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Colonel D.P. Kennedy, USMCR is a Marine Air Command and Control Officer, currently assigned to 4th Marine Air Wing (MAW) / G-3 as a Marine Liaison Officer to the Joint Force Air Component Commander (JFACC) / Combined Air Operations Center (CAOC).  In this capacity, Colonel Kennedy supports the Marine Wing Commander in providing the Marine Corps’ contribution to the Joint air battle.  Prior Joint assignments include a reserve tour with USJFCOM / J-3, Current Operations Division.  Marine Corps assignments include a reserve tour with Marine Air Support Squadron Three, 4th MAW, as a Direct Air Support Center (DASC) officer, and with the Security & Law Enforcement Division, Plans, Policies & Operations (PP&O) Branch, Headquarters Marine Corps as a Marine Corps Security Forces action officer.  Active duty assignments include a tour with Marine Air Control Squadron One, 3rd MAW, as a Tactical Air Operations Center (TAOC) Officer, and deployment to the Persian Gulf with Contingency MAGTF 1-88 in support of Operation EARNEST WILL during the Iran Iraq War.   

It has become increasingly obvious that civil affairs forces within the U.S. military are an indispensable component of the Joint Force during security and stabilization operations, as evidenced by current operations in Iraq and Afghanistan.  Army and Marine Corps civil affairs forces bring unique cross-cutting expertise to countries in need of rebuilding essential infrastructure and services to return to a stable, self-governing nation.  However, it is not an overstatement to declare that civil affairs support to ongoing US military operations is near the breaking point.  A change is needed to the current civil affairs construct, staffed predominantly by Reserve Army and Marine forces, in order to support the current and projected global commitments of the Joint Force.  The expertise required for most civil affairs functions is not found exclusively within the Army and Marines.  The Navy and the Air Force can and should assist in providing the requisite civil affairs functional expertise to the Joint Force Commander
.  This will not only increase Navy and Air Force contributions to the Global War On Terrorism (GWOT), but will also help alleviate some of the operational strain on existing civil affairs organizations.  
Defense Policy and Joint Doctrine

US defense policy has long recognized the importance of civil affairs in military operations, including the statement that the “Department of Defense shall maintain a capability to conduct a broad range of civil affairs activities necessary to support DoD missions and to meet DoD Component responsibilities to the civilian sector in foreign areas in peace and war throughout the range of military operations.” (DoDD 2000.13).    But what exactly is meant by “civil affairs”?  According to Joint Doctrine, “[c]ivil affairs activities encompass the activities that military commanders take to establish and maintain relations between their forces and the civil authorities, general population, and nongovernmental institutions in friendly, neutral, or hostile areas where the commander’s forces are employed.” (JP 3-57.1, p. I-1)  Civil affairs operations are a component of civil military operations (CMO).
  
The Joint Force Commander will often establish a Joint Civil Military Operations Task Force (JCMOTF) to coordinate civil military operations within the Joint Operations Area.  The JCMOTF will normally have Service Liaison Officers from each of the Services to facilitate their Service’s support to the Joint Force Commander for civil-military operations.  (JP 3-57.1, pp. IV-11 to IV-14)  The JCMOTF usually establishes a Civil Military Operations Center (CMOC) to bring together civil-military personnel, representatives from other U.S. Government Departments and Agencies, nongovernmental organizations (NGOs) and international organizations to plan and coordinate CMO.  (JP 3-57.1, pp. IV-5 to IV-6)  While the Joint Force Commander often has personnel from each Service supporting his JCMOTF, he would be better served if civil affairs functional experts representing each of the Services assisted in the planning and execution of civil affairs operations to support the overall operational plan.  The focus of this paper is on the question of whether the U.S. military should go beyond just providing Service Liaison Officers to a JCMOTF to support CMO, and to provide specific functional experts to the civil affairs organizations within the Army and Marine Corps to enhance the CMO capabilities of the Joint Force.         

