG
use and understanding appears to have eroded as the quantity of UORs to be delivered has reduced. The UOR

DIN’* states that it is mandatory to establish CIWGs for UORs to enable effective pan-DLOD integration.™ This DIN
needs to remain extant.

b. CIWGs coordinated the integration of capability before PJHQ would authorise release into Theatre. Often the
balance of risk varied and was specific to the capability being fielded but if the capability was deemed to be ‘life
saving' it was fielded as expeditiously as possible, with cognisant recognition and management of risk. Pressures
to deploy equipment were at their greatest when soldiers’ lives were under threat and the '80% solution” was
preferred, with the remaining 20% to follow later. This did often work, but the 80% had to be an intelligent
80%, with careful examination of ‘critical’ capability needs versus those that were ‘nice to have’ (lives versus
spares for instance). This decision making was achieved far more effectively than for Operation TELIC.

Lesson: There is a requirement to review the Capability Integration Working Group (CIWG) process in concert with
Director General Capability (DG Cap) and make recommendations for continuance and improvements.

15. Training Fleets and Risk.

a. The Essential Training Margin Battle. Ideally when a new UOR capability was being fielded, it required a sufficient
quantity to be purchased to support the Force Generation process. Both vehicles and equipment were required
to achieve individual and collective training. Similar was true of a repair pool. Earlier in the campaign this
requirement was not accepted by HM Treasury and risk was taken. An inability to “train as you fight" was self-
evidently detrimental to the effectiveness of the fighting force and corrective action was eventually achieved.
Getting the training and repair pools to the required level was immensely challenging but achieved eventually.'

Observation: Industry experts, Field Service Representatives (FSRs), would often accompany the equipment to
Theatre to complete a training and maintenance package, and to troubleshoot. This was not ideal but often was
the only option for a rapid fielding requirement.

b. Training Equipment coordination. As the campaign progressed, UORs continued to be introduced at pace and
detailed coordination was required when training margins did become available. This was particularly relevant in
order 1o enable two brigades to use new equipments at their differing stages of training.

¢. Training Fleet Management. In order to reduce the risk of insufficient equipment being available for training,
it became essential that what was available was kept serviceable and available for brigades to hand over to
each other in their training cycles. The Operational Training Equipment Pool (OTEP) was established, managed
by Director Equipment in Army HQ, in order to make sure that equipments were allocated and delivered to the
right places at the right time. This complex process required a change in mindset for units used to owning and
managing their own fleets of equipment. The equipment was often new to users, it was only on a short term loan
to units and if not looked after then it would not be available for subsequent training. Moreover, Equipment Care
(EC) knowledge and practice was developed at pace and over short but intense periods of training.

Lesson: There is a requirement to develop and improve EC when fielding new equipments for operations and for
contingency

14
15

Delence Instiuctions and Hotices (DINY 2013DINO4-127 ~ UOR Standing Instructions V8 dated 25 Jul 13 - Annex )

This ensures coherent pan-DLOD delivery and sustamability of capability, including Lhe interface with internal agencies 1esponsible for ensuring the cofierency and intercperatnlity of equipment across the
140D (1. Network Capability Authority, powe management and distribution, fuel consumption/commonality etc). TORs and genenc quidarice on (apability Integration Plans {CIP) and Fielding Plans are at
Annex | 10 ahave DIK, althiough (WG charrs retain fienibiiy 10 adapl these in order 10 deliver the capability in 8 coherent and timely fashion

“A rough rute of thuml wiuld be 1hat for every vefucle deployed an the operation, you needed another one and a half vehicles somewnere else Su o every 100 veludies you hiad deplayed you fieeded abut

another 150 That vould then be distibuted between callective taimng, individual tiaining, attitional reserve and the rearganisation, recuperstion requitemert”. SC1 Cap GM 200991, interviewed 28
October 2013
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Observation: The extensive training undertaken for each deployment to Operation HERRICK is unsustainable in a
contingent context. There is now a requirement to make greater use of simulation and surrogacy, particularly across
mixed fleets of platforms, weapons, ISTAR and C-IED systems

SUMMARY

16. The Army found itself in a position of needing extensive equipment enhancement during Operation HERRICK via the
UOR process, the result of which was that the British Army's suite of equipment for Stabilisation Operations became
the envy of the world. The Operation is a story of the successful delivery of large quantities of equipment delivered
under UOR procedures against a continually evolving threat and sustained within a deeply challenging environment
with complex Lines of Communication.'” In terms of people, extensive demand for UORs led to the need for the
equipment community to focus on time as the most important delivery parameter and to take risk. This required
new processes and behaviours, the development of new skills, bespoke mechanisms and new governance bodies,
pan-Department. All of which proved very effective in the end with the delivery of superb equipment to the Land
environment specific to the operation in Afghanistan, but many would say it was a ‘hard slog’ in which the MoD took
a long time to acknowledge and counter thé IED threat.

