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IN THE WEEK after the September 11, 2001, terrorist attacks on the United States, the
president ordered the director of central intelligence (DCI) to launch a covert war against
al-Qaeda and its Taliban supporters in Afghanistan. This campaign, wedded to covert
and overt U.S. military operations, depended upon all-source intelligence. The Central
Intelligence Agency (CIA), therefore, collected and analyzed intelligence for policymak-
ers, diplomats, warfighters, its own covert-action operators, allied forces, and Afghan
covert-action partners. Human intelligence (HUMINT) served as the foundation for
the plan outlined by the CIAs counterterrorist center (CTC) chief, Cofer Black, to the
DCI and president. Moreover, the CIA’s operations officers and assets provided not only
the HUMINT for the covert-action plan and military campaign, but also the means for
its execution. This interdependence of intelligence, covert action, and war folded into
a broader policy strategy offers lessons for future counterterrorism conflicts. So do the
examples of leadership and partnership, which grew from ::mmnmgs&nm the passions of
men, the fundamentals of conflict as taught by strategists throughout the ages.

By the second week of December 2001, three months after the president’s directive,
all major Afghan cities had fallen to U.S. and coalition forces and allied tribal militias.
Several teams of CIA and U.S. Army Special Forces personnel, scores of clandestine U.S.
military raiders, and U.S. airpower had destroyed the Taliban regime and disrupted al-
Qaeda, killing or capturing approximately 25 percent of the enemy’s leaders. More than
twenty al-Qaeda training camps had been secured, providing hundreds of documents,
videos, phone and e-mail accounts, and other global operational leads. Exploitation
of al-Qaeda weapons of mass destruction (WMD) testing sites had begun. Five to ten
thousand enemy troops had been killed, while U.S. casualties remained extremely low.
More than five thousand prisoners had been captured, some of intelligence value. Sur-
viving enemy forces were on the run. The collapse of the Taliban denied al-Qaeda a
pseudo-nation-state partner and reduced al-Qaeda’s sanctuary to ragged pockets along
the Pakistani border, pushing other members into Pakistani cities, where many were
captured. The Afghan people began reclaiming their country, and the United States

began constructing a partnership with an emerging legitimate government.
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History

The CIA did not start from scratch in Afghanistan. OH.H the contrary, HUMINT s“w
ks with roots in covert action against the USSR and its wcﬁmﬁ Afghan governm -
B to 1992 provided continuity in intelligence collection. Although the net
R .oﬁwﬁma as the U.S. government lost interest in Afghanistan and the CIA lost
ioﬂwa. m amMMM support in the 1990s, CIA officers maintained sufficient links for HmmgmB.-
Mhoﬂ ._Mbm%wo the CIA, with the approval and mcw.wo; of the Zmaog_mmmnw_ﬂwmm%%aﬁm
(NSC), renewed its collection efforts in Afghanistan as a mmswﬁsm.@ﬂoﬂ -mbm Hmus e
group responsible for the August 1998 bombings n.vm G.m.. embassies in . mb«\w and T
ia. Specifically, the CTC pushed hard to deploy intelligence .om,ﬂnmnm into Afg s
Mm_oism there is no substitute for direct HUMINT nozmn.ﬁoz. From WMWEM\N_ Mowowm
to March 2001, the CIA sequentially deployed m<.m 8&.5 :.:o the wmbﬂ ir >=5Mnm
Afghanistan to rebuild an intelligence liaison H&mﬁ.posm?m .s.ﬁw .Em an ME.H.W CNG&A.
The Northern Alliance was a loose coalition of various militias, Eo_c&:mm N_ , b s
and a few Pashtun tribal groups, generally located in the :o.ﬁﬂrmwb part of the nosm mww
The alliance between the Taliban and al-Qaeda pushed mbﬁ-ﬁmr_umw &maonwm H_ o
CIA together. The budding partnership between the Zoﬁ:ﬁ: %:5:8. an mnoa
included information sharing, funding, training, and joint operations. H.o:; owmmm. o
also included the deployment of reconnaissance teams and the recruitment of inte
:mmmnwwwwmwﬁmw.www the CIA redoubled its recruitment efforts z.ﬁocWrocM >mewﬁ%%%
especially in-the Pashtun tribal areas in the south m.sa east. d:.m 2.% @m_n 0 thectes
broader strategic plan to penetrate al-Qaeda and its mmsQE.mEmmw oca mﬂsﬁ oo
report on al-Qaeda and its host environment. The OH.> mn@EHmm. moEMM tha E@CZHZH
useful intelligence and initiated modest noéﬁ-mnﬁo.: campaigns. : m_mmm P
assets formed complex webs that stretched across tribal strata mbm inclu m” po
ful warlords, Taliban functionaries, al-Qaeda support staff, soldiers, ?w.m_w_m%:gwmu
and self-proclaimed criminals. This network ranged from fully vetted, re _m. mm. MMBo
trained, courageous foreign nationals to transient, s.smnmcwiocm Bmﬂnm:mnw ; ome
of the sources served as singletons who answered directly to CIA officers <Wb c ©
communications, while others were part of clan-based networks, moBm. not Mswnm
their ultimate employer. Significantly, the assets noﬁ%@ most n% >mm.r.m:aﬁm= M: OMS..T
ous levels of society. Their reporting supported U.S. mﬁ_oams.n. military, Ms M_mb&n
action initiatives.! Diplomatic efforts focused on ?mmm:.um Pakistan and o.ﬁﬁ er M.Eosm
state partners to influence the Taliban and on constructing nosﬁmﬁmwwomm Hmmm -
in the region. By September 10, 2001, the CIA had more than one hundred so

subsources operating throughout the country.
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Strategy

