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The good general must know friction in order to overcome it whenever possible, and in order not to expect a standard of achievement in his operations which this very friction makes impossible.





Carl von Clausewitz, On War
 Much has developed in Iraq since noted historian, Andrew F. Krepenivich, Jr, argued “the basic problem is that the United States and its coalition partners have never settled on a strategy for defeating the insurgency.”
   In the ongoing Operation Iraqi Freedom (OIF), stabilizing Iraq continues to be a complex and complicated endeavor for the US, its coalition and Iraqi government partners.  Despite an enormous investment of resources: lives, money, and time, these partners continue to wage a difficult counterinsurgency campaign.  Is this campaign winnable? 

In January 2007 after four years of conducting OIF, the US National Security Council (NSC) critically reviewed its position in and strategy for Iraq.  The NSC upheld that its strategic goal or desired end-state for “a unified democratic federal Iraq that can govern itself, defend itself, sustain itself, and is an ally in the War on Terror” is achievable.
  To reach this goal, the NSC outlined eight objectives and emphasized the importance of US Government (USG) efforts to achieve these objectives in 12-18 months.
  Specifically the NSC directed increased integration of civil and military efforts to “harness all elements of national power by further augment[ing] joint civilian-military efforts throughout the theater” and outlined the way ahead including ensuring “equal focus is given to local political developments outside the international zone” and “to target assistance to vital functions; by building capacity outside the green zone especially at provincial level.”

The principle means to better connect with provincial Iraqi government institutions and focus USG reconstruction and development efforts outside Baghdad’s relatively secure Green Zone is the Provincial Reconstruction Team (PRT).  Leveraging their success in Afghanistan, PRTs are being enhanced in capability and increased in numbers to bring the necessary combination of security and reconstruction to stabilize conditions in Iraq.  Will this aspect of the new strategy work?

To determine if employing more PRTs in Iraq is a sound approach to achieve NSC objectives in the time allotted, this paper is structured into four major parts.  First, this study briefly reviews the situation the additional PRTs will face upon their arrival in Iraq.   Increasingly, the pressure is on for these PRTs to achieve results quickly, more so as the American population’s war weariness mounts.  In the second and third sections of this paper, available doctrine supporting stability operations and PRT design are evaluated and determined to be sufficient to guide the PRTs in Iraq towards success.  Importantly, this doctrine reflects an understanding of the operative principles for reconstruction and development.
  There is ample material to facilitate coordination of reconstruction and security efforts aimed at protecting the local communities while simultaneously building capacity, participation and local populace commitment to the legitimate government.  In short, the potential exists for PRTs to be successful in Iraq.

On the other hand, as this paper will show in its fourth section, the interactions between the diverse American and Iraqi cultures creates friction that threatens the PRTs’ ability to achieve the desired results.  Friction is an enduring element of warfare; by definition, friction impedes the motion or tendency to motion of one body relative to another – it slows things down.
  In this study, there are two central issues that can significantly contribute to the friction that potentially impedes the PRTs’ ability to accomplish their mission.  First, the PRTs must fully recognize the role that tribal culture plays in shaping Iraqi acceptance of and participation in local and provincial governance. Specifically, gaining access to and building trust amongst the Sunni tribes will take time.  Second, Americans want to see favorable results quickly.  However, in Iraq, military forces and PRTs are fighting against an insurgency which by its very nature is protracted – winning takes time.  Failure to give PRTs the time needed to address the potential friction generated by these competing cultural expectations places the PRT’s efforts in Iraq at risk.  Can PRTs really achieve the stated NSC objectives in 12-18 months? 
Post Combat Instability -- How Did We Get Here?

