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200. INTRODUCTION. Numerous governmental organizations are involved in the implementation of U.S. national security. This chapter will focus primarily on those organizations and agencies responsible for the planning and execution of military operations, their organizational structure, and their command relationships.

201. ORGANIZATION FOR NATIONAL SECURITY. Knowledge of relationships between elements of the national security structure is essential to understanding the role of joint staff organizations. Figure 2‑1 illustrates the principal officials and organizations who make and execute national security decisions.

a. National Command Authorities (NCA)

(1)
Constitutionally, the ultimate authority and responsibility for the national defense rests with the President.

(2)
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. It is now clear that the Secretary has statutory authority, direction., and control over the military departments and is responsible for the effective, efficient, and economical operation of the department.

(3)
The National Command Authorities (NCA) are tile President and Secretary of Defense together or their duly deputized alternates or successors. The term NCA is used to signify constitutional authority to direct the Armed Forces in their execution of military action. Both movement of troops and execution of military action  must be directed by the NCA; by law, no one else in the chain of command has the authority to take such action.

b.
National Security Council (NSC).  The National Security Council was established by the National Security Act of 1947 as the principal forum to consider national security issues that require Presidential decision. Its membership now includes only four statutory members: the President, the Vice President, the Secretary of State, and the Secretary of Defense.. The Chairman of the Joint Chiefs of Staff" (CJCS) and the Director of Central Intelligence serve as statutory advisers to the NSC. The history of the NSC and its organization are discussed in Chapter 5.

c.
Department of Defense (DOD)
(1)
History. The Joint Board of the Army and Navy was established in 1903 as the first attempt to use a regularly constituted agency to coordinate the actions of the Army and the Navy. Since the beginning of our nation, the single focus for co-
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ordination between the War Department and Navy Department has been the President. During the 1920s and 1930s, Congress made several fiscally motivated studies intended to reorganize the administrative branch of government. In feet, one such report of a joint Congressional committee in June 1924 recommended that a single Department of Defense be formed under one cabinet officer; no action was taken on the report. Interestingly, the most significant support for a single executive department responsible for national defense came from Congressional desires to limit the size of the executive departments during the Depression. In 1932 the House considered a bill that would have permitted the President to establish a Department of National Defense and, as the President saw fit, subject to approval of Congress, transfer and consolidate functions of executive departments. Little resulted from the initiative. The establishment of a single defense department was rejected by the House, and the sweeping reorganization recommendations made by President Hoover were eventually rejected by s lame‑duck Congress. During the period, apposition among the military appears to have been strong. The Joint Board of the Army and Navy accepted a staff report dated May 1933 and said "The Joint Board is unable to recommend an organization for a Department of National Defense that would be more efficient or more economical than the present separate de-
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partmental organizations. In the opinion of the Board, amalgamation of the two Departments would be a grave error."

           (2) The history of the creation of a single executive department responsible for national defense is one marked by indecision and, from some circles, open hostility. But World War 11 and its aftermath furnished the necessary impetus for unification of the military departments under a single cabinet‑level secretary. Anticipating the needs of a peacetime military organization, an in-depth review by Congressional, executive, and military groups began even before the end of the war. Overwhelmingly, the studies were influenced by parochial Service interests that reflected the opinions of experienced wartime military and civilian leaders with vastly different views of the postwar era. Issues that dominated the search for a consensus included retention of air power in the Navy, maintenance of a separate Marine Corps, and the form and substance of the new military department of the Air Force.

(3)
National Security Act of 1947. The National Security Act of 1947 was monumental legislation. After almost 50 years that included wartime lessons beginning with the Spanish‑American War, a modern military organization had come into existence: unification of the Services was law, the powers of the Secretary of National Defense were identified but subject to broad interpretation, and the roles and missions of the military Services were defined by Executive Order but would not be. Congressionally stated until 1958. The act created the National Military Establishment (NME) under the leadership of a civilian Secretary and created co‑equal cabinet‑level Secretaries for the new Departments of the Army, Navy, and Air Force.

(4)
In 1949 the National Security Act was amended to change the name of the NME to Department of Defense and recognize it as an executive department. Further, it changed the role of the Services to military departments within DOD. The Reorganization Act of 1958 asserted the direction, authority, and control of the Secretary of Defense over the executive department and clarified the operational chain of command that runs from the President and Secretary of Defense to the combatant forces.

(5) DOD functions today are outlined in DOD Directive 5100.1 and illustrated in Figure 2‑2. The Department of Defense is composed of the

Office of the Secretary, Joint Chiefs of Staff, Joint Staff, defense agencies (16),

'
Department of Defense field activities (7),

Departments of the Army, Navy, and Air Force, and

unified (9) and specified (1) combatant commands.

