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Mr. Chairman, distinguished Members of the Special Oversight Panel on Terrorism, I am honored to testify on behalf of the Commander, U.S. Joint Forces Command.

The events of this past year have confirmed the importance of our national security and Department of Defense (DoD) transformation efforts.  The attacks of 11 September were the Nation’s first large-scale experience with a complex, adaptive enemy and asymmetrical warfare that we have been theorizing as the threat of the 21st Century.  Since that fateful day, at the direction of the Secretary of Defense, U.S. Joint Forces Command has embarked on an aggressive campaign focused on three critical areas: Homeland Defense, Consequence Management, and Joint Force Provider to the Global War on Terrorism.

U.S. Joint Forces Command has maintained the maritime and land defense force requirements for Operation NOBLE EAGLE and provided time critical support from the Atlantic Fleet ships and Air Combat Command tactical aircraft in support of North American Aerospace Defense Command’s (NORAD) air defense mission.  The Joint Task Force–Civil Support (JTF-CS) Headquarters is marshaled and stands ready to provide focused capability in support of Consequence Management.  Additionally our service components have postured forces to protect our critical military infrastructure while simultaneously preparing and maintaining a trained and ready joint force to deploy rapidly and operate successfully as part of Operation ENDURING FREEDOM in the Global War on Terrorism.

SUPPORTING HOMELAND SECURITY

Due in large part to the robust first responder capabilities resident in both New York City and the National Capital Region, the initial Department of Defense support to civil authorities immediately following the 11 September attacks was limited and somewhat focused. In the face of such a catastrophe elsewhere, those robust and sustained capabilities are not as readily available.  As such, it is essential civil authorities continue to develop and improve their first response capabilities.  In the same vein, U.S. Joint Forces Command has enhanced the planning and response capabilities of our forces to provide timely military support to civil authorities if and when requested, while simultaneously being proactive in our quest to deter and prevent future threats.  These Homeland Security capabilities fulfill requirements for both Homeland Defense, a predominantly military responsibility, and Military Assistance to Civil Authorities, where we provide approved support to the Lead Federal Agency.  A fundamental goal of the Nation must be a coordinated effort among all national security elements to ensure the best possible predictive capability and proactive response in all we do for Homeland Security.

In concert with ongoing operations and support, a dynamic, comprehensive Homeland Security planning process has produced a series of complementary plans and identified forces to meet future threats.  Close coordination and cooperation has been a hallmark of this effort.  We continue to develop and refine Homeland Defense plans.  Working principally with NORAD, the U.S. Coast Guard, and our National Guard partners, along with the Joint Staff, the State Adjutant Generals, and in coordination with key interagency organizations, this campaign process draws on the strength of the total force.  Indicative of the cooperation and teamwork evident in this effort, we have implemented a Homeland Security Total Force General Officer Steering Committee that brings together the State Adjutants General, Service Reserve Chiefs, the U.S. Coast Guard, and others to ensure we secure the homeland in a highly integrated manner.

To codify this planning effort and control execution, we organized and activated a provisional Joint Force Headquarters - Homeland Security (JFHQ-HLS), commanded by a two-star general, to oversee planning, organization and execution of our responsibilities toward Homeland Defense and Military Assistance to Civil Authorities.  Leveraging the insights and concepts gained from our joint training and experimentation work, we are employing emerging concepts to organize, train and operate this new organization as a highly functional command and control headquarters to conduct Homeland Security.  Formed “out-of-pocket” and “out-of-hide”, this headquarters has operational control of JTF– CS, our Consequence Management Headquarters for chemical, biological, radiological, nuclear and high-yield explosive events (CBRNE), and Joint Task Force–Six (JTF-6), our counter-drug task force for the Nation’s southern border.  