Prior to the war, there were many and varied estimates on what was required to ensure Iraq’s stability once Saddam fell.  In her book, Reckoning: Iraq and the Legacy of Saddam Hussein, journalist Sandra Mackey accurately anticipated the chaos and anguish we observe today in Iraq.  She stated, “Even without blood, there will be chaos within the ruins of a police state that never gave the Iraqis any opportunity to participate in governing.  The Iraqis will not be able to restore order alone.” 
  Mackey predicted that post Saddam, Iraq will suffer from a “feeble sense of nation.”
  Tribal, sectarian and ethnic divisions, key components of Iraqi culture, too often override any sense of national identity.   As a result, post Saddam, Sunni loyalists and radical and militant extremist organizations will be bent on perpetuating bloodshed and torment to discredit the legitimacy of a replacement government in which Sunni tribes feel marginalized.  Additionally, the insurgency will be advanced by “groups pouring out their anger at decades of despotism, suffering under sanctions, and real and perceived injustices of one group over another.” 
     
Before OIF was launched, the US military and other government agencies acknowledged that Iraq’s already poor infrastructure and eroding public services would be further damaged as a result of planned combat operations.
  While there were differences of opinion as to the degree, it was known that reconstruction activities would be required of the USG once Saddam’s regime fell.  Unfortunately, the USG’s effort to satisfy those requirements to include planning for and ensuring resources were in place for likely post combat contingencies was disjointed.   In their book, Cobra II, Michael Gordon and Bernard Trainor, reinforced the argument that the USG lacked a coherent strategy for post combat activities prior to executing the first major battle of the war.  Of what planning was conducted for the post major combat phase of the campaign, arguably the decisive phase, much was at the eleventh hour and it was not well coordinated.  The focus of limited reconstruction planning

was really not to go in and fix [Iraq], but to fix what [the US military] broke.  The assumption was made that the country was functioning beforehand.   [This was] a dramatic underestimation of the condition of Iraqi infrastructure [and] turned out to be one of [the] biggest problems, and not the war damage.
  
More importantly, assessments of the campaign plan noted that the objective to complete the major combat phase with minimal US forces directly competed with manpower requirements for stabilizing Iraq.  The planned campaign “was specifically designed to break all control mechanisms of the regime and there would be a period following regime collapse in which the [USG] would face the greatest danger to [its] strategic objectives.”
  
In the aftermath of major combat operations, the Department of Defense served as the lead agency for securing postwar Iraq.
  Donald Rumsfeld, the US Secretary of Defense (SecDef), appointed Ambassador L. Paul Bremer III as the administrator of the Coalition Provisional Authority (CPA) on May 13, 2003.  Bremer’s mission was to ensure that the CPA worked with Iraqis to establish the conditions necessary to achieve the US strategic objective for a unified, stable, democratic Iraq with an effective representative government, protected freedoms for all Iraqis, a growing market economy, and a nation able to defend itself against internal and external threats without posing a threat to its neighbors or international security.
   Bremer’s CPA oversaw multiple reconstruction and development activities aimed at repairing an old battered Iraq, eliminating Baath Party influence and initializing efforts to form democratic institutions.  Among Bremer’s more controversial actions while leading the CPA were his decisions to disband the Iraqi Army and deny Baathists participation in the new government.  The arguably unintended effect of these critical decisions was to disenfranchise the majority of Iraqi’s Sunni population.  As a result, many Sunni tribes, which provided much of the manpower for the Baath Party and the army, quickly became discontented; their support of the CPA efforts waned, their support to the insurgency grew.  On June 28, 2004, the CPA transferred authority to an interim Iraqi Governing Council which assumed leadership.  Although, by this date, Iraq was arguably moving toward democracy, it was clearly not unified or becoming more stable.

Today, with the CPA dissolved and a legitimate Iraqi government formed, the US Ambassador to Iraq, through the Iraq Reconstruction Management Office (IRMO), is charged with overseeing the reconstruction and rehabilitation of Iraq.
  Billions of US dollars have been and continue to be spent on reconstruction and rehabilitation activities.
  Despite several significant setbacks in availability, selected essential services have seen generally upward trends in the post Saddam Hussein period.  Theoretically, Iraq should be increasingly stable, but based on most indicators Iraq is instead increasingly volatile and less secure.  There is little evidence the reconstruction and development effort, key to achieving stability in Iraq, is working effectively.
  Consequently, as the costs of the war effort rise, the American populace is growing wearier.   What is not working well and why? 
What does Doctrine Say?  