(6)
The role of the Secretary of Defense has changed since the position was established in 1947. Originally, the Secretary had only general authority over the department, an authority shared with the civilian secretaries of the military departments. In 1949 his position was strengthened with his appointment as head of an executive department, reduction of the role of military department heads, and his assumption of budgeting responsibilities. Today he is the principal assistant to the President for all matters relating to the Department of Defense. He has undisputed authority, direction,
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FUNCTIONS OF THE

DEPARTMENT OF DEFENSE

As prescribed by the National Security Act of 1947, as amended, the Department of Defense maintains and employs the Armed Forces to

· support and defend the Constitution of the United States against all. enemies, foreign and domestic; 

· ensure, by timely and effective military action, the security of the United States, its possessions, and areas vital to its interest; and

·   uphold and advance the national policies and interests of the United States.

Reference: DOD Directive 5100.1 
Figure 2‑2

and control over the entire department; this is sole and ultimate power on any matter on which he chooses to act. Moreover, the DOD Reorganization Act of 1986 makes clear his position in the operational chain of command. Figure 2‑3 illustrates the organization that reports to the Secretary of Defense.

d. Military departments

(1)
The military departments are separately organized, each under a civilian secretary who supervises the Service chief (or chiefs) in matters of a Service nature. By law they are not in the operational chain of command. Basically, their functions are as follows:

· recruit

· organize

· supply

· equip

· train

· service

· mobilize

· demobilize

· administer

· maintain

· construct, outfit, and repair equipment

· construct, maintain, and repair buildings

(2)
The history of the military departments has been significantly altered by legislation and executive order since the National Security Act of 1947. The Key West Agreement of March 1948 clarified the residual roles left to the military departments and amplified their responsibilities. In 1953 the President and Secretary of Defense agreed to designate a military department to function as "executive agent" for the unified commands. The Reorganization Act of 1958 removed the military departments from the operational chain of command and clarified their support and administrative responsibilities.
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Figure 2-3 


202. ORIGINS OF THE JOINT CONCEPT

a. History before 1900. American history reflects the importance of joint operations. MacDonough's operations on Lake Champlain were a vital factor in the ground campaigns of the War of 1812; the teamwork displayed by General Grant and Admiral Porter in the Vicksburg Campaign of 1863 stands as a fine early example of joint military planning and execution. However, instances of confusion and lack of coordinated, joint

military action received public criticism in the Cuban campaign of the Spanish‑American War (1898). By the turn of the century, war had become too complex for joint planning

to be successfully done ad hoc.

b. History through World War I. As a result of the performance of the U.S. military establishment in the Spanish‑American War, a joint board composed of the professional heads of the Army and the Navy and the chief planner of each Service was established in 1903. The Joint Army and Navy Board was to be a continuing body that could plan for joint operations and resolve problems of common concern to the two Services. Unfortunately, the Joint Board accomplished little. Its charter gave it no actual authority to enforce its decisions. It was denied the capacity to originate opinions, being limited to commenting on problems submitted to it by the secretaries of the two military departments. It was described as "a planning and deliberative body rather than a center of executive authority." As a result, it had little or no impact on the conduct of the first World War. It is understandable that there would be confusion in the command of joint forces. Even as late as World War I, seniority and command relationships between the Chief of Staff of the Army and American Expeditionary Forces in Europe were just being resolved.

c.
History through World War II. After World War 1, the two Service secretaries agreed to reestablish and revitalize the Joint Board. Membership was expanded to six: the professional chiefs of the two Services, their deputies, and the Chief of War Plans Division for the Army and Director of Plans Division for the Navy. More important, a working staff (named the Joint Planning Committee) made up of members of the plans divisions of both Service staffs was authorized. The new Joint Board could initiate recommendations on its own. Unfortunately, the 1919 board was given no more legal authority or responsibility than its 1903 predecessor; and, although its 1935 publication, Joint Action Board of the Army and Navy, gave some guidance for the unified operations of World War II, the board itself was not influential in the war. The board was officially disbanded in 1947.
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203. ORIGINS OF THE JOINT CHIEFS OF STAFF

a. Soon after Pearl Harbor, President Roosevelt and Prime Minister Churchill, at the Arcadia Conference in Washington, established the Combined Chiefs of Staff as the supreme military body for strategic direction of the Anglo‑American effort. But the United States in 1941 had no established agency to furnish U.S. input to such a committee. The British Chiefs of Staff Committee, on the other hand, had long been giving effective administrative coordination, tactical coordination, and strategic direction to British forces. The British committee had planning and intelligence staffs to coordinate the ongoing war effort as well as serve as a "corporate" body for giving military advice to the War Cabinet and the Prime Minister. The collective responsibility of the British committee was set by the Prime Minister in 1924 and given to each new member as a directive:

