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STUDENT HANDOUT
ANNEX C - COMMUNICATIONS PLANNING

3.1 NATIONAL AND JOINT OPERATIONS STRUCTURE

Learning Objectives:  

1. TERMINAL  LEARNING OBJECTIVE:  Provided a mission, concept of operations, commander's guidance, and references; conduct the planning and development of structured system block diagrams which integrate all MAGTF tactical networks, systems, and equipment.  (2591.1.13)



1. ENABLING LEARNING OBJECTIVE: The Senior Course Training Section (SCTS) has received permission to omit published ELOs from its student handouts. SCTS will continue to follow the ITS process in that the Program of Instruction (POI) will be used to determine training requirements, and that all tests administered will follow the ELOs contained within the appropriate POI. All material within the lessons will continue to support the POI and ITSs.
1. National Structure.  Numerous governmental organizations are involved in the implementation of U.S. national security.  The National Security Structure is composed of the principal officials and organizations that make and execute national security decisions.  The elements of the National Security Structure are the NCA, NSC, and DOD.  This lesson will focus on these elements and we will now discuss each of these in more detail. 

a. The National Command Authorities (NCA).  Constitutionally, ultimate authority for the national defense rests with the President.  Since passage of the National Security Act of 1947, the President has used his Secretary of Defense as his principal assistant in all matters relating to the Department of Defense.  The Secretary of Defense has statutory authority, direction, and control over the military departments and is responsible for the effective, efficient, and economical operation of them.  

1) The NCA fully consist of the President and Secretary of Defense together, or their duly deputized alternates of successors.  The term NCA is used to signify constitutional authority to direct the Armed Forces in their execution of military action.  Execution of military action and movement of troops must be directed by the NCA; by law, no one else in the chain of command has the authority to take such action.

b. The National Security Council (NSC).  Established by the National Security Act of 1947 as the principal forum to consider national security issues that require presidential decision. The NSC consists of both statutory members and statutory advisers.  

1) Statutory members are: the President, the Vice President, the Secretary of State, and the Secretary of Defense. 

a) The Chairman of the Joint Chiefs of Staff (CJCS) and the Director of Central Intelligence serve as statutory advisers to the NCS.

2) In addition to performing functions that the president may direct, to more effectively coordinate governmental and departmental policies relating to national security, the NSC does the following:

a) Assess and appraise the objectives, commitments, and risk of the U.S. in relation to our actual or potential military power, in the interest of national security, for the purpose of making recommendations to the president.

b) Considers policies on matters of common interest to the departments and agencies of the government concerned with the national security, and make recommendations to the president.

c) The staff does not have the authority to implement or execute national security policies.

d) A legal advisor augments it.

2. The Department of Defense (DOD) Structure.  

a. DOD Functions:

1) Maintain and employ Armed Forces to support and defend the Constitution of the United States against all enemies, foreign and domestic.

2) Maintain and employ Armed Forces to ensure, by timely and effective military 
action, the security of the United States, it's possessions, and areas vital to it's interest.

3) Maintain and employ Armed Forces to uphold and advance the national policies and interest of the United States. DOD Functions:

b. DOD is composed of:

1) Secretary of Defense (SECDEF).  


2) Joint Chiefs of Staff (JCS). 

3) DOD Staff

4) 16 Defense Agencies

5) 7 DOD field activities
  

6) Military Departments

7) Combatant Commands

c. Secretary of Defense.  His role is that of principal assistant to the President for all matters relating to DOD.
 

d. Joint Chiefs of Staff (JCS).  The composition and function of the JCS is:

1) Chairman of the JCS (CJCS).  The CJCS is the principal military 
advisor to the President, SECDEF, and the NCS.  Subject to the authority, direction, and control of the President and SECDEF, CJCS is responsible for these six functions: 

a) Strategic Direction. To furnish strategic direction of the Armed 







Forces.

b) Strategic Planning. 
 





























1. Prepare strategic plans.  








2. Prepare joint logistic and mobility plans to support those strategic plans. 















3. Perform assessments of the capabilities of the Armed forces.

c) Contingency Planning.  

































1. Provide for the preparation and review of contingency plans.

2. Advise on critical deficiencies and strengths in force capabilities.

d) Requirements, Programs, and Budgets.  






























1. Advise on priorities of requirements. 











2. Advise on program recommendations and budget proposals. 

3. Assess military requirements for defense acquisition programs.

e) Doctrine, Training, and Education. 































1. Develop doctrine for joint employment.  












2. Formulate policies for coordinating military education and training. 

f) Other Matters.

