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OUTLINE SHEET LESSON TOPIC 1.1

Organization Structure for Joint Planning and Operations

INTRODUCTION:   This lesson describes the national military command structure.  It illustrates the framework comprising the National Command Authorities (NCA), Joint Chiefs of Staff (JCS), and unified and specified commands.  The lesson also explains how tasks are assigned by the Chairman of the Joint Chiefs of Staff and describes the organization and mission of each of the unified commands.

ENABLING OBJECTIVES

1.1

With the aid of references, describe in writing, the composition of the U.S. Organization for National Security.

1.2

With the aid of references, select from a list, the definition of the National Command Authority.

1.3

With the aid of references, select from a list, the definition of a Unified Command.

1.4

With the aid of references, select from a list, the definition of a Specified Command.

1.5

With the aid of references, select from a list, the functions of the Chairman, Joint Chiefs of Staff.

1.6 

With the aid of references, describe in writing, the composition of the Joint Staff.

1.7

With the aid of references, describe in writing, the functions of the Joint Staff.

1.8

With the aid of references, select from a list, the definition of the principal NCA tasking documents to the CINC's.

1.9

With the aid of references, select from a list, the functions of the nine Unified Commands.

OUTLINE

1. Elements of the Department of Defense

2. Historical Perspective

3. Organization for National Security

4. Guidance to CINCs

5. Unity of Effort

6. Joint/Multinational Commands

7. Sub-Unified Commands/Service Components

8. Unified Commands

SOURCE:
Special thanks to the Armed Forces Staff College from which we adopted this lesson.

INFORMATION SHEET LESSON TOPIC 1.1

Organization Structure for Joint Planning and Operations

STUDENT REFERENCES:
1.
AFSC Pub 1

2.
Unified Command Plan (UCP)

3.
Joint Pub 0-2, Unified Action Armed Forces (UNAAF)

4.
Joint Pub 3-0, Doctrine for Unified and Joint Operations
INTRODUCTION: 
The purpose of this lesson is to gain a common understanding of the relationships among the NCA, Chairman of the Joint Chiefs of Staff (CJCS), Services, and unified command structure.  We will briefly discuss the U.S. military structure and the CJCS guidance to, and the organization, missions, and responsibilities of our unified commands.  We recognize that for some of you, particularly those who may have served on a unified command staff or at a component headquarters, this class may be elementary.  But for the majority it probably will be a fairly useful stepping stone into the rest of our course.  For those with some expertise in this area, use this period as a refresher and, as we go through the lesson, share your experiences with the class.

1.
Elements of the Department of Defense (DOD): 

a. Let's begin by looking first at the Department of Defense (DOD).  As we start thinking at the unified or specified command, Service headquarters level, we must at least be familiar with the scope of DOD's involvement in what we will do.  DOD consists broadly of the Office of the Secretary of Defense, Joint Chiefs of Staff, Joint Staff, Military Department, Military Services, Unified Commands, Defense Agencies and DOD Field Activities.  It encompassed nearly 5 million people and 1,250 installations worldwide in 1990, but is continuing to downsize in response to the world's changing threat situation.

b. The concept of our military establishment as an efficient team of land, naval, and air forces is based on the principle that effective use of military power requires closely integrated efforts between all the Military Services.

c. In 1945, President Truman urged the creation of a department that could conduct integrated military planning.  He stated that "one of the lessons which must clearly come from the costly and dangerous experience of this war (World War II) is that there must be unified direction of land, sea, and air forces at home, as well as, in all other parts of the world."

d. He listed several objectives: integrated strategic plans, unified military programs and budgets, cost savings, coordination between the military and the rest of the government, parity for air power, unity of command in outlying bases, and equitable personnel policies.

e. It is interesting that the objectives put forth by President Truman almost 50 years ago are so relevant today.  Let's take a look at what's been done in almost 50 years to ensure a viable national military command structure.

2.
Historical Perspective:

a.
National Security Acts of 1947 and 1949:

(1) For almost 150 years before the enactment of the National Security Act of 1947, the two major Services, the Army and the Navy, had evolved as distinct and separate entities.  They had been established and organized by separate legislation; they looked directly to the President for leadership; they were monitored by separate congressional committees; they drew their funds from separate appropriations; and they got on as best they could with their own peculiarities, preoccupations, friends, and enemies.  No well-established habits or instruments of collaboration and cooperation existed.  When disagreements on planning or policy arose, only the President could make decisions affecting both.  As far as national strategy was concerned, it was largely left to the President to link foreign policy and military planning.

(2) The early defense establishment was able to cope with the expanding roles and operations of the separate services, but when technology and scope of warfare increased to its mid-20th-century level (World War II) the adequacy of separate organizations and commands came to an end.

(3) Within two months after U.S. entry into World War II, President Franklin Roosevelt and British Prime Minister Winston Churchill created the Combined Chiefs of Staff (CCS) to give strategic direction to the U.S./British war effort.  The United States, however, had no organization equivalent in structure and responsibility to the British Chiefs of Staff Committee to be represented on the CCS.  Therefore, in February 1942, President Roosevelt informally approved the formation of the Joint Chiefs of Staff.  This U.S. staff had neither a legal mandate nor formally defined duties.

(4) The organization of the Joint Chiefs of Staff during the war consisted of the Army Chief of Staff, the Chief of the Army Air Forces, the Commander in Chief, U.S. Fleet/Chief of Naval Operations, and the chief of staff to the Commander in Chief of the Army and Navy.  This organization throughout the war without a formal charter, giving its members tremendous flexibility in the execution of their duties for handling the requirements of the war.  The difficulties in this organization were overshadowed by the victories achieved in Europe and in the Pacific.  The fact that "during the war the chiefs reached an agreement only by numerous compromises and often long delays" was not adequately considered.

(5) The original senior members of the Joint Chiefs of Staff in 1942 were General Marshall, USA; Admiral King, USN; General Arnold of the U.S. Army Air Force; and chairman Admiral William Leahy, who was Chief of Staff to the President.  Under this organization, the Joint Chiefs of Staff continued to operate in the postwar period with few modifications.

