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The Joint Personnel Recovery Center

The Next Evolution in Joint Integration

Preface

Personal recovery (PR)
 has improved dramatically in the last fifteen years.  At every level of the Department of Defense, PR has become a priority mission, reflecting the high value American warriors place on our fellow soldiers, sailors, airmen, and marines.  Each service has devoted personnel, thought, and resources to this critical mission area to improve the joint force’s overall capability and interoperability.  Especially in the years since Desert Storm, the military has purchased better radios, more sophisticated surveillance and reconnaissance equipment, and improved training; all this with an eye to their impact on “one of highest priorities of the Department of Defense.”
  The success of this approach has saved lives in the battlefields since the 1991 war with Iraq—from the high profile rescues of downed F-117 and F-16 pilots over Serbia to the less renown, but more numerous missions in Afghanistan and now even the high-profile POW rescue in Iraq.  The collective efforts have yielded tremendous successes and deserve much celebrating.  But as always, we are obligated to look into the future to develop new methods and envision tomorrow’s battlefield where we will be forced to do more.  

Improving our PR capability requires commanders to understand the tasks involved, delegate those tasks appropriately, and leverage the personal and organizational creativity latent in the force to accomplish them in the most effective and efficient way possible.  Of course, changes must demonstrate significant improvement while maintaining current successes, all while remaining financially realistic.  Changes to doctrine may result from such analysis, but doctrine is the changing roadmap of good ideas and proven methods.  

Proposal
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Joint force commanders (JFCs) should create a new entity in their staff—the Joint Personnel Recovery Coordination Cell (JPRCC)
—replacing the Joint Search and Rescue Center (JSRC), to function in new ways to improve PR integration.  The JPRCC will have better focus on operational warfare
.  The tasks established in Joint Publication 3-50.2 for the JSRC are sound operational tasks for a new JPRCC.  However, since most JSRCs are dual-hatted as a tactical component rescue coordination center (RCC), they miss a few key tasks which could significantly improve integration.  The component RCCs can more easily define their roles which will make them more effective because they will be less concerned with operational integration.  The JPRCC, as the JFCs advocate for PR, will eliminate component bias
 in planning and executing PR missions.   By retaining the JPRCC with the JFC’s headquarters, this bias will dissipate allowing for more flexible command relationships and better joint force integration.  None of these improvements will come at the expense of recent successes, so there is no trade-off or lesser-of-evils.  

Current joint doctrine offers JFCs the option to retain the JSRC at his headquarters or delegate it to a component commander.
  In practice, JFCs have routinely chosen to delegate this responsibility to their air component.  However, this trend is changing
 and this change—to retain the JSRC at the JFC-level—is a positive change with the potential to dramatically improve PR.  This new location is designed to help view PR more holistically and has spawned the new name (JPRCC versus JSRC), to indicate a broader view of the mission.  This, too, is a positive, required change to indicate the new role that this new body will accomplish—less tactical control and more operational integration.  

This change will not decrease current tactical successes while it will open up new avenues for operational integration.  Creating a JPRCC at the JFC’s headquarters will significantly improve PR abilities without slowing responsiveness or agility.  It will retain current successes and simultaneously increase joint awareness and involvement in PR.  

A new JPRCC will not require significant funding, nor will it significantly increase the personnel for the JFC or the components.  While the JFC’s headquarters will require an increase in personnel,
 the warfighting components will continue to function as they have, so they will retain the vast majority of their manning.  More importantly, this new concept will not alter the PR/combat search and rescue (CSAR)
 TTP for any service.  This change will require some new approaches to operational thinking—demand which the small groups of military PR schools can meet.  PR events are already included in most Joint Chiefs of Staff and theater exercises so this idea can be routinely practiced as well.  

Improved Operational Focus

The JSRC, routinely delegated to the Joint Forces Air Component Commander (JFACC), has become the focal point for all PR efforts.  Its doctrinal charter is “to plan, coordinate, and execute joint search and rescue (SAR) and CSAR operations; and to integrate CSAR operations with other evasion, escape and recovery operations with the geographic area assigned to the joint force.”
  However, because the JSRC combines the JFACC’s Rescue Coordination Center (RCC) and JFC’s operational focus, its efforts are divided between tactical execution and operational planning.  This dual-hatted nature has forced JSRCs to concentrate on essential tactical tasks and accept risk by missing other longer-range tasks.  Current JSRCs focus their efforts on developing and publishing SPINs, communicating with components, as well as monitoring and (frequently) directing PR incidents.  Maintaining control over PR tactical operations—a requirement of being a [image: image2.png]Joint Personnel
Recovery Center Focus

