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Introduction

The CJ4 Branch of NATO’s International Security Assistance Force Headquarters (HQ ISAF) located in Kabul, Afghanistan experienced a major shift in focus during ISAF Standing Headquarters Rotation 08/02 from August 2008 to February 2009.  Multi-national logistics in Afghanistan is truly unique with its own set of challenges as will be demonstrated in this report.
ISAF HQ CJ4 Branch

HQ ISAF CJ4 is a multi-national logistics branch with members representing 11 countries and comprised of three sections:  Logistics Operations (Log Ops), Logistics Plans (Log Plans) and the Joint Theater Movements Staff (JTMS).  A compliment of 25 personnel, including three International Civilian Consultants (ICCs), ensures that Class I (Subsistence) and Class III (POL) commodities are maintained at operational mission levels; that major Theater-level projects, such as the Afghan First and Winterization programs, are planned and executed; and, that the Intra-Theater Airlift System (ITAS) is efficiently moving passengers and cargo within our AOO with the Strategic Air personnel coordinating movements outside of Afghanistan.  
What is noticeably missing from the CJ4 Branch hierarchy are Theater-level logistical assets.  This HQ Logistics Branch has no assigned NATO Logistics Support Battalions, Transportation Battalions, Multi-national Movement Control Battalions or logistical assets of any kind to conduct sustainment.  This, of course, is a major challenge for the CJ4 Branch.  Why?  With the Theater divided into five Regions, each consisting of a number of Troop Contributing Nations (TCNs) responsible for their own logistics, the CJ4 does not have the ability to move high-value or sensitive equipment and supplies across regional boundaries.  It is just starting to grow the capability to de-conflict convoy operations along the limited Main Supply Routes (MSRs) with the implementation of the newly-established Theater Movement Coordination Cell (TMCC).
Theater Movement Coordination Cell (TMCC)
During August 2008, insurgent activity along Highway 1 between Kabul and Kandahar reached historic heights.  Several bridges were destroyed, Improvised Explosive Device (IED) strikes peaked, and Rocket Propelled Grenade (RPG) & Small Arms attacks upon ISAF Forces, civilian contractors and humanitarian organizations threatened Freedom of Movement.  As a result of restricted Freedom of Movement, COMISAF established Freedom of Movement as his #1 Priority.  In order to facilitate Freedom of Movement (FoM) COMISAF’s #1 Priority, the HQ ISAF Theatre Movement Coordination Cell (TMCCs) and the Regional Command’s (RC) Joint Movement Coordination Cells (JMCC’s) were implemented to improve coordination, control and confidence among ISAF forces, ISAF contractors, Non-Governmental Organizations (NGOs) and the Afghan National Security Forces (ANSF). Working from HQ ISAF Combined Joint Operation Centre (CJOC), TMCC members have emphasized the necessity of improving movement coordination and visibility within Afghanistan.  
Movement Visibility
Movement visibility is like an octopus with many tentacles reaching out to TCNs, Joint Force Command Brunssum, Supreme Headquarters Allied Powers Europe (SHAPE), Regional Commands (RCs), civilian contractors, NATO’s Consultation Command and Control Agency (NC3A), Afghanistan National Security Forces (ANSF) and the Government of the Islamic Republic of Afghanistan (GIRoA).  The TMCC is working towards having full visibility of all military, contractor and Non-Governmental Organizations (NGOs) logistic ground movements.  They are not, however, working on this major undertaking alone.