(6) World War II experiences and the emergence of the United States as a global power showed a need for some basic changes in the organization of America's defense structure.  Army ground forces, the Navy, and the emergent Army Air Corps could not efficiently operate independently of each other.  However, deeply ingrained organizational loyalties and traditions brought strong support for continuing operations under two separate military departments.

(7) To resolve the situation and to ensure that combat forces would be employed under unified strategic direction, Congress enacted the National Security Act of 1947 following two years of study and debate.  It formally established the Joint Chiefs of Staff as a permanent agency within the National Military Establishment (renamed the Department of Defense in 1949) and designated them "the principal military advisers to the President and the Secretary of Defense."  The act also established the U.S. Air Force and provided for the establishment of unified and specified commands, which were assigned to the military departments.  However, direction of these commands was in practice carried out by the Joint Chiefs of Staff.

(8) This act, however, did not establish a Chairman of the Joint Chiefs of Staff, because the Secretary of Defense was to assume this role.  But his authority was weakly defined, permitting him only to establish "general" policies and to exercise "general" direction, authority, and control.  The unified commands that would be established were operated under the "executive agency" concept, whereby each unified commander would report to a designated Service chief of staff (for example, the commander of the unified Far East Command reported to the Army Chief of Staff).

(9) Several amendments were made in the following years.  The National Security Act of 1949 was the first of these.  Along with provisions strengthening the power of the Secretary of Defense, this act: 

a Reinstated the position of a military chairman for the Joint Chief of Staff but did not allow him a vote (General Omar Bradley was sworn in as the first Chairman in 1949).

b Increased the size of the Joint Staff from 100 to 210 officers.

(10) In June 1952 the Commandant of the Marine Corps was given coequal status in the Joint Chiefs of Staff when considering matters that concerned the Marine Corps.  Additional changes were enacted by an executive order.


b.
Reorganization Acts of 1953, 1958, 1967, 1978 and 1986: 



(1)
President Dwight D. Eisenhower's Reorganization Plan of 1953 had several provisions directly affecting the Joint Chiefs of Staff.

a It removed the Service Chiefs and the Joint Chiefs of Staff from the chain of command and placed them in an advisory role.

b It transferred responsibility for the conduct of operations to the unified commanders.



(2)
In 1958 President Eisenhower declared that "separate ground, sea, and air warfare is gone forever . . . we must be prepared to fight as one, regardless of service."  Acting on many of his recommendations, the Congress passed the Department of Defense Reorganization Act of 1958.  This act made the following changes:

a Removed the secretaries of the military departments from the chain of command. 

b Removed command authority of the Service chiefs over their forces. 

c Ensured that the Joint Chiefs of Staff could act only under the authority and in the name of the Secretary of Defense.

d Gave the Chairman of the Joint Chiefs of Staff a vote in deliberations.

e Transferred control of the Joint Staff from the Joint Chiefs of Staff as a whole to the Chairman.

f Organized the JCS staff into numbered directorates like a conventional military staff.

(3) No major reorganization of the Joint Chiefs of Staff took place after 1958.  The structure underwent minor changes as it evolved "in response to the enlarged role of the Joint Chiefs of Staff as a military staff supporting the Secretary of Defense."

(4) In the Department of Defense Reorganization Act of 1967 the term of the Service chiefs was lengthened from two to four years.  Finally, the Commandant of the Marine Corps was made a "full" member of the Joint Chiefs of Staff by the Department of Defense Reorganization Act of 1978.

(5) The 1986 Reorganization Act (Goldwater-Nichols Act) resulted from years of debate and was precipitated by remarks of Air Force General David C. Jones, departing Chairman of the Joint Chiefs of Staff, who in 1982 compared the running of the U.S. military establishment to that of a conventional bureaucracy.  The major provisions of the act include the following:

a CJCS is the principal military adviser to the President, the Secretary of Defense, and the National Security Council.

b CJCS has sole authority over the Joint Staff.

c CJCS and the commanders in chief (CINCs) of unified or specified commands were placed directly in the defense budget-making chain.

d A Vice Chairman position was established.

e An officer Joint Specialty was instituted.

1 CJCS was given a role in promotion policies.

2 One joint tour was normally a prerequisite for flag or general officer rank.

f CINCs have the power to hire and fire.

g CINCs control back-channel communications within their commands.

h The size of the Joint Staff increased from 400 to 1,627 officers. 

(6) Before the Reorganization Act of 1986, the Joint Chiefs of Staff as a whole were given the task of furnishing military advice to the NCA, NSC, and Congress.  This advice was sometimes considered ineffective by those, who alleged that the need to arrive at a consensus diluted the quality of the advice.  The Goldwater-Nichols Act changed that, making the Chairman the principal military adviser, although other JCS members may still submit advice or differing opinions in addition to the Chairman's.

(7) The Chairman commands no forces and is not in the direct chain of command between those forces and the NCA, as stipulated by law.  However, he functions within the chain by transmitting orders, instructions, and guidance from the NCA to the CINCs.  Using the facilities and capabilities available to him within the Joint Chiefs of Staff and his Joint Staff organization, he is able to influence strategic direction in his capacity as the principal military adviser.

3.
ORGANIZATION FOR NATIONAL SECURITY:

a. The diagram below (AFSC Pub 1, pg. 2-3) is basic to understanding some of the fundamental principles of



the U.S. military organization.  
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b.
The most important points are as follows:

(1) Civilian control over the military is an inherent precept; you might even say it's the cornerstone of the National Security Act of 1947 as amended. The effect of the principle is found throughout our structure.