This intelligence allowed the crafting of a strategy that relied upon a center of gravity -
not found in a single geographic point, a specific enemy battalion, or the Taliban com-

mand, control, and communications. Rather, the center of gravity rested in the minds
of those widespread tribal militia leaders, who were allied with the Taliban and a]-

Qaeda out of political convenience or necessity. The CIA understood this political dy-
namic and could therefore define the enemy in the narrowest terms— for example, ag
al-Qaeda and intransigent Taliban leaders — while viewing all other Taliban or Taliban-
allied militia as potential allies. In other words, the enemy was not Afghanistan, not
the Afghan people, not the Afghan army, not even the Taliban per se. The enemy was
al-Qaeda, foreign invaders who had hijacked the Afghan government from the Afghan
people. The CIA strategy depended upon persuading militia forces allied with the Tal-
iban of this view, and convincing potential allies that their future rested with the small
CIA and U.S. military teams, although they were heavily outnumbered and sometimes
surrounded. In short, the CIA and the U.S. military, with the help of Afghan tribal al-
lies, would recruit tribal armies among erstwhile enemy forces.
Executing this strategy required superior intelligence and superior intelligence of-
ficers on the ground, which would in turn be used to support superior U.S. military
force. There were three levels of application. First, the United States needed a dem-
onstration of force enhanced by speed, stealth, and precision. On October 7, 2001, the
U.S. Air Force and U.S. Navy launched the air campaign. Thanks to the profession-
alism of the U.S. military and its advanced Hm.nrnoﬁom&. these bombs hit their targets
with unprecedented accuracy. Moreover, munitions arrived with no warning, and tar-
get markers shifted at the turn of a laser-designator manned by Special Forces on the
ground. CIA officers and Afghan assets, armed with global positioning systems (GPS)
and covert communication, specified many other targets, especially those deep behind
enemy lines. These assets were especially effective in targeting urban sites, then verified
through other HUMINT, signals intelligence (SIGINT), or imagery sources. Enemy
concentrations throughout Afghanistan were obliterated, and survivors were confused
and afraid. Within days, stationary enemy air defenses were destroyed. The success of
this attack also affected the morale of U.S, allies and of Taliban allies not yet under fire.
The former were encouraged and the latter began to reconsider the viability of their
alliance with the Taliban. .

The formula for the application of power depended upon binary elements, CIA officers,
and U.S. Special Forces, which together created the glue that held the operation together.
The CIA’s paramilitary officers, with their deep knowledge of special operations and in-
telligence, provided the most adhesive element of this mixture. This was especially criti-
cal because there was no previous joint planning or training; the blended glue emerged
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rofessionalism rooted in a sense of collective mission and personal relationships
WMH %D mutual respect. The result was a war of supreme coordination between >mm_..§b
W&& allies and U.S. airpower. The CIA delivered the HUMINT and the >mmr&.~ ﬁm_u&
armies. The Special Forces brought tactical skills and :EA@.& the ground to the air. Sen-
d shooter merged, producing teams that delivered uniquely mnnﬁmﬁm. m.:& awesome
M.anwﬂrm weapons and delivery systems included joint direct-attack BcEﬁo:Mv_ E.mrww
cavalry, long-range snipers, AC-130 gunships, individual m.wvoﬁocam.v Afghan art oM& M.:
thermobaric munitions. Intelligence provided the aim point for 9.6 force, no.:nm% H_m _MM
its impact and enhancing its efficacy. Power, as mmms&. by F.cmm._mb mc\mﬁmmﬂ: wﬁw. M ;
Clausewitz and English historian John Keegan, is the ultimate E,gwan. of $.SH. . e E.m.u
States is the world’s undisputed military leader, which is nm.m.mnﬁmm in its kinetic ﬂoémﬁ in
Afghanistan, intelligence afforded speed, mﬁoﬂﬁF and precision that enhanced the power
ially. But power alone did not win the war. .
Q@%ﬂmﬂ“ﬂwﬁ* _mﬁm of the application of military force, more noBEG.n and _m.mm NE:.M%-
ated than raw power, was the attack on the enemy’s strategy. The mbn_mzﬁ. Q:Mmmm m . M-
tary strategist Sun Tzu stressed this in his classic text, The Art of War. G.:E6 C mcmméw M
and Keegan, Sun Tzu viewed espionage as essential to war, _umsnmcm.m Squchmma c@. :
knowing the enemy and thereby gaining “strategic advantage” (shih).’ Inte Hmmbnm&_:,
formed the CIA of the enemy’s plans and intentions and also about the Afghan al _.mm
preferences and capabilities. Al-Qaeda expected either a tepid response, 2.8.7 as cruise
missiles scattered around Afghanistan, or a slow concentration of U.S. military mownhm
followed by an invasion. The first option would pose little nmm_. mﬁmwﬁ The mmnow&v w ; w
a greater challenge, also offered the enemy greater o.@@oHEEQ, m:&:. that a . eavy :M:
vading army would provide clear targets in an mbSBme.E well suited to Emcmmhm
warfare. Al-Qaeda’s assumptions were not unreasonable given 9.0 ?mn&mb.ﬁm of U.S.
disengagement from Somalia and the Soviet retreat from K».m.mwm:_mﬁmb. H.z ¢.:,W reason-
ing al-Qaeda made one of the most common mistakes of military Emmoésm..ﬁ M%mia%m
“prepared to fight the last battle” Al-Qaeda incorrectly assumed that the GE..& ta Mm
would not learn and not adapt, and it was therefore prepared for a battle similar to the