Additionally, current thinking proposes JFHQ-HLS will form one of the core elements of U.S. Northern Command, identified in the Unified Command Plan (UCP) as having responsibility for developing and implementing a comprehensive strategy for establishing a plan for Homeland Security.  This strategy will ensure this new command is fully capable of executing the land, air, and maritime defense of our homeland and providing timely and effective military support to civil authorities.  Further, U.S. Northern Command will add greater discipline and coherence to the multiplicity of requests and demands to U.S. forces here at home.

Due to the complementary efforts of U.S. Joint Forces Command and our many partners, we are postured to execute our responsibilities in support of the national Homeland Security effort in accordance with the Secretary of Defense’s direction.  We continue to adapt ourselves for a sustained effort and to respond rapidly in support of civil authorities.  
Critical to this support is the increasing ability to provide command, control and assessment capabilities in response to CBRNE incidents.  Resources include JTF-CS, the Army’s Regional Task Forces East and West from First and Fifth Continental United States Army, the Marine Corps’ Chemical Biological Immediate Response Force (CBIRF), Weapons of Mass Destruction-Civil Support Teams (WMD-CST), and other forces as necessary.  

These planning efforts and command and control arrangements have been validated in the support of a number of recent National Security Special Events (NSSE).  These events range from military support and security operations for the 2002 Winter Olympics and Paralympics, to support of the State of the Union Address and the Super Bowl.  The extent of our commitment to these missions can be seen in the fact that there were more troops supporting security for the Olympics in Salt Lake City than were on the ground in Afghanistan.  The proof is found in the successful completion of each event without incident.  This is only possible with focused planning, superb cooperation with federal and local agencies and most importantly the dedicated men and women, both uniformed and civilian, who stand ready to serve.

To achieve unity of effort in the defense of the continental United States, we work closely with many organizations.  Our key partners include the U.S. Coast Guard, federal and state agencies, and the local law enforcement communities.  Venues such as the Total Force Homeland Security General Officer Steering Committee are essential to integrating our efforts.  In developing the ties to law enforcement, there has been much innovative and path breaking work to share critical information while safeguarding the liberties of American citizens.  We still have work to do to achieve full intelligence and information fusion in order to ensure the process produces the most accurate, actionable, predictive analysis.  Once we are able to do this, the military, and the rest of the Federal response community, will be able to transition from today's reactive posture to a proactive stance resulting in a more secure homeland.

In the area of military assistance to civil authorities, we are an active member of the federal response community, and coordinate with and support the various federal response organizations, most notably the Federal Emergency Management Agency (FEMA).  These are long-standing ties and feature well practiced procedures previously used in support of federal efforts to deal with the effects of wildfires, floods, and storms.  Our partnerships in the area of military assistance are solid and well understood.  

Moreover, our planning and coordination with the various Federal agencies and state and local authorities adhere to a number of principles aimed at ensuring the primacy of state and local control and that recognize the fact that those closest to the incident will respond first and normally will retain primary responsibility for control of the incident site and relief efforts.  Ideally, active duty military forces form the third team in this effort.  We deepen the bench, so to speak, behind the civilian first responders and the National Guard as employed under state control.  We are clearly in a supporting role and should remain so.

In light of these responsibilities and at the direction of the Secretary of Defense, U.S. Joint Forces Command’s posture for providing responsive Homeland Security support to the Nation is as follows:

We have identified selected active duty ground forces that can act as rapid reaction forces should the need arise.  These Army and Marine forces are stationed at bases that provide regional coverage throughout the continental United States.  We have also designated necessary air transport from the Air Force’s Active, Guard, and Reserve C-130 fleet to enable these reaction forces to rapidly respond when requested to support local, state, or federal emergencies.  We have exercised and trained these forces; they are ready and provide the President and the Secretary of Defense a flexible and responsive capability in the event of unexpected incidents.

