Lesson 7 Material

THE CHAIN OF COMMAND AND WHAT IT MEANS TO THE USAF AND CAP

Introduction

Joint Publication 3-0, Doctrine for Joint Operations, states “The National Command Authorities (President and Secretary of Defense) exercise authority and control of the armed forces through a single chain of command...”

The chain of command provides the control and communications necessary to accomplish the mission.  Each level in the chain is responsible for a lower level and accountable to all higher levels.  The chain cannot work without loyalty to every level.  With loyalty up and down the chain, it is a highly efficient and effective system for getting things done.  The key principle is to resolve problems and seek answers at the lowest possible level.

All services of the United States military are arranged organizationally to follow this single chain of command concept.  This concept provides a clear structure for orders to flow from the highest levels of the military to the most junior ranking soldier, sailor, airman, and marine.  Just as important, this same concept allows information, ideas, and complaints to flow upwards from the most junior person to the highest levels.

The Civil Air Patrol organizational structure is modeled on the USAF chain of command with the same chain of command concept.  This concept provides CAP to use the chain of command as an organizational tool for communicating with its membership.

USAF Chain Of Command

The Air Force is organized to best use available resources.  This requires simple, streamlined structures designed for seamless transition from peace to war.  The USAF organizational structure is designed to provide a clear chain of command running from the President to the most junior airman.  The Secretary of the Air Force is responsible for organizing the Air Force, under the direction of the Chief of Staff, discharges this responsibility.

Air Force Organization Objectives, Principles, And Responsibilities

Air Force organizations are designed to achieve the characteristics as just described.  Its organizational structure follows these management principles: (1) emphasis on wartime tasks (2) functional grouping (3) lean organizational structures (4) skip-echelon structure, and (5) standard levels.

Organization Principles 

Emphasis on Wartime Tasks.  Organizations must be structured to accomplish wartime tasks without reorganizing.

Functional Grouping.  Organizations have these characteristics: a clear-cut purpose, goal and scope, with one individual in charge; parts that form a logical, separable activity; a close relationship among the parts, constituting a complete entity; and natural divisions of work that clearly define where responsibility begins and ends.

Lean Organizational Structures.  Organizations must encourage rapid decision making, so they should be flat structures without intermediate levels, unless mission requirements cannot otherwise be met.  When used, intermediate organizations will consist of tactical functions only, without a full range of staff functions.  Organizational levels that exist only to review and transmit information or tasking should be eliminated.  Both the number of supervisors and the number of internal subdivisions within organizations should be designed to minimize layers and maximize worker-to-supervisor ratios.

Skip-Echelon Structure.  Major commands (MAJCOM) sit on top of a skip-echelon staffing structure.  MAJCOMs, wings, and squadrons possess the full range of staff functions needed to perform required tasks; numbered air forces (NAF), groups, and flights have no or minimal staff.  These tactical echelons are designed to increase operational effectiveness rather than to review and transmit paperwork.  The chain of command and responsibility for mission accomplishment runs through commanders at all levels.  Problems, however, often are solved by staff communication through the functional chain, bypassing echelons where the function is not found.

Standard Levels.  The Air Force uses standard levels to design organizations.  Establish organizations at the lowest level required to successfully accomplish the primary mission.  Factors such as scope of responsibility, span of control and functional grouping of related missions/activities are the predominant factors that determine organizational kind.

Standard Levels of Air Force Organization and Associated Terms

The Air Force is comprised of establishments, units, and non-units.  

An establishment is an organizational entity consisting of a headquarters unit and its subordinate units.  The name of the establishment is in the name of the headquarters unit.  For example, Air Mobility Command (AMC) is an establishment; HQ AMC is its headquarters.  Subordinate units are assigned to the establishment and not to the headquarters unit.  A group with subordinate squadrons is generally the lowest-level establishment.  Lower-level establishments are assigned to higher-level ones.  For example: groups to wings, wings to NAFs, NAFs to MAJCOMs, MAJCOMs to HQ USAF. 

This arrangement (units reporting to establishments, subordinate establishments to superior ones) sets up the chain of command, through which all control and accountability flow.
Establishments 

Establishments facilitate organizational actions.  For example, the reassignment of a wing (establishment) from one NAF to another automatically reassigns the subordinate units of the wing.