one in Mogadishu. . .
Between September and December 2001 Western pundits held up the Soviet defeat

in the 1980s and the British rout in the 1840s as warnings to C.m military Emb.:mj
These experts, however, like al-Qaeda, considered only the wOmmﬁEQ ofa no=<QMﬂosm.
U.S. response. The notion of inserting small teams of clandestine nommnﬁo_\m an .wﬁn
riors into various sectors of Afghanistan, subverting the mdmﬂ&a Hmzv.a:m _Onw M.d .E.Hm,
supplementing this with bold air and commando strikes, and integrating all of t _M WWM
an overarching policy goal of establishing a viable Afghan mo.é.EBmE never ente
their calculus. The element of surprise enhances power mmoaw.ﬁznm:x .
Speed was essential, not only because it can reinforce surprise but also because of the




166 HENRY A. CRUMPTON :
al-Qaeda threat. Given the terrorist group’s global network, demonstrated capabilities, -
confirmed efforts to acquire WMD, and preference for multiple attacks, the U.S. intel-
ligence community and policymakers feared more attacks in the immediate wake cm.,
September 11. The United States had to strike rapidly, to disrupt the al-Qaeda command .
structure and perhaps prevent the next attack. There was no time to plan and executea
conventional military response. Again we quote Sun Tzu, who wrote, “War is such that

the supreme consideration is speed.”* This was true in Afghanistan and will be the case
in future counterterrorist wars.

Learning the right lessons from history, especially local history, is important, in a war k.

dependent more on local political dynamics than conventional Western perceptions, In
the summer of 1997 elements of the Northern Alliance controlled Mazar-e-sharif and
established a land bridge to Uzbekistan. They cut Highway 1, which runs from Kabul
through the Salang tunnel north to Konduz. Northern Alliance forces, under the overall
command of the brilliant Ahmed Shah Masood, trapped the Taliban in a pocket around
Konduz; but Taliban air resupply and the eventual subversion of Uzbek militia subcom-
manders in Mazar-e-sharif saved the Taliban from potential disaster.” Learning from this
lesson and listening closely to HUMINT sources and Afghan allies, the CIA outlined
a similar military plan to U.S. Central Command (CENTCOM) on October 3, 2001,
CENTCOM commander General Tommy Franks, innovative and bold, recognized the
potential and assigned navy SEAL Admiral Bert Calland to partner with the CIA. Shortly
thereafter, Franks, accompanied by Calland and CIA officers, met with Northern Alliance
commanders and intelligence officials to forge an agreement for attack. Later, Calland
and more CIA operatives were deployed into Afghanistan to work with Northern Alli-
ance intelligence officials and generals to listen, learn, refine, and execute.

By late September 2001 Uzbek tribal leader Dostam, part of the loosely structured
Northern Alliance, aimed to recapture Mazar-e-sharif and eventually expand his small
patch of turf to the borders of Uzbekistan. Tajik Panjshiri Northern Alliance com-
mander Fahim hoped to attack from his northeast mountain strongholds to the west,
toward Talagan and Konduz, and to the south, toward Kabul. Ismail Khan wanted to
attack from his base in central Afghanistan to the west, cutting the ring road and even-
tually taking the western city of Herat. Hazara Shia leader Kalili focused on the capture
of Bamian and the surrounding area, to the west of Kabul. Pashtun tribal leader Karzai
thought he could establish an enclave near his home village of Torin Kowt, and then
move south to capture Qandahar. Pashtun tribal leader Shirzai also wanted to capture
Qandahar but preferred to attack from the Pakistan border area and drive westward
toward this urban enclave of Taliban leaders. Because the CIA had links of trust and
confidence with these tribal allies, knew their strengths and weakness, and understood
the expectations of the enemy, CIA leaders crafted a plan that reinforced the Afghan al-
lies’ own inclinations. The CIA and the U.S. military worked to pull these autonomous
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han allies into a single, coordinated, offensive effort. Within %42.;%-2,6 hours
. harif and Kabul had both fallen, to be quickly followed by Bamian and Herat.
Emﬁwu-m-m_ d bridge established to Uzbekistan in the west, Highway 1 cut between
- Emmmm nduz Wb the south, Northern Alliance Tajik-dominated mountains in the
R A m”ﬁ Darva River blocking escape to the north, and with allied forces mﬁwnw-
A.zamﬁ - W&mmm mwm USS. air strikes from above, the enemy suffered a nmﬁmm;:\ow.gn
b ?o.BM_m Konduz pocket. Bands of allied tribal militia cut other sections of ﬁrw ring
MMMMNMMM trapped enemy forces in smaller pockets throughout northern Afghanistan.
This was 1997 all over again, but this time the enemy had o means of %mnmmm”w&m o

