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; MB,MORANDUM FOR:  SECRETARY OF DEFENSE
. CHAIRMAN, JOINT CHIEFS OF STAFF

FROM: 3 S General Wayne Downing, US Army (Retj

SUBJBCT: o e Spe_cial Operations Forces Assessmen

Provided below is my asgessment of U.S. Specla! Operations Forces I was assisted
- in this asséssment by Major General Bill Garrison, US Army (Retired) and Mlke Vickers
g -cf the Center for. Strategic and BudgetaryAssessments T'was asked to N
. ® Conduct an assessment and report back on the state of SOF mission capabrhtres
- and overall GWOT preparedness, and :

e Provrde recommendations on adJustments needed to DoD systems and future SOF
Capabilmes and capacities to anticipate, prepare for, and defeat thé myriad
. unconvcntsonal asynnnetnc threats our global enemy may employ

‘A summary of the statement of work pursuant to thxs assessment is included as Annex o
A, I 'wasasked spec:ﬁcally to address ten eIements Answers to these are included as .
Annexes B through K. . - .

In conductmg this assessrhent, I consulted senior ofﬁcrais in the Oﬂ‘ice of the

2 §§ i '. Secretary of Defense, the Joint Chiefs. of Staff, the Departrnent of State, the. Central
‘ §§ % Intelhgence Agency, thé National Countérterrorism Center; the Geographié and. -
= €2  Functional Combatant Commands, United States Special Operations Command and’ the
& é " _Theater Speclal Operatmns Commands. I also consulted several United States :
¥ g .. ‘Ambassadors in priority and high priority GWOT countries and other current and former
g .senior Us Govemment officials. A list of those consulted is included ag Annex L. " |
8 SOF Misslon Capabllltles and GWOT Preparednes’s‘ .
Eo ) &'\5?3/
‘There have been impressive gains in SOF capabxhty since Septcmber 11, 2001 Prior
- _ "o the September 11 attacks, many SOF umts were experiencing manning shortfalls in . —
oS thclr existing force structuresl _ ]
S / o
b “‘ 4+
: BQF was structured for and ‘

- tonducted short duration deployments and combafeptrations, SOCOM concentrated
%)\ almost exclusively o its force provider role. -Theater Special Operations Commands

/\(TSOCs) required substantial augmentatron to command an‘d control opcratrons Among “’““.“-"""_ '
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the niﬁe core SOF tasks, unconventional warfare (UW) had received reduced emphasis in
the period following the end of the Cold War, and capabilities in this area had atrophied.
The Joint Special Operations Command (JSOC) maintained superb counterterrorism and

counterproliferation capabilities, but operated from a reactive rather than a proactive
posture, anid was not structured for the complex, extended-duration operahons they

- EDIKS “currently conduct. Although it had superb, direct assauit “finish” capabilities td]_
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1 and respond to WMD threats,
. JSOC lacked the “find” and “fix” and intelligence fusion capab:litles essential to the

GWOT. More broadly, SQF mtelhgence capablhties, parncularly in human intelligence,
. were very hmited

Since 9/11, additional rescurces and authorities have been provided to SOF, and
substantial improvements in SOF capability have been made-in each of these areas.
Today’s SOF operators are conducting more operations ina week at a higher rate of
.complexity, than their pre 9/11 predecessors.conductéd in a.career.. The baseliné budget
provided to SOF has increased 81 percent, from $3.7B in FY 2001 to $6.7B in FY 2006.,

- S0COM also received $5.5B in supplemental appropriations between FY 2002 and FY -
2006, - The Army. Special Forces School has increased throughput froim 282 new active .
“duty enlisted Special Forces troops in 2001 to 617.new SF troops:in 2005 — the equwalent
. of an additional SF Battalion a year - with a further goal of 750 students per year.. SF
. ODAs and Compan:es are now manned at full steength. Unconventional warfare -
capabilities have mproved dramatically as a result of Operation Enduring Frcedom, and
renewed emphasis is being placed on developing UW skills. JSOC has increased
~ capacity, and has begun its transformation towerd a blacker/low visibility force and -
preempnve posture wath improved fi nd and fix capablhties for sustamed operahons‘
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WWW@e under UCP 2004, SOCOM created the

