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SIERRA LEONE: LESSONS LEARNED
BY THE NIGERIAN ARMY

INTRODUCTION
1.
The UN was formed after the demise of the League of Nations with the primary purpose of maintaining international peace and security.  In pursuance therefore Articles 39 – 42 of the UN Charter empowered the Security Council to assess threats to international peace and security, commence process of intervention with preventive diplomacy and use force where diplomacy fails to maintain or restore international peace and security using air, sea or land forces of member countries as may be necessary.
2.
Consequently, the formal birth of UN peacekeeping was marked when the Security Council dispatched unarmed military observers to Palestine in June 1948 to supervise the negotiated truce in the first Arab – Israeli war. This was the United Nations Truce Supervision Organization (UNTSO).  Peace Support Operation (PSO) as it is known today was initially restricted to peacekeeping and peace enforcement operations.  It has however assumed wider dimension to embrace other peace related operations which were hitherto consigned to civilian agencies. 
3.
Nigeria’s participation in PSOs started in 1960 when her troops joined the UN operations in Congo (ONUC).  Apart from the UN platform, other regional and sub-regional organizations have also attempted to ensure peace in their respective regions through the instrument of PSO.  Articles 52 – 54 of the UN charter encourage regional groups to engage in peacekeeping operations in their own capacity.  Hence the OAU attempted its first peacekeeping mission in Chad in 1981/82 and another in Rwanda in 1992/93.  Economic Community of West African States (ECOWAS) initiated its PSO effort in Liberia in 1990. Over the last 2 decades, PSOs have become increasingly complex and multidimensional involving the employment of both military and non-military actors.  The Nigerian Army (NA) has participated in 30 UN PSOs, 3 under ECOWAS, 3 under the OAU/AU and 4 bilateral missions. A list of PSOs undertaken by the NA is contained in Annex A. 

4.
The increasing role of regional and sub-regional platforms in the maintenance of international peace and security saw Nigeria playing a pivotal and almost domineering role in West Africa.  This is substantiated in the operations of the Economic Community of West Africa Monitoring Group (ECOMOG) which Nigeria spearheaded and almost single handedly sponsored.  The ECOMOG structure was to stabilize the West African sub-region for about 2 decades.  Nigeria’s participation in PSOs has therefore been consistent with the maintenance of international peace and security even at her gross expense as was the case in Liberia and Sierra Leone.

5.
The ingredients of this paper are targeted at the focus group of this seminar 21 especially the Regular and Reserve Force unit commanders who will be implementing the SA Army Vision 2020 plans.
AIM
6.
The aim of this paper is to examine Nigeria’s participation in the Sierra Leone PSO with a view to drawing lessons learned by the Nigerian Army 

SCOPE
7.
The paper will cover:


a.
Concept of Peace Support Operations.


b.
Broad Overview of the Situation.


c.
Nigerian Contingent’s Experience.


d.
Complexity and Challenges Experienced During Missions.

e.
Important Lessons Learned.


f.
SA Army Preparation for Future African PSOs Towards 2020.


g.
Conclusion.    
CONCEPT OF PEACE SUPPORT OPERATIONS
8.
The US Joint Warfare Publication defines PSO as; “an operation that impartially makes use of diplomatic, civil and military means, normally in pursuit of UN charter purposes and principles, to restore or maintain peace…such operations may include conflict prevention, peacemaking and peace building which are principally to protect civilian agencies”.
 The British Field Manual however defines PSO as ‘’… the generic term used to describe those military operations in which a UN sponsored multinational force may be used”.
 This definition did not acknowledge the role of the police, paramilitary and civilian elements in PSO while the US Joint Warfare Publication recognized the role of the military, police and other civilian components in PSOs.  Therefore the US Joint Warfare Publications definition is more appropriate to this paper.
9.
It is my assumption that my audience is very versed and knowledgeable in the conceptual discourse of the components of PSOs i.e. peacekeeping, peace enforcement, peace making, peace building, preventive peacekeeping, observer mission, humanitarian operations etc.  And also of the pre-requisites for success of PSOs as asserted by the guiding principles enunciated by the UN. They include consent, impartiality, authority/legitimacy, mandate, finance and logistics and mutual respect.
 The components and guiding principles of PSO were prominent in the Sierra Leonean crisis.
BROAD OVERVIEW OF THE SITUATION

