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tnldStatesGAO
Nat ional Security and(
Initerntatijonal Afflairs Div'isioni

H-241)71-1d, J.~-

November 23, 199()

Thie 11m)(iorable N icho( las Mavroule's
Chaluirmn, SIObc Inuflittoo' ().1 Inve-(st iga't io)IIS

(miiit tee ')n Armed Services
I lse (f Itep'lresettat ives

D~ear Mlr. Chiairman:

As ym(It requ1 ested ( xvw reviewedI thle impi lenwiltftat i Iof ()f (cm I nend(at imi
(IIIficerig th It( ' S. Special ()re'ratim )s ('miiand c nitai ned il it a'h
ruary 1988 IDeparli ,tent otf Defense (1x Hm) task" fm )ce repml r entitled
Review o f V iified anld SpecifiedC mmmiand Ieadquate(rs, (,()I, monlv
re lre ( to (as1 tihe Vander Schaa f Reporit. Thei report I'ec( mmmended.
'1111( WightIi' things, redutcing thrnee Sep~arate coflh)Ofeft c~mmm'Iandl had-
quar iters I'( I sp)ecial Iperationls. Specifically. vol 'Iskecd that we asse .s
the prog-ress t hat hadl been made in reducing the sep~arate Army, \avvy

and Air Force comipmnent co~mmand1 headquarters and inl creating( a
sinlgi e integrated Special Operations Conmand headquarters. You also
e'xpressed interest in any other actions taken by thle Special Operat hins
(. mmiuand that would affect thle organizational relationships bet weenl
it self and its comiponcnTts. W~e briefed members o)f yur staff On the
resulIts of(Ii ml effo rt s. This letter provides addit iol 1 details onI the mlat -
ters we discussed.

Results in Brief Ourt review showved that:

l'The February 1988 t ask force recom mendat ions have been part ially
imlemented. 'Fhe Command was given co)mbatant command ant horit v
over tile special operations forces and special operations schools of' all
thre1-e services as re((Mmmended. I low~ever, t he Secretary o)f Defense dlid
tic t accept tile reculmmendat ion to transfer 2:31 positions from the sc'r-
vi:e (mp en'tt commands to the Special Operations Commland head-
quartecrs. Instead, he directed that :34 1)osit ions be eliminated fr(Im the
C immand h eadquiarters and comp)onent command headquiarters,

"Despite the( elimination of positionus directeni by the Secretary (It
IDefense, hot ht Command headquarters and comp~onent c( mmmand head-
qu arteors have increased t heiri staffing levels since the( report was issued.
IThese increases were dute piiPoI I to p~lanned~ gr(v h~ I, establishment (it'

new1k clganizati(Ins withbin tlis, (ompmoent commandls, and additional
d nt Ps assu1med by the( ( imand.
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The Special Operations Command, headquartered at MacI)ill Air ForceBackgrotind
ase, Florida, was established on April 16, 1987, as a unified command

to consolidate all continental .S.-ba-sed special operations forces tinder
ont' 1'0onmmander respollsible for carrying out assigned missions.' Its pri-
mary mission is to support the theater commanders-in-chiet by pro-
viding combat-ready s)ecial operations forces, civil affairs, and
ps\ -hl()gical operations forces for rapid reinforcement.

The Special Operations Comma.d hias three service compo)nents: the
Army Special Operations Command at Ft. Bragg, North Carolina: the
Nava' Special Warfare Command in Coronado, California; an(d the Air
Force Special Operations Command at fluriburt Field, Florida. At the
time of [)x)'s 1988 task force report, the Special Operations Command
had co-nbatant command au thority over its three service components.
lowever, only the Navy component had bet,, det-,igiiated a major com-
mand under the Special Operations Command. The Army component
was part of Forces Command until December 1, 1989, when it was estab-
lished as a major (ommand under the Special Operations Command. Tht
Air Force component, part of the Military Airlift Command, was desig-
nated a ma jor command under the Special Operations Command on
May 22, 1990.