In addition to the functions of the Chiefs of Staff as advisers on questions of sea, land or air . . . each of the three Chiefs of Staff will have an individual and collective responsibility for advising on defense policy as a whole, the three constituting, as it were, a Super‑Chief of a War Staff in Commission.

b. In response to the need for coordinated staff work, the concept described by Admiral Leahy as a "unified high command" was adopted by the United States in 1942; that group came to be known as the Joint U.S. Chiefs of Staff. This first Joint Chiefs of Staff worked throughout the war without legislative sanction or even formal Presidential definition, a role that President Roosevelt believed preserved the flexibility required to meet the needs of the war. The first members of the Joint U.S. Chiefs of Staff were the "opposite numbers" to the British Chiefs of Army, Navy, and Royal Air Force (an autonomous and co‑equal military organization): Admiral William D. Leahy, President Roosevelt's special military adviser, with a title of Chief of Staff to the Commander in Chief of the Army and Navy; General George C. Marshall, Chief of Staff of the Army; Admiral Ernest J. King, Chief of Naval Operations and Commander in Chief of the U.S. Fleet; and General Henry H. Arnold, Deputy Army Chief of Staff for Air and Chief of the Army Air Corps. Each was promoted in December 1944 when the grades of General of the Army and Fleet Admiral of the United States Navy were established.

c. The Arcadia Conference also gave formal definition to the terms JOINT, "involving two or more Services of the same nation," and COMBINED, "applying to organizations, plans, and operations of two or more nations."

d. Under President Roosevelt's leadership, this new U.S. military body steadily grew in influence and became the primary agent in coordinating and giving strategic direction to the Army and Navy. In combination with the British Chiefs of Staff, it mapped and executed a broad strategic direction for both nations.

e. At the end of World War II, the continued need for a formal structure of joint command was apparent; the wartime Joint Chiefs of Staff offered a workable example. The first legislative step was the passage of the National Security Act of 1947. That legislation formally established the Joint Chiefs of Staff and laid the foundation for the series of legislative and executive changes that produced today's defense organization. However, the road to a formal unified command organization was controversial. The debate over the most recent Congressional action, the 1986 DOD Reorganization Act, illus-​
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trates that controversy is alive even today. As seen in Figure 2‑4, significant legislative changes and executive decisions have altered and refined the influence and position of the Joint Chiefs of Staff since 1947.

204. THE JOINT CHIEFS OF STAFF TODAY

References:
Title 10 United States Code (as amended)


DOD Directive 5100.1, "Functions of the Department of Defense and



Its Major Components"


Organization of the Joint Chiefs of Staff, Action Officer Orientation



Handbook

a. Composition. The Joint Chiefs of Staff (JCS) consist of the Chairman, the' Vice Chairman, the Chief of Staff of the Army, the Chief of Naval Operations, the Chief of Staff of the Air Force, and the Commandant of the Marine Corps. The collective body of the JCS is headed by the Chairman (or the Vice Chairman in the Chairman's absence), who since 1956 sets the agenda and presides over JCS meetings. Responsibilities as members of the Joint Chiefs of Staff take precedence over duties as the chiefs of military Services.

b. Executive authority. The executive authority of the Joint Chiefs of Staff has been changed as different organizational approaches have been implemented.

(1)
In World War 11, the Joint U.S. Chiefs of Staff were executive agents for theater and area commanders. But the original National Security Act of 1947 saw the Joint Chiefs of Staff as planners and advisers, not as commanders of combatant commands. In spite of this, the 1948 Key West Agreement that was appended to DOD Directive 5100.1 allowed members of the Joint Chiefs of Staff to serve as executive agents for unified commands, a responsibility that allowed the executive agent to originate direct communication with the combatant command. This authority was reversed by Congress by a 1953 amendment to the National Security Act.

(2)
Today, the Joint Chiefs of Staff have no executive authority to command combatant forces. The issue of executive authority was clearly resolved by the Goldwater‑Nichols DOD Reorganization Act of 1986: "[T]he Secretaries of the military departments shall assign all forces under their jurisdiction to unified and specified combatant commands to perform missions assigned to those commands . .*: ; the chain of command "runs from the President to the Secretary of Defense; and from the Secretary of Defense to the commander of the combatant command."

c. Military advice. Today the Chairman of the Joint Chiefs of Staff is the principal military adviser to the President, Secretary of Defense, and National Security Council (NSC). However, all JCS members are, by law, military advisers, and they may respond to a request or voluntarily submit advice or opinions to the President, Secretary of Defense, or NSC.