1. Exercise exclusive direction of the Joint Staff. 

a. As directed by the President, attend and participate in meetings of the NSC.  

b. Advise and assist the NCA on establishing combatant commands.

c. Transmit communications between the NCA and combatant commands.

d. Review plans to determine adequacy and feasibility.

NOTE: And the remaining elements of the JCS are:

2) Vice Chairman of JCS.
3) Chief of Staff, Army.
4) Chief of Naval Operations.
5) Chief of Staff, Air Force
6) Commandant, Marine Corps.
Note:  As members of the JCS, the military service chiefs offer advice to the President, SECDEF, and NSC. As military chiefs they are responsible to the secretary of the military department for the management of their service.  Their duties as members of the JCS take precedence over their other duties.

7) Joint Staff.
a) It is not to operate or be organized as an over-all Armed Forces General Staff; therefore it has no authority over combatant forces.






b) Composed of a maximum of 1627 military and civilian personnel.

c) Assist the JCS with:

1. Unified Strategic Direction of the combatant forces.

2. Unified Operation of the combatant commands.

3. Integration of the combatant commands into an efficient force.

4. This listed joint staff is organized for the JCS, and is not to be confused with the joint staff for a Joint Task Force (JTF).

Note:  The JCS, supported by the Joint Staff; has been assigned by DOD Directive 5100.1 as the immediate military staff of the Secretary of Defense for support on military matters.

e. DOD Staff.  The staff is composed of:

1) Deputy Secretary of Defense.

2) 2 Under Secretaries.

3) 11 Assistant Secretaries.

4) 5 Deputy Under Secretaries.

5) 10 Directors.

6) 10 Other Officials.

f. Defense Agencies. The 16 agencies in support of DOD are:

1) Defense Investigative Service (DIS)

2) Defense Security Assistance Agency (DSAA)

3) Defense Contract Audit Agency (DCAA)

4) Defense Commissary Agency (DCA)

5) on-site Inspection Agency (OSIA)

6) Defense Nuclear Agency (DNA)

7) Defense Finance and Accounting Services (DFAS)

8) Central Imagery Office (CIO)

9) Advanced Research Projects Agency (ARPA)

10) National Security Agency (NSA)

11) Defense Legal Services Agency (DLSA)

12) Strategic Defense Initiative Agency (SDIO)

13) Defense Mapping Agency (DMA)

14) Defense Logistics Agency (DLA)

15) Defense Intelligence Agency (DIA)

16) Defense Information Systems Agency (DISA)

a) The Defense Mapping Agency (DMA), Defense Logistics Agency (DLA), Defense Intelligence Agency (DIA), and Defense Information Systems Agency (DISA) have been designated as combat support agencies by the Secretary of Defense.

g. Field Activities.   The seven DOD field activities are:

1) Office of Civilian Health and Medical Program of the Uniformed 







Services (OCHAMPUS)

2) Washington Headquarters Services (WHS)

3) Defense Medical Program Activity (DMPA)

4) Office of Economic Adjustment (OEA)

5) Dept. of Defense Dependent Schools (DODDS)

6) American Forces Information Service (AFIS)

7) Defense Technology Security Administration (DTSA)

h. Military Departments.

1) Department of the Army

2) Department of the Navy

3) Department of the Air Force

i. Combatant Commands.  The history of our current combatant command arrangement begins with lessons learned in the Cuban campaign of the Spanish-American War.  Between 1903 and 1942, the Joint Army and Navy Board sought cooperation between the Army and Navy but little was accomplished to improve joint command. The President was the single "commander" who had a view of the entire military theater and authority over on-site commanders. The Joint Army and Navy Board had an agreement for "mutual cooperation" for joint operations.  In early WW II, General George Marshall, Army Chief of Staff, realized that a unified command arrangement, not mutual cooperation, was necessary because of the complexity of modern warfare.  The National Security Act of 1947 was the first definitive legislation "to provide for the effective strategic direction of the armed forces and for their operation under unified control and for their integration into an efficient team of land, naval and air forces".  The act went on to say that it was the responsibility of the JCS to "establish unified commands in strategic areas when such unified commands are in the interest of national security," and the President would establish those unified and specified combatant commands to perform military missions.  The military departments would assign forces to the combatant commands; and the responsibility for their support would be assigned to a military department by the Secretary of Defense. As first described by statute in the NSA of 1947, there are two types 
of combatant commands, which are specified and unified.

1) Specified Combatant Command.  This is a command that has broad, continuing missions, is under a single commander, and which is composed of forces from a single military branch.  Although it is composed of forces from one Service, it may include units and staff representation from other services.  The authority that establishes a specified command will accomplish the following:

a) Determine the force structure.

b) Designate the commander.

c) Assign/or have assigned, the forces.

d) Assign the missions.

e) Define the general geographical area or the function.