We are prepared to provide naval forces in support of U.S. Coast Guard operations in ports and adjacent waters and the U.S. Navy has assigned coastal patrol ships to the U.S. Coast Guard for harbor security.  By providing naval assets and support to the U.S. Coast Guard, we allow U.S. Coast Guard assets to focus on other important missions such as search and rescue.  While relieving pressure on the U.S. Coast Guard, careful management ensures this partnership does not affect critical U.S. Navy training and deployment requirements.

We provide Active and Reserve Component tactical aircraft to NORAD and, in partnership with U.S. Pacific Command, will provide maritime assets, if needed, to defend our coasts.  Additionally, we support NORAD with Airborne Warning and Control System (AWACS) aircraft as part of their early warning and detection capability.  These assets are key to detection, tracking and directing tactical fighter aircraft against potentially hostile aircraft in and around U.S. airspace.

Further, we have identified additional support forces, such as chemical and biological detection and defense units, that are required to maintain the appropriate Consequence Management capabilities.  

As the Joint Force Provider, U.S. Joint Forces Command provides soldiers from the National Guard to augment Immigration and Naturalization Service, Border Patrol, and U.S. Customs Border Security operations.  Coordinating this mission with all appropriate DoD and federal agencies was one of the first operations conducted by JFHQ-HLS.

This necessary and robust support posture, including security of critical defense infrastructure and Consequence Management response capabilities, is not without cost.  Current Homeland Security and Force Protection requirements demand nearly ten percent of U.S. Joint Forces Command’s assigned forces.  Increasing this posture may require further Reserve and Guard mobilization.  These force commitment levels have an impact on our home station training and maintenance.  Balancing readiness, operational deployments, and responsiveness requires careful and innovative management of our resources.  Finally, the force requirements described above do not include the numerous and substantial employment of National Guard forces on State duty in support of the Governors.

CONSEQUENCE MANAGEMENT

U.S. Joint Forces Command also has the responsibility to provide Military Assistance to Civil Authorities.  Along with traditional assistance to local, state, and federal agencies in the event of natural disasters or civil disturbances, we are also charged with the mission of providing Consequence Management support.  With the new Unified Command Plan (UCP), these missions will migrate to the new U.S. Northern Command.

Consequence Management is a critical and complex task.  Over two years ago, U.S. Joint Forces Command formed and trained a standing joint task force named Joint Task Force-Civil Support (JTF-CS).  Now subordinate to the Joint Force Headquarters-Homeland Security, JTF-CS is a command and control headquarters ready to respond today to support Consequence Management of chemical, biological, radiological, nuclear and high yield explosives (CBRNE) for the 48 contiguous states and the District of Columbia, while providing planning support to U.S. Pacific Command and U.S. Southern Command as required.  

JTF-CS is not a lead agency nor does it provide a first response capability.  Rather it provides command and control of military forces in support of the designated Lead Federal Agency, such as FEMA, in order to save lives, prevent injury and provide temporary critical life support.  Additionally, JTF-CS provides Consequence Management support to National Special Security Events.

Given the variety of potential Consequence Management incidents, detailed planning and coordination is critical.  Under the auspices of JFHQ-HLS, this increasingly important responsibility is supported by a series of complementary JTF-CS plans tailored to address potential threats and matched to state and local capabilities throughout the country.  These plans are being coordinated with a wide array of Federal, state, local, and military organizations.  
As a command and control headquarters, JTF-CS does not possess organic communications, or dedicated transportation.  Along with normal staff elements, JTF-CS includes an Interagency Coordination Element as a conduit for working with federal agencies and a joint planning augmentation team capability to assist other Consequence Management organizations with planning and execution of operations. 