d. Immediate military staff. DOD Directive 5100.1 assigns the Joint Chiefs of Staff, supported by the Joint Staff, as the immediate military staff of the Secretary of Defense. This designation is not found in Title 10 U.S. Code, but is a clear statement that the Secretary of Defense will turn to the Joint Chiefs of Staff for staff support on military matters.
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References:
National Security Act of 1947, as amended;

Figure 2‑4


Reorganization of the National Security Organization,


Report of the CNO Select Panel, dated March 1985
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e. Chairman of the Joint Chiefs of Staff (CJCS)

(1)
The Goldwater‑Nichols DOD Reorganization Act of 1986 identifies the Chairman of the Joint Chiefs of Staff as the head of the Joint Chiefs of Staff and the senior ranking member of the Armed Forces. As such, the Chairman of the Joint Chiefs of Staff is now the principal military adviser to the President. He may seek the advice of and consult with the other JCS members and combatant commanders; when he presents his advice, he presents the range of advice and opinions he has received along with any individual comments of the other JCS members.

(2)
Under the 1986 DOD Reorganization Act, the secretaries of the mili​tary departments assign all forces to combatant commands except those assigned to car​ry out the mission of the Services, i.e., recruit, supply, equip, train, service, etc. The chain of command to these combatant commands runs from the President to the Secre​tary of Defense directly to the commander of the combatant command. The Chairman of the Joint Chiefs of Staff alone "functions within the chain of command by transmit​ting communications to the commanders of the combatant commands from the President and Secretary of Defense." That position is now clearly stated in DOD Directive 5100.1. The Chairman of the Joint Chiefs of Staff does not exercise military command over any combatant forces; that issue was clarified in the 1953 amendment to the National Secu​rity Act of 1947.

(3)
The law also transfers to the Chairman of the Joint Chiefs of Staff the functions and responsibilities previously assigned to the corporate body of the Joint Chiefs of Staff. The broad functions of the Chairman of the Joint Chiefs of Staff are set forth in the amendments to Title 10, United States Code, and detailed in DOD Directive 5100.1. They are summarized in Figure 2‑5. In carrying out his duties, the Chairman of the Joint Chiefs of Staff is charged to consult with and seek the advice of the other members of the Joint Chiefs of Staff and the combatant commanders, as he considers appropriate.

f.
Vice Chairman of the Joint Chiefs of Staff. The DOD Reorganization Act of 1986 created the Vice Chairman of the Joint Chiefs of Staff, who performs such duties as the Chairman of the Joint Chiefs of Staff may prescribe. By law, he is the second ranking member of the armed forces and replaces the Chairman of the Joint Chiefs of Staff in his absence or disability. Though not originally included as a member of the JCS, Section 911 of the National Defense Authorization Act of 1993 vested the Vice Chairman as a full voting member of the JCS.

g.
Military Service chiefs. The military Service chiefs are often said to "wear two hats." As members of the Joint Chiefs of Staff, they offer advice to the President, Secretary of Defense, and NSC. As the chiefs of the military Services, they are respon​sible to the secretary of the military department for management of the Services. The Service chiefs serve for four years. By custom, the vice chiefs of the Services are dele​gated authority to act for their chiefs in most matters having to do with day‑to‑day op​eration of the Services. The duties of the Service chiefs as members of the Joint Chiefs of Staff take precedence over all their other duties.
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FUNCTIONS OF THE CHAIRMAN

OF THE JOINT CHIEFS OF STAFF

The Chairman of the Joint Chiefs of Staff is the principal military adviser to the President, Secretary of Defense, and National Security Council. Subject to the authority, direction, and control of the President and Secretary of Defense, the Chairman is responsible far the principal functions listed below:

STRATEGIC DIRECTION

furnish strategic direction of the Armed Forces

STRATEGIC PLANNING

prepare strategic plans prepare joint logistic and mobility plans to support those strategic plans perform net assessments of the capabilities of the Armed Forces

CONTINGENCY PLANNING

provide for preparation and review of contingency plans advise on critical deficiencies and strengths in force capabilities

REQUIREMENTS, PROGRAMS, AND BUDGET

advise on the priorities of requirements advise on program recommendations and budget proposals assess military requirements for defense acquisition programs

DOCTRINE TRAINING, AND EDUCATION

develop doctrine for joint employment formulate policies for coordinating military education and training


        OTHER MATTERS



•• exercise exclusive direction of the Joint Staff

'

••as directed by the President, attend and participate in meetings of the NSC



•• advise and assist the NCA on establishing combatant commands



•• transmit communications between the NCA and combatant commands



•• review plans and programs to determine adequacy and feasibility



•• as the Chairman considers appropriate, consult with and seek the




advice of the Joint Chiefs 'of Staff and combatant commanders


References:
DOD Reorganization Act of 1986
Figure 2-5





DOD Directive 5100.1
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205. ORGANIZATION OF THE JOINT CHIEFS OF STAFF\