10.
The civil war in Sierra Leone lasted over nine years and had its origins traced to the interplay of various factors. Some of the factors include political, economic, social and external.  Politically, poor governance, containment of peoples’ freedom, election violence and thuggery, opportunism and greed for power and political killings precipitated the crisis.  Socio-economically, the factors were economic decline, mass poverty and unemployment, indiscipline amongst all levels of society, poor working conditions and ineffective government policies.
  The external factors were the economic opportunism vested in Sierra Leone diamond and the ideological calculations of some countries like Libya, Burkina Faso and Liberia in their support for rebels in Sierra Leone.
  These factors precipitated disaffection which the Revolutionary United Front (RUF) and other rebel groups capitalized to foment the crises.
11.
On 25 May 97, President Tejan Kabba’s government was overthrown in a coup de’tat 14 months after assuming power and replaced by the Armed Forces Revolutionary Council (AFRC).  In response to President Kabba’s request, ECOWAS Heads of Government in concert with OAU Leaders advanced a 3 policy approach to restore Kabba to office.  The first stage was to open dialogue and negotiation. The second was to impose sanctions and embargo on the regime while the last was to resort to the use of force in removing the regime from power.
 
12.
ECOWAS leaders established a 5 member contact group to facilitate their policy approach.  The members were Foreign Ministers of Ghana, Guinea, Ivory Coast, Liberia and Nigeria as the head.  The group’s contact and unsuccessful progress with the junta led to the Security Council backed embargo on Sierra Leone and the eventual peace meeting in Conakry  on 23 Oct 97 where the junta agreed to hand over power.  Reacting to the defiance of the junta, ECOWAS leaders activated their third option i.e. the intervention of ECOMOG in Sierra Leone on 2 Jun 97.
 Prior to the ECOMOG intervention from Liberia, a Nigerian Army Training Team had been stationed in Freetown based on a bilateral Status of Forces Agreement (SOFA).

13.
ECOMOG forces composing troops of Nigeria, Ghana, Guinea and Mali flushed out the AFRC junta from Freetown on 11 Feb 98 and captured over 60% of the country including all the provincial capitals.  President Kabbah was restored to power in Mar 98. In a renewed offensive, the rebels comprising AFRC and RUF recaptured some provinces from an already over stretched and seemingly tired ECOMOG. In succession the diamond rich district of Kono, Daru, Makeni, Kabala and Kambia fell to rebel control.  In Jan 99, rebels captured Eastern part of Freetown upto the State House.  ECOMOG forces regained initiative in a counter offensive and finally flushed the rebels out of Freetown in late Jan 99 recapturing much of the lost territories. 
14.
The Sierra Leone government and the AFRC/RUF rebels signed a cease-fire agreement in Lome Togo on 18 May 99 which came into effect on 24 May 99 before the Lome Accord of 7 July 99.  The signing of the Lome Accord changed the role of ECOMOG to peacekeeping. The Accord requested ECOWAS to revise the mandate of ECOMOG in Sierra Leone to include peacekeeping, security of the state of Sierra Leone, protection of United Nations Observer Mission in Sierra Leone (UNOMSIL), protection of Disarmament and Demobilization Centres and Reintegration of combatants.