Lesson: There is a continuing need to ensure that the Land environment is equipped with a breadth and depth of
capability - predicting where and how forces will next fight is hugely challenging and it has rarely been right. There
is a requirement for this lesson to be reiterated during Strategic Defence and Security Reviews (SDSRs) and to ensure
that the Capability Audit process tests for both breadth and depth and provides early warning of over-narrowing.

e -
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17 See Operation HERRICK Capabilities and Equipment information note 12/03, produced by 1 Mech Bde for thelr HERRICK 18 tour. Document was correct at time of publication, but is not now endorsed by
Army HQ.
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CHAPTER 5-3
INFORMATION ACTIVITY AND OUTREACH (IA&O)

“Traditionally, in the course of conventional operations we use Information Operations to explain what we
are doing, but in COIN we should design operations to enact our influence Campaign.”

INTRODUCTION

1. The initial UK Task Force Helmand (TFH) Operational Plan in 2006 stated that the mission of UK forces deploying
on Operation HERRICK was to conduct 'Security and Stabilisation operations within Helmand in support of HQ
Regional Command South (RC(S))'. The UK also undertook to take the cross governmental lead in the Provincial
Reconstruction Team (PRT) in Lashkar Gah. From the start, is was clear that UK forces would be required to deliver
soft effect alongside more traditional kinetic military action. However, the first half of the campaign 2006-2009 is
really a story of confusion, ad-hocery and evolution as UK forces struggled to re-learn what soft effects actually were,
how to execute them and to align them with the wider civilian actors and HQ International Security Assistance Force
(HQ ISAF) planning. However, the UK leaves Operation HERRICK having developed Information Activity and Outreach
(IA&Q) expertise in the Afghanistan model for stabilisation and inculcated a ‘feel’ for a softer approach across all ranks
in the current generation of land forces. This Chapter will focus on IA&O. Influence is discussed briefly below but

Stabilisation, Military Stabilisation Support Group (MSSG), the PRT and the integrated approach are covered in detail
in Chapter 5-4.

TERMINOLOGY

2. The campaign has seen a lack of understanding and inconsistency in the use of terminology within soft effects. The
terms Influence, None Kinetic Effect, Information Activities, Messaging, Capacity Building, Outreach, Stabilisation were
all used loosely. Influence was often confused with IA&O; indeed posts in HQ TFH were named and re-named several
times depending on the interpretation by the commander.

Observation: A review of POR and POIs? leaves a sense that soft effect capabilities lacked ownership. Commanders
at all levels often assumed others were responsible for Influence, they lacked Subject Matter Experts (SMEs)

and equipment and failed to embed soft actions effectively in wider planning, often adding them in late, as an
afterthought.
-

3. Influence has been seen by many as an activity rather than an outcome. As Commander TFH during Operation
HERRICK 10 observed:

‘this is an Influence Campaign and as such every operation has an influence thread running through it

Comd TFH Operation HERRICK 10°

Securing influence is a sophisticated art; it will be contested by those whao seek it for their opposing aims.* Influence
is achieved when perceptions and behaviour are changed through the use of power, directly or indirectly. It is not just
about messaging and media, but about how deeds and words are interpreted and understood by target audiences.
Influence is the outcome of the whole campaign and is therefore everyone's business. Comd 3 Cdo Brigade in early
2009 clearly articulated the target audience as the people of Helmand. He stated that:

“we were thinking too much about kinetic effect against the Taleban rather than building trust and
allegiance of the population”

Comd TFH Operation HERRICK 95

AP scnio Counterinsurgency Advisor 10 General Petraeus in Iraq, in AFM Vol 1 P1 6, COIN, page 6-2
Post Uperation Reports (POR), Post Operation Interviews (PO1)
Brigadier Tim Radford, Commander TFH Operation BERRICK 10, foim POI dated 24 November 2009

AC71951 Land Handbook (Influence), paragraph 1-6

5 Commander TFH 9, Post Operation Interview, dated 23 June 2009
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4. IA&Q is just one of the levers of influence utilised to achieve desired effect. IA&O aims to change behaviour, by
adjusting the will and understanding of the Target Audience (TA), whether hostite, neutral or friendly. It was achieved
through a number of information methods (Psychological Operations (PsyOps), Key Leader Engagement (KLE),

Posture, Presence, Profile (PPP), Operational Security (OPSEC), Deception, Computer Network Action), and should be
closely aligned with Media Operations and Civil Military Cooperation (CIMIC) to prevent ‘message fratricide’. [A&O
was undertaken at every level from the grand strategic to the tactical, as a narrative, that sought to shape a target
audience’s behaviour and perception of events and thereby gain an advantage by: Promoting and/or Empowering
friendly elements; Deterring and/or Attacking hostile elements; Persuading neutral/uncommitted parties to support the
mission. The overarching narrative for the campaign became focussed on two messages:

a. Empower the Afghanistan Security Forces (ANSF) and the Government of the islamic Republic of Afghanistan
(GIRoA).

b. Undermine both the insurgent and the causes of the insurgency by convincing them of the inevitability of their
defeat

TFH SOI 2051, Information Operations®

IA&O ACTORS AND STRUCTURES

5. Operations HERRICK 4 and 5 were immature theatres and UK forces struggled to execute IA&Q effectively. Due to
manpower caps 16 AA Bde had few IA experts and therefore created soft targeting structures themselves. 3 Cdo
Bde faired a little better as CO of the Information Exploitation (1X) Group (a unique and subsequently replicated
feature of 3 Cdo Bde) took on 'Influence Coordinator, of the Psychological Support