References:
Joint Admin Pub 1.1, Organization and Functions of the Joint Staff

Title 10 United States Code (as amended)


DOD Directive 5100.1, "Functions of the Department of Defense and



Its Major Components"

a. Joint Admin Pub 1.1, Organization and Functions of the Joint Staff, outlines the Joint Chiefs of Staff; Joint Staff; joint boards, commissions, and committees; National Defense University; defense agencies; and other supporting organizations.

b. Joint Chiefs of Staff (JCS). The composition and role of the Joint Chiefs of Staff were discussed in section 204. There are two recognized groups who greatly assist,, the Joint Chiefs of Staff in the execution of their role.

 (1)
In the joint arena, a body of senior flag or general officers assists in resolving matters that do not require JCS corporate‑body attention. Each Service chief appoints an operations deputy who works with the Director of the Joint Staff to form the subsidiary body known as the Operations Deputies of the Joint Chiefs of Staff or the OPSDEPs. The OPSDEPs are generally the three‑star chiefs of operations for the Services: Army Deputy Chief of Staff (DCOS) for Operations and Plans, Navy Deputy Chief of Naval Operations (DCNO) for Policy, Strategy, and Plans, Air Force DCOS for Plans and Operations, and Marine Corps DCOS for Plans, Policy, and Operations. They meet in sessions chaired by the Director of the Joint Staff to consider issues of lesser importance on behalf of the Joint Chiefs of Staff or to screen major issues before they reach the Joint Chiefs of Staff. With the exception of the Director, this body is not considered part of the Joint Staff.

(2)
Similarly, there is a subsidiary body known as the Deputy Operations Deputies, JCS (DEPOPSDEPs), composed of a chairman, who is the Vice Director of the Joint Staff, and a two‑star flag or general officer appointed by each Service chief. Currently, the DEPOPSDEPs are the Service directors of plans: Army Assistant Deputy COS (ADCOS) for Operations and Plans for Joint Affairs, Navy ADCNO for Policy, Strategy, and Plans, Air Force Director of Plans, and the Marine Corps Director of Plans. Issues come before the DEPOPSDEPs to be either settled at their level or forwarded to the OPSDEPs. Except for the Vice Director of the Joint Staff, the DEPOPSDEPs are not considered part of the Joint Staff.

(3)
Matters come before these bodies under policies prescribed by the Joint Chiefs of Staff in Memorandum of. Policy (MOP) 133. The Director of the Joint Staff is authorized to review and approve issues when there is no dispute between the Services, when the ‑issue does not warrant JCS attention, when the proposed action is in conformance with CJCS policy, or when the issue has not been requested by a member of the Joint Chiefs of Staff. Actions completed by either the OPSDEPs or DEPOPSDEPs will have the same effect as actions by the Joint Chiefs of Staff.

c.    Joint Staff
(1)
The term "Joint Staff" is not specifically defined in the Reorganization Act of 1986, but the act did restrict the staff's size to 1,627 military and civilian personnel. This number includes personnel assigned or detailed to permanent duty on the Joint Staff. The staff is composed of approximately even numbers of officers from the

12
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Army, Navy and Marine Corps, and Air Force. In practice, the Marines make up about 20 percent of the number allocated to the Navy.

n


(2)
Each amendment to the NSA of 194? states that the Joint Staff is not


to operate or be organized to be an overall Armed Forces General Staff; therefore, it has


no executive authority over combatant forces.




(3)
The Joint Staff assists the Chairman of the Joint Chiefs of Staff with


unified strategic direction of the combatant forces; unified operation of the combatant


commands; and integration into an efficient team of land, naval, and air forces.




(4)
Figure 2‑6 illustrates the history of the Joint Staff as the directorates,


agencies, and staff members have varied with administrative and statutory demands.


Organization of the Joint Staff is illustrated in Figure 2‑7.




(5)
‑The Chairman of the Joint Chiefs of Staff, after consultation with


other JCS members, selects the Director, Joint Staff, to assist in managing the Joint


Staff. By law, the direction of the Joint Staff rests exclusively with the Chairman of the


Joint Chiefs of Staff. The Joint Staff also assists the other JCS members and the Vice


Chairman in carrying out their responsibilities.



d.
Agencies of the Joint Chiefs of Staff



(1)
Organizations reporting to CJCS.   The diversity of offices within the


Joint Staff and other organizations of the Joint Chiefs of Staff illustrates a wide range


of functions and responsibilities. Among organizations reporting to the Chairman of the


Joint Chiefs of Staff are the CJCS representatives to international negotiations, e.g.,


