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INSTRUCTOR:  Mr. Bob Barthelmess

DESCRIPTION:  This lesson provides an overview of command relationships within the chain of command, from both a joint service and the air force perspective. The lesson introduces the various operational organizations in the chain of command, and the relationships among the commanders, and the transfer of forces among the operational commands.  Later, the lesson introduces the presentation of air force forces (to a joint force commander), and the types of organizations the air force brings to the fight.  This is a keystone lesson in understanding the roles of the combatant and subordinate commands, and what their tasks are in the deliberate and crisis action planning processes.

OBJECTIVES:  The object of this lesson is for each student to understand the relationships and assigned tasks within the chain of command.  For effective planning, each planner must understand the basic differences in roles/missions of the operational organizations, the authority and responsibilities of their respective commanders, and the mechanics of transferring forces among commands.

SAMPLES OF BEHAVIOR: 

1.  Define the chain of command.

2.  Describe the Unified, Sub-Unified, Joint Task Force (JTF), Service Component, and Functional Component commands.

3.  Distinguish between the two types of multinational organizations.

4.  Describe the four types of command authority vested in joint force commanders.

5.  Explain the difference between the COMAFFOR who is an AETF-CC and the COMAFFOR who is a JFACC.

REQUIRED READING: None

OPTIONAL READING: None

REFERENCES: Unified Command Plan (UCP); Joint Pub 0-2, Unified Actions Armed Forces (UNAAF); Joint Pub 3-0, Doctrine for Joint Operations; Joint Pub 3-16, Doctrine for Multinational Operations; AF Doctrine Document (AFDD-2), Organization and Employment of Aerospace Power
TOPICAL OUTLINE

Overview:  A planner's understanding of the chain of command, the authorities and responsibilities that exist within the chain of command, and the various relationships among the operational and support commanders is vital to successful planning and execution of any mission.  But first, a few definitions to set the stage:

1. Definitions

a. Chain of Command: The chain of command is the succession of commanding officers from a superior to a subordinate through which command is exercised.  It is a single chain of command with two distinct branches.  One branch – the administrative -- extends from the SecDef to the heads of the military departments (see below); the other branch -- the “operational” side, where missions are carried out -- extends from the SecDef to the combatant (joint force) commanders of the unified, sub-unified, and joint task force commands.
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b. Joint Forces: Joint forces are forces specifically designated by the SecDef as a unified command, subordinate unified command, or joint task force.  They are established on either a geographic basis, such as US Pacific Command, or on a functional basis, such as US Transportation Command.  Joint forces are composed of forces from two or more military departments (e.g., USAF and Army), and are commanded by a joint force commander.


c. Joint Force Commander (JFC): A general term applied to a commander in the operational branch of the chain of command who commands either a unified command, sub-unified command, or joint task force. These joint force commanders are authorized to exercise command or control authority over joint forces (i.e., forces made up of two or more military departments).


2. Fundamentals of Joint Operations – The Commands
[image: image1.wmf]
a. Unified Command: Established by the President, through the SecDef, with advice from the CJCS, a unified command is a combatant command with a broad, continuing mission under a single commander and is composed of significant assigned components of two or more Military Departments.  A unified command is the primary war fighting organization and is established on either a geographical or functional basis.  There are currently nine unified commands (five geographical; four functional).  The commander of a unified command is known (per Title 10, US Code) as the “combatant commander.”  The combatant commander exercises combatant command authority (COCOM) (see page 9) over assigned forces, and is directly responsible to the SecDef for the performance of assigned missions.  As of 1 Oct 02, several changes have taken place, including the establishment of US Northern Command (USNORTHCOM) and the combining of US Strategic Command (USSTRATCOM) and US Space Command (USSPACECOM).   By direction of the SecDef, in an October 24, 2002 memorandum, the term “CINC” no longer applies to a combatant commander.  Geographic and functional responsibilities of the combatant commanders are delineated in the Unified Command Plan (UCP); available for your review.  Please ask one of the instructors for access to this document.

