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The CIA in Afghanistan, 2001-2002 (U)

Henry A. Crumpton| _|

Withheld under statutory authority of the
Central Intelligence Agency Act of 1949 (50
U.S.C,, section 3507)
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In the aftermath of the .

11 September 2001

terrorist attacks...the

President... called for
unilateral CIA covert
action, operations with
liaison services, and
support to the US
military’s effort in the
Afghanistan theater.

%

| Withheld under statutory authority of the
Central Intelligence Agency Act of 1949 (50
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Henry A, Crumpton serves in
the CIA Directorate of
Operations. .

Editor’s Note: The following.
essay reflects the perspective of o
veteran officer of the Clandestine
Service who led the CIA’s cam-

paign in Afghanistan from

- 20 September 2001 until 28 June

2002. As Chiefof the Counter-
terrorist Center’s Special Opera- -
.tions, he participated directly in
unfolding events, from the White
House to the front lines. Given
the brevity of this overview and
author’s singular optic, much
remains to be told. Nevertheless,
the narrative is designed to con-
tribute to the critical dialogue on
how the United States should
wage counterterrorism wars in

the future. (B/NF)

In the aftermath of the 11 Sep-
tember 2001 terrorist attacks in
New York and Washington, the
President of the United States .

. ordered the Director of Central

Intelligence (DCI) to launch a
covert action war against the al-
Qaida terrorist organization and
its Taliban supporters in Afghan-
istan. This order, in response to
a proposal submitted to the Pres-
ident by the head of the DCI's
Counterterrorist Center four .
days after the attacks, called for
unilateral CIA covert action,
operations with liaison services,
and support to the US military’s
offort in the Afghanistan the-
ater. (B/NF)

By the second week of December,
three months after the Presiden-
tial directive, all major Afghan

[ ]cI1A and

cities had fallen to US and allied

tribal forces and surviving enemy
forces were on the run. A core of
[ ]US Army Spe-

cial Forces (SF) personnel,

and US

airpower had deStriwe&%ﬁé’ Tali- \

ban regime and disrupted-al-
Qaida, with approximately 25
percent of the enemy's leaders
killed or captured. More than 20
al-Qaida training camps and
gsanctuaries had been secured,
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5,000 to 10,000 enemy had been
killed, while US casualties

_remained low.1 And, finally, more

than 5,000 prisoners had been
rounded up, some of intelligence
value. (8//NF) ‘

Although the global war agamat

al-Qaida remains unfinighed, the
initial military campaign in
Afghanistan siicceeded. The
collapse of the Taliban enabled

" the Afghan people to begin

* One CIA officer and one Spe.cial Forces |

soldier detailed o the CIA died in combat,
bath casualties of treachery-—the first was
killed by revolting prisoners; the second b
an Afghan teensger manning a local read-
block. The US ralitary suffered fewer
than 100 casualties, the majority the
tragic result of friendly fire or tranaﬂart
accidents, Northern Alliance and other

allied tribal forces’ losses were in the low -

hundreds, (B/NF}

~SECRET/NOFORN/X1 1
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reclaiming their country, and
provided the US with an
opportunity to build a
partnership with an emerging
government. ($//NF)

What were the elements of war
in Afghanistan and how were
they combined to produce such a

. dramatic outcome? “Internal
elements”~-those within the pur-
view of the US government—
included intelligence collection,
combat capabilities, covert
action, communications,
bureaucracy, technology, strat-
egy, politics, logistics, and

2 -SECRET/NOFORN/X1
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leadership. “External elements,”
presenting both challenges and
opportunities, included geogra-
phy, weather, history, tribal
alliances, deployment of enemy
forces, enemy tactics, regional
politics, Afghan culture, and
world opinion. Often these
elements complemented one
another, producing synergy and
positive momentum. At other
times, however, combinations of

~ elements created stress and

internal conflict. What did we
learn in Afghanistan about how

internal and external elements of

warfare influenced each other

and were managed? And how
can we apply these lessons to

counterterrorism (CT) warfare in
the future? (&/NF)

Authority, Respons:bxhty; and
Leadership (U)

Clarity of purpose, clarity of com-

‘mand, and accountability are

critical in war. At the outset of
the Afghan war, the President

- conveyed unique and specific

authorities to the CIA, via a
Pregidential Finding. He rein-
forced this directive with a visit
to Headquarters on 26 Septem-
ber 2002. His message to the
CIA leadership end those in CTC
given responsibility for execut-
inig hig orders resonated clearly:
Destroy al-Qaida. His determi-
nation, which translated as raw
political will and strong leader-
ship, set the tone. From the’
President, via the DCI, the Dep-
uty Director of Operations
(DDO), and the Director of CTC,
directly down to me, as Chief of
CTC’s Special Operations
{CTC/S0), the authorities and

_responsibilities were clearly

defined. (87/NF)

The White House and CIA lead-
ership declared the major
objectives, set broad parameters,
expected results, and remained
intensely engaged with hard
questions and some deep con-
cerns—yet they refrained from
micro-management. The DCI
provided daily briefings to the
President and senior officials at
the NSC. To reinforce the link
between policy and operations,

~ the DCI asked that I accompany
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him for these briefings on more .
than 20 occasions during the war..
(The White House, of course, also
received daily updates from the
US military.) (8/NF)

To their credit, the DCI and other
CIA leaders, especially the Direc-

tor of CTC, demonstrated political -

courage and leadership by allow-
ing unprecedented operational
leeway, within a clear, complemen-
tary policy context that demanded