Despite some claims that the US military had limited knowledge about post-combat operations, there was and remains substantial doctrine available.
  First, current USG guidance and US military doctrine for stability operations recognizes that viable efforts promoting economic growth, protecting human health, providing humanitarian services and promoting democracy in developing countries are critical components to ensuring stability.  These elements are indeed necessary steps to defeat the insurgency in Iraq.  In short, there is a symbiotic relationship.

The success of military strategy and the success of development policy [are] mutually reinforcing. Development cannot effectively take place without the security that armed force provides.  And security cannot ultimately occur until local populations view the promise of development as an alternative to violence.

At the strategic level, National Security Presidential Directive – 44 (NSPD-44) assigns US State Department (DoS) the responsibility to plan and coordinate US government efforts in stabilization and reconstruction.  The Secretary of State (SecState), coordinating with the SecDef, ensures stability, security, transition, and reconstruction (SSTR) operations are harmonized with military operations.
  DoD Directive 3000.05 “Military Support for Stability, Security, Transition, and Reconstruction Operations” outlines how DoD fulfills its role under NSPD-44.  The directive notes that integrated civilian and military efforts are key to successful SSTR operations and charges DoD to work closely with USG departments and agencies, foreign governments, global and regional international organizations, NGOs, and the private sector. The Under Secretary of Defense for Policy (USD(P)) is responsible for representing SecDef in discussions on stability operations policy and strategy.
  

At the operational level, Joint Publication 3.0, Joint Operations, divides major operations or campaigns into six distinct phases, Phase 0 through Phase V.  Reconstruction activities are discussed at length as part of Phase IV, “Stability Operations.”
  Stability operations, or more manifestly SSTR operations, encompass various military missions, tasks, and activities conducted in coordination with other instruments of national power to maintain or reestablish a safe and secure environment, provide essential governmental services, emergency infrastructure reconstruction, and humanitarian relief.
  SSTR operations begin with significant military involvement including combat, then move toward enabling civil authority as the threat wanes and civil infrastructure is reestablished.  Doctrine states that, eventually, military forces will support the efforts of host nation (HN) authorities, other government agencies (OGAs), international governmental organizations (IGOs), and non-governmental organizations (NGOs).
  Generally, SSTR operations ensure the strategic end state continues to be pursued at the conclusion of combat operations, or Phase III, “Battlefield Dominance.”
  However, joint doctrine recognizes the importance of conducting SSTR activities throughout an entire operation.  “To reach the national strategic end state and conclude the operation/campaign successfully, JFCs [Joint Force Commanders] must integrate and synchronize stability operations with other operations (offense and defense) within each major operation or campaign phase.”
  Finally, Joint Publication 3.0 also recommends reconstruction operations occur as an integral part of any counter-insurgency (COIN) operation.
Doctrine supporting the DoD policy and the joint operational guidance for SSTR was recently published for application at the tactical level of warfare.  Until recently, Counterinsurgency (COIN) efforts were largely viewed as an operational area neglected in broader American military doctrine and national security policies since the end of the Vietnam War.  On 15 December 2006, the US Army and US Marine Corps jointly released Field Manual (FM) 3-24 (Marine Corps Warfighting Publication (MCWP) No. 3-33.5), Counterinsurgency, providing tactical commanders with tactics, techniques, and procedures (TTPs) that merges traditional approaches to COIN with the current international arena shaped by technological advances, globalization, and expanding extremist ideologies.
  While FM 3-24 does not specifically address PRTs as a tool in SSTR operations, it references the success of PRTs in Afghanistan and highlights reconstruction as an integral part of any counterinsurgency operation.  It states:  “As security improves, military resources contribute to supporting government reforms and reconstruction projects. Victory is achieved when the populace consents to the government’s legitimacy and stops actively and passively supporting the insurgency.”
  The FM states that today’s operational environment requires military organizations at all echelons to prepare for a broader range of missions than before including stability operations and post-conflict reconstruction tasks.