              b. Subordinate Unified Command  (a.k.a. Sub-unified Command): When authorized through the CJCS, commanders of unified commands may establish sub-unified commands to conduct operations on a continuing basis.  A sub-unified command may be established on a geographical  (e.g., US Forces Korea, US Forces Azores, etc.) or functional basis (e.g., Special Operations Command, Pacific).  The commanders of sub-unified commands have functions and responsibilities similar to those of the commanders of unified commands and usually exercise operational control (OPCON) (see page 9 ) of assigned or attached forces within the Joint Operations Area (JOA) or functional area.

c. Joint Task Force (JTF): A JTF is a joint force that is constituted and so designated by the SecDef, a combatant commander, a sub-unified commander, or existing JTF commander.  Established on a geographical or functional basis, a JTF is designated when a mission has a specific, limited objective.  A JTF is dissolved when the purpose for which it was created has been achieved or when it is no longer needed.  The commander of a JTF usually exercises OPCON over assigned and, normally, attached forces.  
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d. Service Component Command: Consists of the Service component commander and all the Service forces that have been assigned to the combatant command, or further assigned to a subordinate unified commander or joint task force commander.  Service component commanders have responsibilities derived from their roles in fulfilling the Services’ support function.  

a) Their Service responsibilities include:





(1) Making recommendations to the JFC on the proper employment of forces.





(2) Accomplishing operational missions as may be assigned.





(3) Selecting and nominating specific units of the parent Service component for assignment to other subordinate forces.





(4) Conducting joint training.





(5) Informing their JFC of planning for changes in logistics support.





(6) Developing program and budget requests.





(7) Informing the combatant commander of program and budget decisions.





(8) Providing supporting joint operation and exercise plans, with necessary force data to support missions assigned by the combatant commander.




b) Service component commanders in joint forces at any level within a combatant command are responsible for the following:







(1) Internal administration and discipline.





(2) Training in their own Service doctrine

.





(3) Logistics functions normal to the command.





(4) Service intelligence matters and oversight of intelligence activities.


[image: image4.wmf]30

Operational

Branch

President or

SecDef

US PACIFIC

COMMAND

US FORCES

KOREA

JTF

Commander

PACAF

ARPAC

PACFLT

AFFOR

ARFOR

NAVFOR

USAFK

EUSA

NAVFORK

Military Dept.

Secretary

Service Chief

Administrative

Branch

The Commands

Service Component


               Example of Service Component Commands for US Pacific Command


e.  Functional Component Command: A command normally composed of forces from two or more military departments which may be established, across a range of military operations, to perform a particular mission (example: Joint Force Air Component Commander - JFACC).  Joint force commanders at any level have the authority to establish functional component commands to control military operations.  Commanders of functional component commands have authority over forces or military capability to perform operational missions; but do not constitute a “joint force.”  The specific authorities of the functional component commanders and the subsequent command relationships must be designated by the establishing JFC.  Functional component commanders will normally be a Service component commander, and retain the responsibilities associated with the Service.


Note:  You’ll see in the second half of this instructional period how the functional component commander – in this case the JFACC – plays an important role in the Air Force’s support to the JFC.




[image: image5.wmf]83

Administrative

Branch

Operational

Branch

President or

SecDef

Unified

Commander

Sub

-

Unified

Commander

JTF

Commander

PACAF

ARPAC

PACFLT

AFFOR

ARFOR

NAVFOR

USAFK

EUSA

NAVFORK

Military Dept.

Secretary

Service Chief

Components

Service

Functional

The Commands

JFMCC

JFLCC

JFACC


3. Multinational Operations:  “Multi-national operations” is a collective term to describe military actions conducted by forces of two or more nations, typically organized within the structure of a coalition or alliance.


a. Alliance: The result of formal agreements (i.e., treaties) between two or more nations with broad long-term objectives.  An alliance command is often called a combined command (e.g., Combined Forces Command in Korea)

b. Coalition: An ad hoc arrangement between two or more nations for common action.
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“Joint ops are interesting, [but] coalition ops -- to us -- ought to be compelling … we 
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4.  Authorities: To accomplish missions, joint force commanders are provided different levels of authority.  The amount of authority depends on their current position in the chain of command and the type of missions they will undertake.  In addition, when forces are assigned or attached resulting from a transfer, the gaining commander assumes different authority.  These authorities are described below:


a. Command Authority:



1) Combatant Command (COCOM): Command authority over assigned forces; Title 10 authority vested only in unified combatant commanders; cannot be delegated.  COCOM gives full authority to organize and employ commands and forces as the combatant commander considers necessary to accomplish assigned missions; includes authoritative direction over military operations, joint training and logistics; includes the authority of OPCON.