A unit is a military organization constituted by directives issued by HQ USAF.  A unit is either named or numbered.

A unit helps provide for an unbroken chain of command since military personnel must be assigned to a unit at all times.  

Each unit having military members must have an officer designated as its commander.  While civilians in a unit may hold supervisory positions and provide work direction, they cannot assume military command.

Terms that apply to a unit:  

Active Unit.  A major command (MAJCOM), field operating agency (FOA), or direct reporting unit (DRU) constituted and activated by Headquarters US Air Force (HQ USAF); or a subordinate unit constituted by HQ USAF, assigned to a MAJCOM, FOA, or DRU and activated by special order.

Inactive Unit.  A unit constituted by Headquarters US Air Force but not yet activated or a unit constituted, activated, and subsequently, inactivated.

Disbanded Unit.  A unit whose legal authority for existence is withdrawn by Headquarters US Air Force.  Its designation is retired and preserved in historical records.

Parent Unit.  An organization that directly administers units, detachments, or operating locations assigned to it.

Provisional Unit.  A temporary unit organized to perform a specific task.

Attached Unit.  A unit, or part of a unit, placed under the control of another organization for a specific purpose such as operational control, administrative control, or logistic support.  It is still assigned to the parent unit.

Detached Unit.  A unit serving away from its organization of assignment.  It may function independently, or may be attached to another organization.

Primary Subordinate Unit.  A unit that performs part or all of the primary mission of the organization to which it is assigned.  The unit reports to the commander of the parent organization and has full authority to execute its assigned mission.

A non-unit is an organizational entity that is not constituted by Headquarters US Air Force as a unit.

Terms that apply to a non-unit:

Named Activity.  A part of a unit whose mission can be identified better by assigning it a definitive name (for example, the Civil Engineer and Services School is part of a unit, the Air Force Institute of Technology).  Headquarters US Air Force is responsible for administrative control of named activities. 

Detachment.  Part of a unit that is separated geographically from its parent unit.  Although not a unit for organizational purposes, if a commissioned officer is assigned and appointed on orders as a commander, the commander has non-judicial punishment authority under the Uniform Code of Military Justice (UCMJ) unless withheld by superior competent authority.

Operating Location.  Part of a unit that is separated geographically from its parent unit.  It is used to account for personnel by location.  Personnel remain assigned to the parent unit.  An operating location has none of the administrative attributes of a unit and does not have non-judicial punishment authority under the UCMJ.

Squadron Section.  A function responsible for the administrative control of all members assigned to a unit.  A squadron section is created by appointing a squadron section commander on special orders.  Squadron sections will be established with the office symbol “CCQ” and office title “Orderly Room”.  A squadron section commander has non-judicial punishment authority under the UCMJ unless withheld by superior competent authority.  NOTE: If the unit commander terminates the administrative command authority of the squadron section commander, the squadron section reverts to unit administration, and the individual in charge becomes its chief.

Air Force Element.  The nomenclature used to account for manpower authorizations and to identify Air Force personnel on duty with organizations outside the Air Force.  Although not a unit for organizational purposes, an element may function as a unit if so designated and a commissioned officer eligible to command either assumes command or is appointed on orders as commander.  An element commander appointed on special orders has non-judicial punishment authority under the UCMJ unless withheld by superior competent authority.

Standard Levels of Air Force Organization.  The following standard levels of organization are used in structuring and designating Air Force units:  Headquarters USAF, Major Command, and Numbered Air Force.

Headquarters US Air Force (HQ USAF).  The senior headquarters of the Air Force, consisting of two major entities: the Secretariat (including the Secretary of the Air Force and the Secretary's principal staff), and the Air Staff, headed by the Chief of Staff.

Major Command (MAJCOM).  A major subdivision of the Air Force, directly subordinate to Headquarters US Air Force.  MAJCOM headquarters are management headquarters and thus have the full range of functional staff.  MAJCOMs, in turn, may be subdivided according to an organizational scheme.  The levels are in descending order and represent levels of assignment.  For example, a group may be assigned to any organization listed above it, but a group may not be assigned to another group or to a squadron. 