In the south and east, a more ambivalent local wows_mﬁ.ﬂob of Pas ﬁﬂb VE;H : %bow
vided less geographic advantage. There was Ew secure noMHmN hmﬂ% <”= Hb EM e

inst Qandahar. Yet again history an .
WMMMWMMMMW MMWM& wmm:cb rivalries and growing disenchantment with .ﬁrm Hm:vw,“
sented opportunities. CIA assets had already launched sabotage operations NME -
m,HEms forces, especially around Qandahar, and EﬁmEmQ.una revealed the fear mbmawww
fusion among Taliban leaders. Moreover, Hamid .Nmﬁ&. Hmwnmmmsﬁm M.n.mMobB tons
hope. Highly respected by various tribal leaders, 5.&5&5@ the ?@M ._E.- omineted
Northern Alliance, Karzai believed that he could raise m.s armed militia _.s fome
region and carve out a small area in which to begin offensive mnow:m owomwcﬂaw non
of the most heroic acts of the war, the future president of >mmrmj_m8: infiltrate m < HWH
lines in Torin Kowt and rallied his tribesmen into a ragtag .mmrcsm mo,qnm.. A sma Maﬁ\
of CIA and U.S. military forces were deployed at night via m.uw.w-ﬁ rmrnwwwmm Mm o
enemy fire; they landed on alily pad in an enemy pond. .‘:5\ joined HQMNM_ s omnm -
rallied more militia, calling in U.S. airpower for protection, then launched an M e
to the south. Taliban and al-Qaeda forces in Qandahar drove boﬁﬁ to ﬁmmﬁ t mB“ﬁr "
November 17-18 U.S. and Afghan victory over al-Qaeda and Taliban o.Man mo_.pnﬁoH
Torin Kowt was critical, because it opened the way to Qandahar and Eoﬁ: e H” S: o&m
for Karzai, perhaps the only Afghan political leader who could pull ﬂ.wmmﬁ. er M no
and the south. Otherwise, southern Pashtuns fighting northern Hm_%mv in wmw EH
could turn a Taliban defeat into a broad civil war and deny the United States the m
iti ictory it sought.
SHM%MM%MMMHNHMW #ME C.mm.}mmrms efforts, U.S. Special Owoﬂ.«&ozm mo.nnmm owmmmww
with brazen unilateral impunity throughout southern >.mmrms_m8:v .QWmQNMSm @M“Mm .
frastructure, capturing prisoners, killing Taliban operatives, and S.&Em e mMEH:\ o
Taliban leader Mullah Omar. U.S. Marines also E@&. a key How.m in Ew Qan Mu “ Sam.
Intelligence guided and supported these unilateral B._mmz.vbm N.Em, inthea QBJ mm&onmgw,.
provided assessments such as the devastating w&ﬁroﬁmmwm M:mWMMﬁ on enemy
'S. and allied Afghan forces captured Qan 2

O:wwﬂwﬁwm%w\m:“ww oflocal Bm:mn%-@o_.an& objectives, the United States harnessed
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the tribal forces already in motion and provided massive reinforcement via intellj
communication, coordination, and firepower. And, when necessary, unilateral action
complemented and encouraged natural tribal political tendencies. In other words, the
CIA strategy, accepted and expanded by CENTCOM, reflected much of the Afghan a]-
lies’ own geographical aims.