15.
Hitherto the Lome Accord, ECOMOG was financed by ECOWAS and principally Nigeria.  But by 1999, some Western countries had started lending support to ECOMOG necessitating the need for UN to assume control.  In line with this concern, the Security Council assessed the situation and authorized the establishment of United Nations Mission in Sierra Leone (UNAMSIL) on 22 Oct 99 under Resolution 1270.
16.
The resolution authorized the deployment of a maximum        of 6,000 military personnel, including 260 military observers.
 The number was continually increased upto 17,500 to meet the emerging situations.  The Troops Contributing Countries (TCCs)  included Nigeria, Ghana, Kenya, India, Pakistan, Bangladesh, Zambia and others, which provided staff officers at the UN Force Headquarters.
  Thus the criteria of multinational, multilateral and interagency operations were met in Sierra Leone.
 THE NIGERIAN CONTINGENT’S EXPERIENCE
17.
The Nigerian Contingent’s (NIGCON’s) experience in Sierra Leone is in two fold; first in the ECOWAS PSO and then in the UN PSO. Though the experiences share the same characteristics and similarity, the former witnessed the darkest era in Nigeria’s foreign military operations. They range from the conventional to the absurd and include aspects of training, planning and preparation, logistics, equipment and morale, the Disarmament, Demobilization and Reintegration (DDR), peace building and humanitarian and quick impact projects. 
TRAINING  
18.
The Nigerian Army is a conventional army trained principally for conventional warfare. The contingent therefore found itself engulfed in a theatre of unconventional warfare.  She had to learn and train to contain asymmetric tactics in the theatre.  Furthermore the scale of arms and ammunition in the Sierra Leonean theatre were abnormal.  For instance while the Nigerian contingent used the RPG7 as an antitank weapon, the rebels employed them for antipersonnel role and even used Anti-Aircraft guns as Machine Guns.
PLANNING AND PREPARATION
19.
From the on set the NIGCON for ECOWAS PSO had flawed planning and preparation.  The planning stage failed to envisage the difficulties of sustaining contingents thousands of kilometers away.  It failed to appreciate the contending issues on ground and did not adequately forecast casualties in manpower and equipment hence at a time; the contingent became trapped in Sierra Leone as the she could not rotate troops.  She had to bear the burden of troops replacement as other TCCs became reluctant.  Gradually the Nigerian contingent became tired and worn out and its fighting efficiency and invisibility became diminished and demystified.   
LOGISTICS  

20.
The contingent experienced acute logistics problems in the areas of transportation (Land, Air), medical supplies, communication facilities etc.  Also sustenance items such as food, medicine and other supplies arrived long after the peace force arrived in the theatre of conflict instead of the other way round.
  For instance Nigerian Battalions 1 and 2 (NIBATTs) arrived Lungi Airport on 1 Dec 99 with an appearance that indicated lack of preparedness
.  They had no sleeping kits….. Basic equipment like tents, field kitchen, beds and mattresses were not forthcoming.  There was no arrangement for their feeding.
 The Contingent Table of Equipment (TOE) fell short of the UN expectation for TCCs.  NIGCON lacked the required number of APCs, vehicles and communication equipment to operate in the mission area.
   
EQUIPMENT 

21.
The NIGCON experienced severe inadequacy of contingent equipment holding. Communication, medical and hardware military equipment and spares became dysfunctional without due battle line replacement.  Consequently command and control cohesion reduced affecting the state of equipment readiness and combat efficiency. At a time in Sierra Leone, replacement of faulty major components of APCs, Guns and signal equipment had to be delayed owing to unavailability in situ.
MORALE  
22.
Troops morale became affected when the periodic rotations were no longer maintained owing to the change of mandate from peacekeeping to peace enforcement.  They became exposed to the whims and caprices of nature, as self control breaks down with over stretched endurance.  Some soldiers began developing bad habits which contributed to indiscipline in the mission area.
DDR PROGRAMME  
23.
NIGCON actively took part in the DDR programme.  Infact the programme started after the Lome Accord but failed with the reopening of hostilities.  NIGCON troops manned reception sites at Kambia area, Mange, Rosar, Rogberi Junction, Malai, Koso Town, Lungi Loi, Pepel Island and Wilberforce Barracks and Demobilization Centres at Port Loko North, South and Lungi.
PEACE BUILDING   
24.
NIGCON troops participated in the supervision and monitoring of elections, reorientation training of the disarmed soldiers and the teaching of children in schools.  The performance of NIGCON in these tasks though salutary did not conform to the best practices as NIGCON was not adequately trained and equipped for this multidimensional aspect of PSO.  The NA’s vast experience in previous UN and regional operations were mainly centred on traditional peacekeeping hence the strange perception of peace building as soldiers responsibility.
 