HiBeam

Operational

Theater Strategic

Current JSRC
RCC

JFC’s JPRC
RCC



component RCC—hampers JSRCs.  A JPRCC will unleash new potential by: developing PR-specific joint intelligence preparation of the battlefield (JIPB) allowing the JPRCC to generate a broad threat decision matrix; integrating PR themes into the JFC’s psychological operations; including non-traditional military forces in planning; improving the links to inter-agency and non-conventional forces; and harnessing more flexible command relationships.  JPRCCs, relieved of the responsibility of controlling tactical operations (retained by component commanders), could concentrate more effectively on these operational links which can significantly improve our PR efforts by more effectively leveraging national power for this high-priority mission.  

PR planners have struggled with how to recommend when and how to execute PR missions.  One of the current JSRC Combat Operations tasks
 designed to make this easier is a PR Decision Matrix, tailored to the current threat, to aid PR decision-makers.  JSRCs typically have no planners since they are usually located in the Air Operation Centers Combat Operations section and are prepared to tactically control a PR mission.  With no ability to look beyond the current air tasking orders (ATOs) due to the numerous requirements of attending short-range planning meetings, JSRCs are forced to focus on the current fight.  A JPRCC will more readily focus beyond the next few days into longer-term issues.  

Psychological operations (PSYOPs), and information operations (IO) as a whole, allow warfighters to influence enemy forces and populations about friendly actions.  This is particularly important to PR missions where isolated or distressed persons evade in enemy or neutral territory.  PSYOPs can convince people in these areas not to interfere in recovery missions.  Given favorable circumstances, PSYOPs may be able to convince neutral people to assist isolated personnel and return them to friendly control.  During DESERT STORM, many of the Americans captured were captured by civilians who were more afraid of Saddam than of the US—had we leveraged the persuasion powers of PSYOPs, we might have changed that.  The growing world of information operations offers even greater opportunities to impact PR.  Operational PSYOPs themes are usually developed and/or approved by the JFC—a JPRCC closer to this planning process will have a greater ability to harness the power of this non-kinetic firepower to improve PR effectiveness.  Integrating PSYOPs into a comprehensive PR plan requires time—time that tactically-focused JSRCs don’t have.  

Integration with non-traditional military forces, such as Civil Affairs (CA) forces, could also increase our PR efforts.  While many view CA forces as those who enter a fight when the fighting is done to build bridges, repair infrastructure, and coordinate humanitarian relief operations, the modern truth is much different.  Increasingly, CA forces operate side-by-side with combat forces as decisive operations and nation-building phases merge.  Central Command introduced CA forces in Afghanistan, and now Iraq, long before combat operations were over; US forces are simultaneously conducting nation-building and anti-terrorist operations.  These CA forces gain local knowledge in their day-to-day dealings with the population and can provide key insights for PR planners and executors.  CA forces also have routine contact with many NGOs which further broadens their knowledge-base.  While it’s unrealistic for these forces to actively participate in combat rescue efforts, they provide valuable insights guiding a JPRCC’s threat assessment or evasion guidance.  Afghanistan and Iraq aside, not all military operations are combat operations.  Frequently, US forces provide humanitarian relief in areas overwhelmed by natural disasters or internal strife, as happened numerous times in Africa in the late 1990s (Rwanda and Mozambique for example).  But this change offers the JPRCC opportunities beyond the links to military forces.   

A JFC headquarters has many boards, bureaus, cells, and offices
 (BBCOs) which fuse various elements of national power.  These BBCOs frequently are the first place where diplomatic, information, and economic expertise mix with military forces to achieve strategic or campaign goals.  An operationally focused JPRCC will easily tap into these rich sources of information to provide the warfighters with more tools and options for the entire force.  Since PR includes concerns over POWs, having access to an Inter-Agency Working Group (IAWG) will provide access to the diplomatic arm of US power to highlight the need to account and care for US/allied POW/MIAs.  The Joint Staff frequently deploys National Intelligence Support Teams (NIST)
 to JFC headquarters to assist in harnessing the vast intelligence capability of all the various intelligence agencies.  Just as with the IAWG, a JPRCC above the components will have ready access to these teams and be better able to leverage its power.  

A JPRCC at the JFC headquarters will have easy access to all these elements of power and the perspective, relieved of the tactical concerns, to use them.  