The third level of application, deeper than raw power or geographic strategy,
quired understanding why the Afghans waged war. Why men fight often determi
who they fight and defines how they fight. Thucydides, in The Peloponnesian War, ex-
plored the motivations of societies and warriors; this ancient historian’s lessons are still
important today.® The Afghans fought for more than mere survival; thus force alone
was insufficient (contrary to Clausewitz and Keegan). The Afghans fought not only for
conventional geopolitical gain. They fought as much for prestige and honor, defined
in their tribal terms, as for anything else, often more. Understanding these motiva-
tions and providing them with the opportunity to earn greater honor was the path to
U.S. victory. This required intelligence beyond conventional HUMINT or SIGINT. It

required images far deeper and more complex than satellite systems could provide. It
required a cultural understanding based on trust and confidence,

thy,

nes

even bonds of empa-
with Afghan allies. It also required a special brand of intelligence officer who could

map the human terrain and lead a multilateral collection of tribal elements to fulfill
their own unrealized objectives.
Granted, those Afghan tribal leaders allied with the Taliban and al-Qaeda wanted to
live, and they grew increasingly concerned about the application of U.S. power. They
become more worried when confounded by a strategy that placed small, mobile U.S.
teams behind their lines and saboteurs within their ranks. They needed options. The
CIA, working with Afghan partners, offered them a series of choices. First, if they coop-
erated with the United States, they improved their chances of survival, In concert with
CIA intelligence and covert action, U.S. air power reinforced this by quickly attack-
ing some of the enemy Afghans who rejected the offer of partnership, which inclined
survivors and others to reconsider U.S. overtures in a different light. Lethal coercion,
although it has limitations, is a clear and fundamental baseline in war; in fact, it defines
war. Clausewitz got that part right. The second, deeper benefit focused on caring for
the families, the clans of these potential allies. In October 2001, especially in the high
central mountains, winter was fast approaching. These impoverished Afghans needed
tents, clothes, medicine, food, Korans, toys, and much more. The CIA and the U.S. Air
Force responded. Within sixty days, from mid-October to mid-December 2001, US.
aircraft delivered 1.69 million pounds of goods in 108 airdrops to forty-one locations
throughout Afghanistan. Each drop was tailored to the specific requests of teams on
the ground. Imagine the power conferred upon the Afghan tribal leader who sided

with the United States, whose clan’s needs fell from the sky within seventy-two hours of

gence,

re-
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i i , and their leader won honor and prestige
F Rmsm.mﬁ Hrm% QMMMWMWMWM»MMMMHM Hw?& from clandestine overland bmﬁ.zoﬂ.wm.
- wam ﬁww M.Rm by overt means, to highlight the US. response in humanitarian
. d o_“mﬁom even sparked competition among tribal leaders for CIA benefits;
E. me M their services once they learned of the potential rewards.
R Mwm&owm of course, also included weapons and munitions. .Zo<<. the >mm.rMbm
wm%ﬁﬂwmammsm to .E: their real enemies — those >M&m~ﬂ7mnrmb, M”MMNW “Mmh.mww mMM

i i i er, and their own wi 2
e MCMMMMEMMMHW“WHMWMM@ their warrior status among their tribes.
> MwMMMMHMﬁM&o: N&cmoﬂnmm the Afghan warrior’s identity. He could fight Ewm
d.:w ightfully claiming victory as his own. Moreover, the Afghan fighters ‘ommwm_ 0
@P iy MM 1 of U.S. warriors as comrades-in-arms. After all, these fellow fighters
e rmmﬁ _Mm% no&m.ﬂmm by placing themselves at such risk; these teams were .m: the
WMMMW “ﬂﬂwmm\wmmrms hosts. They shared the Afghans’ hardships and danger. Finally,
istan. They provided hope. N

o S:Mm HVMMWM MMMHMMWWMMM Bmﬂmiwwm@_?amnmmﬁ The CIA handed out millions
of %MWHMNEW UOLWE influence and helped Easn.o the mmmmnn.os HOm Hro:MmMWMmMmM,Mﬂ
iban-aligned militia. Some Afghan partners provided for their clans an

this money. Some pocketed the funds. All understood the origin of the largess and the
is 4

iprocity it required. o .
Rn%nm wwmzma GMGEE% measured in terms of kinetic strength, but the power of empathy;

honor, prestige, hope, and material self-interest n.mﬁ noaﬁmamsﬂMMMcMQHMW Mb%%”m
duce a more effective, more enduring victory. This is the ﬂmwmomw o mwmvo& fnd e
power of thermobaric munitions and AC-130s can underscore M ﬁMBOg S
and self-interested deals. Through intelligence, at a %.%2 F/M , M Mr& A
ground generated and directed this intangible power, reinforced M e - mbnm nomeer
with the broader U.S. military-political strategy. The >mmr.m:m unders Mmm S
this complex partnership of power. As a nosmm@cm:nm,. H&&mﬂmvosmmam e
began to unravel, as the center of gravity, within the minds of those m ;

toward the United States and the prospect of collective victory.

Teams

To accomplish this mission, the CIA deployed s:Ecm:.N capable ﬁm.mBm Mﬂﬂo MMMSWMM
blended diverse talents and boasted highly mx@m:m.snm caden !
o Hrm.mo Hwao:m demanding independence and initiative. Despite the .mnoﬂon 0
oxnm__&, o B_mmﬁﬁq capabilities since the end of the cold war, the CIA retained a core
R _\EME These few dozen paramilitary officers provided the backbone
wHoMM\. MWMMMM Zmb«.\ were cross-trained as operations or intelligence officers. Most,
or the !
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however, lacked relevant language skills, experience in central Asia, and expertise ip
counterterrorism. Moreover, CIA operations officers with the requisite qualificationg
often had limited or rusty tactical skills. A team usually consisted of an operations of-
ficer with language skills, especially Farsi/Dari, who may have had military experience,
His deputy was usually a paramilitary officer. Other team members brought tactical,
technical communications, counterterrorist, and language capabilities. This combina- .

tion of personnel with the right leadership proved successful.