. accountability. Daily briefings

through text, graphs, maps, and
oral pregentations kept them
informed and provided the stimu-
lus for constructive dialogue and
guidance. Understanding the need
for timely operational decision-
making on the ground in
Afghanistan, the CIA encouraged
operators to operate. Not once did
CIA leaders order CTC/SO to scrub.
a mission; but the same CIA lead-
ers probed deeply prior to any
major operation. Other leaders,
less confident and more risk
adverse, might have second-
guessed operational decisions and

tactical moves, or distanced them-

selves from responsibility—ejther
action could have pulled the war
effort into political/bureaucratic
gridlock. Avoiding a repetition of
errors made in Vietnam and Soma-
lia, the White House and CIA
leadership unleashed operational
forces. In-so doing, they facilitated
the application of innovative and
unconventional tactics, which led
to vietory, and, in the process,
helped to forge a CT war congru-
ent with broad US policy
objectives. 4//NF)

14

To their credit, CIA
leaders demonstrated
political courage and

leadership by allowing
unprecedented
operational leeway.

2

HUMINT at the Core (U)

The US government's political-
strategic understanding of the
region, tactical military opera-
tions, and lethal covert action

- programs all depended on

HUMINT. Rooted deeply in
covert action operations against
the USSR and its puppet govern-
ment in Afghanistan from 1980
to 1992, CIA intelligence net-
works were expanded

| E.O. 13526, section 1.4(c) |

. : ' Afghanistan

| E.O. 13526, section 1.4(c) |

‘ / The first insertion of an

intelligence team to meet with
Northern Alliance Commander
Ahmed Shah Masood occurred in
May 1997. (J/NF)

The al-Qaida attacks against US
embassies in East Africa in
August 1998 led to a limited
Presidential Finding and a
White House demand for
increased intelligence collection
focused on al-Qaida com-
mand/control/communications

- (C8) in Afghanistan. Liaison
with the Northern Alliance

improved,
E.O. 13526, section 1.4(c

2 The Northern Alliance, a looge network
of compstitive tribal forces, included
Tajiks, as the majority, but also Uzbeks,
Hazaras, and others. (U)

| E.O. 13526, section 1.4(c) |

U.S.C., section 3507)

Withheld under statutory authority of the
Central Intelligence Agency Act of 1949 (50
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| E.O. 13526, section 1.4(c) |

66

This agent inventory
expanded
exponentially after
9/11 when CIA officers
started recruiting
tribal armies.

2

? The pace

of operational activity again
accelerated after the al-Qaida
attack on the'USS COLE in
Yemen in October 2000. £87/NF)

Intelligence, the bulk from
HUMINT, provided the means to
measure a number of the exter-

_nal elemeénts of war—including

the strengths of allies and ene-
mies—which formed the basis for
US government internal decision-
making-on policy, strategy, and
covert action (including psycho-
logical operations). HUMINT
afforded the CIA considerable
influence over strategic plan-
ning, with a covert action war at
its center, which in turn led to
more resources and more intelli-

gence. (8/NF)

8. With no US Embassy in Kabul and the
activities of al-Qaida spanning the globe,
intelligence operations gFainst Usama bin
Laden (UBL) were handled by a Chief of
Station (COS8) heading a-virtual Station at
CIA Headquaiters (CTC/UBL). [BV/NF)

A - -SEGREF/NOFORN//X1

The Pakistanis wres-
tled with their fears of a new

| E.O. 13526, section 1.4(c) |
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Afghanijstan beyond their influ-
ence, but eventually succumbed
to US pressure and played an
important supporting role.

In Afghanistan, HUMINT was
critical, SIGINT,

played an

important role, as did imagery
from NRO satellites, US military

aircraft. and drones,l

Nonetheless, it was the fusion of
technical collection with
HUMINT that proved to be the
formula for success. A dynamic
system of checking and retask-

. ing multiple assets—human and

technical—proved highly effec-
tive. For example, when a source
reported the coordinates of an
enemy camp using GPS (global
positioning technology), the infor-
mation would be forwarded to the
Intelligence Community (IC) for
evaluation and, if deemed credi-
ble, redirection of satellites,
planes, and other collection sys-
tems to corroborate the report.
New data on the site would lead

‘to refined tasking fi e -
‘ nal source.

- Targeting (U)

Electroni¢ mapping
technology, an
intimate partnership

with the US military; -

and fast offensive
action turned out to be
the key to targeting.

| | In the final analysis,

the CIA unilateral HUMINT net-
works developed over the last
two decades provided both-the
critical intelligzence reporfing and
the muscle for covert action in
Afghanistan. (8/NF)

. CIA targeting support played a
crucial role in deconflicting tar- -

get proposals, facilitating precise
air and ground attacks, and sus-
taining the overall intelligence

cycle of collection/fusion/target- .

ing/operations. Afghans have

long been-expert at targéting, as,
" British and Soviet invaders could

attest. Al-Qaida also excels at

ambushes against fixed sites out- -

side combat zones, rather than
large-scale military engage-
ments. The CIA and the US
military needed to target and
destroy such adept enemies

-before they.could acquire a bead
on our positions. (S/NF)

A revolutionary 'targe_ting sys-

- tem using electronic mapping

technology, an intimate partner-
ship with the US military, and
fast offensive action turned out to
be the key, CT'C/SO created a

—SECRET/NOFORN//X1
Afghanistan

special targeting uni

directly linked with eight other
US government entities, most
importantly NSA and CENT-
COM.5 The CIA’s Office of

Military Affairs also played an
important role.l .