(2) Operational vs. support responsibilities should be clear to you if you draw an imaginary vertical line down through the center of this chart.  

c. "Unity of effort" among the Services at the national level is obtained by the authority of the President and the Secretary of Defense.  It is exercised through the secretaries of the military departments for administrative and logistic functions (support chain of command) and through the Chairman of the Joint Chiefs of Staff for strategic direction and planning (operational chain of command).

d. The "operators" (left side of chart) in the U.S. military structure are the unified and specified commanders and their subordinates.  The "providers" (right side of chart) (organizers, trainers, equippers, suppliers, administrators) are the military departments and Services.


e.
Unified and Specified Commands: 

(1) First, let's define a unified and specified command.  A unified command is a "command with a broad and continuing mission under a single commander and composed of significant assigned components of two or more military services, and which is established and so designated by the President, through the Secretary of Defense with the advice and assistance of the CJCS" (AFSC Pub 1).  A specified command is "a command that has a broad continuing mission and that is established and so designated by the President through the Secretary of Defense with the advice and assistance of the CJCS.  It is composed primarily of forces from one service" (AFSC Pub 1).  Commanders of unified and specified commands are responsible to the President and the Secretary of Defense for the accomplishment of the military missions assigned to them.  The chain of command runs from the President to the Secretary of Defense and through the Chairman of the Joint Chiefs of Staff to the Commanders of unified and specified commands.

(2) Unified and specified commands are the cutting edge of the entire defense establishment.  They are the combatant commands, and the entire Department of Defense organization exists for the sole purpose of making them effective as fighting units to protect the security of the United States.

(3) Directives for creating joint operation plans come from the President and the Secretary of Defense.  These directives flow downward through the Chairman of the Joint Chiefs of Staff to our unified and specified commanders, who are assigned the task of preparing these plans.  The unified and specified commanders have full combatant command (COCOM) over the assigned forces named in these plans.

(4) If you look to the lower left on the diagram, you'll see the operational responsibilities of the unified and specified commands.  As far as command and control are concerned, combatant command basically involves matters of assignment of tasks, designation of objectives, and delegation of the authority necessary to direct the successful accomplishment of missions.

(5) COCOM gives the unified/specified commander the full authority required to organize his forces to complete his assigned missions.  The commander determines the composition of subordinate forces, assigns tasks, designates objectives, and has the directive authority needed to accomplish his mission, including directive authority for logistics and joint training. 


(6) COCOM is the sole prerogative of unified/specified commanders, although they may delegate operational control (OPCON) or tactical control (TACON) as necessary.

(7) Tactical control (TACON) is detailed and concerns itself with local direction and control of movements and maneuvers to accomplish assigned missions and tasks and ensure unity of effort.

(8) The unified/specified commander traditionally exercises COCOM through his component commanders by delegating OPCON to them.


f.
Military Departments and Services: 

(1) Each military department (the Department of the Navy includes the U.S. Marine Corps) is separately organized under its own secretary and functions under the direction, authority, and control of the Secretary of Defense.  The secretary of a military department is responsible to the Secretary of Defense for the operation of his department, as well as, its efficiency.  Orders to the military departments are issued through the secretaries of these departments, or their designees, by the Secretary of Defense, or under authority specifically delegated in writing by the Secretary of Defense or authorized by law.  

(2) These are not the warfighters.  In normal peacetime they recruit, train, organize, and equip the forces.  During actual operations under COCOM of the combatant CINCs, they continue their sustainment operations.


g.
Chairman of the Joint Chiefs of Staff Functions: The Chairman is the principle military adviser to the President, the Secretary of Defense, and the National Security Council (NSC).  While holding office, the Chairman outranks all other officers of the Armed Forces.  However, he may not exercise military command over the Joint Chiefs of Staff or any of the Armed Forces.  The Chairman functions within the chain of command by transmitting to the CINCs the orders of the President and the Secretary of Defense.  Overall, the Chairman has some 70 separate tasks to perform as identified in Joint Pub 0-2, UNAAF and deals with many areas.


h.
The Joint Staff:  

(1) The present structure of the Joint Staff reflects the impact of the DOD Reorganization Act of 1986.  The act placed the Joint Staff directly under the control of the Chairman of the Joint Chiefs of Staff, a major shift from before when the staff reported to the Joint Chiefs of Staff as a body.

(2) Chairman of the Joint Chiefs of Staff (CJCS): The Chairman is the senior officer of the U.S. Armed Forces and is a full-time JCS member.  Although he has no command authority, his responsibilities are precisely defined and his influence has grown over the years, especially now in his role as the principal military adviser to the President, the Secretary of Defense, the National Security Council, and Congress.  He decides the agenda and presides over JCS meetings.  The Chairman is responsible for the activities of the Joint Staff.

(3) Vice Chairman of the Joint Chiefs of Staff (VCJCS): The Vice Chairman is junior only to the Chairman, but may not exercise military command over the Joint Chiefs of Staff or any of the Armed Forces.  His duties and functions are as prescribed by the Chairman.  He will act for the Chairman in the absence of the Chairman.  He may participate in meetings of the Joint Chiefs of Staff, and as of 1993, he is a full voting member.  He will act as Vice Chairman of the Joint Requirements Board and as a member of the Nuclear Weapons Council.

(4) Joint Chiefs of Staff (JCS): This term is used whenever reference is made to all members acting collectively and includes the Chairman of the Joint Chiefs of Staff; Chief of Staff, U.S. Army; Chief of Naval Operations; Chief of Staff, U.S. Air Force; and Commandant of the Marine Corps.

(5) Operations Deputies (Ops Deps): This body is part of the Joint Staff and is chaired by the Director, Joint Staff.  It consists of a senior general or flag officer appointed by each of the Joint Chiefs of Staff.  Normally, they are the Service's Deputy Chiefs of Staff for Operations.  The Ops Deps consider and act on certain matters within JCS cognizance to free the Joint Chiefs of Staff to devote their time selectively to matters that demand highest attention.  They meet regularly and, like the Joint Chiefs of Staff, handle the more routine JCS business.  The Ops Deps are not part of the ceiling imposed on the Joint Staff; they belong to each Service and are dual-hatted.