2) Operational Control (OPCON): Transferable command authority exercised by commanders at echelons below the combatant commander; inherent in COCOM. Includes authority to perform 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.  Does not include authoritative direction for logistics or matters of administration, discipline, internal organization, or unit training (most of these are covered under  “other authorities,” specifically the authority of ADCON).



3) Tactical Control (TACON): Detailed and, usually, local direction and control of movements or maneuvers necessary to accomplish the mission.  Tactical control is inherent in operational control.






4) Support:  The action of a force that aids, protects, complements, or sustains another force; relationship and degree of support established by the SecDef or superior commander (e.g., combatant commander); commander of the "supported force" given authority for the general direction of the supporting effort (e.g., selection of targets, duration of effort, etc.).
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b. Other Authorities:




1) Administrative Control (ADCON): ADCON is the control vested (primarily) in the military department/Service “chain of command.”  It is the exercise of authority over subordinate organizations in respect to administration and support.  It includes the organization of Service forces, control of resources and equipment, personnel management, unit logistics, training, readiness, mobilization, demobilization, discipline, and other matters not included in the operational missions of the subordinate or other organizations.




2) Coordinating Authority: Authority exercised by commanders or individuals for coordinating specific functions or activities of two or more military departments.  This is authority for a “consultation authority,” not an authority for exercise of command.  This authority is usually exercised in planning.




3) Direct Liaison Authorized (DIRLAUTH): Authority granted to directly consult or coordinate an action with a command or agency.  This is a coordination relationship more applicable to planning than operations.




4) Training and Readiness Oversight (TRO):  This is the authority combatant commanders may exercise over assigned reserve component forces when not on active duty or when on active duty for training only.  TRO will normally be exercised through the Service component commander.

5.  Presentation of Air Force Forces – COMAFFOR and JFACC: This portion of the lesson looks at the air force component and how the air force “presents” its forces to the joint force commander.  It is an important step in understanding what the Air Force brings to the table, how it is organized and the authorities and relationships that exist among the primary players.  The following text discusses and contrasts the two roles a COMAFFOR will likely face:  the commander of an AETF and the Joint Force Air Component Commander, or JFACC.  These are two interdependent, but separate roles; one as the commander of deployed expeditionary air forces, the other as the architect of the air war. 


a. Commander of Air Force Forces (COMAFFOR)

1) A COMAFFOR exists at each level in the operational branch of the chain of command (Unified, Sub-unified, or JTF).  For example: Commander, PACAF is the COMAFFOR to the Commander, US Pacific Command (PACAF is also called the “service component command” and the “air component commander”); and, Air Combat Command has delegated some authority to 9AF as the COMAFFOR to USCENTCOM.  PACAF has delegated authority to 7AF as the COMAFFOR to Commander, US Forces Korea.


2) In any operation, a COMAFFOR is designated from the air force and serves as the commander of US Air Force forces assigned and attached to the US Air Force component; and hence, the joint force commander.  Air force elements deployed in an expeditionary role – as air expeditionary wings, groups, squadrons, etc. -- are designated as an Aerospace Expeditionary Task Force, or AETF.  Therefore, the COMAFFOR presents the JFC with an AETF – a task-organized, integrated package with the proper balance of force, sustainment, and force protection in the form of deployed expeditionary wings, groups or squadrons. 