The team leaders were all senior officers at the colonel or general level. Gary Schroen,
a fifty-nine-year-old SIS-3 who spoke fluent Farsi/Dari, led the first team into Afghanj-
stan; it arrived in the Panjshir on September 27. This was analogous to the U.S. military
deploying a three-star general to lead an eight-man A-team. Another team leader with

advanced graduate study in Islam and central Asia, who spoke fluent Russian and Uz-
bek, had vast experience in the area. Yet another, who spoke Farsi/Dari, was a cultural
anthropologist intimately familiar with the tribes of the region. The average age of a
CIA team member in Afghanistan was forty-five, with more than twenty years on the
job. Experience mattered, because these men had to plumb the depths of political and
cultural dynamics to understand the environment. These CIA officers needed to map
the human terrain of their patch in Afghanistan, while understanding and contributing
to the larger strategy. They needed not just skills but knowledge rooted in virtue and
judgment developed through experience. They especially needed to know themselves,
because this was the first and most important reference point in measuring the com-
plex psychological, social, cultural, and political variables that swirled around them.
The GPS provides a good analogy. When deployed into the field, the teams used a GPS,
and their first point of reference was their position. Only then did they start fixing al-
lied and enemy positions. The same was true of the psychological, cultural, and social
environment; these officers needed first to know themselves, then to understand oth-
ers, build empathy, acquire deeper intelligence, make decisions, and take action. For
example, CIA officers challenged Afghan warriors to fight a common foe, to avenge the
deaths of September 11 victims and Afghan martyrs Ahmed Masood and Abdul Hagq,
brutally murdered by al-Qaeda. CIA officers collected deep intelligence and invoked a
common honor to build alliances. Significantly, these culturally sensitive and profes-
sionally disciplined officers also harbored and nurtured a cold, visceral determination
to kill the enemy. This focused passion needed no translation for their Afghan allies.
These experienced teams demonstrated a special kind of courage. With confidence
in their leadership, they ignored political risk and embraced the courage of responsi-
bility. While less clear and less recognized, this type of bravery was critical to the vic-
tory in Afghanistan. Their courage enabled these leaders to make decisions and move

forward with speed and confidence. Each team, with unprecedented responsibility,
complemented each other.

INTELLIGENCE AND WAR: AFGHANISTAN, 2001-2002 171
. » . < con-
embers had tactical responsibilities but made decisions with strategic !
se
R Bdmw was especially true because of the CIA command mﬁﬂcngmw Mﬁww y
e i i hance networked decisions.
i ique tribal environment and enha .
to deal with the unique ; e e o
i ion- in the conventional Western sense bu s
istan is not a nation-state 1 : . -
ﬁmvwb_d_m of tribal and clan networks. Intelligence collection and war mMm Nma.v\”on .
B i i rall chief of station for Afghanistan, no
, therefore, did not assign an ove
i ally deployed seven semiautonomous teams that owonmgm
single headquarters office within the CTC. H.wwn
the overall plan, but each had the widest
er teams informed. They could

sequen
designed

the beginning. Instead it initi
in a network under the command o.m a gle
team understood its strategic objectives 4:55 . -
Jatitude in its tactics and operations while keeping o e il

intain maximum flexibility in order to understand and adj - ﬁ
-y le. a team could deploy reconnaissance elements of two officers a
MWM:MM&MMHMMM@WBW&OB or review was required. There was no requirement for

(0} 1r SU] OHH HAO Q] HCCN— was __@GA_WA_ _: __:O a _:A N_ _—_0 _Qmuz O Aw reco. m e

i { ice. The
and recombine with U.S. military partners or Afghan allies at m&BoBmEmhMMMMM@m-
d in a manner that took full advantage o
team leaders and members operate . e il
iati ly after all the major Afghan c1
initiative, and local knowledge. Only PR
i had begun to form did the
and a nascent national government : .
o — a senior operations officer who had led the CTC’s effort mmw_.smﬁ
the teams performed as self-organizing

rience,
in December 20
assign a chief of station :
i hree years. In sum,
al-Qaeda for the previous t . .
networks, linked by a single chain of command to a single headquarters 0