~

| E.O. 13526, section 1.4(a) |

5 The US military Central Command
based in Tampa, Florida, was under the
command of Gen, Tommy Franks, CENT-
COM oversees all military operations in
the Middle East and Céntral Asia. {U)

| E.O. 13526, section 1.4(c) |

—SECRET/NOFORN/X1 5§
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The CTC/SO targeting unit dis-
seminated its product tothe field,
directly assisting US pilots and
CIA‘and US military forces to
outmaneuver and engage:the
enemy. Importantly, the same
figed, all-source intelligence that
enabled dynamic targeting also
benefited HUMINT collection,
psychological programs, and
covert action- operatlons JBINE)

The Right People (U)

The right people, brmgmg their
imperfect mix of experience,
pride, emotjons, and instixicts,
were the cornerstone of US suc-
cess in Afghanistan. On 11
September 2001 the CIA had no
component, no staff, and no sup-
‘port mechanism structured to
launch and manage this unique

66

Within 16 days of the
attacks on US soil, the

eight-person Northern
Alliance Liaison Team -

, was inside
Afghanistan.

2

| E.O. 13526, section 1.4(c) |

E:] The chief of reports, a -
25-year veteran, marshalled a
small cadre of specialists to man-
age and disseminate the
HUMINT. Senior analysts
brought a wealth of knowledge,

. mcludmg practmal expenence

| E.O. 13526, section 1.4(c)

' ‘Military liaison o'ﬁ‘icers included

a Special Forces (SF) colonel, a
commander, and

war against a terrorist army hid-
ing in afractured.land on the far
side of the globe. Fortunately,
the CIA—aéspecially CTC and the
DO’s Special Activities Division

I E.O. 13526, section 1.4(2) |

(SAD)—had developed the exper-

tise over the years buﬂd such

an organization. (8//NF)

Within days of 9/11, the Director
" of CTC recalled me from a for-

eign agsignment o establish and

lead:CTC/SO, My deputy was &

Naval Academy graduate with 26

years of government service, who
had worked CT targets in South
-Asia, CTC/SO included a covert
action ops officer, a former

Maring

| E.O. 13526, section 1.4(c) |
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«

analyste—all
superb, proven performers. They
were given complete access to
CTC/S0 information and imme-
"diately assumed invaluable, fully
integrated roles: (8//NF)

| E.O. 13526, section 1.4(c) |

The Head-

quarters component focused on
strategic goals, Linked policy and
operations, assembled and dis-
seminated intelligence; and
coordinated support for the van-
guards of the war: the CIA
teama deployed into Afghani-
stan. (&/NF)

In Afghanistan, the CIA teams
operated semi-autonomously as a

network so that they could
respond to widely varying geo-
graphic, tfibal, and tactical
conditions. Each collected local
informedtion, received broad all-
source intelligenge from CTC/SO,
assessed its own situations, made

- decisions, coordinated with Head-
. quarters to gauge strategic.
‘consequences, and, most of all,’

executed its core mission, which
was to find and-uge all means to
destroy al-Qaida. A centralized

. CIA command element inside

‘Afghanistan, or, worse, based in -
the United States, would have

impeded the better-informed, dis- '

persed teams on the ground.
CTC/S80’s immediate aim, there-
fore, was to deploy and support .
teams and encourage their tacti-
cal antonomy within a strategxc
plan congruent with US govern-
ment policy objectives. (S/NF)

These teams blended diverse tal-
ents and boasted highly
expempnced leaders who excelled
in mdssions demanding indepen-

.dence and initintive: Despite the

erosion of CIA paramilitary (PM)
capabilities since the end of the
Cold War, CIA had menaged to
retain a core of PM officers in

most formerily from the
US Special Operations commu-
nity, SAD nonetheless provided
the backbone for CIA teams
deploying into Afghanistan.
Many of these PM officers were

" crosgs-trained and experienced

operations/intelligence officers.

At R

the same time, CIA operations
officers with these requisite

‘Withheld under statutory authority of the

Central Intelligence Agency Act of 1949 (50

U.S.C., section 3507)
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| E.O. 13526, section 1.4(c) |

qualifications had little if any
military. experience or trammg,
‘other than basic CIA weapons
familiarization.” Yet, the right
combination of personne] with -
the right team leadership proved
sufficient for the i migsion,

_SIINF).

In all types-of weather and com-
bat conditions, SAD

" along with the US military air.

infrastructure, served as the
umbilical cord for the CIA teams,
SAD pilots flew hehcopters (Rus-
sian MI-178) and fixed wing
aireraft mto Afghanistan.
48J/NF)

Of the seven CIA teams
déployed-in the first wave of
ingertions from 27 September
until 19 November, the North-
ern Alliance Liaison Team

. {NALT) led the way into the
Panjshir Valley. “Within 16 days

‘of the attacks on”US soil, this
team was inside:Afghanistan.
Chief/NALT, a veteran opera-
tions officer, spoke Farsi/Dari
and knew many of thé key
Afghan political players. His
deputy, a former Special Forees
soldier-and veteran PM opera-
tions officer, provided
compleinentary military exper-
tise. (From the Pentagon’s
perspective, this would be the -
equivalent of generals leading
an A-team-gized unit into the
heart of the fight.) The eight-
‘member team included opera-

" tions-officers, PM officers, a
mechc, and a communications
specialist. 'I‘hey averaged 45
years.of age and 25 years of pro-
fossional experience. Members
of the NALT recombined them-

~SEERET/NOFORN/X1
Afghanistan

| E.O. 13526, section 1.4(c) | \

U.S.C., section 3507)

Withheld under statutory authority of the
Central Intelligence Agency Act of 1949 (50

selves at will with US military
units on the ground as specific
mission requirements evolved.

