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Consultation 
 
7. This COSC provides the first exposure for Groups and Services to review the allocated 
lead’s position on respective recommendations. Further analysis and consultation will be conducted 
in order to prepare a paper that enables focused discussion and decisions at the 2 August COSC.  
Consultation comments will be provided as an annex to the 2 August COSC Agendum paper with 
dissenting views highlighted.   
 
Contact officer: MAJGEN Andrew Hocking,  Co-lead and author of Afghanistan Campaign 
Study  
Date authorised:  17 Jun 22 
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DEPARTMENT OF DEFENCE 

CHIEFS OF SERVICE COMMITTEE 

 

SENSITIVE: COMMITTEE 

OFFICIAL  

BQ29154194 

 

COSC AGENDUM 457 OF 2021 – PREPARING FOR THE FUTURE: KEY 

ORGANISATIONAL LESSONS FROM THE AFGHANISTAN CAMPAIGN 

 

Sponsoring COSC member:  Chief of the Defence Force  

 

SPONSOR’S EXECUTIVE SUMMARY 

 

Purpose 

 

1. To brief COSC on the outcomes of an independent study commissioned by the Chief of the 

Defence Force into organisational-level lessons from the Afghanistan Campaign.       

 

Key judgments 

 

2. The study highlights that the Afghanistan Campaign was protracted in duration, framed by 

high and evolving aspirations at the political level, characterised by complex coalition 

considerations at the strategic level, and executed in an environment with deep historical and 

cultural dynamics at the tactical level. It finds that these complexities drew out remarkable qualities 

of leadership, determination, adaptability, courage and compassion at every level. It also finds that 

the Afghanistan Campaign drove significant evolution of ADF capability in areas including 

intelligence fusion, rapid capability acquisition, force protection, detainee management, personnel 

support and overall combat mindset.  It finds that Australia’s future strategic environment and the 

evolving nature of warfare will be increasingly characterised by grey-zone activity, a convergence 

of cross domain effects, and the need for soft and hard power integration. To best prepare for this 

future, the study identifies key organisational lessons in areas of strategy making, campaign design, 

command and control, risk management, learning systems and aspects of ADF culture.   

 

Recommendations 

 

3. It is recommended that COSC: 

 

a. note the outcomes of the study.   

 

b. offer any feedback for consideration prior to publication. 

 

Resource implications 

 

4. There are no additional resource implications. Following any COSC inputs and final editorial 

adjustments, the study will be published at the UNCLASSIFIED level as part of Australian Defence 

College - Vanguard Occasional Paper Series. This is expected to occur prior to mid December 2021.  
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Consultation 

 

5.  Within an established ethics framework, the study has been informed by a broad literature 

review and reflective inputs from approximately 150 current and ex-serving ADF personnel, 

academics and national security leaders. Early drafts of the paper have also been circulated to the 

Secretary, CDF, VCDF, Service Chiefs, CJOPS, CDI, FAS IP, FAS Gov and Reform, other select 

members of the Defence Senior Leadership Group, academics and national security leaders. Feedback 

from this consultation has been incorporated where appropriate.       

 

 

Contact officer:  ADC to MAJGEN Andrew Hocking   

Date authorised: 01 Oct 21 
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AGENDUM PAPER 

 

Background 

 

1. On 22 Jun 21, the CDF issued a directive to MAJGEN Andrew Hocking to lead an 

independent study to identify, consolidate and report on ADF organisational-level lessons from 

operations in Afghanistan between 2001 to 2021 (see annex A).  

 

Objectives of the study 

 

2. The objectives of the study were to: 

 

a. Prepare the ADF for future operational demands, by identifying core organisational 

learnings from the Afghanistan experience. 

 

b. Stimulate focused, rapid, and ongoing learning at a range of levels during the course of the 

study, where appropriate. 

 

c. Reinforce best practice for lessons learned within the ADF. 

 

d. Ensure confidence in Defence’s culture and practice of learning. Cut and paste 4a-4d from 

the Directive.  

 

e. Reinforce trust and confidence with government, non-government, and international 

partners; and most importantly with the Australian community we serve. 

Outcomes of the study 

3. The outcomes of the study are contained in the draft paper at enclosure 1. An Executive 

Summary of the key organisational-level lessons is on pages 3-5 of the draft paper.  

 

Recommendation 1:  That COSC note the outcomes of the study. 

Recommendation 2:  That COSC offer feedback for consideration prior to publication.   

 

Opportunities/risks and mitigations 

 

4. Increasing public interest in the Afghanistan evacuation operation and overall campaign 

may generate a degree of media and political interest. This presents an opportunity for the study to 

drive broader discussion and learning. It also presents an opportunity to demonstrate the importance 

of open, objective and thoughtful reflection. The associated risks are mitigated by fact that the study 

is focused on ADF learning and has avoided any detailed discussion of matters relating to 

government policy.  

 

5. Risks associated with compromising ongoing war crimes investigations have been 

mitigated through early consultation with IGADF and the provision of independent legal advice. 