Clearly sufficient doctrine exists to guide post-conflict operations at every level of warfare.  But while the media is flush with reports of troop increases and security failures in Iraq, little is reported regarding the NSC directed increased integration of civil and military efforts to “harness all elements of national power by further augment[ing] joint civilian-military efforts throughout the theater”.
   At the operational and tactical level, the joint civilian-military effort to achieve the stability and reconstruction mission will be led by expanding operations of US and Coalition led PRTs in Iraq.  What exactly is a PRT? More importantly, are PRTs the right choice?
PRTs – Who, What, Where, and When and Why. 
PRTs provide the principle means for bringing all elements of US national power to bear to achieve NSC objectives in Iraq at the provincial level.  The concept and employment for PRTs in Iraq grew from a joint initiative between the Multi-National Forces—Iraq (MNF-I)/DoD and the United States Mission Iraq (USMI)/DoS.  Each PRT typically includes up to 100 government civilian, military, and contractor personnel from DoS, DoD, IRMO, Department of Justice (DoJ), the US Department of Agriculture (USDA) the US Agency for International Development (USAID).
  Consistent with US Doctrine, they will work closely with military maneuver units in Iraq to conduct effective SSTR operations and, in most cases, will be collocated with military units at Forward Operating Bases (FOBs).  This interaction is further required, because the only military personnel assigned to the PRTs are civil affairs and engineering specialists.  Accordingly, PRTs rely on the host installation to provide all force protection.  

In Iraq, the PRTs aim is to rapidly enable development, governance and economic progress at the provincial level.  Specifically, their mission is

to assist Iraq’s provincial governments with developing a transparent and sustained capability to govern, promoting increased security and rule of law, promoting political and economic development, and providing provincial administration necessary to meet the basic needs of the population.

At the national level, the US has several agencies engaged whose efforts are coordinated by the National Coordination Team (NCT), a joint DoS/DoD initiative tasked “to coordinate the deployment and supervise the civil-military operations of the PRT capacity building program.”
  Below the provincial government at the district/city government level, the maneuver commander takes the lead working with the Intra-Agency Stabilization Task Force (ISTF), an initiative of the Multi-National Corps—Iraq (MNC-I).
  This increased attention placed on improving the linkage of reconstruction efforts straddling national and local goverments illuminates the divide between the levels of government in Iraq in the wake of Saddam’s fall.  Iraq’s inability and poor capacity to govern effectively and administer to the needs of local populations reflects the years of tyranny by Saddam Hussein's Baathist regime which eliminated any functioning provincial or local government of a form recognizable to developed countries.  Instead, Saddam left managing the local populace in the hands of the roughly 150 tribal factions which acted in their tribal interests.  While Saddam deftly manipulated his resources and power to maintain control of these tribes, in his absence, many Sunni tribes, especially those most loyal to Saddam, perceive themselves to be largely marginalized or ignored in current reconstruction and political development efforts.
  However, USG has had insufficient personnel in Iraq, both military and civilian, to gain access and address Sunni tribal leadership security and political concerns.
In January 2007, corresponding loosely with the surge in US troops to gain control of the security in Iraq, DoS issued a new concept of operations which includes expanding the number PRTs in Iraq from 10 to 20 and refocusing their efforts.
  Surprisingly, this significant multi-agency endeavor to provide unity of effort to SSTR operations in Iraq has been largely ignored by the media which is focused primarily on troop increases.  Changes in PRT lines of operation include: 1) a reemphasis in a decentralized approach to bolster moderates, promote reconciliation, support our counterinsurgency strategy, foster economic development, and build provincial capacity to hasten the transition to Iraqi self-sufficiency; 2) a focused channeling of assistance to moderates to strengthen their hand as they struggle to hold extremists at bay while building a new Iraq; 3) collocation with Brigade Combat Teams (BCTs) where advantageous and the security situation dictates; and 4) use of joint policy guidance from Embassy Chief of Mission and MNF-I Commanding General to target both civilian and military resources against a common strategic plan.
   