Mutual and Balanced Force Reductions (MBFR), Strategic Arms Reduction Talks


(START), and activities involved with politico‑military affairs and defense in the Western


Hemisphere, e.g., U.S. representation to the United Nations Military Staff Committee and 


the Military Committee of NATO. Other activities include the National Defense


University, the Joint Materiel Priorities and Allocations Board, and the Joint Transporta​-


tion Board. Figure 2‑8 illustrates the organizations that report to CJCS.
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EVOLUTION OF THE JOINT STAFF
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References:
National Security Act of 1947, Title 10, U.S. Code, as amended;
Figure 2‑6


Joint Admin Pub 1.1, Organization and Functions of the Joint Staff


(2)
Organizations reporting to the Secretary of Defense through CJCS.

The combatant commanders have been directed by DOD Directive 5100.1 to communicate to the Secretary of Defense and President through the CJCS. Several defense agencies that report to the Secretary of Defense also support CJCS. CJCS has operational responsibilities for the Defense Information Systems Agency, the Defense Nuclear Agen-​
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Reference: Joint Admin Pub 1.1, Organization and Functions of the Joint Staff 
Figure 2‑7

cy, the Defense Logistics Agency, the Defense Intelligence Agency, and the Defense Mapping Agency; and CJCS gives policy guidance and direction to other supporting organizations, including the Joint Tactical Command, Control, and Communications Agency, the Electromagnetic Compatibility Analysis Center, the Military Communications-Electronics Board, and the Joint Doctrine Center. Figure 2‑9 illustrates the organizations that report to the Secretary of Defense through CJCS and those that, like the DOD agencies and activities, have functional relationships to the Joint Chiefs of Staff through CJCS.
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a. History

Reference:
Staff Report to the Committee on Armed Services, United States



Senate, October 16, 1985, U.S. GPO, Washington, 1985

(1)
The history of our current combatant command arrangement begins with the 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 accomplished little in the way of improving joint command. In effect, decisions on joint matters in dispute between the Services went to the level of the commander in chief. The President was the single '"commander" who had a view of the entire military theater and authority over both the Army and Navy on‑site commanders. Interestingly, one product of the Joint Board, an agreement on "mutual cooperation" in joint operations, was in effect at the time of the Japanese attack on Pearl Harbor in December 1941. Early in World War II, General George C. Marshall, Army Chief of Staff,
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206.
COMBATANT COMMANDS

Reference: adapted from Joint Admin Pub 1.1

Figure 2‑9

realized that a unified command arrangement, not mutual cooperation, had been made necessary because of the complexity of modern warfare.

(2)
The experiences of World War II fully supported the theory and practice of unified command. Then, quite unlike today, the unified commanders reported to their executive agents on the Joint U.S. Chiefs of Staff. The executive agents have alternately been the military chiefs of Services (World War II and 1948) and the civilian secretaries of the military departments (1953‑1958). Confusion rose from the understanding that the suppliers of the support and administration, the military departments, should also share in the direction of the forces in combat.

(3) As discussed earlier, the National Security Act (NSA) of 1947 was the first definitive legislative statement "to provide for the effective strategic direction of the armed forces and for their operation under unified control and for their integration
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Into an efficient team of land, naval, and air forces." The act went on to say that it was the responsibility of the Joint Chiefs of Staff to "establish unified‑commands in strategic areas when such unified commands are in the interest of national security," and the President would establish unified and specified combatant commands to perform military missions. The military departments would assign forces to the combatant commands; the responsibility for their support and administration would be assigned by the Secretary of Defense to a military department. Forces not .assigned would remain under the authority of the military department. Now, it was thought, the nation could make more effective use of its military resources.

c. Definitions. Unified and specified combatant commands were first described by statute in the NSA of 1947. Neither definition of the combatant commands has changed since then:

Unified Combatant Command. A command which has broad, continuing missions and which is composed of forces from two or more military departments.

Specified Combatant Command. A command which has broad, continuing missions and which is composed of forces from a single military department.

For the purposes of this publication, the term combatant command means a unified or specified command. The commander of a combatant command is designated commander in chief (CINC).

c. Chain of command.   Congressional Intent in the Goldwater‑Nichols DOD Reorganization Act of 1986 was to clarify the command line to the combatant commanders and preserve civilian control of the military. The Reorganization Act clearly states that the operational chain of command runs from the President to the Secretary of Defense to the combatant commanders. However, a provision of the Act permits the President to authorize communications through CJCS. By that authority, DOD Directive 5100.1 dated 25 September 1987 places CJCS in the communications chain of command; communications between the NCA and the combatant commander now pass through CJCS. Further, the Secretary of Defense is permitted wide latitude to assign oversight responsibilities to CJCS in the Secretary's control and coordination of the combatant commanders. This has been exercised in DOD Directive 5100.1.