Better Tactical Focus

JFACC staffs will similarly find the change an improvement over the current method.  As already mentioned, JFACC staffs struggle with dual tasking as the component RCC and a JOA-wide
 operational JSRC.  This situation works due to the incredible effort by the dedicated men and women who man these staffs.  We no longer have to require so much work from so few people or rely on the good graces which have recently made our PR efforts so successful, especially when the price of greater capability is so low.  

In the years preceding and immediately after Desert Storm, PR predominantly meant rescuing downed aircrew (CSAR to most people).  Under this thought, it made great sense to place the JSRC at the air component.  However, in recent conflicts, a new reality has emerged where ground troops operating in rear areas or border guards on a peacekeeping mission, for example, are vulnerable.  CSAR procedures, designed and tested for and by aviators, do not always work.  Ground forces face different realities such as phase lines and surface boundaries which airmen have difficulty understanding.  JSRCs, used to transmitting information rapidly via the SIPRNET to secure airbases to airmen with a common vision of the Battlespace, now struggle to understand land warfare where infantrymen patrol.  A JPRCC, with representation from all the components
, is better suited to make procedures for the entire joint force.  This will allow the JFACC to concentrate on PR for airmen and not on the unfamiliar field of land warfare.  

Current staffs struggle with many of the less-obvious tasks involved in PR.  Repatriation is routinely overlooked .  What to do with a survivor once friendly forces regain control has always been a thorny issue with few easy answers.  When the survivor is a JFACC pilot, the answer is easy because the JFACCs RCC/JSRC has complete control over the repatriation process as well as the survivor.  However, when the survivor is from another component, such as the three Army soldiers captured in Kozovo in 1999, the situation is much more difficult.  Under a JPRCC, the JFACC will no longer be responsible for enforcing policies on a sister component.  Likewise, the other components will view PR as part of their joint responsibilities and no longer solely as their contribution to the JFACC’s process.  If the JFC owned the process (created with input from all components) through his JPRCC, then no component could circumvent the process.  

One reason this change will be transparent to most warfighters is the shift in responsibility required by this approach.  The JPRCC will not be a command and control element.  Instead, the JPRCC’s will plan and integrate the joint force, leaving the tactical tasks to the warfighting components.  During a PR event, the JPRCC will monitor to maintain situation awareness in the event the affected component required assistance or are incapable of performing the PR tasks required.  In such a case, the JPRCC—acting as the JFCs agent and with his guidance—will act as the broker for the components, nominating a supported component and, with JFC approval, designating other components to support.  The tactical control of the PR event will remain with the warfighting component, as it is now.  This will retain the current successes and, by limiting the JPRCC's role in tactical operations, prevent undue influence on service-specific TTP. This offers a win-win scenario for JFACC staffs—the JFACC retains his air component RCC while relieving him of the responsibility to integrate all the other elements of military power not directly related to airpower.   There are, however, greater advantages to creating the JPRCC.  

Better Joint Force Integration

The single greatest improvement from such a move is the ability to use more flexible command relationships.  Currently, most JSRCs assume tactical control (TACON)
 of any elements conducting PR missions.  While this relationship has worked for air-dominant PR, the TACON relationship is usually not clearly defined (when does it begin and end?) and other component commanders have been highly reluctant to handover control of their assets to the JSRC when their components have their own warfighting missions to accomplish and fear being forced to use another component’s TTP.  Creating a JPRCC at the JFC headquarters and using the more flexible command relationship of “support” 
 could eliminate both of these concerns.

For more than ten years, JFACCs have taken TACON of the other components' excess air sorties to incorporate them into a seamless air campaign.  This works because JFACC staffs have great capacity to integrate those other components' airpower.  JSRCs have translated this concept to PR because PR has frequently meant the recovery of downed pilots solely using airpower.  Since those downed pilots belonged to the JFACC, TACON was the right command relationship.  Recent contingencies have challenged this paradigm and opened gaps in the TACON approach.  For example, the number and reach of special operations forces introduces a more complex battlefield with small teams throughout the battlefield with unique PR challenges and requirements.  A special operations commander with a team in distress should be able to tap into the JSRC for expertise without automatically passing control of the mission to another component.  When a JFACC pilot is the survivor, the JFACC commands the survivor who is unfamiliar with his environment and requires detailed direction for recovery.  A SOF team has dramatically greater situational awareness of its environment and capability to make decisions favorable to its recovery.  A SOF commander may require limited assistance to recover his team—CAS, ISR—but has frequently been forced to pass control of his force (air and ground) to leverage the support of another component.  While this hasn't caused mission failure in recent years, this friction has significantly delayed missions
 while the special operations component and JSRC resolved the issues.  This friction will be eliminated by a JPRCC designating one of the components as the supported command and the others as the supporting commands.  Regardless of which one was supported, none will lose tactical control of their assets.  The supported commander will dictate the priority, timing, and effects while the supporting commander retains control of his TTP to accomplish the mission.  