3) The organization, which the COMAFFOR establishes, and is attached or assigned to the joint force commander, is shown below.  As the Aerospace Expeditionary Task Force (AETF) Commander, COMAFFORs may have a special staff and liaisons to assist them to accomplish his mission.  Then, the “A-staff” structure is used instead of the more traditional Air Force staff designations (DO, LG, etc.) to more readily identify the air force component staff equivalents of the corresponding J-staff functions.  Depending on mission requirements, the COMAFFOR will also have a number of wings (aerospace expeditionary wings), groups, and/or squadrons.  The AEW/CC, in turn, commands a wing, with subordinate expeditionary groups and squadrons.
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b. Joint Force Air Component Commander (JFACC): The COMAFFOR will often be dual-hatted as the JFACC.  The JFC normally will designate a JFACC to exploit the capabilities of joint aerospace operations through a cohesive Joint Air Operations Plan (JAOP).  The JFACC should be the component commander (e.g., COMAFFOR or COMNAVFOR) with the preponderance of aerospace assets and the capability to plan, task, and control joint aerospace operations.


1) When the COMAFFOR is designated as the JFACC, he or she must be prepared to assume the following responsibilities, as assigned by the JFC. 



a) Develop the joint aerospace strategy and JAOP.



b) Plan, coordinate, allocate, and task the joint aerospace capabilities and forces made available to the JFACC by direction of the JFC.



c) Recommend apportionment to the JFC.



d) Control execution of current joint aerospace operations.



e) Perform combat assessment of joint aerospace operations.



f) Serve as the airspace control authority (ACA).



g) Serve as the area air defense commander (AADC).



h) Serve as the supported commander for counterair operations, strategic attack, air interdiction, etc.


2) The JFACC oversees the Joint Air Operations Center (JAOC).  It is the focal point of the organization that directs and supports the air war.  AF Doctrine Document Two (AFDD-2) provides in-depth discussion on the responsibilities and authorities of the various sections under the JAOC.
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c. Contrasting the dual-hatted COMAFFOR: AETF/CC vs. JFACC: 

(1) A COMAFFOR who is the AETF/CC “presents” the JFC with an expeditionary air force -- a task-organized, integrated package with the proper balance of force, sustainment, and force protection in the form of deployed expeditionary wings, groups or squadrons.  Wearing this “air force hat,” the COMAFFOR/AETF-CC provides a capability much like any standard Air Force organization, complete with logistics, communications, medical, etc.  The JFC will typically authorize the COMAFFOR OPCON over their assigned or attached forces, and the COMAFFOR retains ADCON authority while fulfilling his or her Service role.  

(2) In contrast, the COMAFFOR who is the JFACC has a much different -- more operational -- role.  With the JFACC hat on, the COMAFFOR must control and employ aerospace assets (read: airplanes) of other Services, in addition to his own. Simply said, the JFACC’s job is to take care of the air war. To do this, he or she oversees the Joint Air Operations Center (JAOC) and its development of the Joint Air Operation Plan (JAOP), including the Air Tasking Order (ATO).  The COMAFFOR/JFACC is provided “assets” from the other Services and will usually have TACON command authority over them, while maintaining OPCON over his/her own Service assets.
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Note. Resulting from C2 problems in Kosovo (Allied Force), some senior Air Force officers 

believe the dual-hatting of one airman as the COMAFFOR (AETF/CC) and the JFACC overburdens that individual.  Regardless, AFDD-2 still specifies one person overseeing both roles.
 






















� EMBED PowerPoint.Slide.8  ���





� EMBED PowerPoint.Slide.8  ���























































































































� EMBED MSPhotoEd.3  ���























15
2100-9
1 Jul 04

[image: image12.png]The World with Commanders' Areas of Responsibility




[image: image13.wmf]US

US

PACIFIC

PACIFIC

COMMAND

COMMAND

COMBINED

COMBINED

FORCES

FORCES

COMMAND

COMMAND

(CFC)

(CFC)

Republic

Republic

of

of

Korea

Korea

(ROK)

(ROK)

ROKAF

ROKAF

ROKA

ROKA

ROKFLT

ROKFLT

US FORCES

US FORCES

KOREA

KOREA

(USFK)

(USFK)