(1) From the beginning of the unified combatant command concept there appears to have been confusion about the chain of command. Problems of the following sort arose:

· de facto influence of Service departments resulted from their resource support and personnel assignment responsibilities;

· DOD Directive 5100.1 of 31 December 1958 assigned the Joint Chiefs of Staff to a role in the operational chain of command that conflicted with their statutory authority; and

· executive agents were assigned to positions of command between the National Command Authorities and the combatant commander (1948, 1953, and 1958).
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(2)
Until the 1986 Reorganization Act, there had been confusion over the role of the Joint Chiefs of Staff in the chain of command. The NSA of 194? stated that "combatant commands . . . are responsible to the President and to the Secretary (of Defense) for such military missions as may be assigned to them by the Secretary (of Defense) . . . ." This had been interpreted to cloud the statutory command authority of the Secretary of Defense and the subsequent role of the Joint Chiefs of Staff. Further complications arose in 1958 when the Joint Chiefs of Staff, contrary to statute, were placed in the chain of command between the NCA and the combatant commanders. Commanders involved in the Pueblo Incident, the Cuban Missile Crisis, and Vietnam have been quoted as saying that they understood that the Joint Chiefs of Staff were in the operational chain of command.

d. Authority

References:
DOD Directive 5100.1, "Functions of the Department of Defense and



Its Major Components"


Joint Pub 0‑2, Unified Action Armed Forces (UNAAF)

(1)
The effective use of the nation's armed forces requires a unity of effort in the operation of diverse military resources. This goal will be achieved through

· strategic direction of the armed forces,

· operation under unified command,

· integration into an efficient team of land, naval, and air forces,

· prevention of unnecessary duplication of efforts or resources,

· coordination of operations, and

· effective combined operations.

Commensurate with the responsibility placed on combatant commanders to achieve unity of effort, they have been given increased authority by law (Title 10, U.S.Code, as amended) and DOD Directive.

(2)
The DOD Reorganization Act of 1986 makes the combatant commanders accountable to the NCA for performing their assigned missions. With this accountability comes the assignment of all authority, direction, and control that Congress considers necessary to execute the responsibilities of the combatant commanders., The act defines the command authority of the CINC to

· give authoritative direction to subordinate commands, including all aspects of military operations, joint training, and logistics;

· prescribe the chain of command within the command;

· organize commands and forces to carry out assigned missions;

· employ forces necessary to carry out assigned missions;

· coordinate and approve administration, support, and discipline; and

· exercise authority to select subordinate commanders and combatant command staff.

(3)
This authority is termed "combatant command" and resides only in the combatant commander. Combatant Command (COCOM) is the command authority over assigned forces vested in the CINCs by Title 10, US. Code Section 169, and is not transferable. It is defined in Joint Pub 0‑2, Unified Action Armed Forces (UNAAF):
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COCOM is exercised only by the commanders of unified and specified combatant commands. COCOM is the authority of a combatant 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. COCOM should be exercised through the commanders of subordinate organizations. Normally this authority is exercised through the Service component commander. COCOM furnishes full authority to organize and employ commands and forces as the CINC considers necessary to accomplish assigned missions.

(4)         COCOM is a concept that is not shared with other echelons of command. Combatant commanders exercise COCOM through component commanders, subordinate unified commanders„ commanders of joint task forces, and other subordinate commanders.

(5)
In the past, directive authority for logistics has been an issue for contention. Much of this may have been resolved by the more definitive statement on the subject in the December 1986 edition of UNAAF:

· Directive authority for logistics supports the combatant commander's responsibility to effectively execute operational plans, maintain effectiveness and economy of operation, and prevent duplication of facilities and resources.

· Military departments are still responsible for logistics and administrative support of forces assigned or attached to the combatant commands.

· In peacetime, the CINC has responsibilities that are consistent with legislation, military department and Service policy, budgetary considerations, and local conditions. Disputes are referred to the military department for consideration; failure to receive timely resolution there allows the CINC to forward the matter through CJCS to the Secretary of Defense for resolution.

· During crisis or war, the CINCs' authority and responsibility are understandably expanded to include use of facilities and supplies of all forces under their command. Joint logistics doctrine developed by CJCS establishes wartime logistics policy.

· The CINCs have approval authority over Service logistics programs that affect operational capability or sustainability within their theaters, e.g., base adjustments, force beddowns, etc. Disputes in this area may be settled by the Secretary of Defense through CJCS.