Numbered Air Force (NAF).  A level of command directly under a MAJCOM.  NAFs are tactical echelons that provide operational leadership and supervision.  They are not management headquarters and do not have complete functional staffs.  Many NAFs are responsible for MAJCOM operations in a specific geographic region or theater of operations. 
US Air Force Liaison Structure

Air Staff provides US Air Force guidance to the CAP through Air Education and Training Command, Air University, and the HQ CAP-USAF Commander.  The US Air Force will assign Air Force personnel to liaison duty at the national, regional, and state (wing) levels of CAP.  These liaison personnel will advise and assist CAP in fulfilling its missions.  They will provide liaison between CAP, the Air Force, and other government agencies.

When necessary, CAP squadron and wing personnel should communicate to USAF personnel through their assigned USAF liaison officer.

CAP Chain Of Command

The US Congress, through public law, has recognized the need for a voluntary civilian auxiliary to assist the Air Force in providing search and rescue (SAR), disaster relief, counterdrug (CD) support, a cadet program, and aerospace education assistance for both military and civilian operations.  Air Force Policy Directive 10-27 sets guidelines for the support and utilization of the Civil Air Patrol (CAP) to ensure the maximum and most effective employment of this resource.  The Secretary of the Air Force is responsible for policy, resource advocacy, and oversight of Air Force support for the CAP.  Headquarters US Air Force, through Air University and CAP-USAF, is responsible for establishing CAP support programs, identifying requirements, and executing programs in compliance with this directive.

The Air Force will provide personnel, materiel, and financial support for the CAP, in accordance with applicable law and Air Force capability. Personnel support for CAP liaison may consist of active, reserve, or civilian Air Force members assigned to CAP national, region, and wing headquarters.  The Air Force maintains complete authority to determine CAP liaison organization, structure, and duties of its members.

Civil Air Patrol Organization and Membership

Under Public Law 79-476, CAP will have a constitution and bylaws directing its organization as a corporation and for selecting officers. 

The CAP national headquarters is at Maxwell AFB, Alabama.  The Board of Governors is the governing body of CAP.  Day-to-day activities and actions remain under the auspices of the national board consisting of the national commander, his staff, and the region and wing commanders. 

See Civil Air Patrol Board of Governors March 2001
Why CAP Members Must Follow the Chain of Command

The CAP organization will parallel that of the US Air Force; it will have wings, groups, squadrons, and flights.  This organization best allows CAP to function using the single chain of command concept as the USAF and the other services.
The national board divides the United States geographically into eight CAP regions and 52 wings.

CAP is not a military service and CAP membership will not confer upon an individual any of the rights, privileges, prerogatives or benefits of military personnel, active, reserve or retired.

The US Air Force also reserves complete authority over CAP’s general officer grade structure.

Employment of Civil Air Patrol Units

The Secretary of the Air Force, instead of using Air Force resources, may use CAP in fulfilling any Air Force noncombat mission.  HQ CAP-USAF is the Air Force agency which will coordinate or approve using the CAP.  The CAP will refer to Air Force noncombat missions assigned to the CAP as Air Force-assigned missions.

The objective of Air Force-assigned missions is to employ CAP’s resources to assist Federal, state, and local agencies in search and rescue, disaster relief, and law enforcement activities.

Whenever the CAP is performing an Air Force-assigned mission, it becomes an instrumentality of the United States for civil liability purposes.  Without Air Force-assigned mission status, the Federal Government will not provide the CAP reimbursement or liability protection.

Both the military and state or local civil agencies simultaneously may request CAP support because of CAP’s peacetime agreements with state or local civil authorities.  The priority for employing CAP resources will be, first, the Air Force, then other DoD departments and agencies, other Federal departments and agencies, state civil agencies, and finally, local agencies.

Conclusion

The single chain of command concept permits an organization to delegate authority and direct orders from its leadership through all of its members while at the same time allows the same members to channel up information to the leadership.  The USAF and CAP are both organized to permit the chain of command concept to allow information to flow both ways throughout each organization.  For that reason, it is imperative that all members follow their chain of command at all times.
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