HUMANITARIAN AND QUICK IMPACT PROJECTS   
25.
NIGCON embarked on humanitarian projects aimed at winning heart and minds and ameliorating the sufferings of war torn Sierra Leoneans.
  Some of the projects executed include mobile clinic services at Kambia and Port Loko districts.  Renovation and equipping of Port Loko Teachers’ College and Home Economics Centre.
 However, NIGCON troops lacked basic training in humanitarian duties hence their perception by some civilian humanitarian organizations as crude and hostile.

THE COMPLEXITY AND CHALLENGES EXPERIENCED 
DURING MISSIONS 
26.
The challenges experienced by the NA have commonality owing to the recurring factors of planning, preparation and logistics which have already been discussed. Others are ambiguous and partisan mandates, lack of detailed information and intelligence, lack of skilled personnel, difficulties in command and control and lack of national policy on PSOs.

AMBIGUOUS MANDATE

27.
The issue of unclear mandate has been perennial to the PSOs that the NA has participated. For example, in the Congo, the mission did know how to handle the emergency created by the mercenaries from Katanga. 
  In Chad owing to the unclear mandate, OAU troops stood by watching a party to the conflict chase out the government in power.   In Liberia and Sierra Leone, the mandate was for peacekeeping whereas the reality was peace enforcement culminating into limited war. This exposed the battle endurance of the NIGCON as other nations’ contingents stuck to the peacekeeping mandate and refused peace enforcement orders.

LACK OF DETAILED INFORMATION AND INTELLIGENCE

28.
The absence of detailed briefing was a major challenge in Nigeria’s preparation for PSOs.  Commanders and troops were not adequately briefed on the causes of the conflict, the belligerents and key players in the conflict, topography and Nigeria’s interest.
 For instance, the first ECOMOG troops in Sierra Leone in 1997 discovered that the available maps were outdated.
  In another instance, troops who were airlifted to Hastings near Freetown from Lungi were still finding own position when rebels struck drawing casualty on the NIBATT.
LACK OF SKILLED PERSONNEL 
29.
The NA’s participation in PSO has been mostly traditional peacekeeping.  Thus ECOMOG operation became a major challenge with over a brigade in the mission area. Most of the troops lacked necessary experience for the new multidimensional PSO. This deficiency led to most casualties as Nigeria was believed to have lost over 500 personnel in the Sierra Leone mission area.
 Indiscipline also crept into the ranks.  It was alleged that some NA personnel were involved in diamond mining, sexual abuses and illegal escort of VIPs.
  
DIFFICULTIES IN COMMAND AND CONTROL

30.
Most of NIBATTs that participated in ECOMOG in Sierra Leone and UNAMSIL consisted of officers and soldiers drawn from different units.  In some cases officers were posted to command units in the mission resulting in lack of cohesion which also affected discipline, espirit-de-corps and troops’ performance.  Another dimension was the refusal of other nations contingents’ taking orders from ECOMOG High Command.  This was exacerbated by the lack of coordination and consultation amongst TCCs.
  
LACK OF NATIONAL POLICY ON PSOs
31.
The non existence of a clear and definite policy on the preparation, entry and exit strategies and identification of national interest, amongst others affected NA’s participation in PSO.  A policy would have outlined Nigeria’s national interest in PSO as well as what level to participate in.  For instance Jordan and Japan do not participate in peace enforcement.
 