(6)
Operational control (OPCON) is another level of authority used frequently in the execution of joint military operations. OPCON is authority delegated to echelons below the combatant commander. Normally, this is authority exercised through component commanders and the commanders of established subordinate commands. Limitations on OPCON as well as additional authority not normally included in OPCON can be specified by a delegating commander. OPCON is defined in UNAAF.
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Operational Control (OPCON). The authority delegated to a commander to perform those functions of command over subordinate forces involving the composition of subordinate forces, the assignment of tasks, the designation of objectives, and the authoritative direction necessary to accomplish the mission. OPCON includes directive authority for joint training. OPCON should be exercised through the commanders of assigned normal organizational units or through the commanders of subordinate forces established by the commander exercising OPCON. OPCON normally provides full authority to organize forces as the operational commander deems necessary to accomplish assigned missions, and to retain or delegate OPCON or tactical control as necessary. OPCON may be limited by function, time, or location. It does not, of itself, include such matters as administration, discipline,. internal organization, and unit training.

(7)
The term tactical control (TACON) is used in execution of operations and is also defined by UNAAF: "The detailed and usually local direction and control of movements or maneuvers necessary to accomplish missions or tasks assigned."

(8)
"Command" and "control" are used in slightly different contexts in the combined arena. Those definitions are given in Joint Pub 1‑02, Department of Defense Dictionary of Military and Associated Terms.

e. Role of CJCS. The role of CJCS in the chain of command of the combatant commands is threefold.

(1)
As stated, communications between the NCA and the combatant commanders pass through CJCS. The DOD Reorganization Act permits the President to establish this communications chain of command; DOD Directive 5100.1 of 25 September 1987 directs it. With this communications responsibility come the myriad duties associated with assisting the President and Secretary of Defense in the direction and control of the combatant commanders: strategic direction, strategic planning, and contingency planning and preparedness.

(2)
Oversight of the activities of combatant commands in matters dealing with the statutory responsibility of the Secretary of Defense falls to CJCS. This includes recommending changes in assignment of functions, roles, and missions to achieve maximum effectiveness of the armed forces.

(3)
CJCS is the spokesman for the combatant commanders, including the summary and analysis of requirements, programs, and budget.

f.
Forces.  The 1986 change to Title 10 U.S. Code, Armed Forces, requires that forces under the jurisdiction of the military departments be assigned to the combatant commands with the exception of forces assigned to perform the mission of the military department, i.e., recruit, supply, equip, maintain, etc. In addition, forces within a CINC's geographic area of responsibility will normally be under the command of the combatant commander.

21

21

g. Organizational relationships

References:
Unified Command Plan


MOP 173, "Joint Manpower Management"

   (1)
         The unified command structure is flexible, and changes as required to accommodate evolving U.S. national security needs. The Unified Command Plan (UCP) is the document that establishes the combatant commands. It is approved by the President, published by the CJCS, and addressed to the commanders of combatant commands. The UCP identifies geographic areas of responsibility, assigns primary tasks, defines authority of the commanders, establishes command relationships, and gives guidance on the exercise of combatant command. Figure 2‑10 illustrates the current unified combatant command relationships.

(2)
Five combatant commanders have geographic area responsibilities. The CINCs are assigned an area of operations by the Unified Command Plan (UCP) and are responsible for all operations within their designated areas: U.S. Atlantic Command, ‑U.S. Central Command, U.S. European Command, U.S. Pacific Command, and U. S. Southern Command.

(3)
The CINCs of the remaining combatant commands have worldwide functional responsibilities not bounded by any single area of operations: U.S. Space Command, U.S. Special Operations Command, U.S. Strategic Command, U.S. Transportation Command, and the remaining specified command, U.S. Forces Command.

(4)
General responsibilities of the CINCs are spelled out in the UCP.

(5)
Charts of the command relationships of the combatant commands are shown on the following pages. The charts show only major subordinate organizations and indicate formal associations with combined commands, because some commanders serve in more than one capacity; the shaded areas illustrate multi‑hat responsibilities. Most CINC positions are nominative (i.e., they can be held by an officer from any Service), while others are only held by officers from a designated Service or Services. MOP 173 is the JCS manning statement that identifies which Service will be represented in each position.

h. Summary charts. Figures 2‑11 and 2‑12 summarize the basic differences found in UNAAF between combatant commands and their subordinates.
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207.   A JOINT STAFF
Reference: 
Joint Pub 0‑2, Unified Action Armed Forces (UNAAF)

a. Introduction. As shown in the summary of Service functions and staff history in Chapter 1, each of the military Services has developed a different concept of how its staff should be organized. However, the fundamental staff concept is consistent among all Services: the commander has a staff, a group of assistants, that is not in the operational chain of command. Joint commanders choose a staff system that satisfies their needs, one that can be used effectively by officers from the different Services who make up their staffs. The concept of the joint staff is seen throughout the combatant com

Figure 2‑10
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