1. There are currently no Specified Commands.  U.S. Forces Command (USFORSCOM) was the last organized Specified Command.  In 1994 it was disbanded and its responsibilities were reassigned to USACOM.

2) Unified Combatant Command.  This is a command which has
broad, continuing missions, is under a single commander, and is composed of significant assigned forces from two or more military branches.  The following criteria must be meet in order to establish a Unified command.

a) A broad continuing mission exist requiring execution by significant forces of two or more Services and necessitating single strategic direction.

b) A large-scale operation requiring positive control of tactical execution by a large and complex force.

c) Necessity for common utilization of limited logistical means. 

d) The Unified Command Plan (UCP) is the document that establishes the combatant commands. It is approved by the President and published by the CJCS. The Unified Command Structure is flexible, and changes as required to accommodate evolving U.S. national security needs. The UCP identifies geographic areas of responsibility, assigns primary tasks, 


defines authority and general responsibilities of the commanders, establishes command relationships, and gives guidance on the exercise of combatant command.

e) Currently there are nine Unified Commands:

1. US Atlantic Command (USACOM)

2. US European Command (USEUCOM)

3. US Southern Command (USSOUTHCOM)

4. US Central Command (USCENTCOM)

5. US Pacific Command (USPACOM)

6. US Special Operations Command (USSOCOM)

7. US Transportation Command (USTRANSCOM).  They are the single manager of defense common user transportation.  USTRANSCOM provides a global transportation planning and execution system to project forces anywhere, in whatever mix is necessary for the situation.  The three component commands of Air Force Air Mobility Command, Navy Military Sealift Command, and Army Military Traffic Management Command are a part of this unified command.

8. US Space Command (USSPACECOM).  Provides support by the primary means of satellites.  These provide communications, GPS, early warning launch detection. They additionally provide ballistic missile defense.

9. US Strategic Command (USSTRATCOM).  Has primary mission responsibility for strategic nuclear forces to support the national security objective of strategic deterrence.

f) The first five Unified Commands (1-5) have geographic area responsibilities. Their CINC's are assigned an area of operations by the UCP and are responsible for all operations within this designated area (figure 1).

[image: image1.wmf]
Figure 1: Unified Command Geographic Assignments

g) The remaining four (6-9) have worldwide functional responsibilities and are not limited to any single area of operation.   

h) The current Unified Combatant Command relationships as specified by the UCP are shown in figure 2.

[image: image2.wmf]Figure 2: Unified Command Force Structure
i) The commander of a combatant command is designated as Commander in Chief (CINC).  The DOD Reorganization Act of 1986 makes the combatant commanders accountable to the NCA for performing their assigned missions.  CJCS is in the communications chain of command only, so that communications between NCA and CINC pass through them.

1. Combatant Command (COCOM) is the authority of a commander 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 commanders exercise COCOM through the component commanders, subordinate unified commanders, commanders of joint task forces, and other subordinate commanders.

2. Forces within a CINC's geographic area of responsibility, but under the jurisdiction of a military department, will normally be under the command of the combatant commander.

3. Joint Operations Structure.   Force reductions and tight budgets have created an environment in which the military services must work together in order to provide the country the "Biggest Bang for the Buck" for national defense.  This concept of 'working together' is nothing new; in fact our nations militaries have been doing it since the early 1800's.  American history reflects the importance of joint operations.  Operations on Lake Champlain (Navy operations) were a vital factor in the ground campaigns (Army operations) of the War of 1812.  A fine example of joint military planning and execution occurred in the Vicksburg Campaign of 1863 between General Grant (Army) and Admiral Porter (Navy).  By the turn of the century, war had become too complex for joint planning to be successfully done ad hoc.  Because of instances of confusion and lack of coordination in the Spanish-American War (1898), the Joint Army and Navy Board was established in 1903.  This board has evolved into today's current Joint Chiefs of Staff, and its efforts are today's joint operations structure.  

a. The definition of the term Joint signifies those activities, operations, organizations, etc., in which elements of more than one military department of the same nation participate.  When all services are not involved, then the participating services are identified, i.e.: Joint Army-Navy. 

b. Campaigns of the Armed Forces of the United States are joint and they serve as the unifying focus for our conduct of warfare.   Therefore there are fundamentals that are applied to Joint Warfare which are:

1) Unity of Effort.  The ultimate goal of joint military operations is unity of effort.  This is to achieve effective use of the nation's military power so that the efforts of the separate military services will be closely integrated.  It involves directing the focus of efforts towards the aims and objectives of the projected operation.  It will extend from the National level, downward.  