When the Command was established, it received combatant command
authority over:

" the Army's .John F. Kennedy Special Warfare Center,
" the Air Force's Special Operations Schx)l, and
" the Navy's Special Warfare Center.

located at Ft. Bragg, the John F. Kennedy Special Warfare Center
develops doctrine and provides training for Army special operations
forces. The Air Force Special Operations School, located at lIurlburt
Field, prepares selected personnel for unconventional warfare and spe-
cial operations missions. The Navy school, the Naval Special Warfare
Center, provides instruction and training for Navy personnel on special
warfare doctrine.

I- a memorandum d.ted December 14, 1987, the Secretary of Defense
(lirectod that Dx)i) Ieputy Inspector General Vander Schaaf review the
unified and specified command headquarters. The primary objective of

'I n'rified ("i n;mIdare i x),,m i of fories fl .oin two or more nrvwil' s
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the review was to reduce staffing levels and overhead costs, giving par-
ticular attention to overlapping responsibilities, duplication of funct ins.
an(d excessive organizational layering. The task force issued its report in
FebruarV 1 988

The task force identified 1,155 positions associated with Spe'ial Opera-
tions Command and its component headquarters' functions and reconi-
mended transferring 231 positions from the component command
headquarters to Command headquarters. No positions were to be elimi-
nated. The report also recommended that Special Operations ('ommand
be given operationil vontrol over the services' special operations forces
and the associated special operations schools.

Task Force The task force's recommendation to give the Special Operations C om-

mander combatant command authority over the services' special opera-

Recommen dations tions forces ha-, been implemented. IJ.S.-based special operations forces

Partially Implemented are now assigned to the Special Operations Commander-approximately
38,000 active, reserve, and National Guard forces. Forces outside the
I inited States come under the command and control of the commander in
whose area of operation they are located. The task force recommenda-
tion to give the Commander combatant command authority over the ser-
vices' special operations schools was also implemented.

The Secretary of Defense did not agree to transfer the 231 positions
from the component command headquarters to Command headquarters
as the task force had recommended. Instead, he directed, in September
!88, that Command headquarters' and component command headquar-
ters' staffs be reduced by 34 positions. The Secretary indicated he was
persuaded by a compelling case made by senior military officials that
the service components of the unified commands needed to be retained.
Command officials agreed with the Secretary's decision to retain the ser-
vice component commands. They cited the importance of the compo-
nents in providing the Command with trained personnel for special
operations forces and in providing access to service headquarters.

Table 1 shows the Special Operations Command and its major compo-
nents headquarters' authorized staffing baseline used by the task force.
the changes recommended by the task force, and the changes that were
directed by the Secretary of Defense.

2(,ommand officials statt that. in this context, operational control is 1nii;", alent to combatant c(')n-
mand authority
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Table 1: Special Operations Command
and Its Major Components Headquarters' Baseline staff Proposed task DOD-directed
Baseline Staff Levels, Proposed Task je-vels force changes staff changes
Force Changes, and DOD-Directed S ,_ lo4 ItCi-irxi,

Changes *~1

r r A 7

Total 1.155 0 -34

Command Components Dc'w )ts Ie.( i ns S~letell e 1o88 Ietan slafrdl0in ietll ant Ithesea-
t;IrY of D efenseilhi eelie !S eloladlls;T:it wza

IcreaOse Staff Levels t joOS at ho t h Ilie (oI nmant! andi its 's iIf~plOlt'ltt liea( hfli u1 I~I hav

increased IFroit 1988 t hriih 199 1 as shiowillu table 2.