(6) Director, Joint Staff: The director supervises, coordinates, and administers the work of the Joint Staff and guides certain specialized activities of the Joint Staff.  In addition, he, like the Ops Deps, has a role in conserving available time for the Joint Chiefs of Staff.  Under policies prescribed by the Joint Chiefs of Staff, he may be authorized to complete action in their name when :

a There is no disagreement by any Service on the proposed action.

b The action is not substantive enough to warrant personal JCS attention.

c No member of the Joint Chiefs of Staff requests that the matter receive their consideration.



(7)
Joint Staff: 
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a The Joint Staff is under the exclusive direction of the Chairman.  The Joint Staff performs such duties as the Chairman prescribes and by his direction assists the other members of the Joint Chiefs of Staff and the Vice Chairman in carrying out their responsibilities.

b The Joint Staff will not operate or be organized as an overall armed forces General Staff and has no executive authority.  The Joint Staff is organized and operates along conventional staff lines to support the Chairman, Vice Chairman, and the other members of the Joint Chiefs of Staff in discharging their assigned responsibilities.

c The numbered "J" directories are assigned normal staff functions.  The Joint Staff originally consisted of six joint staff directorates, J-1, J-2, J-3, J-4, J-5, and J-6.  Today there are eight:

1 J-1, Manpower and Personnel.  The J-1 assists the Chairman of the Joint Chiefs of Staff by furnishing policy and guidance on personnel issues and manpower management for all joint and multi-national organizations under CJCS purview.  J-1 administers internal Joint Staff military and civilian personnel programs.

2 J-2, Intelligence.  The J-2 Intelligence Directorate also forms a division of the Defense Intelligence Agency (DIA) and furnishes both intelligence and staff support on a day to day basis.

3 J-3, Operations.  The J-3 Operations Directorate is responsible for current operations worldwide and for operating the National Military Command System (NMCS).  Through it’s various divisions and branches the J-3 monitors operations and operates command and control facilities for U.S. forces worldwide.

4 J-4, Logistics.  The J-4 logistics Directorate assists the CJCS in carrying out his logistics responsibilities as adviser to the NCA.  It offers planning guidance and monitors / studies mobility requirements.

5 J-5, Strategic Plans and Policy.  This Directorate assists the CJCS in preparing strategic plans and studies, giving politico-military advice, developing policy for unified and specified commands, and monitoring and supporting U.S. Government international negotiations. Two important documents the J-5 prepares are the Joint Strategic Capabilities Plan (JSCP) and the Unified Command Plan (UCP).

6 J-6, Command, Control, and Communications Systems.  The J-6 develops policies, plans, and programs to ensure adequate C3 support for the NCA, Joint Chiefs of Staff, and the unified and specified commands for joint and multi-national operations.

7 J-7, Operational Plans and Interoperability.  The J-7 deals with operational plans and interoperability.  It gives advice and assistance to the CJCS in the areas of force interoperability; war planning; joint and multi-national doctrine; joint exercises, education, and training; and joint tactics, techniques, and procedures.  The J-7 manages the review and approval process for contingency plans developed by the unified and specified commands.

8 J-8, Force Structure, Resource, and Assessment.  The J-8 
concerns itself with conducting studies, analysis, net assessments, and evaluations of military forces, plans, programs, and strategies; conducting joint war games; and developing and improving analytical models, techniques, and procedures used in studies and analysis for the CJCS.  The J-8 assists the J-5 in preparing the JSCP.

d Joint staffs at the unified and specified commands closely resemble the Joint Staff with some exceptions.


i.
A Joint Staff Organization (CINC): 
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(1) Joint staffs at the unified and specified commands closely resemble the Joint Staff with some exceptions.  Organization of the individual CINC's own joint staff is determined by each CINC as best supports his command.  Joint Pub 0-2, UNAAF, gives general authoritative guidance but is not directive.  Most commands are organized roughly along the lines shown in the diagram below.

(2) The CINC has his personal staff.  The POLAD, for example, is a civilian ambassadorial level individual provided by the Department of State who coordinates and advises on appropriate political and diplomatic matters.

(3) Some commands have separate chiefs of staff; some dual-hat that responsibility under the deputy commander.  The actual "J-Staff" is typically aligned with that of the Joint Staff, but some commands have consolidated some directorates, e.g., TRANSCOM and STRATCOM have a J-3/J-4 and SPACECOM has a J-4/J-6.  Although the J-1 to J-6 configuration is fairly standard and typical, individual commands have in some instances added other "J" directorates to meet their individual circumstances; e.g., SOCOM has a J-9 for PSYOPS and Civil Affairs.  In addition there can be separate technical areas that are included within the staff directorates or stand alone as special staff sections under the chief of staff; e.g., medical could be separate or a division under the J-4.

4.
GUIDANCE TO CINCs:
a. Let's now shift our attention back to the unified and specified commands.  Before discussing the actual commands and their specific tasks, we need to take a look at the way guidance and task assignments are passed from DOD to the operators.

b. Joint Pub 0-2 (Unified Action Armed Forces) (UNAAF), Unified Command Plan (UCP) (SECRET), Joint Strategic Capabilities Plan (JSCP) (TOP SECRET), Joint Publications, Secretary of Defense Memos, CJCS Memos and national security decisions are the primary task-assigning sources for unified and specified commanders.  They include the spectrum of guidance from very general or routine matters found in the UNAAF and UCP to very specific tasks given in the JSCP or various memos.  Let's look somewhat more closely at the UNAAF, UCP, and Joint Pub 3-0.  

(1) Unified Action Armed Forces (UNAAF):  

(a) The UNAAF, the most general of the task-assigning directives, is primarily an "organization and functions" type of document for the unified and specified commands, as well as, for DOD.  It gives detailed guidance on organizational principles and command and support relationships for joint operations.  Examples include procedures for development of joint doctrine, and principles and doctrine covering the conduct of special operations.  

(b) UNAAF Organizational Options: The organizational options available to the CINC in setting up his command's structure are discussed thoroughly in the UNAAF.