To support this relationship between the US military and the foreign civilian populace and institutions, civil affairs forces provide specific functional expertise.  These functional areas include: (1) government functions, such as public safety, education and health, as well as international and domestic law; (2) public facilities functions, such as public transportation, utilities and communications; (3) economics and commerce functions, such as economic development, food and agriculture, and supply; and (4) special functions, such as emergency services, environmental management, cultural relations and dislocated civilians.  (JP 3-57.1, pp. V-1 through V-16)  It is easy to see from the breakdown of these functional specialties why the role of Reserve forces is so critical to conducting civil affairs.  Fulltime active component forces simply do not have the requisite skills to adequately support these civilian-centric functions.  Reserve forces, with their wide range of civilian occupational expertise, provide the skills and experience essential to the re-establishment of critical government, economic and public functions to a nation in need.  It is important to note, however, that nothing in the description of these functional specialties would leave one to believe that this expertise is only resident within the Reserve forces of the Army and Marine Corps. 
Army Doctrine, Organization and Recent Operations
Consistent with joint doctrine, US Army doctrine identifies five core civil affairs tasks that may occur either sequentially or simultaneously with combat operations: (1) Populace and Resources Control; (2) Foreign Humanitarian Assistance; (3) Civil Information Management; (4) Nation Assistance; and (5) Support to Civil Administration.  (FM 3-05.40, p. 1-3)  The Army accomplishes these core tasks by applying a range of civil affairs functional capabilities across the spectrum of operations – from the strategic level of support to a Geographic Combatant Commander, to the operational level of support to a Corps or Division, and to the tactical level of support to a Division or Brigade Combat Team.  These functional capabilities include: at the strategic level - develop and build capacity of local indigenous population to provide locally sustainable solutions; at the operational level - reconstruction and development, and enable civil administration; and at the tactical level - stabilization and reconstruction, and immediate humanitarian assistance to prevent crisis. (FM 3-05.40, p. 1-7)        

To accomplish these core tasks and provide these capabilities, the Army organizes its civil affairs (CA) forces to directly support each echelon of US Army command – a Civil Affairs Command (CACOM)
 supports at the Army, or Theater, level; a CA Brigade supports at the Corps level; a CA Battalion supports at the Division level; and a CA Company supports at the Brigade Combat Team level.  By Army doctrine, “CACOMs provide expertise in six functional specialty areas:  rule of law, economic stability, governance, public health and welfare, infrastructure, and public education and information.”  (FM 3-05.40, p. 1-9)  The CA Brigades and Battalions provide all the above functional expertise except for economic stability, and public education and information.  (FM 3-05.40, p. 1-9)  Since most active duty Army CA personnel are CA generalists, the above described functional expertise falls almost exclusively to Army Reserve CA forces (FM 3-05.40, pp. 1-8 to 1-9), which make up 96 percent of all Army CA forces.  (U.S. Army Civil Affairs and Psychological Operations Command website)      

In a January 2004 DoD press conference held in Iraq, BG David N. Blackledge, then the Commander of the 352nd Civil Affairs Command, stated that more than 80 percent of civil affairs forces available to the US military have been committed in either Afghanistan or Iraq.  In the general’s opinion, “[w]e’re running out of civil affairs experts.” (Blackledge CPA Briefing transcript)  General Blackledge went on to say that, due to the high demand and short supply of civil affairs experts, the next rotation of civil affairs forces into Iraq [as of January 2004] will include only 70 percent of the number of civil affairs forces, compared to  previous force rotations. (Blackledge CPA Briefing transcript)  Less than 2½ years after operations began in Afghanistan, and 9 months after operations began in Iraq, a leading U.S. military civil affairs expert was already making it clear that there are not sufficient civil affairs forces to support U.S. military operations for the GWOT.  It has now been over three years since General Blackledge’s comments regarding civil affairs manpower shortfalls.  U.S. forces are still regularly deploying worldwide in support of the GWOT, and we are no better prepared to provide sufficient civil affairs forces than we were three years ago.  