@®IINF)

The remaining six teams, Alpha
through Foxtrot, averaged eight
members, all experienced in
Third World crises. Each
included multiple officers with
foreign language capabilities,
including Farsi/Dari, Uzbek, Rus-

gian, and Arahic,l' \

, 'l_Ecl——‘E—r All but one team
eader spoke some local lan-

guage or dialect. Two team

leaders would receive the Intelli-
gence: Croaa for supreme valor on
the battlefield. These teams, like

- the NALT, combined with the US

military for specific missions.
Some teamis included SF ele-

menta at the time of insertion.
Many team members performed
remarkable tasks, like the medic
who amputated the leg of an -
Afphan soldier using only a
Leatherman tool. Team Delta
members and SF forces captured .
a senior Taliban intelligence offi-
cial, deep in hostile territory.
Team Alpha directed a Northern
Alliance element to rescue two
US journalists, lost and trapped

by ﬁghting near Konduz. NALT
l

Jin Pakistan,

tracked Western hostages and
supported their rescue and
extraction from Afghanistan.
Some teams led Afghan forces
into combat. (3/NF)

The CIA and IC effort encom-~
passed scores of components and

" thousands of people making criti-

| E.O. 13526, section 1.4(c) |

-BECRETA/NOFORN/X1 7

P!

s paen

AR e A e

B T L Lo



http:averaged.45

" Cc01163162

—SEGRET/NOFORN//X1

Afghanistan

U.8.C., section 3507)

Withheld under statutory authority of the
Central Intelligence Agency Act of 1949 (50

| E.O. 13526, section 1.4(c) |

cal contributions. GIA logistics
-officers and-mnilitary aircrews
pu;:chased packed, transported,

Withheld under statutory authority of the -

Central Intelligence Agency Act of 1949 (50

U.S.C., section 3507)

and air dropped weapons and-
gear to teams inside Afghani-
stan. Flrearms instructors,
carbographers, computer techni-
cians, analysts, soldiers, reports
officers, translators, security
officers, medics, pilots, communi-
cators, and many others played

vital rol'es.»[

quelified personnel. The CIA
depended on the ingenuity of a
small number of superior field
communicators, and, later, US
military assistance, because of
antiquated tactical communica-
tions gear and the limited -
number of qualified field commu-
nications officers. The CIA i
lacked sufficient foreign-lan-
guage-qualified operations
officers. DIA, blessed with expe-
rienced officers, yet burdened by
a cumbérsome bureaucracy, con-
tributed minimal information
and resources, (B/NF)

In sharp coxit‘;ast q the massive

the Community: NSA- struggled
to.provide tactical SIGINT sup-

port, due to a shqu;age of - 3

8 ~SEGRETUNOFORN/X1

Yet, there were shortfdlls within ‘

TC effort, Tewer thar| _{CIA

personnel were dedicated exclu-

sively to.the operation, either
inside Afghanistan or in

CTC/50 ]

| E.O. 13526, section 1.4(c) |

- The lean teams and support
branches were able to move
qmckly and nimbly around
‘bureaucratic barriers within the
- Agency and the IC—strong
Agency leadership and IC sup-

- port also. facihtated this.

-Importantly, Afghan allies
“viewed such. small.feams as cou-

-rageous partners rather than an
mvadmg army. WKNF)

Mt)ney and Supplies (U) -

Fundmg flowed.in a torrent. The
CIA teams literally slept on mil-
lons of US dollars. The financial
incentive for-assets and tnbal
army commanders to cooperate
was substan@aal and immediate.
(BN

Just as critical were the supplies
that kept the teams and Afghan
allies warm, fed, and capable of

| E.0. 13526, section 1.4(a) |

" Moreover, customized bundles

and unconvennonal requests
proved the norm rather-than the
exception. For example, when.an

ethnic Uzbek commander toldus -

that his most critical need was
horse.feed, CTC/S0's experi-
enced logistics officers made the
‘purchases and worked with the
US Air Foree to airdrop the
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" were purchased and shipped.

supplies within days of the

request. ,

| E.O. 13526, section 1.4(c) |

*  {Portable hospitals

‘Armored vests, medical packs,
Korans, food, binocilars, toys,

knives, picku trucks, grenades,
saddles, and‘ |

| | pliis hundreds of other

items were pushed to the field.
CTC/SO never rejected any tacti-
cal-supply. request from one of its
teams. (8/NF)

The CIA teams literally
slept on millions of US
dollars.

b

| E.O. 13526, section 1.4(c) |

| E.O. 13526, section 1.4(c) |

—~SEGRET/NOFORN/X1
Afghanlstan
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.issues, the CIA forged a solid

" partnership with CENTCOM, -
/{t]and ‘U8 air componentas.
While the debate with the Penta-

gon centered 6n power and
control, the dialog withi CENT-

- COM:and others focused more on
- how to-achiéve victory. The CIA
prowded HUMINT, psychologlcal

: operatlons experience, cash,
lethal covert action capabilities,
and entrée to tiibal
ies.(plus the pollbcal guidance
reqmred to leverage and coordi-
nate these-Afghan-allies). In
. turn, the'US military offered