(c) UNAAF Command Relationships: The UNAAF also gives guidance on the exercise of the varying levels of command relationships.  Understanding these and knowing the level of authority or control over assigned forces granted to a subordinate commander are critical to mission accomplishment.  Some of these command relationship definitions are:

a Combatant Command: Combatant Command (COCOM) is nontransferable command authority established by Title 10, U.S. Code, and is exercised only by commanders of unified and specified combatant commands.  It is authority to perform those functions of command over assigned forces involving organizing and employing commands and forces, assigning tasks, designating objectives, and giving authoritative direction over all aspects of military operations, joint training, and logistics necessary to accomplish the missions assigned to the command.  Combatant command (command authority) is exercised through the commanders of subordinate organizations.

b Operational Control (OPCON): OPCON is transferable command authority that may be exercised by commanders at any echelon at or below the level of combatant command.  OPCON is inherent in COCOM and is the authority to perform those functions of command over subordinate forces involving organizing and employing commands and forces, assigning tasks, designating objectives, and giving authoritative direction necessary to accomplish the mission.  Operational control does not, in and of itself, include authoritative direction for logistics or matters of administration, discipline, internal organization, or unit training.

c Tactical Control (TACON): TACON is the detailed and, usually, local direction and control of movements or maneuvers necessary to accomplish missions or tasks assigned.

(2) Unified Command Plan (UCP): 

a The UCP gets a bit more detailed in task assigning and guidance.  While it also provides some general guidance as in the UNAAF, the UCP adds some specific requirements.  Of these, the most important is the assignment of specific geographic or functional areas for each unified commander and the outlining of the general mission for each specified command.  It further gives these commanders the task of conducting "normal operations" within their areas.  "Normal operations" include the full range of activities--from planning, to executing plans for contingencies.  This simply gives the CINC the authority to be the boss in peace and in 
war.  These operations also include administering military assistance and carrying out the guidance in the UNAAF and other pertinent joint publications.  The UCP assigns the unified commanders the specific responsibility for noncombatant evacuation planning and furnishing U.S. military representation, where needed, to all international and U.S. national agencies in their areas.

b "Normal operations" of a unified command, as described in the UCP, include:

1 Planning for and executing operations in contingencies, limited war, and general war.

2 Planning and conducting operations other than hostilities.

3 Planning for and administering military assistance.

4 Maintaining the relationships and exercising the directive and coordinating authority prescribed in Joint Pubs 0-2, 4-01 (Joint Logistics and Personnel Policy), and 1.1 (Organization and Functions of the Joint Chiefs of Staff).


c.
CINC Responsibilities:
(1) CINC Peacetime Responsibilities: Although many joint doctrine publications include guidance to the CINCs, Joint Pub 3-0, Doctrine for Unified and Joint Operations, is of particular note because of its listing of CINC responsibilities.  They all are fairly general, yet far-reaching in terms of overall responsibility.

(2) CINC Wartime Responsibilities: Wartime responsibilities assigned to 
each of the CINCs are fairly specific and again far-reaching.  All are compatible with the CINCs' primary roles of commanding the warfighting commands.  

5.
UNITY OF EFFORT: More than ever before, effective integration of our Military Services is crucial to the success of any operation, be it simply establishing a presence or conducting a show of force, a small NEO, or a major operation similar to Operation DESERT SHIELD/DESERT STORM.  As the former Chairman of the Joint Chiefs of Staff, General John Vessey stated, "We must ensure that the forces from each of the Services are integrated properly so we get the most out of them." The CINCs and their forces must be as effective as we can make them.  Our nation has limited forces compared to the myriad of requirements for the use of those forces.  We can realize the full potential of our armed forces only by ensuring that these forces are able to work together.  We enhance Service interoperability through the development and application of joint doctrine, the conduct of joint exercises, and coordination in the development and production of compatible, complementary equipment.  The benefit to the military and our nation is that the "joint synergistic total" is greater than the sum of the individual Service parts.  As we face extensive cuts in force structure and procurement, the challenge is to look into the future and mesh those visions with the fiscal and political realities of today to give the United States the best return for its defense investment.

6. JOINT AND MULTI-NATIONAL COMMANDS: In the future it is very unlikely that any military operation will be executed by anything other than a joint or multi-national command.  The recently published Army TRADOC Pam 525-5 "Airland Operations" predicts that all future military operations will be joint and that the Army must dovetail with the other Services to accomplish any mission.  It defines the operational level of war as residing at the joint task force or unified command levels.  

7. UNIFIED AND SPECIFIED COMMANDS: Currently we have nine unified commands, five organized on a geographical basis and four on a functional basis.  We use to have one specified command--FORSCOM.  On 1 Oct FY 94, FORSCOM disappeared as our only specified command and became a service component command under USACOM, as directed by a change to the UCP.

8. SUBORDINATE COMMANDS AND SERVICE COMPONENT COMMANDS:
a. Subordinate commands are commands under a unified command that are made up of multi-service forces or forces from two or more countries.

b. Service component commands are commands under a unified command that are composed primarily of forces from one service.

9.
UNIFIED COMMANDS: The handout, "The Combatant Commands: A Brief Guide," is a good reference on the commands, discussing mission, background, components, current periodical references, addresses and phone numbers.  

a. U.S. Joint Forces Command (USJFCOM):
(1) Area of Responsibility (AOR): It includes the Atlantic Ocean west of 17 degrees East (Excluding the waters adjoining South and Central America, south of 8 degrees North and west of 30 degrees West), the Arctic Ocean east of 95 degrees West and west of 100 degrees East, and Greenland and other islands (except the United Kingdom and Ireland) in all assigned water areas.  

(2) Mission:  USJFCOM maximizes America’s present and future military capabilities through joint training, total force integration, and providing ready, CONUS-based forces to support other CINCs, the Atlantic Theatre, and domestic requirements.

(3) Subordinate Commands and Activities:  Four component commands, three sub-unified commands, two joint task forces and eight joint force activities are assigned to USJFCOM.  The component commands are the Navy’s U.S. Atlantic Fleet, Norfolk, Va.; the Army’s Forces Command, Fort Mc Pherson, Ga.; the Air Force’s Air Combat Command, Langley Va.; and U.S. Marine Corps Forces, Atlantic, Norfolk, Va.

