[bookmark: OLE_LINK3][bookmark: OLE_LINK4]U.S. ARMY SERGEANTS MAJOR ACADEMY
[bookmark: OLE_LINK2][bookmark: OLE_LINK1]Master Leader Course (MLC)
Operations Learning Competency
Advance Sheet for Lesson M444
Introduction to the Joint Operation Planning Process (JOPP)

1. SCOPE

[bookmark: OLE_LINK6][bookmark: OLE_LINK5]The purpose of this two-hour lesson is to provide basic instructions for doctrinal joint operational planning. During this lesson, students will review and discuss joint planning within a joint planning group construct. Using doctrine, the discussions will focus on the four functions (seven steps) of JOPP:  Planning Initiation; Mission Analysis; COA Development; COA Analysis and Wargaming; COA Comparison and COA Approval; Plan or Order Development; and Plan Assessment. This lesson uses the principles of operational art and design and the elements of operational design from the M322 lesson – Operational Art and Design.  

1. LEARNING OBJECTIVES

This lesson supports MLC TLO 400-MLC-0440, “Analyze U.S. Army and Joint Doctrine” as listed in the MLC Learning Competencies M400 advance sheet.

ELO: 400-MLC-0450.07
Action: Understand the JOPP.
[bookmark: OLE_LINK10][bookmark: OLE_LINK11]Condition:  As a member of a collaborative discussion group discussing joint operations planning in the operational environment, using joint doctrine and references, the four functions (seven steps) of JOPP, an operational-level scenario, personal experiences, class notes, and historical examples.
Standard:  Understanding includes—
1. Four functions; and
1. Seven steps.
Learning Domain:  Cognitive
Level of Learning:  Understanding
21st Century Competencies:
1. Adaptability and initiative
1. Lifelong learner
1. Teamwork and collaboration
1. Communication and engagement
1. Critical thinking and problem solving
1. Cultural and joint, interagency, intergovernmental, and multinational competence
1. Tactical and technical competence (full spectrum capable)

Linking warfighting challenges to required capabilities
1.	Develop and sustain a high degree of situational understanding while operating in complex environments against determined, adaptive enemy organizations.
2.	Shape and influence security environments, engage key actors, and consolidate gains to achieve sustainable security outcomes.
3.	Provide security force assistance to support policy goals and increase local, regional, and host nation security force capability, capacity, and effectiveness.
4.	Train Soldiers and leaders to ensure they are prepared to accomplish the mission across the range of military operations while operating in complex environments against determined, adaptive enemy organizations.
5.	Develop agile, adaptive, and innovative leaders who thrive in conditions of uncertainty and chaos, and are capable of visualizing, describing, directing, leading, and assessing operations in complex environments and against adaptive enemies.
6.	Establish and maintain security across wide areas (wide area security) to protect forces, populations, infrastructure, and activities necessary to shape security environments, consolidate gains, and set conditions for achieving policy goals.
7.	Integrate joint, interorganizational, and multinational partner capabilities and campaigns to ensure unity of effort and accomplish missions across the range of military operations.
8.	Conduct combined arms air-ground maneuver to defeat enemy organizations and accomplish missions in complex operational environments.
9.	Understand, visualize, describe, direct, lead, and assess operations consistent with the philosophy of mission command to seize the initiative over the enemy and accomplish the mission across the range of military operations.

1. ISSUE MATERIAL:

1. Advanced Issue:  M444 Advance Sheet
1. During Class:  Appendix C, Introduction to the Joint Operation Planning Process (JOPP) Practical Exercise

1. ASSIGNED STUDENT REQUIREMENTS: 

1. Scan:

[bookmark: OLE_LINK8]RA:  U.S. Joint Staff.  (2011). Joint Publication 5-0, Joint Operation Planning. Chapter IV (pp. IV - IV 57) and Appendix G (pp. G-1 - G-5). Read to identify the Seven Steps of the Joint Operation Planning Process (JOPP) and develop a broad understanding.




1. Classroom:  Be prepared to discuss the following during class:
What is mission analysis?
What is course of action development?
What is course of action comparison?
What is course of action analysis?
What is course of action approval?

1. ASSESSMENT PLAN: Refer to the MLC M400 advance sheet for information on all assessments.
[bookmark: _GoBack]
M444 Advance Sheet	1
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CHAPTER IV
JOINT OPERATION PLANNING PROCESS

“In forming the plan of a campaign, it is requisite to foresee everything the enemy
may do, and be prepared with the necessary means to counteract it. Plans of the
campaign may be modified ad infinitum according to the circumstances, the genius
of the general, the character of the troops, and the features of the country.”

Napoleon
Maxims of War, 1831

1. Introduction

a. JOPP is an orderly, analytical process, which consists of a set of logical steps to
examine a mission; develop, analyze, and compare alternative COAs; select the best COA;
and produce a plan or order. Operational art and the application of operational design
provide the conceptual basis for structuring campaigns and operations discussed in Chapter
111, “Operational Art and Operational Design.” JOPP provides a proven process to organize
the work of the commander, staff, subordinate commanders, and other partners, to develop
plans that will appropriately address the problem to be solved. It focuses on defining the
military mission and development and synchronization of detailed plans to accomplish that
mission. Commanders and staffs can apply the thinking methodology introduced in the
previous chapter to discern the correct mission, develop creative and adaptive CONOPS to
accomplish the mission, and synchronize those CONOPS so that they can be executed. It
applies to both supported and supporting JFCs and to joint force component commands when
the components participate in joint planning. Together with operational design, JOPP
facilitates interaction between the commander, staff, and subordinate and supporting
headquarters throughout planning. JOPP helps commanders and their staffs organize their
planning activities, share a common understanding of the mission and commander’s intent,
and develop effective plans and orders. Figure V-1 shows the primary steps of JOPP.

b. In common application, JOPP proceeds according to planning milestones and other
requirements established by commanders at various levels. However, the CJCSM 3122
series specifies JPEC milestones, deliverables, and interaction points for plans developed
using APEX.

2. Operational Art and Operational Design Interface with the Joint Operation
Planning Process

a. Operational design and JOPP are complementary elements of the overall planning
process. Operational design provides an iterative process that allows for the commander’s
vision and mastery of operational art to help planners answer ends—ways—means—risk
questions and appropriately structure campaigns and operations. The commander, supported
by the staff, gains an understanding of the operational environment, defines the problem, and
develops an operational approach for the campaign or operation through the application of
operational design during the initiation step of JOPP. Commanders communicate their
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Chapter IV

Joint Operation Planning Process

Step 1 | Planning Initiation

Step 2 | Mission Analysis

Step 3 | Course of Action (COA) Development
Step 4 | COA Analysis and Wargaming

Step5 | COA Comparison

Step 6 | COA Approval

Step 7 || Plan or Order Development

Figure IV-1. Joint Operation Planning Process

operational approach to their staff, subordinates, supporting commands, agencies, and
multinational/nongovernmental entities as required in their initial planning guidance so that
their approach can be translated into executable plans. As JOPP is executed, commanders
learn more about the operational environment and the problem and refine their initial
operational approach. Commanders provide their updated approach to the staff to guide
detailed planning. This iterative process between the commander’s maturing operational
approach and the development of the mission and CONOPS through JOPP facilitates the
continuing development of possible COAs and their refinement into eventual CONOPS and
executable plans.

b. This relationship between the application of operational art, operational design, and
JOPP continues throughout execution of the campaign or operation. By applying the
operational design methodology in combination with the procedural rigor of JOPP, the
command can help keep its aperture as wide as possible to always question the mission’s
continuing relevance and suitability while executing operations in accordance with the
current approach and revising plans as needed. By combining the best aspects of both of
these approaches, the friendly force can maintain the greatest possible flexibility and do so in
a proactive vice reactive manner (see Figure 1V-2).

3. Planning Initiation

a. Joint operation planning begins when an appropriate authority recognizes potential
for military capability to be employed in response to a potential or actual crisis. At the
strategic level, that authority—the President, SecDef, or CJCS—initiates planning by
deciding to develop military options. The GEF, JSCP, and related strategic guidance
documents (when applicable) serve as the primary guidance to begin deliberate planning.
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Joint Operation Planning Process

Joint Operation Planning

Joint Operation Planning Process
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Figure IV-2. Joint Operation Planning

CCDRs and other commanders also initiate planning on their own authority when they
identify a planning requirement not directed by higher authority. Additionally, analyses of
developing or immediate crises may result in the President, SecDef, or CJCS initiating
military planning through a WARNORD or other planning directive.
normally are developed in combination with other nonmilitary options so that the President
can respond with all the appropriate instruments of national power. Whether or not planning

Military options
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Chapter IV

begins as described here, the commander may act within approved authorities and ROE inan
immediate crisis.

b. Particularly when planning for crises, the JFC and staff will perform an assessment of
the initiating directive to determine time available until mission execution, the current status
of intelligence products and staff estimates, and other factors relevant to the specific
planning situation. The JFC typically will provide initial planning guidance based upon
current understanding of the operational environment, the problem, and the initial
operational approach for the campaign or operation. It could specify time constraints,
outline initial coordination requirements, or authorize movement of key capabilities within
the JFC’s authority.

c. While planning is continuous once execution begins, planning initiation during
execution is particularly relevant when there are significant changes to the current mission or
planning assumptions or the commander receives a mission for follow-on operations.