This is a dynamic mission area and Consequence Management capabilities require continuous improvement.  We have more than doubled the personnel strength of JTF-CS to maintain a continuous 24-hour response.  However, JTF-CS is a one-of-a-kind outfit.  With that in mind, we established two redundant, regionally focused, contingency Consequence Management headquarters to provide depth.  The First and Fifth Continental United States Army Headquarters provides this regional capability.  
Required forces, communications, and transportation assets are allocated as the mission dictates.  However, specific forces have been reserved for JTF-CS and similar force packages are identified for the regionally focused headquarters.  These forces are based on detailed force requirements for a variety of likely Consequence Management contingencies.  They include communications and transportation units, as well as service support, engineers, medical, aviation and specialty units such as National Guard Weapons of Mass Destruction Civil Support Teams (WMD-CSTs).  The identification of specific units establishes a more habitual relationship for training and coordination to maximize proficiency and interoperability.  

U.S. Joint Forces Command aggressively moved forward after we received the Consequence Management mission as outlined in the 1999 UCP.  Since 11 September, we have redoubled our efforts to markedly improve our capabilities in this critical homeland security arena.

The WMD-CSTs are another critical Homeland Security asset.  These teams immediately deploy to the incident site to (1) assess a suspected nuclear, biological, chemical, or radiological event in support of the local incident commander (2) advise civilian responders regarding appropriate actions and (3) assist state and federal assets to help save lives, prevent human suffering, and mitigate property damage.  The National Guard WMD-CSTs assets are manned by their respective states, and trained and equipped by the National Guard Bureau.  We currently are funded for 32 WMD-CSTs, of which the Secretary of Defense has certified 27.  The remaining five teams are scheduled to complete certification in fiscal year 2003.  
U.S. Joint Forces Command maintains training and readiness oversight of WMD-CSTs only following certification.  Exercising this training and readiness oversight responsibility, we work closely with the National Guard Bureau and the states where those teams reside to standardize their training, tactics, techniques and procedures.  JTF-CS serves as U.S. Joint Forces Command’s executive agent in this critical effort.  The combined efforts of the First and Fifth Continental United States Army and National Guard Bureau, supported by the Army’s Chemical School at Fort Leonard Wood, Missouri, have produced a training program that ensures all WMD-CSTs receive standardized, high quality training.  In fact, collectively both First and Fifth Army Headquarters conduct a validation exercise for each WMD-CST prior to certification by the Secretary of Defense.  The high standards and consistency of this program are impressive.

Managing the consequences of a weapon of mass destruction incident is a complex task that demands an increasingly broad range of capabilities.  The capabilities of the 11 million first responders and 600 local and state hazardous materials teams remain the most important investment we can make.  When demands exceed these local and state capabilities, federal assets may be employed.  Supporting military capabilities are designed for combat and should be unique or complementary in order to provide depth.  We are the third team in this mission area.

SUPPORT TO THE GLOBAL WAR ON TERRORISM

While this Command’s principal operational focus has been on securing the homeland, the 1.1 million Soldiers, Sailors, Airmen and Marines of U.S. Joint Forces Command are integral to our overseas offensive against terrorism as well.

Troops from all U.S. Joint Forces Command components are actively involved in support of operations in Afghanistan and comprise nearly 40 percent of the forces supporting U.S. Central Command in Southwest and Central Asia.  This force commitment has doubled our normal overseas force rotation and does not include the substantial obligation of active and Reserve forces to homeland security, force protection and critical infrastructure protection.  Nevertheless, these trained and ready forces are a proud reflection of the great capabilities found across your military — dedicated, hard working and committed patriots.

Many of the on-going efforts against the Taliban and Al Qaeda are being launched from the ships and air wings of Atlantic Fleet, headquartered in Norfolk, Virginia.  Those great naval aviators and the hard working crews of the Carrier Battle Groups and Amphibious Ready Groups generated the preponderance of those initial air sorties.  

The fighters, bombers, and support troops of the Air Force’s Air Combat Command span the region.  These forces are instrumental in many of the innovative attack options seen in Afghanistan, including employment of the Predator and first time employment of the Global Hawk unmanned aerial surveillance platforms.  