EUSA

EUSA

NAVFORK

NAVFORK

MARFORK

MARFORK

USAFK

USAFK

ROK 

ROK 

-

-

US

US

MILITARY

MILITARY

COMMITTEE

COMMITTEE

ALLIANCE

[image: image14.wmf]US

US

CENTRAL

CENTRAL

COMMAND

COMMAND

SOCCENT

SOCCENT

EASTERN

EASTERN

AREA

AREA

COMMAND

COMMAND

NORTHERN

NORTHERN

AREA

AREA

COMMAND

COMMAND

COALITION

COALITION

ARCENT

ARCENT

CENTAF

CENTAF

NAVCENT

NAVCENT

MARCENT

MARCENT

“Joint ops are interesting, [but] coalition ops -- to us -- ought to be compelling … we 

want to fight as part of a coalition.”  Lt Gen Short, JFACC, Allied Force

TACON

TACON

Coalition Coordination,

Communications & Integration

Center

82nd 

Airborne

_1135414655.ppt




Operational

Branch

President or

SecDef

       US PACIFIC

       COMMAND

US FORCES

KOREA

JTF

Commander

Administrative

Branch

The Commands

Service Component







PACAF

ARPAC

PACFLT













AFFOR

ARFOR

NAVFOR













USAFK

EUSA

NAVFORK













Military Dept.

Secretary

Service Chief









Command and Control of US military forces are exercised through two separate but interrelated branches of the Chain of Command



Operational Branch runs from President, through Secretary of Defense, to the commanders of combatant commands for the missions and forces assigned to the combatant commands



COCOM

Command authority over assigned forces, vested only in Combatant Commanders

Cannot be delegated or transferred

OPCON

Authority to organize and employ

Assign tasks to accomplish mission

Can be transferred only by President or SecDef

TACON

Authority limited to detailed, usually local, direction / control of movements or maneuvers to accomplish mission

Can be transferred by the SecDef

Support

Authority to aid, assist, protect, or sustain another organization

Support relationships established by SecDef



Administrative Branch runs from President, through SecDef to Service Secretary then, to the extent determined by the Service Secretary or allowed by law, through the Service Chief to the Service forces



ADCON

Service authority over subordinate forces with respect to administration and support, organization of Service forces, resource, logistics and personnel support, and other such matters not included in the operational mission
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Here we have the Functional Component Commander -- the JFACC. The JFACC’s job is to take care of the air war. (AUTO BUILD) and he/she does that through their organization by developing a Joint Air Operations Plan and ….
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(BUILD SLIDE) Let’s see if we can put this into perspective. (BUILD) The COMAFFOR is assigned or attached to the JFC, but gets his Service authority and forces from the administrative -- or support -- branch of the chain of command. (BUILD) As the COMAFFOR, he is also -- by current AF Doctrine -- the Aerospace Expeditionary Task Force commander, and has an organization which he brings to the fight and presents to the joint force commander and the joint community. (BUILD SLIDE) So, with his/her AETF/CC hat on, the AETF/CC prepares his/her forces using -- primarily -- Administrative Control Authority (ADCON) and will usually have OPCON over his own Service Forces.  Now -- and here comes the tough part -- the COMAFFOR could also be designated as a functional component commander-- the Joint Forces Air Component Commander (JFACC).  Assuming the COMAFFOR has the preponderance of aerospace forces and the capability to build and distribute the Air Tasking Order, the JFC may designate the COMAFFOR the JFACC for fighting the air war.  For this COMAFFOR -- now JFACC -- will be provided another type of organization, this one designed to take care of the air war.  That is, build the Joint Air Operations Plan (JAOP) and the Air Tasking Order (ATO).  In this role, the JFACC assumes the responsibility for conducting air operations for the JFC; and to do that, is “given” resources (airplanes) to allow the JFACC to build the ATO. With the JFACC hat on, the JFACC has either OPCON or TACON over the airplanes he will now control.  The amount of authority will be determined by the JFC. So, we have a possible “dual hat” situation for a COMAFFOR.  He or she will be the AETF/CC, essentially doing Service component commander stuff and preparing his aerospace -- blue-suit -- forces for war.  And, he/she may also be designated as the Functional component commander, the JFACC, to do operational missions for the JFC.
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Here’s a diagram of a current combined or alliance.  The US presents the multi-national organization with a US joint force known as US Forces Korea.  The Republic of Korea presents the multi-national organization with forces from their navy, army, and air force.  These “combine” to make the “Combined Forces Command,” the organization which would counter a North Korean attack.  Since this is a combined/alliance, it is headed by one commander -- a US Army four-star, who is the Commander (called “CINC”) of CFC, and also “dual hatted” as the commander of US Forces in Korea (USFK).  A Korean four-star is the Deputy Commander of CFC, and the Commander of all the ROK forces.  You’ll note that US Pacific Command is also shown here.  The relationship is a little tricky between USFK and CINCPAC, depending on whether the USFK commander is wearing his USFK hat (as a sub-unified commander) or his CFC hat (as a “war-fighting CINC”). As USFK, he is assigned to, and works for, USCINCPAC.  As CFC, he becomes the “supported” commander and USCINCPAC becomes the “force provider” relegating USCINCPAC into a supporting -- rather than superior -- role.





