4. Mission Analysis

a. The commander’s staff is responsible for analyzing the mission and proposing, if
required, the restated mission for the commander’s approval, thus allowing subordinate and
supporting commanders to begin their own estimate and planning efforts and for higher
headquarters’ concurrence. The joint force’s mission is the task or set of tasks, together
with the purpose, that clearly indicates the action to be taken and the reason for doing
so. Mission analysis is used to study the assigned tasks and to identify all other tasks
necessary to accomplish the mission. Mission analysis is critical because it provides
direction to the commander and the staff, enabling them to focus effectively on the problem
at hand.

b. When the commander receives a mission tasking, analysis begins with the following
questions:

(1) What tasks must my command do for the mission to be accomplished?
(2) What is the purpose of the mission received?

(3) What limitations have been placed on my own forces’ actions?

(4) What forces/assets are needed to support my operation?

c. The primary inputs to mission analysis are the higher headquarters’ planning
directive, other strategic guidance, and the commander’s initial planning guidance, which
may include a description of the operational environment, a definition of the problem, the
operational approach, initial intent, and the JIPOE (see Figure IV-3). The primary
products of mission analysis are staff estimates, the mission statement, a refined operational
approach, the commander’s intent statement, updated planning guidance, and commander's
critical information requirements (CCIRs).
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Joint Operation Planning Process

Mission Analysis

Key Inputs Key Outputs
Higher headquarters' Staff estimates
planning directive

Mission statement
Other strategic guidance

Commander's refined
Commander's planning operational approach
guidance . including:

* Description of the |, Mission * Joint force
operational Analysis commander's (JFC's)
environment intent statement

* Definition of the * JFC's updated
problem planning guidance

* Commander's
operational approach Commander's critical

* Commander's initial information requirements
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Figure IV-3. Mission Analysis

d. Mission analysis helps the JFC understand the problem and purpose of the operation
and issue appropriate guidance to drive the rest of the planning process. The JFC and staff
can accomplish mission analysis through a number of logical activities, such as those shown
in Figure 1V-4.

(1) Although some activities occur before others, mission analysis typically
involves substantial parallel processing of information by the commander and staff,
particularly in a CAP situation.

(2) During mission analysis, it is essential that the tasks (specified and implied) and
their purposes are clearly stated to ensure planning encompasses all requirements; limitations
(restraints—cannot do, or constraints—must do) on actions that the commander or
subordinate forces may take are understood; and the correlation between the commander’s
mission and intent and those of higher and other commanders is understood.

e. Analyze Higher Headquarters’ Planning Directives and Strategic Guidance

(1) Strategic guidance is essential to joint operation planning and operational
design. The President, SecDef, CICS, and CCDRs promulgate strategic guidance that covers
a broad range of situations. Documents such as the NDS, NMS, and the CCDR’s theater
strategy provide long-term as well as intermediate or ancillary objectives.

(2) For a specific crisis, a planning directive such as a CJCS PLANORD,
ALERTORD, or WARNORD provides specific guidance, typically including a description
of the situation, purpose of military operations, objectives, anticipated mission or tasks,
pertinent constraints, and forces available to the commander for planning and strategic lift
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Chapter IV

Mission Analysis Activities

® Analyze higher headquarters planning activities and strategic guidance

®* Review commander's initial planning guidance, including his initial understanding
of the operational environment, of the problem, and description of the operational
approach

® Determine known facts and develop planning assumptions

® Determine and analyze operational limitations

* Determine specified, implied, and essential tasks

® Develop mission statement

® Conduct initial force allocation review

® Develop risk assesment

® Develop mission success criteria

® Develop commander's critical information requirements

® Prepare staff estimates

® Prepare and deliver mission analysis brief

® Publish commander's updated planning guidance, intent statement, and refined
operational approach

Steps are not necessarily sequential.

Figure IV-4. Mission Analysis Activities

allocations. The apportionment tables provide a quantity of forces that the planner can
reasonably expect to be available, but not necessarily allocated when a plan transitions to
execution. The CJCS orders may amplify the guidance from the apportionment tables for the
specific crisis. This guidance can confirm or modify the guidance in an existing contingency
plan. This might simplify the analysis step, since consensus should already exist between the
supported command and higher authority on the nature of the operational environment in the
potential joint operations area (JOA)—such as the political, economic, social, and military
circumstances—and potential US or multinational responses to various situations described
in the existing plan. But even with a preexisting contingency plan, planners should not
assume that the current operational environment is as the plan and higher headquarters
describe. The specific nature of the emerging crisis can change many key aspects of the
environment compared with earlier estimates. These changes can greatly affect the plan’s
original operational approach upon which the commander and staff based decisions about
COA alternatives and tasks to potential subordinate and supporting commands. In particular,
planners must reconfirm strategic and operational objectives and the criteria that comprise
the military end state. Differences between the commander’s perspective and that of higher
headquarters must be resolved at the earliest opportunity.
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Joint Operation Planning Process

(3) Intime-compressed, crisis situations with no preexisting plan, planners may be
inclined to trust the higher headquarters’ assessment of the operational environment and
objectives associated with a desired end state. However, this circumstance is one that can
benefit the most from the commander’s and staff’s independent assessment of circumstances
to ensure they agree with higher headquarters on the operational environment, the description
of strategic objectives, and the tasks or mission assigned to achieve these objectives.

(4) Multinational Strategic Guidance. In multinational settings, military
committee directives provide the strategic guidance and direction for joint operation
planning. The JFC and staff, as well as component and supporting commanders and their
staffs, must clearly understand the strategic and military end states, objectives, and
conditions that the national or multinational political leadership want the multinational
military force to attain in terms of the internal and external balance of power, regional
security, and geopolitics. When multinational strategic objectives are unclear, the senior US
military commander must seek clarification and convey the positive or negative impact of
continued ambiguity to the President and SecDef.

For additional information on multinational operations, see JP 3-16, Multinational
Operations, and for specific information on NATO operations, see Allied Joint Publication
(AJP)-01, Allied Joint Doctrine; AJP-3, Allied Joint Operations; and AJP-5, Operational
Planning for Joint Operations.

f. Review Commander’s Initial Planning Guidance

(1) Staffs should analyze the operational approach to gain an appreciation for the
commander’s understanding and visualization. This provides a basis for continued detailed
analysis of the operational environment and of the tasks that may describe the mission and its
parameters. The staff should not take the commander’s perspective as the final answer, but
should analyze his understanding and visualization, so that the intent and planning guidance
provided during the latter stages of mission analysis provide a strong basis for development
of appropriate COAs.

(2) Staff members and representatives from supporting organizations should
maintain an open dialogue with the commander to better develop an appropriate solution to
the problem, and be able to adapt solutions to match the evolving operational environment
and any potentially changing problems.

g. Determine Known Facts and Develop Planning Assumptions. The staff
assembles both facts and assumptions to support the planning process and planning
guidance.

(1) Afactisastatement of information known to be true (such as verified locations
of friendly and adversary force dispositions).

(2) An assumption provides a supposition about the current situation or future
course of events, assumed to be true in the absence of facts. Assumptions that address gaps
in knowledge are critical for the planning process to continue. For planning purposes,
subordinate commanders can treat assumptions made by higher headquarters as true in the
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Chapter IV

absence of proof to the contrary. However, they should challenge those assumptions if they
appear unrealistic. Assumptions must be continually reviewed to ensure validity. A
valid assumption has three characteristics: logical, realistic, and essential for the planning to
continue. Assumptions are made for both friendly and adversary situations.

(3) Commanders and staffs should anticipate changes to the plan that may become
necessary should an assumption prove to be incorrect. Because of assumptions’ influence on
planning, planners must either validate the assumptions (turn them into facts) or invalidate
the assumptions (alter the plan accordingly) as quickly as possible. Commanders and staffs
should never assume away adversary capabilities or assume that unrealistic friendly
capabilities would be available.

(4) Plans developed during deliberate planning may contain assumptions that
cannot be resolved until a potential crisis develops. In CAP, however, assumptions should
be replaced with facts as soon as possible. The staff accomplishes this by identifying the
information needed to convert assumptions to facts and submitting an information request to
an appropriate agency as an information requirement. If the commander needs the
information to make a key decision, the information requirement can be designated a CCIR.
Although there may be exceptions, the staff should strive to resolve all assumptions before
issuing the OPORD.

h. Determine and Analyze Operational Limitations. Operational limitations are
actions required or prohibited by higher authority and other restrictions that limit the
commander’s freedom of action, such as diplomatic agreements, political and economic
conditions in affected countries, and host-nation issues. A constraint is a requirement
placed on the command by a higher command that dictates an action, thus restricting
freedom of action. For example, General Eisenhower was required to liberate Paris instead
of bypassing it during the 1944 campaign in France. A restraintis a requirement placed on
the command by a higher command that prohibits an action, thus restricting freedom of
action. For example, General MacArthur was prohibited from striking Chinese targets north
of the Yalu River during the Korean War. Many operational limitations are commonly
expressed as ROE. Operational limitations may restrict or bind COA selection or may even
impede implementation of the chosen COA. Commanders must examine the operational
limitations imposed on them, understand their impacts, and develop options that minimize
these impacts to promote maximum freedom of action during execution.

i. Determine Specified, Implied, and Essential Tasks. The commander and staff
typically will review the planning directive’s specified tasks and discuss implied tasks even
as early as planning initiation to resolve unclear or incorrectly assigned tasks with higher
headquarters. If there is no immediate disconnect, the JFC and staff will confirm the tasks
later in mission analysis before developing the initial mission statement.