[E.0. 13525, 'se_cftipin i;4(a) [

combat expertise, awesome fire-

power, logistics and
communications architecture,
-+, IMINT, and'SIGINT. In some

 between CIA and US military

: peraonnel ‘many developed in

auch 'CT battlefie]

. \facilitated the part-
nership. (8/NF)

The near ad hoc formation of
these ﬂexlble CIA/SF teams—
. supported by US airpower and
.. the melding of organizational
_authorities—and the defiance of
" restrictive doctrine and cultural
Horms niade the partnerships
work. CENTCOMs Gen. Franks
embraced-and expanded upon
-this evolving-concept of war dur-
.ing a critical 8 October 2001
o planmng seasion. Moreover, the
- close links forged in the field
mth US military warfighters,
' especlally SE, and the Air
: Force, proved extraordmary In

. [E.0.135%, section 1.4(c) |

- Despn;e these Washmgton;based ‘

. " ¢ases, the personal relatmnahxps =

.66
Frlctlon was mewtable
N DODfJ 2 questmned
' every major-
geostrategic objective:

of the CIA/CENTCOM

. plan.

the end, common sense, fortified’

by overwhelnnng mutual commit-
ment to the mission, outweighed

bureaucrat:uc and doctrinatcon-"
straints, (&N e :

Strategy (U)

‘The Afghan campaign involved
. combining: the ‘internal elements

of war managed- by the US gov-
ernment with key externa?

factors—-—pnmanly the nature of

the enemy and his terrain—into
an mterdependent flexible plan
fnr execution, (U)

The first question: “Who is the
eneiny?” Sun Tzu stressed the
mportance of definiing the enemy
with precision, focumng on eritical
nodes; and recruiting, oooptmg,

.margmalmng frightening, coerc-

ing, or using any other means 1:0
parse enemy forces, He wrote
“Thofie who win every battle are
not really skillful—those who ren-
der others’ armies helpless without
fighting are the best of all.” In
CTC/S0, we operated on'the
understanding that the enemy was
not Afghanistan, not the Afghan -

‘people, and not even the Taliban

‘as a government or institution,

‘The enemy was al-Qaida, particy-

larly the terrorists’ command and

_control network and their specific

—SECRET//NOFORN/X1
" Afghanistan

‘Taliban leadership allies. The Tal--

iban aga fighting force presented
merely-a secondary target, an
obstacle toward the ultimate ohjec-
tive. (B/NF)

The CIA launched an intensive
and comprehengive: psychological
operation to capitalize on the
Afghan tradition of switching

sides as battlesevolve and induce

‘defections through ¢ash pay-
ments, food, supplies, and threats.

.'(especlally effective when: backed

by precision bombmg) The pey-
chological operations offered
potential allies in the Taliban

- ranks choices of survival, means

to enhance prestxge' hope, and

3

’ personal gain. The center of
~ gravity rested in the minds of

tribal commanders who had -
alighed with the Taliban az a
matter of politieal advantage,
The CIA operations sought'to
shift that center of gra\nty
LWINF)

The reality of northern-Tajik and ~ -

Uzbek ‘opposition and Pashtun
ambivalence toward the Taliban
regime and,-especially, its al-
Qaida allies, prompted our cen-
tral strategic and psychological
theme: The war wascastasa -

battle by Afghan patriots against
_ the foreign Arab, Chechen, and -

Pakistani terrorist invaders. Fol-
lowing this theme, the role of the
United States would be:to pro-
vide the unifying strategy,

‘coordinated C3 across tribal/fac-

tional lines, fused intelligence,
airpower, supplies, and pqlitical
leverage for the Afghan allies, in
critical pattnership with CIA
operatives and US soldlers, to

—SEGREF/NOFORN/X1 11
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wage a fast-paced war on the
groand. (&/NF)

The next question: “How to gain
lethal access to the target?” The
answer came in two parts: Qual-
ity intelligence collectors and
covert action forces, calling upon
unilateral assets and tribal allies,
would serve as the first compo-
nent; Special Operations Forces,
directing precige airstrikes,
would be the second. These two
partners, CIA and SF, would
merge to form an epoxy that
would bind tribal ground forces
with US air power. The joint

12 -SEERETHNOFORN//X1

CIA/SF teams would provide
timely, specific geographic coordi-
nates, using hand-held GPS
devices, laser designators, and
real-time communications. US
forces would define geographic
location in exact terms, and, with
uncompromised speed, strike
enemy forces with quality psy-
chological operations, lethal
covert action, unconventional
ground attacks, and ultramodern
munitions from all quarters.
(&/NF) '

B- ClA Personnsl
- Mittary Personnel
@ Tentiory hald by Narthern Alliance §
“wr Ném'iambxmanm‘mw ‘o
6 0 W i)

«

leamicd
W

™

~SEEREF{NOFORN

The practical application of US
strategic thinking evolved into a
three-phase war plan:

First, unconventional ground
- warfare and conventional air-
power would defeat any
massed al-Qaida and Taliban
forces that did not defect or
- flee.

Second, US and allied forces
would locate and eradicate
remaining al-Qaida pockets.

Third, and most diﬁicﬁlt, the
United States would seek to
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" capture or kill specific al-
Qaida leaders, designated
"High Value Targets (HVTs).
,(SffNF)

Phases One and Two, of cm:;rse,

. could overlap with Phase Three.