The Sub-unified commands are: Special Operations Command, Joint Forces Command, Norfolk, Va.; U.S. Forces Azores; and the Iceland Defense Force, Keflavik, Iceland.

Task forces reporting to USJFCOM include Joint Task Force Six, Ft Bliss, Texas and Joint Task Force-Civil Support, Norfolk, Va..

The joint force activities are: Joint Warfighting Center, Fort Monroe, Va.; Joint C4ISR Battle Center, Suffolk, Va.; Joint Warfare Analysis Center, Dahlgren, Va.; Joint Communications Support Element, Mac Dill AFB, Fla.; Joint Forces Intelligent Command, Norfolk, Va.; Joint Personnel Recovery Agency, Fort Belvoir, Va.; Cruise Missile Support Activity, Norfolk, Va.; and the All Service Combat Identification Evaluation Team, Eglin Air Force Base, Fla.

(4) USJFCOM is unique among the Unified CINCs because it has both a Geographic Area of Responsibility and significant functional responsibilities.  In addition to the conduct of military operations in its assigned region, USJFCOM is the military’s principal Joint Force Trainer, Joint Force Integrator, and Joint Force Provider.  USJFCOM’s primary role is to execute our national military Strategy, which is to shape the international environment, respond to threats and crisises, and prepare now for an uncertain future.

a
Joint Force Trainer.  With the merger of the USJFCOM J-7 and the Joint Warfighting Center, 


the newly formed USJFCOM Joint Warfighting Center (JWFC) becomes the center piece in 
fulfilling USJFCOM’s worldwide training mission.  The USJFCOM JWFC’s role is to develop  




joint doctrine and assist the combatant commanders in training their forces in approved joint 




doctrine, tactics, techniques and procedures, making appropriate use of the best technical tools 




available. 



b
Joint Force Integrator.  Joint force integration (JFI) is absolutely essential if our armed forces, 



both active and reserve, are to evolve into a truly integrated and interoperable joint force, capable 


of operationalizing the concepts envisioned in Joint Vision 2010.  Since no service will likely go 


to war as a single Service, joint force integration is essential to offset current and future military 


force structure reductions and resource constraints.



c
Joint Force Provider.  As the combatant command responsible for the majority of America’s 


conventional armed forces, a primary USJFCOM function is to provide ready, trained, decisive, 


capabilities-based joint forces to support combatant commanders as directed by the National 


command authorities (NCA).  Furthermore, a major goal is to enhance the joint warfighting 


capabilities of its assigned active and reserve component forces.  A critical part of this ongoing 


process is the identification of worldwide joint warfighting requirements, opportunities and issues 


across the spectrum of conflict, from major theater warfare (MTW) to military support to civil 


authorities (MSCA) operations.


b.
U.S. Central Command (USCENTCOM):






(1)
AOR:  USCENTCOM's AOR includes 25 nations, ranging from Egypt in the West to Pakistan in the 



East, from Kazakhstan in the North to Kenya and the Horn of Africa in the South. It includes the 



waters of the Red Sea, Arabian Gulf, and the Western portions of the Indian Ocean. Southwest Asia.  



It includes six nations in Africa plus the waters of the Red Sea and the Arabian Gulf.



(2)
Mission:
a Prevent military coercion of friendly states and deter attempts by hostile regional states to achieve gains by the threat or use of force.


b Assist friendly states to provide for their own security and contribute to the collective defense


(3) JMETL:  Their JMETL consists of seven tasks which range from maintaining a presence within the AOR; conducting multi-service/ international training for self-defense and coalition warfare; to managing and maintaining, interoperable, secure command, control, communication and computer (C4) systems.


(4) Relationships:  The CINC's position is a nominative position able to be filled from any of the services.  CENTCOM has a small forward headquarters element established afloat in the Arabian Gulf since 1983 to aid in planning and coordinating joint exercises and other duties to benefit the command.  In 1987 this JTF supported the reflagging efforts of Kuwaiti tankers in Operation EARNEST WILL.  CINCCENT stood up a Marine Service Component Command (MARFORCENT) in 1992.


(5) Components:  NAVCENT and SOCCENT are co-located with CENTCOM at MacDill AFB, Florida.  AFCENT is 9AF at Shaw AFB, South Carolina; ARCENT is Third Army at Fort McPherson, Georgia; and MARFORCENT is at Pearl Harbor, Hawaii.

c. U.S. European Command (USEUCOM):
(1) AOR: The area of responsibility (AOR) of the United States European Command covers more than 13 million square miles and includes 89 countries and territories. This territory extends from the North Cape of Norway, through the waters of the Baltic and Mediterranean seas, most of Europe, parts of the Middle East, to the Cape of Good Hope in South Africa.
(2) Mission:  EUCOM's primary mission has been to furnish combat-ready forces to support U.S. commitments to the NATO Alliance.  While that remains an integral part of the overall mission, support of U.S. interests throughout the AOR and supporting other commands as directed have increasing likelihood of occurrence.

(3) JMETL:  The JMETL lists four essential tasks that support their overall mission. They are:

a Furnish combat ready forces to NATO and for U.S. contingency operations.

b Conduct military operations (crisis, contingency, general war).

c Supply timely and accurate intelligence to U.S. and NATO commanders.

d Command, control, and synchronize operations.

(4) Command Relationships: USCINCEUR is also NATO's Supreme Allied Commander Europe (SACEUR).  In wartime, SACEUR assumes operational control of virtually all U.S. combat forces in Europe.  USEUCOM continues administration and logistics support and planning 
for reception of augmentation forces from CONUS.  Due to the volume of commitments, the CINC typically expends most of his effort on the NATO side, leaving his deputy to run the day-to-day affairs of USEUCOM.  