2) Concentration of Military Power.  This entails striving to operate with an overwhelming force, based not only on the quantity of forces and material committed, but also on the quality of those forces planning and employment.  Careful selection of strategic and operational priorities will aid in concentration at the decisive point and time.

3) Seizing and Maintaining the Initiative.  Since the U.S. is not an aggressor nation, we may initially find ourselves forced to fight defensively.  However our actions should be offensive in spirit, exploiting the full array of a balanced, versatile joint force.

4) Agility.  Forces should be able to move quickly and easily.  It also includes thinking, planning, communicating, and acting faster than the enemy can effectively react.

5) Operations Extended to the Fullest Breadth and Depth.  This causes the enemy to disperse forces over a broad area.  At an operational level, joint air, land, sea, and special operations forces can enable operations to be extended throughout a theater.

6) Maintaining Freedom of Action.  This entails having a force structure that provides insurance against unanticipated developments or the underestimation of enemy strengths.

7) Sustaining Operations.  Logistical standardization (to include deployment procedures and equipment interpretability) will enhance sustainment of joint force operations.

8) Clarity of Expression.  Since modern warfare is inherently complex, plans and operations must be kept as simple as possible.  This includes using common terms and procedures.

9) Knowledge of Self.  Service forces assigned to a joint force provide an array of combat power that the joint force commander (JFC) can choose.  Commanders must know how their forces unique abilities can help attain the JFC's objectives, as well as how their capabilities mesh with the forces of other components.

10) Knowledge of the Enemy.  This involves the pooling of intelligence resources.

c. Joint Task Force.  A joint task force (JTF) is defined as a force composed of assigned or attached elements of the Army, the Navy or Marine Corps, and/or the Air Force; or two or more of these Services, which is constituted and so designated by the Secretary of Defense, by the commander of a subordinate unified/specified command (CINC), or an existing joint task force.  

1) The organizational support structure for a JTF is shown in figure 1.
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Figure 1
2) A joint task force is established when a mission has a specific limited objective and does not require overall centralized control of logistics. It's mission should require execution of responsibilities involving two or more services on a significant scale and close integration of effort, require coordination within a subordinate area, or coordination of local defense of a subordinate area. 

3) The authority establishing a JTF (the Secretary of Defense, a commander of a unified/specified command, or an existing joint task force) designates the commander and assigns the overall mission, intermediate objectives, and forces.  Joint Pub 0-2 "Unified Action Armed Forces", defines a flexible range of command relationships, specifying levels of command authority that can be granted to operational commanders to accomplish their missions.  These include combatant command (COCOM), which only combatant commanders can exercise; operational command (OPCON); tactical control (TACON); and support.  The primary emphasis in command relationships should be to keep the chain of command short and simple so that it is clear who is in charge of what, AS SHOWN IN FIGURE 2.
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Figure 2
4) The commander is referred to as 'Commander, JTF (COMJTF)' or Joint Force Commander (JFC). He can be selected from any of the four services.  The JFC is responsible for:

a) The effectiveness of the command.

b) Accomplishment of the JTF's missions.

c) External relations of the command, i.e.: with other US forces, armed forces of other nations, civilians, etc.

5) When the JTF commander is also a service component commander, he still has the responsibilities associated with command of that service component.  

6) The same authority that establishes a JTF provides the personnel necessary for the COMJTF's staff.  The staff is composed of a mixture of personnel from more than one service.  Positions on the staff should be divided so that service representation and influence generally reflect the Service composition of the force.  Figure 3 shows the organization of the JTF staff.
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Figure 3
7) The organization of the JTF consist of the following groupings:

a) Command Element.  

b) Special Staff.  Their responsibilities include providing technical, administrative, or tactical advice or recommendations to COMJTF of other staff agencies.  

c) Functional Staff.  Consist of those staff divisions that generally correspond to the major functions of command.  

1. The J-6 within the JTF functional staff, has responsibilities which include:

a. Exercise staff supervision, operational direction, and management control of all CJCS-controlled transportable assets, including the Joint Communications Support Element (JCSE), and C4 assets employed in joint C4 systems and networks.

b. Responds to the CJTF on all C4 matters.

c. Establishing the Joint Communications Control Center (JCCC) to support top-level network control and management within the joint operations area.

d) A JTF is dissolved when the purpose for which it was created has been achieved.

d. The Joint Special Operations Task Force is a joint task force composed of special operations units from more than one service, formed to carry out a specific special operation or prosecute special operations in support of a theater campaign, or other operations.  It may also have conventional non-special operations units assigned or attached to support the conduct of specific missions.  This is commanded by the Joint Force Special Operations Component Commander (JFSOCC). 

e. Joint Communication Support Element.