(1) Specified tasks are those that the higher commander assigns to a subordinate
commander in a WARNORD, OPORD, or other planning directive. These are tasks the
higher commander wants the subordinate command to accomplish during execution of the
operation, usually because they are important to the higher command’s mission and/or
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Joint Operation Planning Process

objectives. One or more specified tasks often become essential tasks for the subordinate
commander. Following are examples of specified tasks:

(a) Ensure freedom of navigation for US forces through the Strait of Gibraltar.
(b) Defend Country Green against attack from Country Red.

(2) Implied tasks are additional tasks the commander must accomplish, typically in
order to accomplish the specified and essential tasks, support another command, or otherwise
accomplish activities relevant to the operation. In addition to the higher headquarters’
planning directive, the commander and staff will review other sources of guidance for
implied tasks, such as multinational planning documents and the GCC’s TCP, enemy and
friendly COG analysis products, JIPOE products, relevant doctrinal publications, interviews
with subject matter experts, and the commander’s operational approach. The commander
can also deduce implied tasks from knowledge of the operational environment, such as the
enemy situation and political conditions in the assigned OA. However, implied tasks do not
include routine tasks or SOPs that are inherent in most operations, such as conducting
reconnaissance and protecting a flank. The following are examples of implied tasks:

(a) Establish maritime superiority out to 50 miles from the Strait of Gibraltar.

(b) Be prepared to conduct foreign internal defense and security force
assistance operations to enhance the capacity and capability of Country Green security forces
to provide stability and security if a regime change occurs in Country Red.

(3) Essential tasks are those that the joint force must execute successfully to
achieve the desired end state. The commander and staff determine essential tasks from the
lists of both specified and implied tasks. The mission statement contains only essential tasks.
Depending on the scope of the operation and its purpose, the commander may synthesize
certain specified and implied task statements into an essential task statement. See the
example mission statement below for examples of essential tasks.

j. Develop Mission Statement. The mission statement contains the elements of who,
what, when, where, and why. The commander’s operational approach informs the
mission statement and helps form the basis for planning. The commander includes the

EXAMPLE MISSION STATEMENT

When directed, United States X Command (USXCOM) employs joint forces in
concert with coalition partners to deter Country X from coercing its
neighbors and proliferating weapons of mass destruction (WMD). If
deterrence fails, the coalition will defeat Country X’s armed forces; destroy
known WMD production, storage, and delivery capabilities; and destroy its
ability to project offensive force across its borders. On order, USXCOM will
then stabilize the theater, transition control to an international peacekeeping
force, and redeploy.
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Chapter IV

mission statement in the planning guidance, planning directive, staff estimates, commander’s
estimate, CONOPS, and completed plan.

k. Conduct Initial Force Analysis
(1) Analysis of Available Forces and Assets

(a) Review forces that have been provided for planning and their locations (if
known).

(b) Determine the status of reserve forces and the time they will be available.

(c) Refer to specified and implied tasks and determine what broad force
structure and capabilities are necessary to accomplish these tasks (e.g., is a show of force or a
forcible entry capability required?).

(d) Identify shortfalls between the two.

(2) Availability of Forces for Joint Operations. Staffs should analyze the actual
availability of joint forces and other capabilities that may be required. Forces that are
apportioned for planning may not actually be available for allocation for execution. Other
capabilities may be more appropriate or acceptable as a substitute. Such analyses will
provide some of the parameters under which feasible COAs can be built.

I. Develop Mission Success Criteria

(1) Mission success criteria describe the standards for determining mission
accomplishment. The JFC includes these criteria in the initial planning guidance so that the
joint force staff and components better understand what constitutes mission success.
Mission success criteria can apply to any joint operation, phase, and joint force component
operation. These criteria help the JFC determine if and when to move to the next major
operation or phase. The initial set of criteria determined during mission analysis becomes
the basis for assessment.

(2) If the mission is unambiguous and limited in time and scope, mission success
criteria could be readily identifiable and linked directly to the mission statement. For
example, if the JFC’s mission is to evacuate all US personnel from the US Embassy in
Grayland, then mission analysis could identify two primary success criteria: all US
personnel are evacuated and established ROE are not violated.

(3) However, more complex operations will require MOEs and MOPs for each
task, effect, and phase of the operation. For example, if the JFC’s specified tasks are to
ensure friendly transit through the Straits of Gray, eject Redland forces from Grayland, and
restore stability along the Grayland—-Redland border, then mission analysis should indicate
many potential success criteria—measured by MOEs and MOPs—some for each desired
effect and task.
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Joint Operation Planning Process

(4) Measuring the status of tasks, effects, and objectives becomes the basis for
reports to senior commanders and civilian leaders on the progress of the operation. The
CCDR can then advise the President and SecDef accordingly and adjust operations as
required. Whether in a supported or supporting role, JFCs at all levels must develop their
mission success criteria with a clear understanding of termination criteria established by the
CJCS and SecDef.

m. Develop Risk Assessment

(1) Planners conducting a preliminary risk assessment must identify the obstacles
or actions that may preclude mission accomplishment and then assess the impact of these
hazards to the mission. Once planners identify the obstacles or actions, they assess the
probability and severity of loss linked to an obstacle or action, the risk and its potential
impact on the joint force, and the success of the joint force mission.

(2) Probability may be ranked as frequent: occurs often, continuously experienced;
likely: occurs several times; occasional: occurs sporadically; seldom: unlikely, but could
occur at some time; or unlikely: can assume it will not occur. Severity may be catastrophic:
mission is made impossible; critical: severe mission impact; marginal: mission possible
using alternate options; or negligible: minor disruptions to mission.

(3) Determining the risk is more an art than a science. Planners use historical data,
intuitive analysis, and judgment to estimate the risk of each threat. Probability and severity
levels are estimated based on the user’s knowledge of probability of occurrence and the
severity of consequences once the occurrence happens. The level of risk is assigned by
assessing the hazards’/obstacles’ probability of occurring and their degree of severity. The
levels of risk are:

(a) Extremely high: loss of ability to accomplish mission;

(b) High: significantly degrades mission capabilities in terms of required
mission standards;

(c) Moderate: degrades mission capabilities in terms of required mission
standards; and

(d) Low: little or no impact on accomplishment of the mission.
n. Determine Commander’s Critical Information Requirements

(1) CCIRs are elements of information that the commander identifies as being
critical to timely decision making. CCIRs help focus information management and help
the commander assess the operational environment and identify decision points during
operations. CCIRs belong exclusively to the commander. They are situation-dependent,
focused on predictable events or activities, time-sensitive, and always established by an
order or plan. The CCIR list is normally short so that the staff can focus its efforts and
allocate scarce resources. The CCIR list is not static; JFCs add, delete, adjust, and update
CCIRs throughout an operation based on the information they need for decision making.
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Chapter IV

(2) Categories. PIRs and FFIRs constitute the total list of CCIRs (see Figure
IV-5).

(a) PIRs focus on the adversary and the operational environment and drive
ISR requirements. All staff sections can recommend potential PIRs they believe meet the
commander’s guidance. However, the joint force J-2 has overall staff responsibility for
consolidating PIR nominations and for providing the staff recommendation to the
commander. JFC-approved PIRs are automatically CCIRs.

For more information on PIRs, see JP 2-0, Joint Intelligence.

(b) FFIRs focus on information the JFC must have to assess the status of the
friendly force and supporting capabilities. All staff sections can recommend potential FFIRs
that they believe meet the commander’s guidance. However, the joint force J-5 has overall
staff responsibility for consolidating FFIR nominations and for providing the staff
recommendation to the commander during planning prior to execution. During execution,
the joint force J-3 is responsible for consolidating these nominations and providing the
recommendation for FFIRs that relate to current operations. However, the J-5 remains
responsible for consolidating nominations and recommending FFIRs related to the future
plans effort (e.g., planned sequels to the current operation). Commander-approved FFIRs are
automatically CCIRs.

(3) General CCIR criteria that planners must consider when proposing them
to the commander for approval include the following: answering a CCIR must be a
decision required of the commander, and not of the staff, and answering a CCIR must be
critical to the success of the mission.

Commander’s Critical Information Requirements

Commander's
Critical _
Information Effefc_tlve
Requirements Decisions
Priority Intelligence Intelligence-led focus on
all facets of threat
Requirement .| PMESII \
Assessment
Friendly Force Information Operational reporting to /
Requirement address all instruments

v

of national power

Legend

PMESII political, military, economic, social, information, and infrastructure

Figure IV-5. Commander’s Critical Information Requirements
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Joint Operation Planning Process

(4) Decision Support. CCIRs support the commander’s future decision
requirements and are often related to MOEs and MOPs. PIRs are often expressed in terms of
the elements of PMESII while FFIRs are often expressed in terms of the diplomatic,
informational, military, and economic instruments of national power. All are developed to
support specific decisions the commander must make.

0. Prepare Staff Estimates

(1) A staff estimate is an evaluation of how factors in a staff section’s functional
area support and impact the mission. The purpose of the staff estimate is to inform the
commander, staff, and subordinate commands how the functional area supports mission
accomplishment and to support COA development and selection.

(2) Staff estimates are initiated during mission analysis, at which point functional
planners are focused on collecting information from their functional areas to help the
commander and staff understand the situation and conduct mission analysis. Later, during
COA development and selection, functional planners fully develop their estimates providing
functional analysis of the COAs as well as recommendations on which COAs are
supportable. They should also identify critical shortfalls or obstacles that impact mission
accomplishment. Staff estimates are continually updated based on changes in the situation.