The PRTs are a tool that, given a chance, could significantly contribute to setting the conditions for long term stability in Iraq.  Each is designed, built and fielded with trained subject matter experts in key functional disciplines to address the critical needs of the local populations.  On one hand, many of the current challenges to implementation such as manning the teams with the appropriate number of people with the correct skills sets and obtaining the necessary funds from Congress, minor sources of friction,  are being aggressively worked and show clear signs of being overcome.
  On the other hand, two key considerations in the Iraq conflict are potentially major sources of friction that endanger any hope for the success of the PRTs and the larger national strategy in Iraq if they are not properly addressed.  The first is the possibility that PRTs, in their efforts to interact, coach, teach, and engage local government entities may adhere to a singularly western model of government structure and governance with little, if any, credence or consideration given to the very non-western governmental process or structures that exist in Iraq.  More specifically, PRTs must operate with an understanding of the key role tribal culture plays at the provincial and local level throughout Iraq and the particular impact of continued marginalization of the Sunni tribes within the government of Iraq.  The second and far more daunting challenge, is overcoming the American people’s and Congress’ impatience which is driving US strategy in Iraq to focus on achieving results in 12 to 18 months rather than a more realistic timeframe of 12 to 18 years.  

Sources of Friction:  Different Cultures,  PRTs and Time  

To make war on rebellion is messy and slow, like eating soup with a knife.

The first key to PRT’s success will be determined by how well they follow the principles of reconstruction and development.  Andrew S. Natsios, a member of US Agency for International Development (USAID) argues there are nine principles, the first and most important is ownership.
   

[Reconstruction and] development initiatives must meet the country’s needs and it’s peoples problems as they perceive them, not as distant policy makers imagine them…[this] is a laborious process that emerges with time and effort.  It requires a strong agency ground presence in order to build credibility, trust, and consensus in the local population.
  

When applied to the Iraq problem, Natsios’ reconstruction principles suggest it is imperative that PRTs connect with local populations, specifically local Sunni tribes.  In 2005, Andrew Krepenvich identified the largely disaffected Sunni tribal population as a key source of the insurgency.  He also argued that “US and Iraqi forces should …target those areas where they can find tribal allies—and should design reconstruction efforts to ensure that the cooperative local sheik receives “credit” for his help in the eyes of his tribe.”
  This view was reinforced in the January 2007 National Intelligence Estimate.  In it, the US intelligence community identified “broader Sunni acceptance of the current political structure as a development that could reverse the trends of violence in Iraq.
  This estimate also advocates a “bottom-up approach” wherein organizations work “more directly with neighborhood watch groups …to help mend frayed relationships between tribal and religious groups, which have mobilized into communal warfare over the past three years.”
 
An increase in the number of PRTs employed in Iraq increases their opportunities to gain access to and connect with local Iraqi populations, especially the Sunni tribal communities feeding the insurgency.  The USG aim must be to convince these local populations that they will be better served and protected by a strong, just and legitimate Iraqi government.   Under the Saddam regime, the Sunnis were power brokers whose influence was swiftly stripped away when the regime fell.  Throughout OIF they have been fighting for survival.  Currently, the Sunni tribes’ position in the federal and local governments is marginalized and until this reality and /or perception changes, the conflict is likely to continue.  
In order to achieve their objectives within Iraq PRTs must first recognize that appealing to Sunni tribes’ sense of nationalism or a concept of a functioning democratic government that meets broader national interests, whether seen as good or bad, are simply not that important.  Rather “the particular interests of family and tribe override any sense of the common good.”
  Real power rests along tribal lines – tribes come first.   Sheik Turki Talal Ghartani, an influential actor controlling much influence over a large Sunni tribe loyal to Saddam, once noted ‘that until the [Iraqi] government recognizes the Sunni tribes and brings these tribes, as the Iraqis know them, into the folds of the government and where principal tribal leaders wield political power as a tribal leader, not as a government official, he will not assist the peace process by directing his tribes and sub tribes to stop the violence.”
  