In September 2005, a Defense Science Board Task Force considered whether Army civil affairs needed to be reorganized (e.g., moved from Special Operations Command (SOCOM), moved from the Reserve component) in order to enhance field performance in stability operations.  The Task Force also considered how the Army could best address the shortfall of qualified civil affairs personnel, including how best to recruit and retain appropriately qualified people to perform civil affairs. (Defense Science Board, pp. 45-46)  The Task Force recommended keeping Army civil affairs within SOCOM and predominantly within the Army Reserve.  As far as how to recruit the best people to perform civil affairs, the Task Force recommended a special recruiting effort targeted on mid-career professionals with the appropriate skills needed for civil affairs operations.  (Defense Science Board, pp. 47-48)  While it makes sense for Army civil affairs forces to be manned predominantly from Army Reserve Forces, the Board did not take a realistic approach to recruiting new people to conduct civil affairs operations.  Realistically, it would be very difficult to convince many mid-career professionals to sign up for Reserve military service when there is a great likelihood that they would have to leave their family and civilian careers and deploy overseas for extended periods of time.  Instead of attempting to convince sizeable numbers of people to consider military service half-way through their civilian careers, why not better utilize the existing Reserve personnel within DoD?  Certainly the Navy and Air Force Reserves include personnel who have civilian expertise in the functional specialties needed for civil affairs.  DoD should first look within its entire ranks to find those Reserve Servicemembers whose civilian skills could support civil affairs, and encourage them to bring their expertise to civil affairs.  If this civil affairs recruiting effort was extended to Navy and Air Force personnel, DoD could bolster its civil affairs endstrength and operational capability. 
 Marine Corps Doctrine, Organization and Recent Operations 

Marine Corps civil affairs units are primarily organized into civil affairs groups (CAGs), which are organized to support a Marine Expeditionary Force (MEF).  The CAGs are made up of civil affairs detachments, which are organized to support a Marine Expeditionary Brigade (MEB) or major subordinate command of the MEF.  (MCWP 3-33.1, pp. 2-1 to 2-2)  CAGs support the following nine civil affairs functional areas: (1) dislocated civilians, (2) cultural relations, (3) public safety, (4) civilian supply, (5) civil information, (6) international law, (7) public health, (8) public works and utilities, and (9) public communications.  However, Marine civil affairs personnel are considered civil affairs generalists, and have limited capabilities to support these functional areas.  (MCWP 3-33.1, pp. 2-3 to 2-4)  Thus, specific functional expertise to support CAG operations must be requested from other sources, such as from Army civil affairs forces, other U.S. Government agencies, or international, nongovernmental or host nation organizations.  As Marine Corps civil affairs doctrine explicitly admits, “[the Marine Air Ground Task Force] will assume civil sector responsibilities, e.g., public works and utilities, only as a last resort and will transition those responsibilities to the joint force or civilian authorities as rapidly as possible.”  (MCWP 3-33.1, p. 2-3)  With the above described functional areas for which Marine CAGs are responsible, and with the lack of sufficient specific expertise to fully support these activities from within the ranks of the CAGs, something needs to be done to increase the effectiveness of CAGs.  It makes perfect sense to augment the CAGs with Reservists from across the Joint Force, specifically from the Navy and Air Force, who have the functional expertise from their civilian careers.     

A former Commanding Officer of 3rd CAG
, Col Michael M. Walker, USMCR (Ret), recognized that there is a shortfall of Marine civil affairs forces.  In light of the current global demands on US forces, Col Walker recommended having at least three permanent CAGs [one more than in the current USMC force structure] for the duration of the Global War on Terrorism, with a fourth CAG temporarily added for the duration of the current war in Iraq.  As support for this proposition, Col Walker explained that the demand for civil affairs direct support (DS) teams consistently exceeded available resources.  He also stated that CAGs lack “the governance, economics/commerce, public facilities and special function teams organic to the [US Army] CA brigade.”  (Walker, p. 75)  
However, Col Walker’s proposed solution to the manpower shortfall in Marine Corps civil affairs end strength - bring back “90-day wonders” [newly commissioned Reserve officers who commit to 2-3 years of service, including overseas service], and Reserve Mobilization Training Units (MTUs) established to support deployed forces with civil affairs expertise via reachback communications (Walker, p. 76) – is not a realistic solution.  Finding civilians with the requisite civil affairs related expertise (especially in the undermanned functional areas of economics, commerce, governance and public facilities) who want to volunteer for wartime service in Iraq or Afghanistan is going to be exceedingly difficult, if not impossible.  As for establishing Reserve MTUs that can support ongoing global civil affairs operations, this idea is simply unrealistic for any number of reasons.  First and foremost, Reserve MTU members are “part-timers”, and forward deployed forces need immediate responses to their civil affairs problems.  They can’t wait for the Reservists’ “drill weekend” to help solve stabilization and reconstruction issues in a war zone.  Even if the MTU Reservist wanted to assist forward deployed forces at a moment’s notice, how would secure communications be established and maintained between a Reservist, who’s either at home or at his civilian job location, and deployed forces?  It simply would not work!    