(5) Components:  There are five component commands. U.S. Army Europe, U.S. Navy Europe, U.S. Air Forces Europe, Special Operations Command Europe, Marine Forces Europe.


d. U.S. Pacific Command (USPACOM):
(1) AOR:  The U.S. Pacific Command's vast area of responsibility encompasses more than 


100 million square miles, or roughly 50 percent of the earth's surface, and stretches from the west 


coast of North and Central America to the east coast of Africa, from the Arctic to the Antarctic.  


Within this area, the United States has defense and security agreements with numerous Pacific and 


Indian Ocean nations, (e.g., bilateral agreements with Japan, the Republic of Korea, the Philippines, 


etc.).  More than half the Pacific Command is deployed outside the continental United States.  

(2) Mission:
a Defend U.S. against attacks through the Pacific Ocean area.

b Support and implement U.S. national policies and interests.

c Discharge U.S. military responsibilities in the AOR.

d Prepare, plan, conduct operations, and coordinate activities of assigned forces.

(3) JMETL:  USPACOM has identified nine joint essential tasks it must train and prepare for in order to execute its mission.  They are:

a Execute tactical and strategic nuclear operations.

b Wage conventional high-intensity warfare.

c Execute power projection, counter hostile power projection.

d Maintain access across LOCs and through key chokepoints.

e Execute LIC operations to reinforce allies and friends.

f Execute opposed and unopposed NEOs.

g Execute counter-terrorist operations.

h Support counterdrug operations.

i Furnish humanitarian assistance and disaster relief.

(4) Command Relationships: 

a The forces in USPACOM are organized under the four components: U.S. Pacific Fleet (PACFLT), Pacific Air Forces (PACAF), U.S. Army Pacific (USARPAC), and U.S. Marine Forces Pacific (MARFORPAC).  PACFLT is the largest USPACOM force.


1 PACFLT is the largest USPACOM force.  Its operational commands are Third Fleet for the eastern Pacific and Seventh Fleet for the western Pacific and Indian Ocean areas. 


2 PACAF's operational commands are Fifth Air Force in Japan, Seventh Air Force in Korea, and Thirteenth Air Force in Guam.

3 MARFORPAC was established in July 1992.  Two of our three Marine Expeditionary Forces are in the Pacific, divided among California, Hawaii, and Okinawa.

4 USARPAC is USCINCPAC's Army component, with major headquarters located in Hawaii (25th Infantry Division) and Korea (Eighth Army).

b There are five subunified commands in PACOM: U.S. Forces, Japan (Yokota AB, near Tokyo), U.S. Forces, Korea (Yongsan Army Garrison, Seoul), Eighth U.S. Army (Yongsan Army Garrison, Seoul), Special Operations Command Pacific (Camp H.M. Smith, Hawaii), Alaskan Command (Elmendorf AFB, Anchorage).  

c There two standing joint task forces in PACOM: Joint Interagency Task Force West (Alameda, Calif.) and Joint Task Force-Full Accounting (Camp H.M. Smith HawaII)





e. U.S. Southern Command (USSOUTHCOM):
(1) AOR:  U.S. Southern Command's general area of responsibility is Central America and South America (excluding Mexico), and the Caribbean.  Historically, defense of the Panama Canal has been the command's major responsibility and the one to which the majority of the assigned forces were dedicated.  Counter-drug efforts aimed at the Andean Ridge countries have become a national military objective.  Democratic institutions have flourished throughout the area, replacing many militarily supported dictatorships.

(2) Mission:  Establish and implement plans, programs, and policies in peacetime, conflict and war which will contribute to the defense of the U.S. and its allies, and which protect and promote U.S. interests in Latin America.

(3) JMETL:  Encompasses eight joint essential tasks that it must perform and be proficient at, in order to accomplish its mission.  They are:

a Conduct joint and multi-national operations.

b Sustain theater forces.

c Defend Panama Canal.

d Conduct counter-drug operations.

e Conduct foreign internal defense (FID) and nation building.

f Improve military to military relations.

g Conduct disaster relief.

h Support human rights and civilian democratic rule.

(4) Command Relationships: USLANTFLT is also the naval force component for USSOUTHCOM. 

(5) Components:  USSOUTHCOM's has four military service component commands and a joint task force.  JTF BRAVO is a long-standing JTF operating in Honduras whose primary mission today is support of exercises in the Central American area.  Its role in counter-drug operations is increasing.  SOUTHCOM has its headquarters in Miami, FL.

10.
FUNCTIONALLY ORGANIZED UNIFIED COMMANDS:

a.
U.S. Space Command (USSPACECOM):
(1) Mission:  Established in 1985, U.S. Space Command has missions centered on space operations and aerospace defense.  The Unified Command Plan describes it as a functional command with no geographic area of responsibility.  The natural question that brings to mind is: Isn't space an area?  The issue can be adequately answered (for now) by considering that the United States is party to various treaties and agreements that prohibit armaments in, and military use of, space.  To have a unified command responsible for space as a geographic area, therefore, would simply be too sensitive a political issue.  USSPACECOM's space operations mission includes space control and space support.  The aerospace defense mission encompasses ballistic missile defense planning, requirement development, and surveillance and warning responsibilities.

(2) JMETL:  Encompasses four tasks that support its overall mission.  They are:

a Space operations.

b Surveillance and warning.

c Ballistic missile defense.

d Space control.

(3) Command Relationships: 

a Space Command's organization is relatively simple and straightforward.  There are three service components (Army, Navy, and Air Force).  At the CINC level, however, things become somewhat convoluted.  A reorganization in 1992 made the CINC dual-hatted as his Air Force component commander.

b In addition, the CINC functions as CINCNORAD (North American Aerospace Defense Command), the multi-national U.S.-Canadian command charged with safeguarding the sovereign airspace of the two countries.  In this capacity he has a separate multi-national staff.

c Another duty that falls to the CINC is that of DOD manager of Space Transportation System contingency support operations.  Basically he is responsible for having support forces in place around the world during space shuttle launches and recoveries to support in the event the shuttle is forced into an emergency recovery situation.

d All these commands are located at or near Peterson AFB, Colorado, except for Naval Space Command at Dahlgren, Virginia.


b.
U.S. Special Operations Command (USSOCOM):
(1) Global Commitment: 

a USSOCOM is one of the two unified commands established as a result of the 1986 DOD reorganization.  It brings together all aspects of special operations under one unified command.

b Employment of special operations forces are under the command of the CINC in whose geographic area they will operate.  Each of the geographic unified commands has a special operations component command within its organization.  These SOCs are the planning headquarters for their CINCs.  Initially viewed as subunified commands with a broad continuing, joint special operations mission, the tendency now is to refer to these as "component commands" on an equal footing with the Military Service component commands.  When operational requirements demand, a Joint Special Operations Task Force could be activated reporting to the special operations component commander who would have operational control of all special operations forces in theater.

c Should employment of Special Forces be required in one of the unassigned areas of the world, USSOCOM could be the supported command for an operation.