UNKNOWN-0






_1135423710.ppt




Operational

Branch

President or

SecDef

Unified

Commander

Sub-Unified

Commander

JTF

Commander

Administrative

Branch

COMMAFOR

COMAFFOR

AETF/CC



SECAF

MAJCOM/CC

NAF/CC

CSAF

A-1

A-2

A-3

A-6

A-4

A-5

AEW/CC

EXPEDITIONARY

OPERATIONS

GROUP

EXPEDITIONARY

MAINTENANCE

GROUP

EXPEDITIONARY

MISSION SUPT.

GROUP

EXPEDITIONARY

MEDICAL

GROUP



























A Service Component

Commander



Command and Control of US military forces are exercised through two separate but interrelated branches of the Chain of Command



Operational Branch runs from President, through Secretary of Defense, to the commanders of combatant commands for the missions and forces assigned to the combatant commands



COCOM

Command authority over assigned forces, vested only in Combatant Commanders

Cannot be delegated or transferred

OPCON

Authority to organize and employ

Assign tasks to accomplish mission

Can be transferred only by President or SecDef

TACON

Authority limited to detailed, usually local, direction / control of movements or maneuvers to accomplish mission

Can be transferred by the SecDef

Support

Authority to aid, assist, protect, or sustain another organization

Support relationships established by SecDef



Administrative Branch runs from President, through SecDef to Service Secretary then, to the extent determined by the Service Secretary or allowed by law, through the Service Chief to the Service forces



ADCON

Service authority over subordinate forces with respect to administration and support, organization of Service forces, resource, logistics and personnel support, and other such matters not included in the operational mission
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Command and Control of US military forces are exercised through two separate but interrelated branches of the Chain of Command
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“.. a single chain of command with two distinct branches.” 
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Command and Control of US military forces are exercised through two separate but interrelated branches of the Chain of Command



Operational Branch runs from President, through Secretary of Defense, to the commanders of combatant commands for the missions and forces assigned to the combatant commands



COCOM

Command authority over assigned forces, vested only in Combatant Commanders

Cannot be delegated or transferred

OPCON

Authority to organize and employ

Assign tasks to accomplish mission

Can be transferred only by President or SecDef

TACON

Authority limited to detailed, usually local, direction / control of movements or maneuvers to accomplish mission

Can be transferred by the SecDef

Support

Authority to aid, assist, protect, or sustain another organization

Support relationships established by SecDef
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“Joint ops are interesting, [but] coalition ops -- to us -- ought to be compelling … we 

want to fight as part of a coalition.”  Lt Gen Short, JFACC, Allied Force
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In contrast, here is a diagram of a coalition organization.  It is, of course, an organization chart of Desert Storm.  Other than there was no “formal” agreement, treaty, or alliance among the countries, you’ll notice that there were really three commanders: Gen Schwartzkoff, Gen. ?  and Prince Khaled bin Sultan.  The only “agreement” was that they had a common interest...
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