As revealed during a June 2005 USMC civil affairs conference hosted by Marine Forces Reserve (MARFORRES), the high demand for civil affairs forces in Iraq and Afghanistan required the establishment of two temporary, provisional CAGs, 5th CAG and 6th CAG, consisting of non-Civil Affairs Reserve Marines (augmented by qualified Civil Affairs Marines) who were provided basic civil affairs training prior to their overseas deployment.  (Meynier, p. 42) While the can-do attitude of these provisional CAG Marines no doubt helped them accomplish their civil affairs mission, this is no way to effectuate a long term solution to such a critical mission as civil affairs.  The US military must provide a more highly-trained, experienced civil affairs force for critical missions such as bringing stability to Iraq and Afghanistan.  The Marine Corps has plans to add an additional detachment of Civil Affairs Marines to each of the two existing permanent CAGs, according to the MARFORRES conference (Meynier, pp. 42-43).  However, there are no assurances that these additional detachments will include the expertise necessary to fully support the nine functional areas described above.  There is no evidence that this is a sufficient solution to the long-term needs of civil affairs operations within the Marine Corps.      
Could the Civil Affairs Status Quo be Changed?

Presumably, the recommendation to add Navy and Air Force personnel to current civil affairs organizations would face much resistance within the Army and Marine civil affairs communities, and from all of the Services.  Below are some realistic counterarguments to the foregoing proposal, and responses to each.    
(1) Civil affairs are inherently the activities of “ground forces”, and the Army and Marines are DoD’s ground forces.  On the surface this is a true statement, but it does not end the discussion.  While it is true that Army and Marine civil affairs forces are aligned within the ground organizations of their respective Services, it doesn’t mean that they could not incorporate the services of the Navy and the Air Force into their civil affairs organizations to bolster the impact of civil affairs, especially in a time of high demand for civil affairs support.  The Army and Marines are already comfortable utilizing Air Force and Navy personnel to support ground missions.  For example, the Army entrusts tactical air control of close air support missions to the Air Force, while the Marines provide their own tactical air control.  The Marine Corps has an inherently joint tradition of utilizing naval carrier aviation, naval gunfire support and naval construction battalions (aka, “SeaBees”) for amphibious/expeditionary operations.  Additionally, the Marines rely on the Navy for combat medical support all the way down to the platoon level medical Corpsman, while the Army provides its own medical support and surface fires support.  
While there may be some initial reluctance to integrate Air Force and/or Navy personnel into Army or Marine civil affairs organizations, the added value and endstrength in civil affairs functional expertise that appropriately skilled airmen and sailors could provide would quickly outweigh this Service-centric civil affairs approach.  The Army and the Marine Corps must ask themselves – “Would additional functional expertise, regardless of what uniform these experts were wearing, further assist in accomplishing the civil affairs mission?”  The answer is a resounding “yes!”  Furthermore, this joint civil affairs construct is consistent with the way that the U.S. military goes to war, fighting as a Joint Force.     