Similarly, the proud troops of the 10th Mountain Division and the legendary 101st Airborne Division (Air Assault), part of the Army’s Forces Command, have provided critical security and reaction forces for operations in Afghanistan and, along with Special Operations and Marine forces, are taking the fight to our enemies.

Likewise, Marine Corps Forces Atlantic troops are an afloat response force for U.S. Central Command operations and provided the superb Marines of Task Force Rhino who moved quickly ashore and seized the Kandahar Airfield for follow-on forces.

Additionally, other less known elements of U.S. Joint Forces Command, such as the Cruise Missile Support Activity, Joint Personnel Recovery Agency, the Joint Communication Support Element (JCSE), and the Joint Warfare Analysis Center (JWAC), are providing critical support to the Global War on Terrorism and Operation ENDURING FREEDOM in particular.  For instance, JWAC has developed numerous innovative products and capabilities to support this fight.  Likewise, the JCSE provides the critical operational communications backbone that links key warfighting headquarters executing Operation ENDURING FREEDOM here at home and across Southwest and Central Asia.  Unsung, specialist organizations such as these are also key to our success.  

Our troops are a bulwark of freedom, with commitments increasing across the board.  In addition to ENDURING FREEDOM, operations continue in support of NORTHERN and SOUTHERN WATCH, maritime interdiction operations in the Arabian Gulf and troops are ashore in Bosnia and Kosovo, the Persian Gulf and any number of other locations around the world.  

This increase in operations highlights a challenge for many of the forces we euphemistically refer to as low density, high demand (LD/HD) assets.  Paraphrasing a recent observation by Secretary Rumsfeld, LD/HD really means we did not buy enough of some key capabilities.  Currently, operational demands for LD/HD assets are particularly high for air early warning, intelligence, surveillance and reconnaissance, command and control, electronic warfare, linguist, military police, and some force protection capabilities.  Clearly, operations in Afghanistan are very much a priority, but we cannot let up elsewhere without consequences.  Moreover, future operations will demand similar LD/HD capabilities.  We are closely managing these resources to ensure they are both ready and available, or to predict in a timely manner when assets will be exhausted allowing us time to identify “off-sets.

What we have witnessed in the execution of Operation ENDURING FREEDOM has been truly extraordinary.  Our forces have deployed halfway around the world, and under the superb direction of U.S. Central Command conducted an exceptionally adept and precise campaign deposing of the Taliban government and forces, freeing a nation, and dislocating the enemy Al Qaeda base of operations and worldwide network.  These deeds and ongoing operations reflect an agile mix of new capabilities and operational concepts with tried and true principles.  All of our troops have performed superbly.  

This experience is replete with many lessons that, when balanced against the unique nature of the current fight, provide us with a focused vision of potential requirements that can effect the way we execute future operations and thereby help us shape the transformation process.

TRANSFORMATION

As the President stated, this is a war “unlike any other.”  It demands fresh approaches and new thinking.  In that regard, the Secretary of Defense outlined the following transformation goals: protect the U.S. homeland and our bases overseas; project and sustain power in distant theaters; deny enemies sanctuary; protect U.S. information networks from attack; use information technology to link up different kinds of U.S. forces so they can fight jointly; and maintain unhindered access to space.  Furthermore, the Chairman of the Joint Chiefs identified key areas for improving joint warfighting capabilities, including interoperability and joint experimentation, as well as transformational capabilities such as establishing standing joint force headquarters for the combatant commanders.  

I want to assure the panel that U.S. Joint Forces Command clearly understands the intent of our senior leadership, and we have a number of programs and experiments already underway to achieve their transformation vision.  

Moreover, we are actively working to leverage the innovation seen in the war on terrorism in order to accelerate the ongoing transformation of our Armed Forces.  Furthermore, the continued support of the Congress for Joint Experimentation and associated efforts will ensure U.S. Joint Forces Command has the necessary resources to fulfill its key role in this extensive, defense-wide effort.