This principle's greatest test comes as conventional forces operate in less linear ways.  Using the Joint Forces Command experiment Millennium Challenge 02 as an example, conventional forces leaped over pockets of resistance to attack key nodes required to achieve the desired effects.  This created a non-linear battlefield with pockets of friendly forces—similar to the fight in Afghanistan and Iraq today.  An air component JSRC trying to assume TACON of non-JFACC forces for PR is frequently unaware of the overall campaign and the impact taking TACON of some elements will have on the surface fight.
  

Commanders are reluctant to pass TACON to other components because other components do not understand those forces.  Air Force and Navy airpower is typically under the control of a single airman to exploit its similarities.  Army and Marine Corps ground power is frequently under the control of a single ground commander to synchronize their operations.  These forces are able to conduct air-ground operations without passing TACON between the air and ground components because they recognize their common efforts and their dissimilar abilities.  CAS is a great example of this.  Air commanders provide CAS to ground commanders to assist them achieve ground objectives without passing TACON of the aircraft.  Air commanders develop specialized command and control elements to provide this support while retaining control of their assets.  This works since ground commanders have little or no ability to control airpower.  This same thinking should be applied to PR.  

Changing PR command and control to “support” will be a shift in favor of the rest of joint warfighting.  This may seem like a radical change, but this really is the broader joint approach.  A JPRCC above the components will be able to effectively use this technique, as delegated by the JFC, because of their ability to view the broader implications of joint warfare.  It is this ability to improve the command and control of PR that offers the greatest potential to increase our capability without any additional forces or cost.  Simply allowing other component commanders to retain control of their assets while controlling or assisting PR operations will dramatically increase their willingness to participate.  

The Cost of Training

The cost of this radical improvement in capability—battlestaff training.  JFCs and components commanders must incorporate this shift into their battlestaff training.  Since these are recurring events, both within the services and jointly, there's no financial cost to this.  This change will not levee any new training requirements or tactical training.  All that's needed is a mental shift to align more closely with the rest of joint warfighting.  

Conclusion

PR must remain a high priority mission for Americans because of our values.  This isn't a US military theme, but an American theme which we share with many of our allies.  And while complete success in PR missions will not win any wars, PR failures may lose them.  So the challenge for PR planners and operators is to create a system which harnesses the massive talents of our military without setting aside so much power to impede the primary mission, whatever that might be.  Creating a JPRCC at the JFC’s headquarters will do this more effectively.  

The JPRCC at the JFC’s headquarters will better focus on the core functions of integration.  It will be relieved of the necessity of tactical operations—true for all BBCOs—allowing it to concentrate on operational issues such as a PR-specific JIPB including both ground and airpower.  A JFC-level JPRCC will be better positioned to integrate with non-conventional elements of US power such as PSYOPS, CA (where appropriate), and inter-agency groups.  And since a JPRCC will not be assuming control of tactical operations, the warfighting components will not lose any control over their own forces or TTPs which will retain all the advantages of recent successes.  Without adding funding or forces, PR will have added perspective and reach on the joint battlefield.  But the greatest improvement is the shift toward true joint warfighting.  

Using more flexible and responsive command relationships will better integrate the components toward a truly joint PR operation.  Many components fear the loss of control and capability when the only option offered is to pass TACON of key assets to another component.  By creating a JPRCC and eliminating any tactical role, the future of PR might look like this: the air component providing ISR and AWACS with JSTARS and E-3s, the land component providing escort with AH-64s, the maritime component providing the recovery vehicle with MV-22s, and the special ops component providing a ground element with a Special Forces or SEAL team moving a survivor to a pickup point.  The JPRCCs role in such a mission will simply be to designate the supported component then monitor operations.  While this is an extreme possibility, it highlights the potential interaction possible when command relationships cease to become impediments to PR operations.  This will only be possible when the JPRCC is no longer a warfighter and becomes a facilitator.  Today's fluid battlefield with linear and non-linear warfare intermixed require more agile responses.  Moving the JPRCC away from the warfighting components offers just such agility.  