This ensured inputs were not sought from people where this risk was apparent.  
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6. Opportunity also exists for the recommendations of the study to be further discussed by 

COSC post publication, with a view to determining any follow on action.  

 

 

Conclusion 

 

7. It is hoped that the findings of this study stimulate further debate, and inform ongoing 

organisational-level learning that best prepares the ADF for future challenges. 

 

Annex A: 

A. CDF Directive 07-2021 – Preparing for the Future: Lessons from the Afghanistan 

Campaign.  

 

Enclosure: 

1. DRAFT for COSC – Preparing for the Future - 1 Oct 21 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Defence FOI 517/23/24 
Item 3, Document 3



OFFICIAL  

SENSITIVE: COMMITTEE 

ANNEX A TO 

COSC AGENDUM 457 OF 21 

12 OCT 21 

SENSITIVE: COMMITTEE 

OFFICIAL  

CDF Directive 07-2021 – Preparing for the Future: Lessons from the Afghanistan Campaign  
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DIRECTIVE 07/2021  

BY THE CHIEF OF THE DEFENCE FORCE 

TO  MAJOR GENERAL A.J. HOCKING, CSC 

PREPARING FOR THE FUTURE: KEY ORGANISATIONAL LESSONS 

FROM THE AFGHANISTAN CAMPAIGN 

REFERENCES 

A. Afghanistan Inquiry Reform Plan, Version 1.0, 26 May 2021. 

B. Lead the Way: Defence Transformation Strategy  

C. Human and Animal Research Manual, October 2020 

BACKGROUND 

1. The Australian Defence Force (ADF) has been involved in the Afghanistan Campaign 

since 2001.  There are numerous complete and ongoing bodies of work that document the 

campaign history and lessons at a range of levels.  

2. Establishing a factual baseline, and consolidating organisational-level lessons within a 

whole of campaign context, will contribute to the ongoing development of the ADF as a 

lethal, capable, and dynamic military warfighting capability. It will ensure that the ADF is 

prepared for future operational demands. 

PURPOSE 

3. You are appointed to independently identify, consolidate, and report to the Chiefs of 

Service Committee (COSC) on ADF organisational-level lessons from operations in 

Afghanistan between 2001 to 2021.  
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RESPONSIBILITIES AND GUIDANCE 

4. The objectives of this study are to: 

a. Prepare the ADF for future operational demands, by identifying core organisational 

learnings from the Afghanistan experience. 

b. Stimulate focused, rapid, and ongoing learning at a range of levels during the course of 

the study, where appropriate.  

c. Reinforce best practice for lessons learned within the ADF. 

d. Ensure confidence in Defence’s culture and practice of learning.  

e. In accordance with Reference A, reinforce trust and confidence with government, non-

government, and international partners; and most importantly with the Australian 

community we serve. 

5. The deliverables of this study are to: 

a. Through a literature review, and targeted engagement with current or former leaders 

and other relevant personnel, consolidate, prioritise, and report relevant aspects of the 

campaign history and organisational-level lessons.  

b. Facilitate and stimulate organisational-level reflection and learning with Defence 

audiences, in relation to ADF operations in Afghanistan. 

c. Triage lessons learned from ADF operations in Afghanistan, and determine optimal 

mechanisms for driving ongoing organisational training, education and improvement.  

d. Evolve and model an organisational-level learning approach that might inform the 

development of an Enterprise Lessons Learned Framework, in accordance with 

Reference B.  

6. As additional guidance, this study is to: 

a. Gain ethics approval from the Defence People Research - Low Risk Ethics Panel, in 

accordance with HUMRESMAN (Reference C). 

b. Write in plain, non-attributable, and constructive language that is informed by the past 

but focuses on preparing for the future of the ADF and Defence. 

c. To maximise ongoing utility, seek to write and report at the lowest classification 

possible.  

d. Avoid duplication with other ongoing work within Defence, through partnering with 

other stakeholders, leveraging existing work, and participating as an observer on 

Afghanistan Inquiry Reform Stream work where appropriate.  

e. Avoid any approach that exacerbates inquiry stress or fatigue on stakeholders, and 

ensure appropriate welfare support is available to those engaged directly in 

discussions.    
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Annex: 

A. Acknowledgement of CDF Directive 07/2021 

 

 

Distribution 

 

MAJGEN Hocking 

 

For information:  

 

ASSOC SEC  

VCDF  

CN  

CA  

CAF  

CJOPS  

CJC  

CDI  

DEPSEC DP  

DEPSEC SP&I  

COMD FORCOMD 

COMD ADC 

H-AITF 

SOCAUST 
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ACKNOWLEDGEMENT OF JOINT DIRECTIVE 

 

I acknowledge receipt of CDF Directive 07/2021 and will comply with the instructions 

detailed within.  

 

 

 

 

 

A.J. Hocking  

Major General 

 

 June 21 

 

 

Annex is to be submitted the Executive Support Unit ( ) 
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