IMPORTANT LESSONS LEARNED

32.
Arising from Nigeria’s participation in PSOs over the years, some lessons have been learned by the NA.  These include the need for contingency plan and exit strategy/end state in PSO, adequate preparations and good planning as constituents of successful PSOs, importance of good intelligence, adequate logistics backup and finance, development and utilization of best practices.
 
CONTINGENCY PLAN AND EXIT STRATEGY  
33.
The NA learned the need to have a deadline by which, if there is no progress in resolving a conflict, peacekeepers will be recalled home.  In Liberia and Sierra Leone, there was no such deadline hence Nigeria could not withdraw as the conflict stretched to almost nine years.  Today, NA’s participation in all PSOs is for a period not more than 6 months.  Of course such deadlines could always be renewed but they will enable a contingent withdraw honourable without losing face.
        
GOOD PLANNING AND ADEQAUATE PREPARATION
34.
Throughout the ECOMOG era up to early UNAMSIL, good planning and adequate preparation was the bane of NIGCONs. However, since NIBATT 7 of UNAMSIL till date, units have been properly earmarked, beefed up, trained and equipped before deployment. Since the establishment of the Peace Keeping Wing (PKW) in Jaji – Kaduna, all NIGCONs receive pre-deployment training (PDT) and are equipped in line with MOU of the PSO platform. So as not to repeat the shameful experience of NIBATTs 1 and 2 UNAMSIL.

IMPORTANCE OF GOOD INTELLIGENCE

35.
The NA learned the overriding importance of detailed information and good intelligence. Much casualty was drawn from inadequate or complete lack of knowledge of the cause of the conflict, belligerents, history and topography of the mission area. Adequate briefing and particular to mission specifics are accessed units earmarked for all mission areas at formation headquarters levels and the PKW to avoid the Hastings experience. 

ADEQUATE LOGISTICS

36.
The problem of logistics backup bedeviled NIGCONs in PSOs for a very long time. From air and sea lift to specialist equipment and medicals. And from ECOMOG to UNAMSIL operations. Today there is a deliberate effort to conform to the TOE and MOU of the PSO platform in order not to re-enact the embarrassing scenes of Dec 99. Further more, contingent finance i.e. allowances and running costs which created wide scale indiscipline within the ranks and mutual suspicion at the leadership levels during the ECOMOG operations have also been addressed, as a result of the lessons learned.

DEVELOPMENT AND UTILIZATION OF BEST PRACTICES

37.
The consistent inadequacies of past missions led to the development and utilization of best practices as being achieved through the establishment of Directorate of Peacekeeping at the Army Headquarters, establishment of PKW and the training of units earmarked for PSOs. Unlike in the past (ECOMOG) when units were scrambled and inducted for missions, units are now earmarked and trained at the PKW and other PSO institutions through the assistance of the UK Government as provided by the British Defence Advisory Team (BDAT) and the African Contingency Operations Training Assistance (ACOTA) provided by the  USA. These are aimed at building the NA’s capacity in PSO. The assistance so far received under this initiative consist of numerous workshops, company and battalion level pre-deployment collective training packages.

PREPARING SA ARMY FOR PSOs

38.
Nigeria participated in PSOs for over 47 years before proffering strategies of enhancing her capacity for participating in PSOs. Much of the difficulties experienced by NIGCONs were self inflicted and no deliberate efforts were made to learn from the initial lessons until of recent. Therefore in preparing the SA Army for future African PSOs, effort must be made to learn from the Nigerian case study as both countries share leadership roles for peace and security at the regional and sub-regional levels.

39.
Since the nature and causes of internal and external conflicts in Africa are similar, it presupposes that similar instruments, ingredients and process of PSOs may achieve peace and stability if lessons are learned from previous PSOs. Consequently the sad and negative experiences of NIGCONs particularly in ECOMOG operations upto the early stages of UNAMSIL must be avoided as a first step while the lessons learned would be useful to the SA Army.