In December 2008, the CJ4 staff sponsored a Theater Logistics Conference, sponsored at Kandahar Airfield (KAF).  Over 50 participants, including G4 staffs from all the RCs, KAF and Kabul International Airport (KAIA) Aerial Port of Debarkations (APODs), civilian contractors and members of ISAF HQ CJ4 Branch, presented logistical information relating to their Areas of Operation (AOO).  It was, however, the day-long workshops that generated valuable input from all the participants.  Split into two groups, one was asked to identify the logistical impacts to ISAF with regards to the US Forces Expansion and the Election Support Forces (ESF) set to arrive in Theater.  The second group, facilitated by members of the TMCC, discussed various movement visibility topics including the Route Naming FRAGO; standardized incident reporting; the ISAF Secret movement chat page; various movement templates; and, the implementation of RC-level Joint Movement Coordination Centers.  With this important unity of effort, several products were produced from these workshops, one of which was the draft Movement Visibility Standardization FRAGO.  The TMCC was able to take back the suggestions and recommendations made with a view to incorporating these into the various projects outlined below.
Unlike Iraq, movement visibility is not easy to achieve in Afghanistan.  Some TCNs and contractors have tracking systems for their assets, such as Blue Force Tracking (USA), that are not synchronized with each other, while others have convoys that move with no visibility at all.  CJ4 approached the issue of force tracking from two fronts.  A common mapping tool was established to provide a management overview of network visibility and incident reporting.  The second area will be the development of Integrated Command & Control (ICC), a comprehensive tool that will monitor all major routes and any incidents that may affect them.  Tracks will be presented on a map overlay allowing the RC or TMCC user the ability to see the route network in great detail.  Not only will this tool eventually be used to de-conflict convoy movements, the goal is to have it form part of the Convoy Early Warning and Support (CEWAS) system.  Once tracking systems have been developed and implemented for all military forces in Theater, the next step will be to coordinate with civilian contractors to have their convoys tracked, with data moving easily into the TMCC system.  Coupled with the ability to identify Improvised Explosive Device (IED) threats, Troops in Contact (TICs), road closures and road damage, the TMCC tracking system will finally provide movement visibility for all military and civilian convoys moving along Afghanistan’s road networks.
Standardization is another challenge within Afghanistan.  Highway 1, which is ISAF’s main MSR, has various names depending on the RC it travels through.  The TMCC implemented a new road naming convention that provides direction to the RCs on what names they can attach to their road networks.  Even the term MSR will be revised to help identify the strategic or tactical importance of a route.  MSRs will now be known as either Theater Controlled Routes (TCRs), Regional Controlled Routes (RCRs) or Provincially Controlled Routes (PCRs).  TCRs, like Highway 1, are routes that have strategic importance within our Area of Operation (AOO).  RCRs are routes that have either strategic or tactical importance for the RC they reside in.  Finally, PCRs are tactical routes used and managed by Task Forces (TFs) to conduct their operations.  All these changes will finally bring a common operational terminology to this Theater.
Along with the route naming conventions, several processes are also being implemented that will standardize the reporting of incidents affecting logistical operations within ISAF’s reporting system, JOC Watch.  Civilian contractors, Private Security Companies (PSCs) and TCNs will be mandated to use three new templates: Threat Assessment, Convoy Tracking and Incident Reporting, which will provide the TMCC and all RCs with up-to-date information on what is moving on our roads and the incidents that could be impeding convoy movements.  Information will not only flow towards ISAF, but will flow back to these stakeholders – information that will provide them with real-time situational awareness of what is occurring on their routes.  
The sharing of all this information is critical to COMISAF’s #1 priority of Freedom of Movement.  As part of the movement visibility project, RCs will establish Joint Movement Coordination Cells (JMCCs) within their Joint Operational Centers (JOCs).  The JMCC Watchkeepers will be able to view real-time movements of all convoys within their Regional Areas Of Operations (AOO) and will be able to, in turn, provide the TMCC and all other Regions with up-to-date information on their convoys via a ‘chat line’ located on their ISAF Secret IT network.  This is particularly important during cross-boundary convoy movements of high-value or sensitive equipment.  Military or security forces, from the region where the convoy is leaving from, will now be able to accurately time their handovers with the forces from the receiving region, thus minimizing their exposure times to possible insurgent attacks.  
Along with these initiatives and the requirement to update both doctrine and ISAF Standing Operating Procedures (SOPs), the TMCC will be championing the development of a Multi-national Movement Control Battalion (MMCB).  With so few road networks within Afghanistan, the impending augmentation of forces with the US Forces Expansion and the associated increase in demand for supplies, de-confliction of convoy movements by the MCB will be vital.
In order to improve situational awareness and to facilitate ISAF response to          

on-going incidents involving ISAF Contractors, Non Governmental Organizations 

(NGOs), and Afghanistan National Support Forces (ANSF) convoys who don’t 

normally use the military grid reference system, the TMCC developed and formalized a 

Way Point system. 
  The Way Point system is designed to improve situational 
awareness by identifying known intersections, landmarks and terrain features with a letter 

and number that corresponds to a Military Grid.  On 9 JAN 09, the WAY-POINT 
system was utilized to respond to an insurgent attack on a ISAF civilian convoy in the 