. Center for Special Operations (CSO), which combines the funetions of intelligence,
_ operattons and planning into a single directorate to eliminate stove pipes and capitalize
on the niatural synergy of efforts created when these functions are colocated under a
single commander, This synergy ulhmately will allow the synchronization and
%\ prosecutioh of the Global War on Terror in a timely and coordinated manner. TSOC
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manning has been increased by & factor of more than two'in Major Force Program-11,
and_ by a factor of five across al['MFPs.

Recommendations on Needed Adj ustments :

PR Y Y I U

Despite the substantial | progress that has been rr:ade since 9/11, much remams fobe
done. Five major reoommendations follow from my assessment: ‘ Lo

Posture SOF for the future indtrect and clandestine GWOT ﬁght in countries wrth

' o which we are not at war;’
2gg
5 f ‘e Increase SOF oapabrhtres and capaclties for the GWOT in several areas, most
= gg importantlyin SF and SMU capacity; . : .
v g, .
g g e 'Make JSOC a 3 Star command temporarﬁy reportmg to the SECDEF

o .
g ° th GWOT organization and processes wrthin the Department and make ref'orm
g across the USQ a top priority; and , '

- Provide SOCOM wzth suf‘ficient authontles, supported rmsszons and Washington "
presence to realize the intent of UCP 2004, f

" SOF is-well postured for the current GWOT main effort in Iraq and Afghamstan but

~ not for the future ﬂght which will take place in countries with which we are notatwar, - -

The ‘major SOF eft‘ort in the GWOT has been on pursutt ofhrgh-value targets (HVTs)
in e (FID)._SOF has_

< g‘achteved remarkable suooess on the battle 1e' d.
' ED B 15cated in Iraq and Afghanistan, there is little capacity left for operations in other pnonty
o countries. Looking to the fiiture, we must increase capabihties and capagcities to conduct -

sustairied operations in multiple; sensitive, non—pernnssrve and denied areas.’ ‘I‘he future

\LQ; .. GWOT fight will much moré than the military, Broad cooperation across.the ...
' Interagenoy, begitining in Washingtori and extendrng to ficld operations, wrll be requu‘ed

- The future GWOT fight will be conducted pnncipally using mdrrect and o}andestme
' ways and means. It will require sustained UW, FID and operational preparation of the -
. énvironment (OPE) in multiple countries, Burldmg and leveraging partner capacity will
be a core element of strategy, and the employment of surrogates willbe a key method for
aocomplishmg many GWOT missions, : , .
I
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“The Quadrenmal Defense Revnew and PR 07 and POM OB decisions appear to be
headed in the right direétion. It is imperative that SOF capacity be increased We have
. essentially the same SOF ground force structure that we had prior fo 9/11. To shifttoa .
global persistent presence force, collect low-level-intelligence and build partner capacity
in multiple countries, there is 4 need to add two-additional active SF Z_roups (6 SF

: ‘Battalions) for UW/FID nussions To conditct persistent, distributed
' Tthere is a need to i increase SMU capacity by 53 pércent

and most lmportantly, to prowde addlhonal “seed com” for Army SMUs and SF

(addmonal Satire.and.Trident Squadrons) -.We should also.create two_addmonal Ranger... ... Q.._ e
Battalions for incréased JSOC fonvard susfained operat:ons and support to the ‘I‘SOCs,‘ RNt
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j . shauld be elevated to a 3-SIar command (0-9), wzth two 2-star (0-8) and two l-star (0-
: 7). députy cpmmanders “This would provide the ability to field 5 task tailored: JSOTFs

" ‘.- . ‘commanded by a flag officer for world wide deployment as supported orsupporting’

command.. White and B]ack SOF in the field could be assigned to these JSOTFs:when ; '