Intelligence

.:Q:HR-
In contrast to the decentralized, networked command structure, the intellig -
g rdinarily centralized but also networked. Each team ge
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Integrated all-source intelligence sharpened operations through the constant validy
ing and reprogramming of each source. An unvetted HUMINT source could be underth
coercive influence of the Taliban, but the comparison of his reporting with other sourcg
could prompt an investigation and the rejection of his information. SIGINT could pro.
vide the details of a true conversation of a militia leader pledging support to a Talibay
commander, but a HUMINT source could claim that the same militia leader was lying
to the Taliban and truly intended to defect. Imagery could provide indications of ener v
camps; HUMINT sources could therefore be deployed in the area and SIGINT sensors.
redirected. An unvetted HUMINT source could prove his worth and thus receive more

sensitive tasking if his information was corroborated. For example, CIA officers tasked
volunteer sources to report on areas already understood, as a test of their intentions. In
one case, an outstanding long-time Afghan source provided exact targeting information

and, seized with the mission, rejected the CIA’s repeated orders to evacuate the enemy

area before U.S. air strikes commenced. Joint direct-attack munitions igniting secondary -

explosions of Taliban-al-Qaeda military targets further validated his information and his
courage. Thanks to superior imagery and a perfect expression of U.S. air power, the asset
survived. He earned special CIA recognition and reward.
The fused intelligence produced specific dynamic targeting for the U.S. military. This
was conveyed in phone-video-teleconference-video feeds to CENTCOM. The CTC
generated an electronic map with multiple overlays of data that tracked CIA teams,
U.S. military deployments, allied Afghan forces, enemy locations, and no-strike zones.
This was done nearly in real time. The CIA pushed the data as fast as possible. U.S.
pilots in particular responded with precision and great flexibility. On more than one
occasion U.S. aircraft veered away from enemy camps at the last moment because the
CIA could not contact an asset exposed to the air strikes. The CTC maintained a du-
plicate electronic map via a link in CENTCOM, so military commanders knew what
the CIA knew. Moreover, the CIA welcomed detailed military personnel into the CIA
operations structure, on the teams, and in CIA headquarters. A select few CENTCOM
and Special Operations officers even had direct access to source-sensitive databases and
operational cable traffic. The protection of sources and methods, of course, is funda-
mental to the intelligence business, but effective operations need compartments with
the right people on the inside, including analysts and warriors. These military partners
were fully integrated into the CTC and provided invaluable guidance for all aspects
of targeting and operations. Special Forces General Mike Jones, assigned to the CTC,
played a key leadership role. CIA liaison officers were also posted at CENTCOM, air
force commands, and throughout U.S. military commands in central Asia.
The CIA’s partnership with the U.S. military was the foundation for the kinetic war,
and the integral link of intelligence to military operations reached new levels. In one
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War

As expected, the war evolved in three phases. The first ended in early December 200;
when the Taliban collapsed as an organized fighting force and al-Qaeda forces dis-
persed into their sanctuaries. Because most of the targets were large, relatively static
enemy concentrations and infrastructure, the intelligence collection for military action
was relatively clear. The second phase, from early December 2001 until April 2002, fo- -
cused on al-Qaeda sanctuaries. This included the battles of Tora Bora that winter and
Shaikot the following spring. Because the targets were fewer in number, more mobile, -
and operating in specially selected areas, the United States needed more specific tacti-
cal intelligence. The difficulty grew because al-Qaeda had chosen its sanctuaries well:
high mountain terrain close to the Pakistani border. Moreover, Afghan allies much
preferred to fight for their village or valley; they were less inclined to engage a trained
enemy hidden in a fortified redoubt. An ethnic Tajik or Uzbek Afghan is much less ,
useful in Pashtun territory, as is a Pashtun not from that particular clan. Al-Qaeda
leveraged their relationship with their Pashtun allies in the southern and eastern part
of Afghanistan in seeking refuge. This intelligence nut was harder to crack. The CIA
located the sanctuaries and managed to infiltrate Afghan assets, who marked out en-
emy locations. This, combined with other intelligence means, led to overwhelming but
imperfect victories. In Tora Bora the U.S. sacrificed power for speed. CENTCOM and
the CIA understood the limitations of Afghan allies but also appreciated the need to
attack with alacrity. Moving U.S. forces into the area would simply take too long. Intel-
ligence fixed the enemy, including al-Qaeda leadership. Afghan allies, encouraged and
supported by the CIA and U.S. Special Forces, were deployed into blocking positions
around Tora Bora. U.S. airpower, guided by a five-man joint team calling in strikes,
did the real damage. The U.S. captured a key al-Qaeda sanctuary, destroyed weapons
and munitions, recovered valuable intelligence, and killed hundreds of the enemy and ,
forced others to flee to Pakistan, where scores more were captured. Osama bin Laden, _
however, escaped. £
When criticized by London for his unorthodox method of warfare, T. E. Lawrence
(Lawrence of Arabia) said of his indigenous allies, “Do not try to do too much with
your own hands. Better the Arabs do it tolerably than that you do it perfectly. . . .
Actually also, under the very odd conditions of Arabia, your practical work will not be

as good as, perhaps, you think it is”’® The same reasoning applied to the U.S. victory at
Tora Bora.