40.
These could be holistically achieved through a series of integrated strategies drawn out of the Nigerian experience. They include:
a.
Formulating a policy on SA Army participation in African PSOs indicating level of participation and determining SA’s interest in the theatre and in the event of change in PSO mandate.

b.
Developing a contingency plan with exit strategy/end state in PSO.

c.
Ensuring good planning and adequate preparation including detailed information and intelligence specific to the mission.
d.
Evolving a bold Logistics backup including finances. 
e.
Development of doctrine, SOP, TOE and techniques/tactics.

f.
Acquiring the structure of PSO training for company, battalion and services levels as well as humanitarian roles.

41. 
SA as a regional and sub-regional power may be prepared for a super power status in any PSO she participates in Africa.  She may be required to provide certain force level equipment that other TCCs may not have the capacity for particularly in the areas of air transport and armed helicopters, levels of medical care, engineering/recovery units and APCs. SA Army may be required to staff the force headquarters or produce the force commander.  Consequently, SA may be required to play “Nigeria” in any SADC “ECOMOG”. The types of concepts and approaches depend on the operational concept of the contingent, mandate of the mission, platform and SOFA.

42.
One way of promoting interoperability with other armies, NGOs and international organizations is through international, regional and sub-regional cooperation at the summit and lower levels using mechanisms available within, for instance in West Africa, there is ECOWAS Chiefs of Defence Staff forum where the peace and security of the sub-region is discussed and evaluated.  The ECOWAS Defence Security Commission and the ECOWAS standby force mechanisms are also windows of interoperability.  Above all, ECOMOG structure still exists.  NGOs and other international organizations also have their sub-regional seminars and workshops periodically where issues affecting the sub-region are evaluated.
ANALYSIS

43.
The relevant threats to the SA Army towards 2020 may be a theatre where some elements of PSO were not properly acquired before induction of troops i.e. Consent of parties to the conflict and SOFA.  Also the interests of TCCs and their response in the event of mandate change may expose the lead country.  Lack of good planning, adequate preparation and robust logistics backup may be threat indices to the SA Army.   The opportunities avail on the strength and capability of the SA Army participating effectively or leading a future African PSO and earning global acclaim for PSO.  This credential will have for reaching consequences in opportunities.  
CONCLUSION
44.
Nigeria’s participation in PSOs stated in 1960 when the NA joined the UN operations in Congo.  She has since participated in several UN regional and sub-regional PSOs as well as bilateral agreements.  The Sierra Leonean crisis was precipitated by the interplay of various factors including political economic, social and external.  ECOWAS intervened in the country invoking a sub-regional security protocol which restored deposed President Kabbah to power.  Reopening of hostilities further led to a cease fire agreement in Lome Togo and eventually Lome Peace Accord which paved the way for UNAMSIL.

45.
The NIGCON’s experience and complexity of challenges experienced during missions was a catalogue of woes ranging from the conventional to the absurd.  The NA learned some lessons after over 40 years participation in PSOs.  The lessons learned particularly in the Sierra Leone theatre were contingency plan and exit strategy, good planning and adequate preparation, importance of good intelligence, adequate logistics etc.
46.
In preparing the SA Army for vision 2020, concerted efforts must be made to avoid the challenges experienced by NIGCONs during their missions.  Consequently, some strategies were proffered including the formulation of a policy of SA Army participation in African PSOs.  The SA Army must be prepared for lead roles as she may be required to play “Nigeria” in any SADC “ECOMOG”.  

47.
Interoperability could be promoted through international, regional and sub-regional cooperation using available peace and security mechanisms.  Threat to SA Army towards 2020 could be theatre related where the elements of PSO are not properly acquired and if the SA Army did not prepare holistically for the mission.  The opportunities will however avail from an effective participation and earning a global acclaim for peace support operations.               
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