This, in fact, was ‘how dl-Qaida’s
pecond—m—cqmmand Mohamed
Atef, wag killed in a US air-

- strike. But, where o begin

-

-Phase One? With the Taliban

oontmlhng or mﬂuencmg about.

"'80_percent of the country, the

few areas of. Afghan tribal oppo-
sition dictated the answef. CIA

" - teams would begin work: mth

the strongest allied Afghan

;forces, where the local com-

mander demonstrated sufficient
ability to protect an inserted
team and the means and will to
attack the enemy. (S//NF)

Phase One: TalibanlAl-Qalda
Armies (U)

Where to attack? Through
Northern Alliance partners, CIA
had access to the mountainous
northeast.corner of Afghanistan,
including the Panjshir Valley,
which opened into the Shomali_
Plains north of Kabul, Other
allied tribal elements, loosely
folded under the Northern Alli-
ance, held ragged ¢chunks of -

-SECRET/NOFORN/X1
Afghanistan

@B Tortiory held by Toisan/ c1-Qade |
Répeited Tallban/abCilda lodation

territory throughout the rough
central section of Afghanistan,
Ethnic Tajiks, Hazaras, and
Uzbeks, with a few Pashtun
allies, exercised varying degrees
of influence in these areas and
knew the-enemy well, In fact,
they were engaged regularly in
skirmishes and artillery .
exchanges with Taliban forces.
In the south, Pashtun agent net-
works and potential Pashtun .
tribal allies held no territory and
there was no organized allied
tribal army, certainly nothing
comparable to the Northern Alli-
ance that had armor, artillery,
and a few aircraft. (&//NF)

—SECGRET/NOFORN/X1 13
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Withheld under statutory authority of the
Central Intelligence Agency Act of 1949 (50

o U.S.C., section 3507)

: lThe northem opt10n for inser-

“tion’ and attack,. however, ren the -

. rigk of alienating. potentlal Pash-
- -tuh. alhes in the south-and east.
o ‘CIA did not want:to spark a
' . north/south civil war. With that
in mmd pushed
.-for'a.delay in the'attack to allow
erstwhﬂe Pashtun forces to. rally

"~ and gain strength against the
“Taliban. Bud |

assessed, prompt most Afghans,
to take advantage of the: US
momentum and seek to join the.

winning side: (87/NF)

How best to engage and. destroy '
the eneniy?. Recent hlstory pro-
vided the answer. - In thé summer
of 1997 Northern Alhance forces
had controlled Mazar-e—shanf and
the landbndge to. Uzbekmtan, and

- Ch:ef/NALT lobbled hard for the
s :msertlon of more teams in the
north US alrstnkes agamst
eheniy forces, and tribal forces
- -attackingin coordinated mass.
- After debate mth no significant
. 'Pashtun resmtance in sight, CIA
. moved- forward with the north-

_ étn option, with the- anhmpat]on :

- of Paghtun forces éventually join-
- ingthe: fray againét the Taliban
. and'al-Qaida. ‘A:fast and deci-
swe attack would, the CIA

had managed to cut. ‘Highway One
which. runs from Kabul north to
Konduz, thus encircling thou-
sands of Taliban forces in-the
Konduz/Talaguan area. The Tali-
ban however, had mamtamed ‘an
air link to their surrourided forces
and kept them resupplied.. Tali-
ban operatives eventually bribed
Gen. Dostum’s subcommanders to

switch sides, forcmg Dostumyto flee

Mazar and breaking the potential
seige. (B/NF)

14

CIA did not want to
spark a 'n'o‘rﬂj/south
civil_War.

2

"CIA and the US military aimed

to repeat this encirclement of
Ta.hban/al Qaida forces. In Octo-

'ber/November 2001 with US

airpower: control]mg the skies,

. ‘CIA/SF (Teams Alpha and Bravo)

supphed and directed allied

Afghan ground forces to drive
. north, capture Mazar, and estab-

sh-a landbridge to Uzbeklstan
oncurrently, in early November,

Northern Allianice forces-struck
*'from the eastern fmountains and

drove westward with a northern

_and southern pincer movement
-around the Konduz area. Haz-

ara Shia forces, assisted by Team

"Delta, pushed from Bamian to
‘the east, while-Northern Alli-
" ance;armies, assisted by the

NALT, blasted south through the

' Shomali Plains toward Kabul -

and also swung westward to cut
Highway One and gain control-of
the Saldng Tunnel This closed
the. loop, trapping enemy forces
in the Konduz pocket. In coordi-
nated movements, Ismail Khan's

. forces supported by Team Char-

lie cut the National Ring Road in -
the far west, to interdict enemy
resuppply efforts, and then
pushed to Herat.and eventually
Shindand Airfield, (87NF)

"The Pashtun south remained a
greater challenge, given that

14 -SECRET/NOFORN//X1

Withheld under statutory authority of the
Central Intelligence Agency Act of 1949 (50

U.8.C., section 3507)
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's mﬂuence, rallied
sufficient forces to establisha =
tenuous operational base 'Sur-
rounded by enemy forces; Team
Echo, with US alr _power, man-

d to destroy an, attackmg

t its'way south to
Kandahar ChleﬂEcho played a
,pwotal role, convmcmg tribal

respect throughout Afgham—
stan: Advocamng 4 nation-state
mor tjl;an tribal turf, he was

. ance as? Vpotentzal partner The
eiNor{:hem Alliance, for its part,

; earm Foxtrot and:tribal
forces loyal to Shirzai moved in

XCIA MI—l? hehcopter in Afghamstan through night vision scope. (U/!FOUO)

from Pakistan and battled weét
toKandahar, (S/NF)

In eoordination with these
attacks, CIA directed all covert
actlo,n assets to initiate sabntage

ehézizy forces thmughéut Afghan»
istan. One Pashtlm warlord in

they fled .
mountain hideouts. (STNF) .