. the misslon and geographic aréas dictate. The “wall” between White and Black SOF .

must be lowéred, and joint field command of all units should be the norm, not the - L

" exception. - When performing irregular warfare tasks, conventional units should be placed -

under the JSOTFs or TSOCs. The best practices of current SOF combat operations, such -
- a8 JIATFs, Computer Network Operations Task Force,. Detainee Temporary Screening h

Facihtles and the Joint Reconnaissarice Task Force, need to be mst:tutmnahzed

. To flatten the cham of command JSOC should report directly to the SD forthe §
muned:ate future, There is precedent for this new approach to the combat employmentof -
SOF that will better position DoD for the future fight. JSOC reported directly to the

--CIC8 prior to. Goldwater-Nichols legislation and the Nunn-Cohen Ammendment, Placing
JSOC directly under the SD woilld improve responsiveness and allow SOCOM and DoD
_time to adjust to UCP 2004 changes. In addition to its new warfighting responsibilities,

%\ SOCOM has a full-time task in manning, training and equip ing the force, which is '

absolutely essential to the current and future v1ab1hty of SOF.. JSOC would continue to




J 3 operate supporting or sypported to the GCCs, as mission needs dictate. In recognition of: -
' SOF's expanded role, the TSQCs should be upgraded to 2-star commands. SOF flag

officers, as available, should also be placed in other key GCC and JTF posxtions to
leverage their irregutar Warfare expertise. . :

Current GWOT staffing processes thhm DoD are cumbersome, producing lowest
common denominator recommendations which are ‘timid, unimaginative and out-of- date ,
“Bold, creative; timely proposals rarely percolate to SD attention. JSOC is the exceptiofi, . .
but even their actions take too long to get approved. Detisions must be made 24/7, not" . -

on peacetime battle rhythms, When actions finally leave DoD, initiatives move at glaclal
speed, Ope:ationsﬁ_ utside of Iraq and Afghamstan are complicated by Title -
10 vs. Title 50 aut oritles, and inabilxty to flexibly detail personnel.-- - .

-

- The interagenoy plannmg process and structure for the GWOT fust also be
addressed. This is a war-stapper. The UsG must plan long term, and act beyond Iraq |

" and Afghanistan. The National Security Counoll appropriately does strafegy, Thé new
National Counterterronsm Center has unique authorities and capabilities. Its Strategic
Operational Planning Directorate (SOP) has the charter to conduct operational planning

for the GWOT and to report to the Presxdent/NSC 'I‘his should be leveraged to adVance '

_ 'COMJSOC should be moved to the DC ares, JSOC planners, supported by the CSO
. should be located in the NCTC’s SOP Directorate o .

What is still missing, however, is national level taskmg and synchronizmg agenoy for -

* all interagenoy efforts including, but not limited to, mlhtary action, A National
Interagency Task Force (NIATF), perhaps headed by a military flag officer wn.hr

. / ’ . - . f
SOCOM’s role under UCP 2004 to p]an, synchronize, and, as directed, execute the
o GWOT is counter-culture, and places it in direct conflict with the Joint Staff GCCsand
. . Intéragency taskings and traditions: Under current authorities and mshtunonat res;stanoe,
SOCOM cannot accomplish its assigned fask. It needs to be given the appropriate power
and Washington presence to execute this role. The current confusion caused by multiple
- ‘lines of GWOT guidance must be-eliminated. . Accelération of SOCOM plans through the
staffing process must be demanded. The SOCOM command element and LNOs must be

- moved to the Washmgton area to work the DoD/Intéragency piece, including 2-star
%\ representation in the NCTC's SOP Directorate. SOCOM e\oould have shared command
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links (COCOM or OPCON) to global SOF, to include the TSOCs and MLEs, and should'__:._g' _
be given a supported mission to execute w:thm 60 days. o

- I am available for further quesnons or cormncnts as you see ﬁt Thanks for the
opportunity to serve. »

The briefing upon which this memo expands is included as Annex M.
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