With our redesignation as U.S. Joint Forces Command on 1 October 1999, we assumed the responsibility to lead — as a pathfinder — the transformation of the U.S. Armed Forces, to achieve dominance across the width, depth, and breadth of any battle space.  That means anywhere on the spectrum of conflict, we will fight and defeat any adversary.  For just over two years, U.S. Joint Forces Command has focused on achieving that objective.  Further, the events of the past year, both at home and abroad, have shown we must accelerate those efforts.  We need today’s forces to get to the objective area quicker, dominate the situation, and win decisively.  Comprised of highly trained, competent units and leaders, our forces need to operate with agility, versatility, precision, lethality, and survivability.

Combating terrorism, protecting the homeland, and transformation are inextricably linked.  We are working today with the joint warfighters of ENDURING FREEDOM to rapidly and operationally employ the innovative ideas emerging from our joint concept development and experimentation program.  The war on terrorism will not be won with legacy means alone.  Development of advanced techniques, tools, and organizations for these challenges requires innovative thinking and aggressive experimentation to develop alternatives for the future joint force.  

As the Secretary of Defense recently observed, transformation is happening now.  Clearly, the war in Afghanistan is a catalyst for energizing promising capabilities such as precision weapons, accelerating developmental capabilities such as Global Hawk, and stimulating new and innovative operational approaches at the tactical and operational levels of war.

In this regard, U.S. Joint Forces Command has been working for over a year on transformation proposals that directly address the operational requirements we face today.  Converting these proposals into operational capabilities is our challenge.  Within U.S. Joint Forces Command, we are integrating many of the new ideas into our own organization and operations in executing the Homeland Security mission.  Likewise, the fight against terrorism abroad will be enhanced by the doctrinal, organizational, training, and technical findings that result from our transformational efforts.  We expect more to come from Millennium Challenge 02 (MC 02), an experiment that contributes to our long-term efforts to develop the architectures, systems, processes, tools, and capabilities necessary to empower a Standing Joint Force Headquarters to execute high tempo, effects-based operations that employ agile, decision based forces.  We are already seeing the benefits of this conceptually based new way of war in Operation ENDURING FREEDOM.  Joint concept development and experimentation efforts will improve our capabilities. 

Moreover, these endeavors continue to set the conditions for unified transformation activities to take place across the services and the joint forces.  Our concept development and experimentation efforts over the past two years have established the common joint context, have facilitated collaborative concept development across the services, and have synchronized the joint and service experimentation programs.  

Further, transformation is more than just experimentation, the interoperability of current and future systems or some new technology.  Enhancing jointness — that is, the way our forces train to interact and fight the enemy — is a critical aspect of transformation.  To that end, another benefit to the preparations and execution of MC 02 is the electronic linkage of many of the existing service ranges and training areas in the Western United States.  This effort, necessary to conduct a robust joint field experiment, will also provide us the opportunity to explore the benefits of establishing a Joint National Training Capability that provides the opportunity for the conduct of embedded, multi-echelon joint and Service training that is live, virtual and constructive, using electronically linked ranges, simulators and simulations.  Additionally, with the robust capabilities of the Joint Training Analysis Center located in Suffolk, Virginia, the potential exists to make such a capability a reality, with smart investments that leverage existing capabilities and integrate them with means such as the Joint Simulation System (JSIMS).

Transformation is clearly occurring.  Our efforts today aim at accelerating these trends and they have immediate application.  As I mentioned earlier, these concepts guided the stand-up of our provisional JFHQ-HLS and the development of our Homeland Security Campaign Plan.  Likewise, much of what we see in the war on terrorism is transformational from the tactical employment of armed unmanned aerial vehicles to integrated, effects-based joint operations against an asymmetric enemy.  Funding can certainly influence the rate of transformation, but I regret to say that in many cases time is perhaps the more critical resource.  Many aspects of transformation will remain evolutionary, even when the results are revolutionary.

PAGE  
2