(3) Not every situation will require or permit a lengthy and formal staff estimate
process. During CAP, staff estimates may be given orally to support the rapid development
of plans. However, deliberate planning will demand a more formal and thorough process.
Staff estimates should be shared with subordinate and supporting commanders to help them
prepare their supporting estimates, plans, and orders. This will improve parallel planning
and collaboration efforts of subordinate and supporting elements and help reduce the
planning times for the entire process.

(4) Intelligence Support to Joint Operation Planning. Intelligence support to
joint operation planning includes intelligence product delivery/dissemination of the
intelligence estimate, which feeds the commander’s estimate and continuously updates the
DTA. Production of the intelligence task list and intelligence synchronization matrix
addresses how the intelligence community plans to satisfy the commander’s intelligence
requirements. These are baseline information and finished intelligence products that inform
the situational awareness activity of APEX and continuously drive changes to the DTA and
the JFC’s JIPOE-based intelligence estimate.

(5) Planning Intelligence Operations. The J-2 staff estimate addresses the ability
to produce annex B and the intelligence support plan developed during the strategic guidance
and concept development steps within APEX. Intelligence planners plan the entirety of the
integrated intelligence operation (collect, exploit, analyze, produce, and disseminate
intelligence) for the JFC and his planning staff to ultimately deliver the right product at the
right time. To facilitate planning, intelligence planners must continuously assess or estimate
and deliver these products. The intelligence task list and the JFC’s J-2 staff estimate are
foundations for the intelligence planning effort and the basis for federated analysis and
production.
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(6) Logistics Staff Estimate. The staff of the JFC’s logistics directorate of a joint
staff and Service component logisticians should develop a logistics overview, which includes
but is not restricted to critical logistics assumptions and information requirements that must
be incorporated into the CCIRs; current or anticipated HNS and status; identification of
aerial and sea port of debarkation plus any other distribution infrastructure and associated
capacity; inventory (on-hand, prepositioned, theater reserve, etc.); combat support and
combat service support capabilities; known or potential capability shortfalls. From this
theater logistics overview, a logistics estimate can be produced that identifies and addresses
known and anticipated factors that may influence the feasibility of providing required
logistics support.

For more information on estimates, see Appendix C, ““Staff Estimates.”
The CIJCSM 3122.01 series volumes contain sample formats for staff estimates.
p. Prepare and Deliver Mission Analysis Brief

(1) Upon conclusion of the mission analysis and JIPOE, the staff will present a
mission analysis brief to the JFC. The purpose of this brief is to provide the commander
with the results of the staff’s analysis of the mission, offer a forum to surface issues that have
been identified, and provide an opportunity for the commander to synthesize the staff’s
mission analysis with his initial visualization of the campaign as described in the operational
approach for the campaign or operation. The commander approves or disapproves the staff’s
analysis and provides refined planning guidance as well as his intent to guide subsequent
planning. Figure V-6 shows an example mission analysis briefing.

(2) The mission analysis briefing may be the only time the entire staff is present
and the only opportunity to ensure that all staff members are starting from a common
reference point. The briefing focuses on relevant conclusions reached as a result of the
mission analysis.

(3) Immediately after the mission analysis briefing, the commander approves a
restated mission. This can be the staff’s recommended mission statement, a modified
version of the staff’s recommendation, or one that the commander has developed personally.
Once approved, the restated mission becomes the unit mission.

(4) At the mission analysis brief, the commander will likely describe his updated
understanding of the operational environment, the problem, and his vision of the operational
approach to the entire assemblage, which should include representatives from subordinate
commands and other partner organizations. This provides the ideal venue for facilitating
unity of understanding and vision, which is essential to unity of effort.

g. Publish Commander’s Refined Planning Guidance

(1) After approving the mission statement and issuing the intent, the commander
provides the staff (and subordinates in a collaborative environment) with enough additional
guidance (including preliminary decisions) to focus the staff and subordinate planning

IV-14
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Example Mission Analysis Briefing

® |ntroduction
® Sjtuation overview

o Operational environment (including joint operations area) and threat overview

o Political, military, economic, social, information, and infrastructure strengths and
weaknesses

o Red threat (including center of gravity)

* Friendly assessment

Facts and assumptions
Limitations—constraints/restraints
Capabilities allocated

Legal considerations

O O 0 ©

* Communications strategy
* Objectives, effects, and task analysis

United States Government interagency objectives
Higher commander's objectives/mission/guidance
Objectives and effects

Specified/implied/essential tasks

Centers of gravity

O O 0 0 ©O

® Operational protection
o Operational risk
o Mitigation
* Proposed initial commander’s critical information requirements
* Mission
© Proposed mission statement
o Proposed commander's intent
* Command relationships
® Conclusion—potential resource shortfalls
* Mission analysis approval and commander's course of action planning guidance

Figure IV-6. Example Mission Analysis Briefing

activities during COA development. Ata minimum, this refined planning guidance should
include the following elements:

(@) An approved mission statement.
(b) Key elements of the operational environment.
(c) A clear statement of the problem to be solved.

(d) Key assumptions.
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(e) Key operational limitations.

(F) A discussion of the national strategic end state.

(g) Termination criteria.

(h) Military end state and its relation to the national strategic end state.
(i) Military objectives.

(1) The JFC’s initial thoughts on the conditions necessary to achieve
objectives.

(k) Acceptable or unacceptable levels of risk in key areas.

() The JFCs visualization of the operational approach to achieve the objectives
in broad terms. This operational approach sets the basis for development of COAs. The
commander should provide as much detail as appropriate to provide the right level of
freedom to the staff in developing COAs. Planning guidance should also address the role of
interorganizational partners in the pending operation and any related special considerations
as required.

(2) Commanders describe their visualization of the forthcoming campaign or
operations to help build a shared understanding among the staff. Enough guidance
(preliminary decisions) must be provided to allow the subordinates to plan the action
necessary to accomplish the mission consistent with commander’s intent. The commander’s
guidance must focus on the essential tasks and associated objectives that support the
accomplishment of the assigned national objectives. It emphasizes in broad terms when,
where, and how the commander intends to employ military capabilities integrated with other
instruments of national power to accomplish the mission within the higher JFC’s intent.

(3) The JFC may provide the planning guidance to the entire staff and/or
subordinate JFCs or meet each staff officer or subordinate unit individually as the situation
and information dictates. The guidance can be given in a written form or orally. No format
for the planning guidance is prescribed. However, the guidance should be sufficiently
detailed to provide a clear direction and to avoid unnecessary efforts by the staff or
subordinate and supporting commands.

(4) Planning guidance can be very explicit and detailed, or it can be very broad,
allowing the staff and/or subordinate commands wide latitude in developing subsequent
COAs. However, no matter its scope, the content of planning guidance must be arranged in
a logical sequence to reduce the chances of misunderstanding and to enhance clarity.
Moreover, one must recognize that all the elements of planning guidance are tentative only.
The JFC may issue successive planning guidance during the decision-making process; yet
the focus of the JFC’s staff should remain upon the framework provided in the initial
planning guidance. The JFC should continue to provide refined planning guidance during
the rest of the plan development process as his understanding of the problem continues to
develop.
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5. Course of Action Development
a. Introduction

(1) A COA is a potential way (solution, method) to accomplish the assigned
mission. The staff develops COAs to provide unique choices to the commander, all oriented
on accomplishing the military end state. A good COA accomplishes the mission within the
commander’s guidance, provides flexibility to meet unforeseen events during execution, and
positions the joint force for future operations. It also gives components the maximum
latitude for initiative.

(2) Figure V-7 shows the key inputs and outputs of COA development. The
products of mission analysis drive COA development. Since the operational approach
contains the JFC’s broad approach to solve the problem at hand, each COA will expand this
concept with the additional details that describe who will take the action, what type of
military action will occur, when the action will begin, where the action will occur, why the
action is required (purpose), and how the action will occur (method of employment of
forces). Likewise, the essential tasks identified during mission analysis (and embedded
in the draft mission statement) must be common to all potential COAs.

(3) Planners can vary COAs by adjusting the use of joint force capabilities
throughout the OA by physical domain, through the information environment, and through
cyberspace and by varying the combinations of these elements.

Course of Action Development
Key Inputs Key Outputs
Staff estimates Revised staff estimates
Mission statement COA alternatives with
concept narrative and
Commander's refined sketch including:
operational approach * Objectives
including: Course of Action * Key tasks
* Joint force L » (COA) —» ° Major cgpabilities
commander's (JFC's require
intent stateme(nt : Development ® Task organization
* JFC's updated ® Main and supporting
planning guidance efforts
* Deployment concept
Commander's critical ® Sustainment concept
information requirements * Information operations
support themes
¢ |dentification of reserve
¢ |dentification of required
supporting interagency
tasks

Figure IV-7. Course of Action Development
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b. COA Development Considerations

(1) The products of COA development are tentative COAs, with a sketch for each
if possible. Each COA describes, in broad but clear terms, what is to be done throughout the
campaign or operation, the size of forces deemed necessary, and time in which joint force
capabilities need to be brought to bear. These COAs will undergo additional validity testing,
analysis and wargaming, and comparison, and they could be eliminated at any point during
this process. These COAs provide conceptualization and broad descriptions of potential
concepts of operation for the conduct of operations that will accomplish the desired end
state.