vicinity of Way-Point FT09 in Ghazni Province.
Finally, in order to assist International Aid Organizations, NGOs, Afghanistan National Police (ANP), Afghanistan National Army (ANA), Pakistan Liaison Officers, civilian contractors and Personal Security Company’s, the TMCC implemented a monthly coordination meetings with these stakeholders.  This initiative, which was adopted from the US Forces-RC (East) model, provides the attendees with weather updates, Border Crossing Point (BCP) updates, force escalation procedures, logistics convoy threat assessments, standardization processes and highway security round table discussions.  In the near future, the remaining four RCs will be required to hold similar monthly meetings with their stakeholders with a view to meeting the overall ISAF mission of security, re-development and good governance.
Operational Focus
With the impetus of the TMCC and the strategic importance of Class III supplies, the direction of CJ4 has moved from one of information gathering to an operational focus.  This new focus became apparent when the CJ4 Branch, along with other branches of the HQ ISAF Support Division, participated in the revised Commander Update Assessment (CUA) briefings.  Since October, the CJ4 Branch has briefed COMISAF and his staff on the status of the TCRs, including insurgent attacks that have impacted on routes, weather conditions limiting access, bridge by-pass conditions and on Theater fuel supplies based on the number of Days of Supply (DOS).  Additionally, throughput challenges at Border Crossing Points (BCP), like those frequently experienced at the Torkham (BCP), are briefed when required.  Finally, various ongoing operations, which have included the convoy movements of humanitarian support, the Bala Morghab Bridge components, the Poppy Eradication Force (PEF), and the container and supply flow for the US Forces Expansion, are briefed regularly.  

Col J-McClaney, Chief of CJ4 recently stated: “When I arrived in Theater, the mission I had trained for, with the CJ4 organizational structure I was given, no longer applied.  This new operational focus for us has been daunting, especially with our limited staff, but we have met every challenge head-on.  The benefits will be felt by every logistician as we shift to a collective approach to logistical support within this Theater of Operation.”
Bala Morghab Bridge Operation
In cooperation with the Combined Joint Engineers (CJEng) Branch, CJ4 was the lead for Bala Morghab Bridge Operation.  Following the June 2008 Joint Assessment and CONOPS for Enhanced Security in Ghowrmach District, COMISAF approved the emplacement of a Mabey & Johnson (M&J) Military Logistic Bridge, which would improve FoM along Highway 1 in RC (West).  The purpose of this strategic operation was to reconnect Highway 1 with at least an (Maximum Load Capacity)-60 capable bridge within the Badghis Province.  In a recent Reuters article dated 1 December 2008, General McKiernan stated:

That bridge is just one small bridge but it’s a symbol to the people who live here that if security improves we can bring improvements to the people here…You sit around and speak to scholars, village elders and leaders and that’s the way business is done…We’re going to sit down at a shura.  It’s certainly more effective than trying to impose a foreign way.