Furthermore, gaining access to and building trust among the Sunni tribal leaders will, as T.E Lawrence notes in Seven Pillars of Wisdom, take time; it’s a function of Arab culture.
However, the current planned employment schedules of PRTs in Iraq will likely counter their conceptual utility and further risk their progress.  First, the operational timelines for PRTs are very short.  They are directed to achieve results rapidly, in 12 to 18 months.  Secondly, many of the key leadership roles within the PRTs are filled by members of civilian government agencies (e.g. DoS and Departmentment of Homeland Security) expected to operate in Iraq on three to six month rotations.
  While these relatively short timelines reflects desires to limit the exposure of government civilians to the harsh environment of Iraq and satisfies American cultural expectations for quick results, it conflicts with Iraqi cultural expectations.  These short timelines are likely to be major sources of friction that potentially undermine the planned benefits of employing PRTs.  
Given that the Sunni Iraqi culture is a tribal-relational culture, building meaningful personal relationships is essential to getting things done both in and with the tribe.   But building these relationships to achieve desired effects takes time. This is especially true in the areas where tribal customs dominate – outside the Green Zone, the focus area listed in the January 2007 NSC Strategy Review for Iraq.  In working with the Sunni Iraqi tribes, PRTs must first establish meaningful relationships with the “faces of the tribes” or influential sheiks.  However, Sunni norms, rituals, and customs can limit immediate access to these key leaders.  Understanding these customs is very important and should shape PRT processes, procedures and expectations.  For instance, attempting to get down to business on the first visit or meeting is a social taboo.  In fact, it can take up to three months before a meeting with a tribal leader actually includes discussions related to reconstruction, insurgency or any other matter related to the US mission or agenda.  The first meeting is merely an introduction and for the tribal leader to size up the person, “the face of the PRT” with whom he will do business.  The second meeting, if there is one, will likely involve meeting the sheik’s sons and other male relatives, often over a meal.  It is only at a third meeting, after a degree of trust and personal relationship has been established, that any real business will be discussed. 

By stark contrast, American culture is hurried. Americans are generally impatient and expect quick and decisive results.  Similarly, American military culture reflects a US bias for short, intense, conventional application of force to achieve objectives in war and developed concepts and transformed military structure to this end.  As a result the US track record in “small wars,” which by their very definition are limited and protracted over time, is poor.
    Since Vietnam, the United States’ predisposition was to bring to bear the preponderance of national military power in the most direct and decisive manner possible -- to destroy an opponents military in order to end the conflict quickly.  Why should Americans expect anything different in Iraq?
The politics associated with America’s quick fix tendency and the 24/7 news barrage that drives every failure in Iraq into the American public’s subconscious will inevitably pressure USG leadership to demand PRTs deliver visible results quickly.  This pressure may influence the operational and tactical decisions made on the ground in Iraq resulting in a focus on symbolic gestures and short term solutions that by the very nature of this complex social battleground have no hope of achieving lasting success.  What many may not recognize is that falling short of victory in Iraq will bring unbearable consequences for the US --“what happens to the stability of [Iraq] directly relates to the economic well being of every American.”
 

Therefore for Iraq, the key question is, “Can the US win quickly?”  The real answer is “No.”  By design, the insurgent’s guerilla like approach to this war will be protracted over time and as Mao Tse-tung stated in guerilla warfare “there is no such thing as decisive battle.”
  But the US can achieve its strategic objectives for Iraq as “guerrilla forces are not invincible.”
 
To achieve its objectives, the USG has acknowledged that winning in Iraq requires a new approach to counterinsurgency, one that focused on providing security to Iraqis rather than hunting down insurgents.  Accordingly, ways and means to include all elements of national power have been adapted not simply by increasing the numbers of troops and PRTs but also by focusing their efforts to meet these objectives.
  In part this new strategy stems from the recognition that the US cannot win in Iraq militarily, it has to win totally.  “When there are no economic and political foundations for the guerilla movement, there will be no guerilla movement.”
  However, it will take time to achieve success – a protracted commitment.
Admiral Fallon, newly appointed Combatant Commander for United States Central Command emphasized that “to stabilize Iraq, more time, effort and patience will be needed by the United States, particularly with a new counterinsurgency strategy being implemented by the new top U.S. commander in Iraq, Army Gen. David Petraeus.”  Furthermore, that strategy includes both more combat troops to improve physical security to Baghdad and western Anbar province and additional PRTs that will begin to connect with local populations to address there concerns and grievances.  "We have made major decisions to take a different approach in dealing with the situation in Iraq," Fallon said. "Nothing happens overnight. You don't snap your fingers and suddenly everything goes quiet and peaceful. It's going to take work, dedication and some time.”
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