(2) Available planning time is always a key consideration, particularly during CAP.
The JFC gives the staff additional considerations early in COA development to focus the
staff’s efforts, helping the staff concentrate on developing COAs that are the most
appropriate. There should always be more than one way to accomplish the mission, which
suggests that commanders and planners should give due consideration to the pros and cons of
valid COA alternatives. However, developing several COAs could violate time constraints.
Usually, the staff develops two or three COAs to focus their efforts and concentrate valuable
resources on the most likely scenarios. However, COAs must be substantially
distinguishable from each other. Commanders should not unnecessarily overburden staffs by
developing similar solutions to the problem. The commander’s involvement in the early
operational design process can help ensure that only value-added options are considered. If
time and personnel resources permit, different COAs could be developed by different teams
to ensure they are unique.

(3) For each COA, the commander must envision the employment of all
participants in the operation as a whole—US military forces, MNFs, and interagency
partners—taking into account operational limitations, political considerations, the OA,
existing FDOs, and the conclusions previously drawn during the mission analysis and the
commander’s guidance.

(4) During COA development, the commander and staff consider all feasible
adversary COAs. Other actors may also create difficult conditions that must be considered
during COA development. It is best to consider all opposing actors’ actions likely to
challenge the achievement of the desired end states when exploring adversary COAs.

(5) Each COA typically will constitute an operational concept and provide a
narrative and sketch that include the following:

(@) Objectives.

(b) Key tasks.

(c) Major capabilities required.
(d) Task organization.

(e) Main and supporting efforts.
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(F) Sustainment concept.

(g) Deployment concept.

(h) SC supporting themes.

(i) Identification of reserve.

(1) Identification of required supporting interagency tasks.

(6) Options. An option is an activity within a COA that may be executed to enable
achieving an objective. Options, and groups of options comprising branches, allow the
commander to act rapidly and transition as conditions change through the campaign or
operation. Options, and more broadly branches, should enable the commander to progress
sequentially or skip ahead based on success or other changes to the conditions or strategic
direction from dialogue with higher commanders, SecDef, and/or the President. They should
also enable the commander to transition rapidly, exploit success, and control escalation and
tempo while denying the same to the enemy. The development of options within COAs
empowers the commander and translates up and down the chain of command and enables
strategic flexibility for SecDef and the President.

(7) A tentative COA should be simple and brief, yet complete. Individual COAs
should have descriptive titles. Distinguishing factors of the COA may suggest titles that are
descriptive in nature.

c. COA Development Techniques and Procedures

(1) Review information contained in the mission analysis and commander’s
operational approach, planning guidance, and intent statement. All staff members must
understand the mission and the tasks that must be accomplished within the commander’s
intent to achieve mission success.

(2) Determine the COA Development Technique

(@) A critical first decision in COA development is whether to conduct
simultaneous or sequential development of the COAs.  Each approach has distinct
advantages and disadvantages. The advantage of simultaneous development of COAs is
potential time savings. Separate groups are simultaneously working on different COAs. The
disadvantage of this approach is that the synergy of the JPG may be disrupted by breaking up
the team. The approach is manpower intensive and requires component and directorate
representation in each COA group, and there is an increased likelihood that the COAs will
not be distinctive. While there is potential time to be saved, experience has demonstrated
that it is not an automatic result. The simultaneous COA development approach can work,
but its inherent disadvantages must be addressed and some risk accepted up front. The
recommended approach if time and resources allows is the sequential method.
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(b) There are several planning sequence techniques available to facilitate
COA development. One option is the step-by-step approach (see Figure 1V-8), which uses
the backward-planning technique (also known as reverse planning).

(3) Review operational objectives and tasks and develop ways to accomplish
tasks. Planners must review and refine theater and supporting operational objectives from
the initial work done during the development of the operational approach. These objectives
establish the conditions necessary to reach the desired end state and achieve the national
strategic objectives.  Tasks are shaped by the CONOPS—intended sequencing and
integration of air, land, sea, special operations, and space forces. Tasks are prioritized in
order of criticality while considering the enemy’s objectives and the need to gain advantage.

Step-by-Step Approach to Course of Action Development

Step Action

1 Determine how much force will be needed in the theater at the end of the
campaign, what those forces will be doing, and how those forces will be postured
geographically. Use troop-to-task analysis. Draw a sketch to help visualize the
forces and their locations.

2 Looking at the sketch and working backwards, determine the best way to get the
forces postured in Step 1 from their ultimate positions at the end of the campaign
to abase in friendly territory. This will help formulate the desired basing plan.

& Using the mission statement as a guide, determine the tasks the force must
accomplish en route to their locations/positions at the end of the campaign. Draw
a sketch of the maneuver plan. Make sure the force does everything the
Secretary of Defense (SecDef) has directed the commander to do (refer to
specified tasks from the mission analysis).

4 Determine the basing required to posture the force in friendly territory, and the
tasks the force must accomplish to get to those bases. Sketch this as part of the
deploymentplan.

5 Determine if the planned force is enough to accomplish all the tasks SecDef
has given the commander. Adjust the force strength to fit the tasks. This should
provide the answer to the first question.

6 Given the tasks to be performed, determine in what order the forces should be
deployed into theater. Consider the force categories such as combat, protection,
sustainment, theater enablers, and theater opening. This should answer the
second question.

7 The information developed should now answer the remaining questions
regarding force employment, major tasks and their sequencing, sustainment,
and command relationships.

Figure IV-8. Step-By-Step Approach to Course of Action Development
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(a) Regardless of the eventual COA, the staff should plan to accomplish the
higher commander’s intent by understanding its essential task(s) and purpose and the
intended contribution to the higher commander’s mission success.

(b) The staff must ensure that all the COAs developed will fulfill the command
mission and the purpose of the operation by conducting a review of all essential tasks
developed during mission analysis. They should then consider ways to accomplish the other
tasks.

(4) Once the staff has begun to visualize a tentative COA, it should see how it can
best synchronize (arrange in terms of time, space, and purpose) the actions of all the
elements of the force. The staff should estimate the anticipated duration of the operation.
One method of synchronizing actions is the use of phasing as discussed earlier. Phasing
assists the commander and staff to visualize and think through the entire operation or
campaign and to define requirements in terms of forces, resources, time, space, and purpose.
Planners should then integrate and synchronize these requirements by using the joint
functions of C2, intelligence, fires, movement and maneuver, protection, and sustainment.
At a minimum, planners should ensure the synchronized actions answer the following
questions:

(a) How do land forces, maritime forces, air forces, and special operations
forces (SOF) integrate across the joint functions to accomplish their assigned tasks?

(b) What are the major ways that space operations can support operations
across the joint functions?

(c) How can the joint forces integrate 10 and cyberspace operations to support
joint operations?

(5) The tentative COAs should focus on COGs and decisive points.  The
commander and the staff review and refine their COG analysis begun during mission
analysis based on updated intelligence, JIPOE products, and initial staff estimates. The
refined enemy and friendly COG analysis, particularly the critical vulnerabilities, is
considered in the development of the initial COAs. The COG analysis helps the commander
become oriented to the enemy and compare his strengths and weakness with those of the
enemy. By looking at friendly COGs and vulnerabilities, the staff understands the
capabilities of their own force and critical vulnerabilities that will require protection.
Protection resource limitations will probably mean that the staff cannot plan to protect every
capability, but rather will look at prioritizing protection for critical capabilities and
developing overlapping protection techniques. The strength of one asset or capability may
provide protection from the weakness of another.

(6) ldentify the sequencing (simultaneous, sequential, or a combination) of the
actions for each COA. Consider the use of defeat and stability mechanisms as appropriate to
create the desired effects (and preclude undesired effects).

(7) ldentify main and supporting efforts, by phase, the purposes of these efforts,
and key supporting/supported relationships within phases.
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(8) Identify component-level missions/tasks (who, what, and where) that will
accomplish the stated purposes of main and supporting efforts. Think of component and
joint function tasks such as movement and maneuver, intelligence, fires, protection,
sustainment, and C2. Display them with graphic control measures as much as possible. A
designated LOO will help identify these tasks.

(9) Develop the 10 support items. Since the results of deception operations may
influence the positioning of units, planners should conceive major elements of the story
before developing any COAs.

(10) Task Organization

(a) The staff should develop an outline task organization to execute the COA.
The commander and staff determine appropriate command relationships and appropriate
missions and tasks.

(b) Determine command relationships and organizational options. Joint
force organization and command relationships are based on the operation or campaign
CONOPS, complexity, and degree of control required. Establishing command
relationships includes determining the types of subordinate commands and the degree of
authority to be delegated to each. Clear definition of command relationships further clarifies
the intent of the commander and contributes to decentralized execution and unity of effort.
The commander has the authority to determine the types of subordinate commands from
several doctrinal options, including Service components, functional components, and
subordinate joint commands. Regardless of the command relationships selected, it is the
JFC’s responsibility to ensure that these relationships are understood and clear to all
subordinate, adjacent, and supporting headquarters. The following are considerations
for establishing joint force organizations:

1. Joint forces will normally be organized with a combination of Service
and functional components with operational responsibilities.

2. Functional component staffs should be joint with Service representation
in approximate proportion to the mix of subordinate forces. These staffs should be organized
and trained prior to employment in order to be efficient and effective, which will require
advanced planning.

3. Commanders may establish support relationships between components
to facilitate operations.

4. Commanders define the authority and responsibilities of functional
component commanders based on the strategic CONOPS and may alter their authority and
responsibility during the course of an operation.

5. Commanders must balance the need for centralized direction with
decentralized execution.
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6. Major changes in the joint force organization are normally conducted at
phase changes.