Many good men and women have struggled for years to improve PR and bring us the successes we've seen over the last few years.  This change will capture their hard work and excellent results.  It will also offer greater opportunities for more innovation and improvements to make sure every American goes into combat knowing their nation and its forces will do everything possible to bring them home alive no matter what their situation.   
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� JP 1-02 definition—the aggregation of military, civil, and political efforts to obtain the release or recovery of personnel from uncertain or hostile environments and denied areas whether captured, missing, or isolated.  That includes US, allied, coalition, friendly military, or paramilitary, and others designated by the National Command Authorities.  PR is the umbrella term for operations that are focused on the task of recovering captured, missing, or isolated personnel from harm’s way.  PR includes, but is not limited to, theater search and rescue; combat rescue and rescue; search and rescue; survival, evasion, resistance, and escape; evasion and escape; and the coordination of negotiated as well as forcible recovery options.  PR can occur through military action, action by non-governmental organizations, other US Government approved action, and/or diplomatic initiatives, or through any of these.  


� DODD 2310.2, Personnel Recovery, Dec 2000, para 4.1.


� The new term proposed for the next version of JP 3-50.2, Doctrine for Joint Combat Search and Recovery (now in Final Coordination) is Joint Personnel Recovery Center (JPRC).  This acronym conflicts with the existing Joint Personnel Reception Center, so I’ve altered the term to be unique and avoid greater confusion.  JPRCC is a more accurate name and should become the standard term—I will use to help indicate this new role, distinct from the one most people associate with the current JSRC model.   


� JP 3-0, Doctrine for Joint Operations, describes operational warfare as the level linking tactics to strategic objectives and focusing on the operational art (p II-2).  


� Component bias is different from service bias.  


� JP 3-50.2, p III-1. 


� European Command has created a Joint Personnel Recovery Coordination Cell at its Standing Joint Force Headquarters.  Southern Command (SOUTHCOM) has moved the JSRC function from its air component to the SOUTHCOM headquarters.  


� JP 3-50.2, Chap VI, lists the doctrinal JSRC requirement (15 personnel in 3 shifts); in practice, each JSRC is task-organized in line with METT-T considerations.  Therefore it’s not realistic to predict, with precision, the number of personnel required for this new JPRCC—this however will be part of the exercising of this concept.  


� There are significant differences in the meanings of Personnel Recovery and Combat Search and Rescue.  PR covers the theater or JOA-wide holistic mission while CSAR revolves around the combat tactical task performed by designated rescue forces.  Since CSAR is a subset of PR, I will use PR as the broader, more-appropriate umbrella term.  


� JP 3-50.2.  para 2b.


� Ibid.  Ch I, para 3b.


� BBCOs are staff elements of a JFCs headquarters focused on a specific facet of the operation such the Joint Movement Center, Joint Information Bureau, and Joint Targeting Coordination Board.  JP 5-00.2, Joint Task Force Planning Guidance and Procedures (Jan 99), lists more.  


� NIST—usually has elements from various US intelligence agencies such as Defense Intelligence Agency, Central Intelligence Agency, National Imagery and Mapping Agency, National Security Agency, etc.


� JOA—Joint Operating Area.  An area of land, sea, and airspace defined by a geographic combatant commander or subordinate unified commander, in which a joint force commander (normally a joint task force commander conducts military operations to accomplish a specific mission.  (taken from JP 1-02 definition)


� A JPRCC will gain its perspective from both augmentees (as JSRCs so now) and from liaison officers which all components send to the JFC.  While JSRCs have always requested augmentation and liaison officers from other components, the other components frequently have only sent their air planners viewing the mission as CSAR and not PR.  


� Command authority limited to the detailed and local direction and control over movements and maneuvers necessary to accomplish specific missions (taken from JP 1-02).  


� JP 3-0 lists “support” as a command authority where one command should aid, protect, complement, or sustain another force in accordance with a directive requiring such action and can be used at any command echelon below combatant commander (SecDef frequently uses this between combatant commands, as well).  


� Problems with the TACON relationship caused hours of delays for both rescues during Operation Allied Force (Kosovo in 1999).   In the case of the downed F-16 pilot, the delay nearly caused the rescue force to attempt the mission under less-than-optimal daylight conditions in a medium threat environment when such risk wasn’t necessary had the command relationships not been a problem.  


� This also eliminates the potential of a PR mission running counter to another component’s operation.  During the rescue of Bat-21B (Lt Col Hambleton) in the late stages of Vietnam, ground forces felt their mission was sacrificed because the air component focused solely on the rescue of a downed airman.  While the PR mission probably didn’t cause any true disruption of the ground mission, the perception was that each component was fighting independent and contradictory battles.  
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