Table 2: Special Operations Command
and Its Major Components Headquarters -Change_

Staff Authorizations Fiscal year __ 19BBto
1988 1989 1990 1991 1991

D 'bpec1,1 flp(ra!,cr<, ,ormana

lieadq~jar tecm 241 4 70 23 -'

S .p9'ur t1 (2 r-, r i 101 1C '2 C2 +2
Subtotal 342 586 645 695 +353

Arm, 471 471 4:84 484 + 13

27 81 119 19 9

31 5 11 14 46 +131

Subtotal 813 868 1,049 1,049 +236

Total 1,155 1,454 1,694 1,744 +589

Init ial ( oflintaltld lficr(~ea5e werte (Ilil' piiairil vIo 1 11111 ltt'I () twt It as t Ile
0f(mlitalld w;Il5 bel'(itilt ('5tailie( andi he'fijnitjit'( to a55sldttt its ntlis-

snills. Additijonal grol.( s sociatedi withi addedt 1it'iui isinilit ie'; Sitih
as 'l(s' involving( the spt'iial ( )prationls Retse'archI I )ev elopntlent. and

;\ quisit iolt ( ellter Whenl lornmally t'stahhislietl. t his glf iIlfl wvilltiurt

ialt' all auqllisitilt aliti (itvet')jptttcil (ffrl For1 lii sjiial O)el'iol1

Gnoi ilt 5 afIlig atI thle (omlflentlt (mirttnltt In'adrhjnrturs lcvel too)k
Jplact, prultal-ilY ill thet Nwixy and if orc~le (miplets'~ . Most1 (I' I lit' Air

FHc itt'' lre'Is(s rtSI iltedi hroilt th lipJgradtl( to !Iia ' A Intl uo)itlfl ('II-

ntind stltms, \VIwhi ocin-ilT('(ifl MayV 22, 1990.;{oiit li('miri
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owfoals. Staff i.xreases at the Air Forc, comlponent co mmand1 head-
quarters were needed to perfo~rm t radit ional service resp~onsibilit ies,
such as persol)nl, comp t ro ller. st affting. info ( rmaltion )in anli(Ienent, andl
tiginriering. The Navy increase occurriedl becai ise the comonemnt belgan

with i; very small st aff, which was increased ats the comuponent mat -- i
and accepted the additional work load.

Commard officials expect no significant fulture staff increases at the
Com)rmand headquarters level or at the Army and Navy component conl-
linanti headquarters. IHowever. t hey exetfurther growlh illi st atting at
the Air Force component command 1 wadqua rters to bring it upl to full
component command status. Comman d otticials beliex e that Ihe Special
Operations C'ommand will have Iplop r-tionally lower reductions inl Size
than other units ats a resuilt ot expecte1 ix ii budget cuts because the
imp~ortance ol special operations will increase ats conventionial forces
dlecrease.

Scope and WOe conducted ouc review primarily at the Specia OpejrationsComn
headquar' rs, Maclill Air Force Base, Florida. W icse h ol

Methoologymand's implementation of the task force report with Command otticials

Methoologyandi obtainedl toctimeonts r-elated to chfanges in authorized staff levels
and other aspects of the task force's recommendat ions. We conducted
our review from June through August 1990 in accordance with gener-
ally accepted government auditing standards.

We tlit not obtain written agency comments, but we dliscussed this
report with Special Operations Command officials as well ats represent a-
tives of thle Office of the Secretary of D~efense, and have included their
co mments where app~ropriate.

Vnless you annouince its contents earlier, wve 1)lan no further dlist rihutionl
of th!is report uintil .30 days from the date of this letter. At that time. we
will send copies to the Chairmen, House Committees onl Armed Services.
Approri)1at ions, and Government Operations. and the Senate Comm it -
tees onl Armned Services, Appropriations, and Governmental Aff Ii :s; the
Secretary of D~efense; the Director, Office of Management and Budgeth
and other interested p~art ies. We will make copies available to others
upJovi requlest.
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Please contact me at (202) 275-399() if you or your staff have any ques-
tions concerning this briefing report. Other major contributors to this
briefing report are listed in appendix I.

Sincerely yours.

Paul L. Jones
Direvtor,
Defense Force Management Issues
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Appendix I

Major Contributors to This Report

National Security and (J'Ige L. bw"n. Jt .xsl 1,,t I).U t,,
International Affairs
Division, Washington,
D.C.

Gary L. Nl)iN.I)ssis-9t -e2ip eal .Ma mr nrSt. Louis Sublocation .,,,,,:.1. y sl]ha,,-,(hlX,

Dialwe G,(adtherry. Evalator
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