(11) Sustainment Concept. No COA is complete without a plan to sustain it
properly. The sustainment and personnel services concept is more than just gathering
information on various logistic functions. It entails identifying the requirements for classes
of supply, creating distribution, transportation, and disposition plans to support the
commander’s execution, and organizing capabilities and resources into an overall theater
campaign or operation sustainment concept. It concentrates forces and material resources
strategically so the right force is available at the designated times and places to conduct
decisive operations. It requires thinking through a cohesive sustainment for joint, single
Service, and supporting forces relationships in conjunction with CSAs, multinational,
interagency, nongovernmental, or international organizations.

(12) Deployment Concept. A COA must consider the deployment concept in
order to describe the general flow of forces into theater. There is no way to determine the
feasibility of the COA without including the deployment concept. While the detailed
deployment concept will be developed during plan synchronization, enough of the concept
must be described in the COA to visualize force buildup, sustainment requirements, and
military—political considerations.

(13) Define the Operational Area

(@) The OA is normally established by a legally/politically binding document.
It will provide flexibility/options and/or limitations to the commander. The OA must be
precisely defined because the specific geographic area will impact planning factors such as
basing, overflight, and sustainment.

(b) OAs include, but are not limited to, such descriptors as AOR, theater of
war, theater of operations, JOA, amphibious objective area, joint special operations area, and
area of operations. Except for AOR, which is assigned in the UCP, GCCs and their
subordinate JFCs designate smaller OAs on a temporary basis. OAs have physical
dimensions composed of some combination of air, land, and maritime domains. JFCs define
these areas with geographical boundaries, which facilitate the coordination, integration, and
deconfliction of joint operations among joint force components and supporting commands.
The size of these OAs and the types of forces employed within them depend on the scope
and nature of the crisis and the projected duration of operations.

See JP 3-0, Joint Operations, for additional information on OAs.

(14) Develop initial COA sketches and statements. Each tentative COA should
answer the following questions:

(@) Who (type of forces) will execute the tasks?

(b) What are the tasks?
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(c) Where will the tasks occur? (Start adding graphic control measures, e.g.,
areas of operation, amphibious objective areas).

(d) When will the tasks begin?

(e) How (but do not usurp the components’ prerogatives) the commander
should provide “operational direction” so the components can accomplish “tactical actions.”

(F) Why (for what purpose) will each force conduct its part of the operation?
(g) Develop an initial ISR support concept.

(15) Test the validity of each tentative COA. All COAs selected for analysis
must be valid, and the staff should reject tentative COAs that do not meet all five of the
following validity criteria:

(a) Adequate—Can accomplish the mission within the commander’s
guidance. Preliminary tests include:

1. Does it accomplish the mission?

Does it meet the commander’s intent?

[N

|

Does it accomplish all the essential tasks?

Does it meet the conditions for the end state?

|+

|on

Does it take into consideration the enemy and friendly COGs?

(b) Feasible—Can accomplish the mission within the established time, space,
and resource limitations.

1. Does the commander have the force structure and lift assets (means) to
execute it? The COA is feasible if it can be executed with the forces, support, and
technology available within the constraints of the physical environment and against expected
enemy opposition.

2. Although this process occurs during COA analysis and the test at this
time is preliminary, it may be possible to declare a COA infeasible (for example, resources
are obviously insufficient). However, it may be possible to fill shortfalls by requesting
support from the commander or other means.

(c) Acceptable—Must balance cost and risk with the advantage gained.

1. Does it contain unacceptable risks? (Is it worth the possible cost?) A
COA is considered acceptable if the estimated results justify the risks. The basis of this test
consists of an estimation of friendly losses in forces, time, position, and opportunity.
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2. Does it take into account the limitations placed on the commander
(must do, cannot do, other physical limitations)?

3. Acceptability is considered from the perspective of the commander by
reviewing the strategic objectives.

4. Are COAs reconciled with external constraints, particularly ROE? This
requires visualization of execution of the COA against each enemy capability. Although this
process occurs during COA analysis and the test at this time is preliminary, it may be
possible to declare a COA unacceptable if it violates the commander’s definition of
acceptable risk.

(d) Distinguishable—Must be sufficiently different from other COAs in the
following:

1. The focus or direction of main effort.

[N

The scheme of maneuver (land, air, maritime, and special operation).

|

Sequential versus simultaneous maneuvers.

|

The primary mechanism for mission accomplishment.

(621

. Task organization.

6. The use of reserves.

(e) Complete—Does it answer the questions who, what, where, when, how,
and why? Must incorporate:

1. Obijectives (including desired effects) and tasks to be performed.

[N

Major forces required.

|

Concepts for deployment, employment, and sustainment.

|

Time estimates for achieving objectives.

|o

Military end state and mission success criteria.

(16) Conduct COA development brief to commander. Figure 1VV-9 provides
suggested sequence and content.

(17) JFC provides guidance on COA:s.
(a) Review and approve COAC(s) for further analysis.

(b) Direct revisions to COA(s), combinations of COAs, or development of
additional COA(S).
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Q
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Example Course of Action Development Briefing

® Operations Directorate of a Joint Staff (J-3)/Plans Directorate of a Joint Staff (J-5)

o Context/background (i.e., road to war)
o |nitiation—review guidance for initiation
o Strategic guidance—planning tasks assigned to supported commander,

forces/resources apportioned, planning guidance, updates, defense
agreements, theater campaign plan(s), Guidance for Employment of the
Force/Joint Strategic Capabilities Plan

Forces apportioned/assigned

¢ Intelligence Directorate of a Joint Staff (J-2)

Joint Intelligence Preparation of the Operational Environment
Enemy courses of action (COAs)—most dangerous, most likely; strengths and
weaknesses

e J-3/3-5

Update facts and assumptions

Mission statement

Commander's intent (purpose, method, end state)

End state: political/military

— termination criteria

Center of gravity analysis results: critical factors; strategic/operational
Joint operations area/theater of operations/communications zone sketch
Phase 0 shaping activities recommended (for current theater campaign plan)
Flexible deterrent options with desired effect

For each COA, sketch and statement by phase

— task organization

— component tasking

— timeline

—recommended command and control by phase

— lines of operation/lines of effort

— logistics estimates and feasibility

— COA risks

o COA summarized distinctions
o COA priority for analysis

* Commander's Guidance

Figure IV-9. Example Course of Action Development Briefing

(c) Direct priority for which enemy COA(s) will be used during wargaming of

friendly COAC(s).

(18) Continue the staff estimate process. The staff must continue to conduct their

staff estimates of supportability for each COA.

(19) Conduct vertical and horizontal parallel planning

(a) Discuss the planning status of staff counterparts with both commander’s

and JFC components’ staffs.
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(b) Coordinate planning with staff counterparts from other functional areas.

(c) Permitadjustments in planning as additional details are learned from higher
and adjacent echelons, and permit lower echelons to begin planning efforts and generate
questions (e.g., requests for information).

d. The Planning Directive

(1) The planning directive identifies planning responsibilities for developing joint
force plans. It provides guidance and requirements to the staff and subordinate commands
concerning coordinated planning actions for plan development.  The JFC normally
communicates initial planning guidance to the staff, subordinate commanders, and
supporting commanders by publishing a planning directive to ensure that everyone
understands the commander’s intent and to achieve unity of effort.

(2) Generally, the J-5 coordinates staff action for deliberate planning, and the J-3
coordinates staff action for CAP. The J-5 staff receives the JFC’s initial guidance and
combines it with the information gained from the initial staff assessments. The JFC, through
the J-5, may convene a preliminary planning conference for members of the JPEC who will
be involved with the plan. This is the opportunity for representatives to meet face-to-face.
At the conference, the JFC and selected members of the staff brief the attendees on important
aspects of the plan and may solicit their initial reactions. Many potential conflicts can be
avoided by this early exchange of information.

6. Course of Action Analysis
a. Introduction

(1) COA analysis is the process of closely examining potential COAs to reveal
details that will allow the commander and staff to tentatively identify COAs that are valid,
and then compare these COAs. COA analysis identifies advantages and disadvantages of
each proposed friendly COA. The commander and staff analyze each tentative COA
separately according to the commander’s guidance. While time-consuming, COA analysis
should answer two primary questions: Is the COA feasible, and is it acceptable?

(2) Wargaming is a primary means to conduct this analysis. Wargaming is a
conscious attempt to visualize the flow of the operation, given joint force strengths and
dispositions, adversary capabilities and possible COAs, the OA, and other aspects of the
operational environment. Each critical event within a proposed COA should be wargamed
based upon time available using the action, reaction, and counteraction method of friendly
and/or opposing force interaction. The basic wargaming method (modified to fit the specific
mission and operational environment) can apply to noncombat as well as combat operations.

(3) COA wargaming allows the commander, staff, and subordinate commanders
and their staffs to gain a common understanding of friendly and enemy COAs. This
common understanding allows them to determine the advantages and disadvantages of each
COA and forms the basis for the commander’s comparison and approval. COA wargaming
involves a detailed assessment of each COA as it pertains to the enemy and the operational
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environment. Each friendly COA is wargamed against selected enemy COAs. The
commander will select the COAs he wants wargamed and provide wargaming guidance
along with evaluation criteria.