The battle at Shaikot three months later, Operation Anaconda, was a more con-
ventional, more “complete” U.S. victory, because more U.S. and coalition forces were
directly engaged. The press coverage was also greater. The CIA provided intelligence
support in this battle. HUMINT determined the enemy’s area of concentration, but
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the United States will need to integrate the various sensors

all in the right combination, so that action is precise and i
operatives, or sensors,

with the various shooters

mmediate. The intelligence
will also need to understand the strategic consequen
tactical missions and must factor this into collection and re

port the shooters, and both must support the policymakers

ces of sug
porting. Sensors must g

i

Greater emphasis on interdisciplinary intelligence teams will become the norm, es-

pecially in counterterrorist war. Such teams may require traditional sensors and shoog-
ers reinforced by biotechnicians who can track and defeat bioweapons. They may re- -
quire operators who can launch and control mini-UAVs armed with special MASINT
sensors. Or they may need financial analysts who can crunch data at the point of field
collection and provide immediate feedback to other teams hacking into terrorist bank

data on another continent. Technology, however, should not drive these operations or

determine broader strategy at the expense of experienced, risk-taking HUMINT col-
lectors on the ground. While we assess the operational impact of technology from our

4

American perspective, we must be cognizant of other views. We seek moral comfortin
long-distance, technically buffered killing, but we loose the tactile sense of the human
battlefield.’

Distance and remote technology may reduce physical risk and protect our

consciences, but it impedes the development of empathy in the collectors and warriors
who must understand the human variables. The United States cannot ignore the most
powerful force on the battlefield: the human condition of friends and foes. ,._ ]

HUMINT and covert action will be unilateral, bilateral, and/or multilateral, US,

intelligence must forge increasingly interdependent links to a multitude of nonstate
partners. In Afghanistan the United States relied on a wide range of allies far from
the conventional formula of interstate relations, U.S. operations in Afghanistan were 1
supremely multilateral, supplemented by unilateral sources and unilateral action. Each
reinforced the other.

One of the most important lessons of the Afghan war of 2001-2 is how intelligence
enabled the calibration of covert action and war, a war that conformed to broader U.S.
policy and endowed the victors with legitimacy. The United States achieved military
and political success in Afghanistan and in the process boosted its global political
standing. The world likes a winner, but only if the battle is just, the fight fair, alliances
strengthened, and the victor humble. The calibrated operation served the United States
in the military sense in part by recruiting ambivalent foes into allies against intransi-

gent enemies. It also achieved global strategic objectives, in that calibrated U.S. power
demonstrated to the world that the United States res
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Robert Kaplan wrote, “Not only should the CIA be greener (that is, have a larger m‘

formed [sic] military wing), but the Special Forces should be blacker”1¢

- '* The 9/11 Cop
mission’s recommendation to strip the CIA of its paramilitary covert-action capabilitje
is a bad idea.

The policy community will need a more dynamic,
geared to engage provincial, even tribal, political leaders and to support the constructjoy
of legitimate societies defined by local needs, not American (mis)perceptions. The dj 3
missive criticism of support to “warlords” in Afghanistan ignores the obvious: local lead
ers hold the power and define political reality. Nevertheless, with time, patience, and hard
work, perhaps a national Afghan society

based on something stronger and more stab)
than local tribal legitimacy will emerge. [
like CIA and military operatives,

n the meantime, US. political representatives,

must engage these nonstate actors, especially those in

the hinterlands. In the end, counterterrorist war is more about providing opportunities
and hope for the dispossessed in terrorist sanctuaries than about just killing the enemy.
As Eliot Cohen argues, “US, policy abroad has been effectively militarized, at the expense

of a State Department whose collective strength has rarel

y matched the quality of indi-
vidual diplomats”'® In Afghanistan, military strikes needed immediate support by more
than transitory covert actions,

which in turn needed overt policy manifested at the local
level, not just United Nations conferences in capital cities,

Finally, the Afghan war shows us what A
the enduring lessons of the ancients,

4
more robust diplomatic aid cq

merica can achieve —a victory based upon
deep intelligence, and the right people, the right
partnerships: technicians and spies, collectors and advisors and policymakers, sensors
and shooters, riflemen and pilots, Americans and Afghans. This victory, like any other,is
also about leaders. We must therefore seize its lesson of bold leadership and learn from
those brave Americans who were deployed in Afghanistan during the grief-ridden au-
tumn of 2001, who struck the enemy with nuance and fury, with intelligence and war.

Notes

All statements of fact, opinion, or analysis expressed are those of the author and do not reflect
the official positions or views of the CIA or any other U.S. Government agency. Nothing in the
mplying U.S. Government authentication of infor-

s views. Where appropriate, this material has been
reviewed by the CIA to prevent the disclosure of classified information.

1. Richard Clarke, Against All Enemies (New York: Free Press, 2004). See also National
Commission on Terrorist Attacks upon the United States, staff statements, 2004, available at
WWWw.9/11commission.gov/ staff_statements.htm. Both provide accounts of U.S. initiatives in Af-
ghanistan before September 11, 2001. Although Clarke’s account is egocentric and subjective,

he successfully outlines U.S, efforts. The statements by the commission staff capture (and miss)
some of the history and note the critical importance of intelligence.
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