In order to accomplish this major undertaking, ISAF had to work with Tribal Elders and civilian contractors.  Transportation of the Mission Critical Equipment from Camp Invicta, Kabul to Bala Morghab, Badghis Province, would be provided by Alpha Logistics, a local Afghan company.  On 11th October 2008, the bridge convoy departed from Kabul, but not without its challenges.  The convoy, consisting of 25 personnel made up of contracted drivers and private security officers, who drove 811 KMs (38 hours) from Kabul to Badghis Province.  They transported a total of 75 metric tons with 10 trucks holding 20ft containers, 2 flat bed trucks, 1 spare truck and 3 security vehicles.  The last 80 KMs between Ghowrmach and Bala Morghab would prove to be the most treacherous.  When reaching the Ghowrmach District staging area on 14th October, the contracted drivers refused to continue forward after receiving death threats from insurgents while visiting a local bazaar.  After backtracking to their previous staging area in Meymaneh, the contracted drivers were replaced.  Alpha Logistics Company Executive Officer, Mr Massoud Amiri had personally received a number of death threats from the local Taliban.  In a recent Freedom Watch Afghanistan article dated 8 December 2008, Amiri stated “This bridge is important to the people of Afghanistan.  It’s important to the people in that area…It had to be built and I wanted to make sure it happened.  That’s why I accepted the contract.”  It then took several days to hire new drivers, transport them to the staging area, work out issues with Tribal Elders and drive the remaining distance to Bala Morghab.  Afghanistan’s tribal heartlands are administered by a traditional system where elders, respected male figures within communities resolve disputes and make decisions by forming a “shura” -- a consultation. Several Shuras, Islamic community consultation meetings, were held to facilitate the movement of this civilian contracted bridge parts convoy through areas managed by these Tribal Elders.  Some Muslims believe that Islam requires all decisions made by and for the Muslim societies to be made by a Shura of the Muslim community.  
During this entire operation, the Chief CJ4 along with members of the TMCC and Log Operations to resolve the myriad of challenges encountered and to provide the HQ ISAF senior leadership with situational awareness and recommended Courses of Action (COA’s).  Several lessons were learned with the most significant being command and control.  Simply, CJ4 does not have the personnel or Theater-level assets to command such an operation and must work in cooperation with all the enablers that the HQ ISAF CJOC representatives provide.  
Class I (Food) and Class III (Fuels)
If you have never heard of the term “Jingle Truck”, then you haven’t conducted logistical operations in Afghanistan.  The “Jingle Truck” is the colorfully decorated workhorse of ISAF utilized throughout Afghanistan to transport fuel and other supplies within ISAF’s AOO.  The ‘jingle’ portion refers to the sound of the movement of chains, which are affixed along the bottom of the vehicles.  These drivers form part of the Host National Transportation (HNT) system.  One contractor providing this support has seen an increase of 44% in insurgent attacks against their convoys over last year.  As of the end of November 2008, 202 attacks against this contractor’s convoys have resulted in 100 of their personal being killed and 230,000 litres, equivalent to one DOS, of fuel destroyed.
On a daily basis, the CJ4 Log Ops monitors Theater’s Class III POL status to ensure that fuel is available to meet mission requirements.  The Fuels Section within Log Ops ensures that the Fuel DOS is kept at the proper levels especially with attacks on fuel convoys occurring regularly on Highway 1 between Kabul and Kandahar.  To provide better visibility to all RCs, the Fuels Section has also placed, on ISAF’s webpage, timely data providing asset visibility for this commodity.  The Fuels Section has taken on the additional task of monitoring throughput and capacity at BCPs, especially those bordering Pakistan.  Currently, major challenges are being experienced by both ISAF and US Forces Afghanistan (USFOR-A) at the Torkham Gate BCP located between Jalalabad and the Pakistan Border.
Torkham Gate Border Crossing Point 
Since the 10th November, 2008, the Torkham Gate experienced frequent closures and reduced throughput mainly due to increased insurgent attacks and ongoing Pakistan military operations.  On the Pakistan side, Torkham Gate is located in the Khyber Agency in the Northwest Frontier Province.  This key BCP is one of only two BCPs connecting Afghanistan to Pakistan, the other being Chaman located in RC (South).  When the BCP is fully operational, between 100 and 200 vehicles transport supplies for ISAF enter into Afghanistan daily.  Political discussions at the highest levels between Pakistan, Afghanistan, ISAF and the United States Department of State are ongoing to assist in expediting the materiel into this country. 
Intra-Theater Airlift System (ITAS)
Movement visibility and ground transportation challenges are not the only ones faced by the CJ4 Branch.  As a result of Afghanistan’s poor infrastructure and lack of resources, logistic support within ISAF is very much dependent on ground lines of communication (GLOCs) and, strategic and tactical airlift.  

ITAS is a section within the JTMS CJ4 Branch that validates and schedules ISAF airlift in support of COMISAF’s priorities.  ITAS continues to make positive strides in balancing efficiency and effectiveness through close coordination with TCNs and the airfield Combined Air Terminal Operations (CATO).  Every effort is being made to plan and execute missions with minimal disruption by external factors and to promote higher levels of confidence in the ISAF Airlift system.

With a compliment of 14 transport planes from 5 contributing nations, the amount of passengers and cargo moved by ITAS is staggering.  In 2007, with similar assets as 2008, ITAS moved an average of 1/2 tons of cargo and 6,500 passengers per month.  In 2008, the average jumped to 3/4 tons of cargo and 9,000 passengers, an increase of 50% and 39% respectively, as a result of 50 more flight hours being added to ITAS flights.  The increase in efficiency and greater efforts by this ITAS section is directly attributable to this surge in airlift capabilities.

Way Ahead
The security mission in land-locked Afghanistan represents the most difficult operational challenge ever faced by NATO Logisticians.  The Chief of CJ4 and her multi-national staff have worked diligently in the last six months to overcome many of these challenges.  One of the main challenges of this Branch has been educating newly-arrived HQ ISAF and United States Forces–Afghanistan (USFOR-A) staffs on the idiosyncrasies of logistics operational support in this Theater of Operation.  Put simply, logistical support is nothing like that in Iraq or in former NATO missions in Bosnia or Kosovo – there is no comparison.  With 41 different TCNs, all with their own national logistics chains, spread over five regions and with the US Expansion Forces arriving in Theater, the challenges faced by the CJ4 Branch of HQ ISAF will only increase in the future.  TCNs, RCs and staff branches of HQ ISAF must understand that logistics is a collective responsibility that requires information flow, coordination and de-confliction.  This information sharing will be achieved through continuous Joint Operational Planning Groups (JOPGs), Video Telecommunication Conferences (VTCs) and, staff assistance visits throughout the Regions and to higher HQs.  With the support of TCNs and contractors, interfaces in force tracking systems with TMCC will provide the visibility that COMISAF requires in order to ensure FoM within Afghanistan.  
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