(4) Wargaming stimulates thought about the operation so the staff can obtain ideas
and insights that otherwise might not have occurred. This process highlights tasks that
appear to be particularly important to the operation and provides a degree of familiarity with
operational-level possibilities that might otherwise be difficult to achieve. An objective,
comprehensive analysis of tentative COAs is difficult even without time constraints. Based
upon time available, the commander should wargame each tentative COA against the most
probable and the most dangerous adversary COAs (or most difficult objectives in noncombat
operations) identified through the JIPOE process. Figure I1VV-10 shows the key inputs and
outputs associated with COA analysis.

b. Analysis and Wargaming Process

(1) The analysis and wargaming process can be as simple as a detailed narrative
effort that describes the action, probable reaction, counteraction, assets, and time used. A
more comprehensive version is the “sketch-note” technique, which adds operational sketches
and notes to the narrative process in order to gain a clearer picture. The most sophisticated
form of wargaming is computer-aided modeling and simulation.

Course of Action Analysis

Key Inputs Key Outputs
Revised staff estimates Potential decision points
COA alternatives with Evaluation criteria
concept narrative and _
sketch including: Potential branches and
® Objectives sequels
* Keytasks Course of Action _
* Major capabilities (£OA) Analysis . Refined COAs
required
® Task organization Revised staff estimates
® Main and supporting
efforts

* Deployment concept

® Sustainment concept

* Information operations
support themes

* |dentification of reserve

¢ |dentification of required
supporting interagency
tasks

Figure IV-10. Course of Action Analysis
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(2) The heart of the commander’s estimate process is analysis of multiple COAs.
During COA development, the staff considers opposing COAs based on adversary
capabilities, objectives, an estimate of the adversary’s intent, and integrated actions by other
actors (neutral, other adversaries, and even friendly actions that would not be favorable) that
would challenge achievement of the end state. The staff then develop friendly COAs based
on the joint force mission and capabilities. In the analysis and wargaming step, the staff
analyzes the probable effect each opposing COA has on the chances of success of each
friendly COA. The aim is to develop a sound basis for determining the feasibility and
acceptability of the COAs. Analysis also provides the planning staff with a greatly improved
understanding of their COAs and the relationship between them. COA analysis identifies
which COA best accomplishes the mission while best positioning the force for future
operations. It also helps the commander and staff to:

(a) Determine how to maximize combat power against the enemy while
protecting the friendly forces and minimizing collateral damage.

(b) Have as near an identical visualization of the operation as possible.

(c) Anticipate events in the operational environment and potential reaction
options.

(d) Determine conditions and resources required for success while also
identifying gaps and seams.

(e) Determine when and where to apply the force’s capabilities.
(f) Focus intelligence collection requirements.

(g) Determine the most flexible COA.

(h) Identify potential decision points.

(i) Determine task organization options.

(1) Develop data for use in a synchronization matrix or related tool.
(k) Identify potential plan branches and sequels.

(I) Identify high-value targets.

(m) Assess risk.

(n) Determine COA advantages and disadvantages.

(o) Recommend CCIRs.

(3) Wargaming is a disciplined process, with rules and steps that attempt to
visualize the flow of the operation. The process considers friendly dispositions, strengths,
and weaknesses; enemy assets and probable COAs; and characteristics of the physical
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environment. It relies heavily on joint doctrinal foundation, tactical judgment, and
operational experience. It focuses the staff’s attention on each phase of the operation in a
logical sequence. It is an iterative process of action, reaction, and counteraction.
Wargaming stimulates ideas and provides insights that might not otherwise be discovered. It
highlights critical tasks and provides familiarity with operational possibilities otherwise
difficult to achieve. Wargaming is a critical portion of the planning process and should be
allocated more time than any other step. Each retained COA should, at a minimum, be
wargamed against both the most likely and most dangerous enemy COAs.

(4) During the war game, the staff takes a COA statement and begins to add more
detail to the concept, while determining the strengths or weaknesses of each COA.
Wargaming tests a COA and can provide insights that can be used to improve upon a
developed COA. The commander and staff (and subordinate commanders and staffs if the
war game is conducted collaboratively) may change an existing COA or develop a new COA
after identifying unforeseen critical events, tasks, requirements, or problems.

(5) For the war game to be effective, the commander should indicate what aspects
of the COA should be examined and tested. Wargaming guidance may include a list of
friendly COAs to be wargamed against specific threat COAs (e.g., COA 1 against the
enemy’s most likely, most dangerous), the timeline for the phase or stage of the operations, a
list of critical events, and level of detail (i.e., two levels down).

(6) COA Analysis Considerations. Evaluation criteria and known critical events
are two of the many important considerations as COA analysis begins.

(a) The commander and staff use evaluation criteria during follow-on COA
comparison (JOPP step 5) for the purpose of selecting the best COA. The commander and
staff consider various potential evaluation criteria during wargaming, and select those that
the staff will use during COA comparison to assess the effectiveness and efficiency of one
COA relative to others following the war game. These evaluation criteria help focus the
wargaming effort and provide the framework for data collection by the staff. These criteria
are those aspects of the situation (or externally imposed factors) that the commander deems
critical to mission accomplishment. Figure 1V-11 shows examples of potential evaluation
criteria.

(b) Evaluation criteria change from mission to mission. Though these criteria
will be applied in the next step, COA comparison (JOPP step 6), it will be helpful during this
wargaming step for all participants to be familiar with the criteria so that any insights into a
given COA that influence a criterion are recorded for later comparison. The criteria may
include anything the commander desires. If they are not received directly, the staff can
derive them from the commander’s intent statement. Evaluation criteria do not stand alone.
Each must have a clearly defined definition. Defining the criteria in precise terms reduces
subjectivity and ensures that the interpretation of each remains constant. The following
sources provide a good starting point for developing a list of potential evaluation criteria.

1. Commander’s guidance and commander’s intent.
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Potential Evaluation Criteria

Flexibilit Commanders Flexible Deterrent
exibility Evaluation Options

Force
Protection
Surprise Decisive Actions

Risk : ;\ Casualties

Criteria
Time \C

Shapes th

Operational Sustainment/Support
Environment

& Defeating Enemy

Centers of Gravity

Multinational

speed, security).

Figure IV-11. Potential Evaluation Criteria

2. Mission accomplishment at an acceptable cost.

|

The principles of joint operations.

|

Doctrinal fundamentals for the type of operation being conducted.

The level of residual risk in the COA.

|

|©

Implicit significant factors relating to the operation (e.g., need for

\l

7. Factors relating to specific staff functions.
8. Elements of operational design.

9. Other factors to consider: political constraints, risk, financial costs,

flexibility, simplicity, surprise, speed, mass, sustainability, C2, infrastructure survivability,

etc.

(c) List Known Critical Events. These are essential tasks, or a series of
critical tasks, conducted over a period of time that require detailed analysis (such as the
series of component tasks to be performed on D-day). This may be expanded to review
component tasks over a phase(s) of an operation (e.g., lodgment phase) or over a period of
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time (C-day through D-day). The planning staff may wish at this point to also identify
decision points (those decisions in time and space that the commander must make to ensure
timely execution and synchronization of resources). These decision points are most likely
linked to a critical event (e.g., commitment of the JTF reserve force).

(7) There are two key decisions to make before COA analysis begins. The first
decision is to decide what type of war game will be used. This decision should be based on
commander’s guidance, time and resources available, staff expertise, and availability of
simulation models. At this point in the planning process, there may be no phases developed
for the COA; pre-hostilities, hostilities, and post-hostilities may be the only considerations
at this point. Phasing comes later when the planner begins to flesh out the selected COA into
a strategic concept. The second decision is to prioritize the enemy COAs the war game is
to be analyzed against. In time-constrained situations, it may not be possible to wargame
against all COAs.

c. Conducting the War Game

(1) The primary steps are prepare for the war game, conduct the war game and
assess the results, and prepare products. Figure 1V-12 shows sample wargaming steps.

(2) Prepare for the War Game

(@) The two forms of war games are computer-assisted and manual. There are
many forms of computer-assisted war games; most require a significant spin-up time to load
scenarios and then to train users. However, the potential to utilize the computer model for
multiple scenarios or blended scenarios makes it valuable. For both types, consider how to
organize the players in a logical manner.

(b) For manual wargaming, three distinct methods are available to run the
event:

1. Deliberate Timeline Analysis. Consider actions day-by-day or in
other discrete blocks of time. This is the most thorough method for detailed analysis when
time permits.

2. Operational Phasing. Used as a framework for COA analysis.
Identify significant actions and requirements by functional area and/or JTF component.

3. Critical Events/Sequence of Essential Tasks. The sequence of
essential tasks, also known as the critical events method, highlights the initial shaping
actions necessary to establish a sustainment capability and to engage enemy units in the deep
battle area. At the same time, it enables the planners to adapt if the enemy executes a
reaction that necessitates the reordering of the essential tasks. This technique also allows
war gamers to analyze concurrently the essential tasks required to execute the CONOPS.
Focus on specific critical events that encompass the essence of the COA. If necessary,
different MOEs should be developed for assessing different types of critical events (e.g.,
destruction, blockade, air control, neutralization, ensure defense). As with the focus on
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Sample Wargaming Steps

1 Prepare for the War Game
® Gather tools
e List and review friendly forces and capabilities
* List and review opposing forces and capabilities
List known critical events
Determine participants
Determine opposing course of action (COA) to war game
Select wargaming method
© manual or computer-assisted
® Select a method to record and display wargaming results
° narrative
o sketch and note
o war game worksheets
o synchronization matrix

2 Conduct War Game and Assess Results
* Purpose of war game (identify gaps, visualization, etc.)
* Basic methodology (e.g., action, reaction, counteraction)
® Record results

3 Prepare Products
* Results of the war game brief
o potential decision points
o evaluation criteria
o potential branches and sequels
* Revised staff estimates
* Refined COAs
* Time-phased force and deployment data refinement and transportation feasibility
* Feedback through the COA decision brief

Figure IV-12. Sample Wargaming Steps

operational phasing, the critical events discussion identifies significant actions and
requirements by functional area and/or by JTF component.