(2) The Navy and Air Force do not have any mandated civil affairs mission.  This is certainly the common perception of most military professionals.  However, DoD has not ruled out using forces from each of the Services to directly support civil affairs operations.  In fact, DoD Directive 2003.13 states that each of the Military Department Secretaries “shall develop and maintain programs necessary to plan, conduct and/or support civil affairs activities to meet their Service and Combatant Command requirements”.  (DoDD 2003.13)  Joint doctrine also directs each of the Services to “support [US Government] agencies, OSD, the other Services, and multinational commanders and US combatant commanders with appropriate forces or specialists capable of performing CA activities, as well as with techniques and items of equipment typical or peculiar to their Service.”  (JP 3-57.1, p. III-5) 
As current operations in Iraq and Afghanistan have shown, there may be no more important, yet currently under-supported requirement for the Commander, CENTCOM than civil affairs.  While direct involvement in civil affairs may not fit the traditional roles for sailors and airmen, the Navy and Air Force could further bolster their warfighting reputations and show their versatility in adjusting to the demands of 21st century warfare.  
(3) The Navy and Air Force do not have the manpower to assist in civil affairs operations.  Each of the Services is currently feeling the impact on personnel of sustained global operations over the last several years.  Successfully accomplishing traditional Service-specific missions is becoming more of a challenge these days as defense budgets become more restrained following several years of growth.  Furthermore, one wouldn’t normally associate the Navy or the Air Force with those operations necessary to rebuild a nation during or after wartime operations.  However, each of the Services is supposed to be primarily focused on supporting a unified Joint Force.  The best interests of U.S. national security interests should trump parochial Service interests or traditional Service roles.  By accepting this new civil affairs role, these two Services could help adjust the current perception that the GWOT is primarily a war conducted by the Army and Marine Corps.  At the same time, by adding Navy and Air Force personnel with functional expertise relevant to civil affairs operations, the US military could expand the number of forces available with civil affairs capabilities and improve its ability to support US national security interests.  
Conclusion

In peacetime and in wartime, U.S. civil affairs forces will continue to be in high demand around the world.  All indications suggest that neither the Army nor the Marine Corps have sufficient permanent forces for sustained civil affairs operations, and that each service continues to struggle to provide the level of civil affairs support necessary in today’s global environment.  The greatest need is for functional specialists that have the experience from their civilian careers to support civil affairs in a host nation.  DoD should take a truly Joint approach to this problem, and expand the ranks of existing Army and Marine civil affairs organizations with appropriately skilled Reserve sailors and airmen.  Not only would this be more consistent with our desired goal of going to war as a “Joint Force”, it would also provide some much needed reinforcements to the outstanding, but undermanned, civil affairs forces in the Army and Marine Corps.  Furthermore, the Joint Force Commander would be a beneficiary of this enhanced civil affairs capability.  These additional Navy and Air Force civil affairs forces would expand the number and scope of civil affairs projects that the Joint Force could undertake, and would provide additional expertise for operational planners concerned with the range of CMO.          
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� The use of U.S. Coast Guard, Army or Air National Guard forces in civil affairs should not be ruled out, either.  However, these forces have dual status, reporting to the Department of Defense (DoD) as well as to the Department of Homeland Security (for the Coast Guard) and individual state governors (for Army and Air National Guard).  For purposes of this discussion, the focus will be on the use of forces within the exclusive control of the Department of Defense.  


� CMO are “the activities of a commander that establish, maintain, influence or exploit relations between military forces, governmental and nongovernmental civilian organizations and authorities, and the civilian populace.”  (JP 3-57, p. I-1)  Based on these two definitions, civil affairs and CMO sound like the same activity.  The key difference between them is that CMO is usually planned by civil affairs personnel but carried out by the entire joint force, whereas civil affairs activities are usually planned and conducted by civil affairs forces and may involve the application of functional specialty skills found within the civil affairs force.  (JP 3-57.1, p. I-7)  





� The US Army has four Civil Affairs Commands (CACOMs), each commanded by a brigadier general.  The CACOMs are regionally aligned to support one of four Geographic Combatant Commands – PACOM, EUCOM, SOUTHCOM and CENTCOM.  (FM 3-05.40, p. 2-1) 





� from Oct 2003 to Sep 2005, including an OIF rotation from Feb-Sep 2004
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