1) The JCSE is headquartered at MacDill AFB in Florida, and is operationally controlled by the Chairman Joint Chiefs of Staff (CJCS).  It is a rapidly deployable, joint, tactical communications unit, which possesses a wide range of tactical and commercial communications capabilities tailored to meet a variety of contingency missions.  They provide secure voice and data communications that link deployed commanders (JTF) to their component HQ's, higher HQ's, and the National Command Authority.

2) The JCSE's current mission was established by the JCS in 1984 and revalidated 1993.  The primary mission is to provide simultaneous communications support for two JTF HQ's, two JSOTF HQ's, and smaller communications packages for worldwide crisis, contingency, and wartime operations.  Secondly, they provide communications support, as directed by the Chairman JCS, to other U. S. entities and foreign governments, as directed.

3) To accomplish these missions, JCSE is organized with an active duty component and two Air National Guard squadrons.  The active duty component consists of about 500 service members from the USA, USAF, USN, and USMC.  The Air National Guard squadrons are the 224th Joint Communications Support Squadron (JCSS) at Brunswick, Georgia, and the 290th JCSS at MacDill AFB, Florida.  Each of these consists of almost 240 personnel.   

f. JTF AGENCIES AND PERSONNEL.

1) Joint Operations Center (JOC).  The JOC is a jointly manned facility of a joint force commander's headquarters.  Its mission is the planning, monitoring, and guiding the execution of the commander's decisions.  This is essentially a field combat operations center for the JTF headquarters.

2) Joint Intelligence Center (JIC).  The JIC is the intelligence center of the JTF.  It's mission is to produce and provide the intelligence required for planning and conducting operations to support the JFC and staff, components, task forces and elements, and the national intelligence community.  

3) Joint Movement Center (JMC).  The JMC is established to coordinate the employment of transportation (including that provided by allies or host nations) to support the concept of operations.  It is responsible for planning, routing, scheduling, and controlling personnel and freight movements over air, land, and sea lines. 

4) Joint Communications Control Center (JCCC).  The JTF HQ J-6 establishes the JCCC. Its mission is to manage tactical communications systems deployed in support of joint operations or exercises.  It exercises supervision over all communications control centers belonging to deployed components and subordinate commands.

5) Joint Force Air Component Commander (JFACC).  A CINC or JFC designates the JFACC.  The JFACC is normally an Admiral or General from any of the services, although it will usually be from the Air Force, Navy, or Marines.  

a) Assignment of a JFACC provides for centralized planning and decentralized execution of joint air operations.

b) The JFACC provides the linkage between strategic objectives and the tactical application of combat power.

c) The JFACC tasks, coordinates, and unifies the efforts of all air forces assigned to or provided in support of the Joint Force Commander.  

d) The Contingency Theater Automated Planning System (CTAPS) is the automated command and control tool used by the JFACC and his staff for generation and dissemination of the Air Tasking Order (ATO).  This system has been designated as the joint standard for ATO generation and dissemination by the joint staff.  CTAPS also makes it easy for the JFACC to redirect sorties and missions even after the ATO is published and distributed since it allows real-time communications among operations staff, including naval aviation abroad carriers.

REFERENCES:  

a. AFSC Pub 1, The Joint Staff Officer's Guide 

b. CAPS Software Program (IADB) Nov 93

c. Joint Pub 1, Joint Warfare of the Armed Forces of the United States 

d. JCS PUB 2, Unified Action Armed Forces (UNAAF)
LESSON REVIEW:

1. What are the elements of the national security structure?

A. _____________________________________________________________________

2. Who are the national command authorities?

A. _____________________________________________________________________

3. What does the term NCA signify?

A. __________________________________________________________________________________________________________________________________________

4. What is the composition of JCS?

A. __________________________________________________________________________________________________________________________________________

5. What is the composition of DOD?

A. _______________________________________________________________________________________________________________________________________________________________________________________________________________

6. What is the definition of a Unified (Combatant) Command?

A. __________________________________________________________________________________________________________________________________________

7. What is the definition of a Specified (Combatant) Command?

A. __________________________________________________________________________________________________________________________________________

8. What are the unified (combatant) commands?

A. _________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

9. Which of the unified (combatant) commands are assigned geographical area responsibilities?

A. __________________________________________________________________________________________________________________________________________

10. Which unified (combatant) commands have worldwide functional 



responsibilities?

A. __________________________________________________________________________________________________________________________________________
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