(2) Mission:  USSOCOM's mission is to prepare special operations forces to carry out assigned missions and, if directed by the NCA, plan for and conduct special operations activities.

(3) Tasks: 

a To carry out these missions, USSOCOM has four tasks. They are:

1 Develop special operations doctrine and tactics.

2 Train SOF.

3 Provide combat ready forces.

4 Budget and program for SOF.

b As the proponent for special operations under DOD, the command has some unique responsibilities.  Under the task "Budget and Program for SOF," Congress gave the CINC the task of participating directly in the PPBS process to ensure adequate funding for special operations.  USSOCOM submits a POM, participates on an equal basis with the Services in the PPBS process, and manages the training of special operations forces.

c In fact, CINCSOCOM is also directed to monitor the career progression of special operations personnel.

(4) JMETL:  Their JMETL compliments their overall mission and further
defines the four tasks discussed above.

(5) Command Relationships: 

a USSOCOM has three components: The Army component is the U.S. Army Special Operations Command (USASOC) established December 1989, the Naval component is the Naval Special Warfare Command (NAVSPECWARCOM), and the Air Force component is the Air Force Special Operations Command (AFSOC).

b USASOC is made up of active, reserve, and national guard Army forces consisting primarily of the Special Forces Groups, a ranger regiment, psychological operations and civil affairs forces, and special operations aviation and support units.

c The AFSOC furnishes the Air Force forces to USSOCOM.  These forces include active, reserve, and National Guard fixed and rotary-wing aircraft.  Forces include various C-130 and H-53 aircraft modified for special operations.

d Currently there are no Naval operating forces assigned to the USSOCOM Naval component.  The Naval Special Warfare Groups are assigned day-to-day to USPACOM and USJFCOM.  These groups will most likely be employed in the Atlantic or Pacific areas, and their assignments to those CINCs promote a unified approach to planning.

e The Joint Special Operations Command, or (JSOC), is a joint headquarters designed to study the special operations requirements and techniques of all Services to ensure standardization.  It can function as a joint special operations task force (JSOTF).

(6) Components:  All USSOCOM components are headquartered within the CONUS.

c. U.S. Strategic Command (USSTRATCOM):
(1) Mission:  USSTRATCOM’s mission is to deter military attack on the United States and its allies, and should deterrence fail, employ forces so as to achieve national objectives.

(2) JMETL:
a Employ assigned forces as directed.

b Support other CINCs as directed.

c Conduct worldwide strategic reconnaissance.

d Ensure C3 for strategic force employment.

(3) Command Relationships:  

a U.S. Strategic Command accomplished General Powell's goal of putting the U.S. nuclear triad (land-based missiles, manned bombers, and submarine launched missiles) under one unified command.  The CINC position will rotate between the Air Force and the Navy. The headquarters staff is approximately two-thirds Air Force and one-third Navy.

b Command and control varies depending on the alert status of the forces.  The CINC exercises operational control of his strategic forces through his components during normal day-to-day nongenerated status for land-based ICBMs and bombers and off-station status for submarine based SLBMs.  During heightened alert status (generated/on-station), the CINC has direct control of the forces, bypassing the component commanders.

c STRATCOM's components differ from what we have normally seen.  Its Air Force Component, Air Combat Command, controls all Air Force assets through appropriate numbered air forces.  Battle management assets under Second Air Force refer to reconnaissance assets, as well as, airborne command and control systems.

d The other two components are both Navy, reflecting the division of naval assets between the Pacific and Atlantic Fleets.  STRATWING One has consolidated the Navy's TACAMO (Take Charge and Move Out) command and control aircraft.

e If needed, aerial refueling assets would be furnished by USTRANSCOM, USPACOM, and/or USEUCOM as supporting commands.

(4) Components:  All components are headquartered throughout the CONUS, primarily in the mid-West.

d. U.S. Transportation Command (USTRANSCOM): The U.S. Transportation Command is the second command born out of the 1986 DOD reorganization.



       (1)
Mission:  USTRANSCOM’s mission is to provide air, land and sea transportation for the Department 


of Defense both in time of peace and time of war. Since the movement of combat forces and 


sustainment are a primary focus of the Joint Operation Planning and Execution System (JOPES), 


USTRANSCOM plays a central role throughout the joint planning process.  Any plan that is 


developed by the CINCs is only as good as the ability to deploy forces to where they are needed, when 


they are needed.  This is the challenge that falls to USTRANSCOM.


         (2)
JMETL:  The Joint Mission Essential Task List are the identified, essential tasks which support the 


command's overall mission.  They are:

a Direct and control global transportation.

b Establish secure C4 systems.

c Manage the Joint Operations Planning and Execution System (JOPES).

d Manage strategic aerial refueling.

e Disseminate intelligence.



(3)
Command Relationships: U.S. Transportation Command is assigned all common-user strategic 



transportation forces.  TRANSCOM components are Military Traffic Management Command 



(MTMC), Military Sealift Command (MSC), and Air Mobility Command (AMC).  The CINC is also 



dual-hatted as the commander of the Army Materiel Command (AMC).



(4)
Components:  TRANSCOM and its components are headquartered at Scott AFB and in the 



Washington, D.C. area.
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