For every CIA/SF team, psycho—
!.ogxcal operations proved ‘critical
in the preparation-and manipula-
tion of the battlefield in favor of
the United States: The CIA and
tribal partners induced thou-

. sands of Taliban to switch sides

or flee. Moreover, psychologmal
operations and cash helped to
recrnit allies, improve force pro-

[ E.0.13526, section 1.4(c) |

_ cision in concert with balancing

—SECRET/NOFORN/X1
- Afghanistan

omrcm USE: osz

. tection, and lay the foundations

for local political development
aﬁer the'war. AS/NF)

. How to attack? Success would

reqmre surprise, speed, and pre-

the political/military needs of
Afghan allies and combining the
lis of CIA, Special Forces,

d US air power. (,Sf/NF)

The advantage of surprise in
theseé military operations would
prove-crucial. Many Taliban lead-
ers and the al-Qaida hierarchy,

especially Usama bin Laden,
expectad, planned, and hoped for

_a slow, ponderous, massive US

invasgion of Afghanistan, with

- large firebases, providing them

stationary targets, much like they
experienced during the Soviet
occupation. The concept of mas-

-SECRET/NOFORN/X1 15
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. ... sive;.overwhelming US force was .
. enghrinedinthe “Powell Doc-
‘trine;” exercised bri!hantly by the .

- Chief'of the Joint Chiefs of Staﬁ‘

- 'in the Gulf War. Al-Qaida knew’

-this- and assured its foot soldiers

o that the United States would

present substantml targets.
: Moreover, the enemy expected US
pohtwal leaders to order with-

. drawal-in the face: ofcasualtxes as
théy had in Somaha. Multiple

“HUMINT sources had reported
‘these énemy expectatmns

: Deployment of afew teams of
. mbalhgence 0pera.t1v onven-’

tional warriors, and

‘commaridos behind enemy lines to: -

_recruit and rally: tribal armies and

. abtack simultaneously in multiple.
- directions,_ accoropanied by pre-
: cxae airstrikes, seemed more than

improbable to-enemy: Jeaders,
/NF)

-Given al-Qaida’s global network,
" demonstrated:-capabilities, con-

14

The Agency was too
thin on the ground and

CENTCOM too slow to.

close the porous loop
. ... allowing al-Qaida
commanders to-slip
over the: border into
Pakistan,

%9

firmed-efforts to acquire CBRN
weapons, and preference for
multiple terrorist acts; the US
Intelligence: Cominunity and
policymakers understood the
possibility of follow-on attacks in
the wake of 9/11. Washmgton
needed to destroy the primary

al-Qaida sanctuary, Afghamstan, o
- and their C3 immédiately. There
. was no time to shift szgmﬁcant '

US forces into the region, much’
less plan and launch a conven-
tional campaign, (B//NF)

December' otherwise the effort
could shp ‘several months. The US-
response demanded speed and

U.S.C,, section 3507)

Withheid under statutory authority of the
Central Intelligence Agency Act of 1949 (50

16 “SEGRET/NOFORN/X1

'Mbreover, winter loomed and the

prospects for-clear skies were

_ diminishing, With the United

States dependent on helicopters
and small fixed-wing aircraft for
mobﬂltx the battle required con-
clusion prior to the end of

~

flexibility. to match the variable
conditions'on the ground. LQ/NF)

Speed also afforded the-CIA a

"' gignificant bureaucratic advan-

tage. The inserted teams:

‘outpaced other US government

entities, reducing what von
Clausewitz called the “frietion of
war” In other words, with the
green light blinking from the

. Commander-in-Chief and the

NS, CIA moved faster than

other components, thereby avoid-

ing delays created by redundant
planning, repeated cogrdination,
and fretful debate, (S/NF)

Phase Two: Al-Qaida
Concentrations (U)

How to locate and destroy al-

Qaida pockets, in the aftermath of '

the Taliban defeat? Phase One
strategy was unsuitable for Phase
"Two, as the Taliban collapsed as a
unified fighting force and al-

_ Qaida remnants fled to high.

‘mountain-ganctuaries. Some Pen-
tagon pessimists were stunned at
the overwhelming success. Even
CENTCOM and CIA, while confi-
dant of victory, were surprised
and unprepared for the rapid pace
of success and the demands of
enemy pursuit, ‘The strategy of
Phase One, whereby tribal allies
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carried the mass weight and occu-
pied ground, would not.apply ag’

_effectivaly in Phase Two. Small

pumbers of al-Qaida foroea, much
better trained:and equxpped than

~ the defeated Taliban armies and

rag-tag Pakistani vohunteers,
retreated to redoubts outside the
traditiorial homelands of victori-

. ous, celebrating tribal allies,

many of whom, at this point, were

- mmiore interested in the spoils of

war than hunting hardened Arab

. and Chechen fighters ensconged

.in-mountain caves. (&/NF)

‘expressed to CIA Headquarters

loop. \

During the December battle for
the Tora Bora redoubt, allied

Afghan fighters served as block-
ing forces, with some success in

- the north but very little in the

west, where al-Qaida command-
ers—including bin Laden—and
some of their men slipped over
the border into Pakistan. CIA
operatives on the ground

their concern about the limited
abilities of Afghan and Pakistani
allies, bt the Agency was too
thin on the ground and CENT-
COM too slow to close the porous

The Pakistanis

captured gome, but many others
fled to sanctuaries in Pakistan or
to their home countries. Never-
theléss, the enemy wag routed, a
critical sanctuary was captured,
and time was not wasted,
‘Lawrence of Arabia gaid: “Bet-
ter to let them do it imperfectly
than do it: perfectly yourself, for it
is their country, their way, and
your time is ghort.” (S/!NF)

Rough terrain seen from. Agency hehcopter on migsion in Afghamstan‘éSIZNF)

The key to victory in Tora Bora
rested, again, on the union of
CIA, 8F, and US airpower.

