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Defense of Hamid Karzai International Airport
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Defense of Hamid Karzai International Airport (HKIA):

(V) Issue: Force not set to establish security of HKIA and commence ECC operations at start of the
NEO.

(U) Discussion: At the start of NEO CENTCOM and USFOR-A (FWD) were still setting the force. On
15 AUG, we were out of position relative to airfield security and a large majority of the security force
was still flowing in to theater. At the time CENTCOM directed 1/82 ABN to move into theater, ARG/
MEU and SPMAGTAF forces were still flowing into HKIA. In-theater C-17s and C-130s were at a
readiness rate of 50% with 3 of 6 in theater C-17s and 2 of 3 in theater C-130s having maintenance
issues. This impacted our ability to move in-theater forces rapidly. Within 72 hours we had the
appropriate forces to secure the airfield perimeter and rapidly respond to any breaches in perimeter
security. Prepositioning security forces earlier in the sequence could have prevented the initial
breaches in airfield security. The flow into theater was initially slow due to maintenance issues and
activation of TRANSCOM assets.

(U) Recommendation: Align flow of forces to NEO conditions matrix triggers and consider using forces
in theater as an initial in-extremis measure should timeline accelerate.
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DoS Integration
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DoS Integration:

(V) Issue: Consular affairs personnel rotated during NEO.

(U) Discussion: On 21 August, DoS brought in new consular personnel and replaced the consular
team that initiated the evacuation. This mid-evacuation rotation caused confusion as the new consular
team established operations. The new team shifted to initially AMCIT and legal permanent residents
only, but then shifted back, allowing P1/P2 refugees, and establish a level of SIV processing
paperwork that was acceptable. This caused confusion for security personnel and evacuees which led
to delays in evacuee processing. Consular staff did not have sufficient manning to supervise all
processing at the gates which often led to Department of Defense (DoD) personnel at the gates
making on the spot calls concerning paperwork. The Consular provided examples and training to the
DoD gate guards for processing paperwork, though with the limited time and exposure, there was
confusion as to what paperwork was acceptable.

(U) Recommendation: As recommended in JP 3-68, Department of State needs to identify in NEO
planning the expected NEO numbers by category. The DoS needs to provide the adequate number of
consular officers that were part of the NEO planning to facilitate the evacuee categories. The criteria
for prieitizatinn.aeeds to be presented up front and.designed with DoD lead ECC planners. ooz
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Crisis Action Planning: Abbey Gate Attack
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Crisis Action Planning: Abbey Gate Attack:

(V) Issue: Casualty identification and tracking practices were insufficient for a mass casualty event.

(U) Discussion: There was a severe failure in patient administration/tracking during the 26 August
MASCAL event. This failure caused the misidentification of one set of remains and at least one
casualty that was in critical condition. The names were misreported through official channels, but the
discrepancy was discovered prior to notification. A full accounting and re-identification of all casualties
was conducted prior to any further casualty processing.

(U) Recommendation: Establish and rehearse casualty marking and accountability practices.
Designate an individual/team with the sole duty of maintaining positive identification of casualties as
they are identified and tracking location and status.
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Afghanistan Special Interest Groups
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Afghanistan Special Interest Groups:

(V) Issue: Special interest groups contacted the Multinational Coordination Cell directly, and did not
prioritize American citizens.

(U) Discussion: The Multinational Coordination Cell was created to facilitate extraction of personnel
through requests received via phone and emails. Additionally, requests to evacuate at-risk Afghans
came from executive branch officials, lawmakers, their staff offices, retired and active duty GOFOs,
and special interest over pursuing AMCITs prioritized by the US Ambassador and DoS. These
requestors used both implied and actual authority to coerce members to extract their special interest
groups, resulting in devotion of limited manpower soley to this task and creating undue pressure on an
already complex process.

(U) Recommendation: Follow planning and preparation guidance in JP 3-68. Ensure all requests flow
through designated channels and not directly to the force executing the NEO. Develop an IATF to
serve as the focal point for requests that has the resources and ability to prioritize evacuation
requests, and consider forming on-site NEO coordination cell. Sustain the MNCC concept and
resource this in future NEOs to facilitate US and coalition requirements.
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