& Jok

in} Direct Attack Munitions use a

g::;iance kit to convert ungmded free-fall

bainto all-weather “smert” munitions.

—SECRET/NOFORN/X1
Afghanisian
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In the March 2002 battle of Sha-
hikot, after weeks of preparation,
the US military worked the tar-

- get with significantly larger

numbers of US forces and even
greater firepower than at Tora
Bora. As many as 800 enemy .
were killed. Nonetheless, the
weeks of delay enabled al-Qaida
to prepare and many escaped to
the Waziristan tribal area of
Pakistan. CIA-sponsored tribal
blocking forces, again, did not
shut down enemy rat lines across
the border. (J/NF)
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© - Afghanisian

{+ . < Phase Three. High Value
| - Targets (U)

L

:; .As expected the last phase

N : proved the most difficult pait of
: - ' the campaign, CIA/SF ‘teams,
*© .. ugingpsychological tactics

. agamst local Afghaii groups, i
-menaged to prrchase access, -,

44

What of the future? We

must have leadership
at every level, with
empowered warriors
on the gr,ound

%

The extemal elements of war— °

T ,moblllty, and sometimes coopera-, g By Lo

i

i S tiong however, seldom did this

| ‘translate into actionable intelli-
3 " :gence.against al-anda leaders.

: _who bought theii own influence
i . and time to flee, The High Value
_{i ce ‘Targets shpped into the

o 'Afghaanaklstan border ares,

’ - . where some stayed, while others
i dxspersed worldwxde, with some
P captured later by local authori-
wi. - tieg'working wath CIA stations.

7 ’ /NF) o

', Conclusion (U)

Tke 3trategy outkned
above 2. .8ets hzgh goals in
S very utwertam, shifting ter-
IR B Crain: We areﬁghtmgﬁrthe
- - CT.objectives inthe Afghan
theater; -but we are also fight-
_ ing for thé futureof CIA/DOD
. integrated. werfare:around the
1 globe. While we will make
o mwtakesaswechartnewter-
1. ' ritory and-new methodology
e - .(such as the integration of
S . ‘Predator collection [ attack
o P . -and-tactical ground warfare),
- . . .our objectives are clear and
- -our.concept. of CIA / DOD part-
nersth is sound,” Please keep
. up the-outstanding effort . ..
P " as-we enter: the next phase,
(O . . CTC/S0 cabls to the field,
; R B Oct 2001 (S/NF)

a

', 18 ~SECREFANOFORN/X1

Afghamstan——deeply mﬂuenced

how US leaders shaped the inter-

' nal elements of 3 ‘war undertheir
control into a successful strategy

" mous teams to conform

and campaign. Senior govern-
ment leaders endorsed the CIAs
proposel to depioy semi: ut:ono-

 fractured geopohtxcal nature of

b}

Afghamstan. Surpnse and:
speed, instead of a slower

conventional US response, con-

founded enemy expectations and
threw them into disarray. Well-

funded paychological operations,

which reinforced such-Afghan
cultural traditions as honorable
defection in tribal/clan-warfare,
won combatants to the allied
effort. A nuanced psychological
campaxgn nourished Afghan sus-
picion of al-Qaida “foreign
invaders” while, paradoxically,

facilitating the entry of our own
forces. Repeated demonstrations ‘

of courage and dedication by

CIA and US military personnel -

regonated deeply within the
Afghan cultural context and
won converts. Raw lethal power,
impacting on call on behalf of

local allies; reaenated even more

deeply. LSHNF)

What of the future? ‘What have
we learned from the Afghan cam-
paign? We have the might and

-the will to-win the war on terror-
ismy, but we will need more if we

_years, We must have leadership

determine the optimum balance

" ment must be applied, in

- ported by all-source intelligence

plans and intentions, and motiva-

battle to the enemy wherever
- found. (J/NF)

are to-claim victory in a conflict
that stretches before-us for many

at every level, with empowered
warriors on the ground. We must
learn the art of this unique and -
evolving conflict, which requires-
greater introspection and intelli-
gence collection than past-wars to

of mternal and extérnal factors to .
achieve strategic and tactical’ guc-
cess against anew kind of enemy.

(SHNF)
All the tools of the US govern-

integrated joint operations.sup-

wrapped around a HUMINT core.
And HUMINT must drill deeply
into the enemy’s capabilities,

tions. Why someone fights
determines who and how he
fights. We must craft a strategy
to exploit the physical, political,
and cultural battlefield. 'We
must accept new approaches
premised on-the annihilation of
enemy leadership and sanctuar-
ies, and seek: to resolve the
origins of their profound discon-
tent. Above all, we must. have
the right. people to carry the
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