(c) Red Cell. The J-2 staff will provide a red cell to role play and model the
adversaries during planning and specifically during wargaming.

1. A robust, well-trained, imaginative, and skilled red cell that
aggressively pursues the adversary’s point of view during wargaming is essential. By
accurately portraying the full range of realistic capabilities and options available to the
enemy, they help the staff address friendly responses for each adversary COA.

2. Thered cell is normally composed of personnel from the joint force J-2
staff and when available they may be augmented by other subject experts.

3. The red cell develops critical decision points, projects adversary
reactions to friendly actions, and estimates impacts and implications on the adversary forces
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and objectives. By trying to win the war game, the red cell helps the staff identify
weaknesses and vulnerabilities before a real enemy does.

4. Given time constraints, as a minimum, the most dangerous and most
likely adversary COAs should be wargamed and role played by the red cell during the war
game.

(d) White Team. A small team of arbitrators normally composed of senior
individuals familiar with the plan is a smart investment to ensure the war game does not get
bogged down in unnecessary disagreement or arguing. The white team will provide overall
oversight to the war game and any adjudication required between participants. The white
team may also include the facilitator and/or highly qualified experts as required.

(3) Conduct the War Game and Assess the Results

(a) The facilitator and the red team commander get together to agree on the
rules of the war game. The war game begins with an event designated by the facilitator. It
could be an enemy offensive/defensive action or it could be a friendly offensive or defensive
action. They decide where (in the OA) and when (H-hour or L-hour) it will begin. They
review the initial array of forces. Of note, they must come to an agreement on the
effectiveness of ISR capabilities and shaping actions by both sides prior to the war game.
The facilitator must ensure that all members of the war game know what critical events will
be wargamed and what techniques will be used. This coordination within the friendly team
and between the friendly and the red team must be done well in advance.

(b) Within each wargaming method, the war game normally has three total
moves. If necessary, that portion of the war game may be extended beyond the three moves.
The facilitator decides how many moves are made in the war game.

(c) During the war game, the players must continually assess the COA’s
feasibility. Can it be supported? Can this be done? Are more combat power, more ISR
capabilities, or more time needed? Are necessary logistics and communications available?
Is the OA large enough? Has the threat successfully countered a certain phase or stage of a
friendly COA? Based on the answers to the above questions, revisions to the friendly COA
may be required. We don’t make major revisions to a COA in the midst of a war game.
Instead, we stop the war game, make the revisions, and start over at the beginning.

(d) The war game is for comparing and contrasting friendly COAs with the
adversary COAs. Planners compare and contrast friendly COAs with each other in the fifth
step of JOPP, COA comparison. They avoid becoming emotionally attached to a friendly
COA as it leads to overlooking the COA shortcomings and weaknesses. Planners avoid
comparing one friendly COA with another friendly COA during the war game and remain
unbiased. The facilitator ensures adherence to the timeline. A war game for one COA at the
JTF level may take six to eight hours. The facilitator must allocate enough time to ensure the
war game will thoroughly test a COA.

(e) A synchronization matrix is a decision-making tool and a method of
recording the results of wargaming. Key results that should be recorded include decision
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points, potential evaluation criteria, CCIRs, COA adjustments, branches, and sequels. Using
a synchronization matrix helps the staff visually synchronize the COA across time and space
in relation to the adversary’s possible COAs. The war game and synchronization matrix
efforts will be particularly useful in identifying cross-component support resource
requirements.

() The war game considers friendly dispositions, strengths, and weaknesses;
adversary assets and probable COAs; and characteristics of the OA. Through a logical
sequence, it focuses the players on essential tasks to be accomplished.

() When the war game is complete and the worksheet and synchronization
matrix are filled out, there should be enough detail to flesh out the bones of the COA and
begin orders development (once the COA has been selected by the commander in a later
JOPP step).

(h) Additionally, the war game will produce a refined event template and the
initial decision support template (DST), or decision support tools. These are similar to a
football coach’s game plan. The tools can help predict what the threat will do. The tools
also provide the commander options for employing forces to counter an adversary action.
The tools will prepare the commander (coach) and the staff (team) for a wide range of
possibilities and a choice of immediate solutions.

(i) The war game relies heavily on doctrinal foundation, tactical judgment, and
experience. It generates new ideas and provides insights that might have been overlooked.
The dynamics of the war game require the red team commander and the red team members
to be aggressive, but realistic, in the execution of threat activities. The war game:

1. Records advantages and disadvantages of each COA as they become
evident.

2. Creates decision support tools (a game plan).

3. Focuses the planning team on the threat and commander’s evaluation
criteria.

(4) Prepare Products. Certain products should result from the war game in
addition to wargamed COAs. Planners enter the war game with a rough event template and
must complete the war game with a refined, more accurate event template. The event
template with its named areas of interest (NAISs) and time-phase lines will help the J-2 focus
the ISR effort. An event matrix can be used as a “script” for the intelligence report during
the war game. It can also tell planners if they are relying too much on one or two collection
platforms and if assets have been overextended.

(@) A first draft of a DST and DSM should also come out of the COA war
game. As more information about friendly forces and threat forces becomes available, the
DST and DSM may change.
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(b) The critical events are associated with the essential tasks identified in
mission analysis. The decision points are tied to points in time and space when and where
the commander must make a critical decision. Decision points will be tied to the CCIRs.
Remember, CCIRs generate two types of information requirements: PIRs and FFIRs. The
commander approves CCIRs. From a threat perspective, PIRs tied to a decision point will
require an intelligence collection plan prioritizing and tasking collection assets to gather
information about the threat. JIPOE ties PIRs to NAIs, which are linked to adversary COAs.
The synchronization matrix is a tool that will help determine if adequate resources are
available. Primary outputs are:

1. Wargamed COAs with graphic and narrative. Branches and sequels
identified.

Information on commander’s evaluation criteria.

[N

|

Initial task organization.

|

Critical events and decision points.

|

Newly identified resource shortfalls to include force augmentation.

|©

Refined/new CCIRs and event template/matrix.

Initial DST/DSM.

|~

|

Fleshed out synchronization matrix.

Refined staff estimates.

|©

(c) The outputs of the COA war game will be used in the comparison/decision
step, orders development, and transition. The outputs on the slide are products. The results
of the war game are the strengths and weaknesses of each friendly COA, the core of the back
brief to the commander.

(d) The commander and staff normally will compare advantages and
disadvantages of each COA during course of action comparison. However, if the suitability,
feasibility, or acceptability of any COA becomes questionable during the analysis step, the
commander should modify or discard it and concentrate on other COAs. The need to create
additional combinations of COAs may also be required.

7. Course of Action Comparison
a. Introduction

(1) COA comparison is a subjective process whereby COAs are considered
independently and evaluated/compared against a set of criteria that are established by the
staff and commander. The goal is to identify and recommend the COA that has the highest
probability of success against the enemy COA that is of the most concern to the commander.
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(2) Figure IV-13 depicts inputs and outputs for COA comparison. Other products
not graphically shown in the chart include updated JIPOE products, updated CCIRs, staff
estimates, commander’s identification of branches for further planning, and a WARNORD
as appropriate.

(3) COA comparison facilitates the commander’s decision-making process by
balancing the ends, means, ways, and risk of each COA. The end product of this task is a
briefing to the commander on a COA recommendation and a decision by the commander.
COA comparison helps the commander answer the following questions:

(a) What are the differences between each COA?
(b) What are the advantages and disadvantages?
(c) What are the risks?

b. COA Comparison Process

(1) In COA comparison, the staff evaluates all COAs against established evaluation
criteria and selects the COA that best accomplishes the mission. The commander reviews
the criteria list and adds or deletes as he sees fit. The number of evaluation criteria will vary,
but there should be enough to differentiate COAs. Consequently, COAs are not compared
with each other, but rather they are individually evaluated against the criteria that are
established by the staff and commander.

(2) Staff officers may each use their own matrix, such as the example in Figure V-
14, to compare COAs with respect to their functional areas. Matrices use the evaluation
criteria developed before the war game. Decision matrices alone cannot provide decision
solutions. Their greatest value is providing a method to compare COAs against criteria that,
when met, produce mission success. They are analytical tools that staff officers use to

Course of Action Comparison

Key Inputs Key Outputs
Advantages and Evaluated COAs
disadvantages
Recommended COA

Wargaming results .

Course of Action COA selection rationale
Evaluation criteria ——» (COA) —»

Comparison Revised staff estimates

Revised staff estimates
Refined commander's
critical information
requirements

Figure IV-13. Course of Action Comparison
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Staff Estimate Matrix (Intelligence Estimate)

Frontal Envelopment

Evaluation Criteria Course of Action 1~ Course of Action 2

Effects of Terrain

Effects of Weather

Utilizes Surprise

Attacks Critical Vulnerabilities
Collection Support
Counterintelligence

Totals 2 4

Figure IV-14. Staff Estimate Matrix (Intelligence Estimate)

prepare recommendations. Commanders provide the solution by applying their judgment to
staff recommendations and making a decision.

(3) The staff helps the commander identify and select the COA that best
accomplishes the mission. The staff supports the commander’s decision-making process by
clearly portraying the commander’s options and recording the results of the process. The
staff compares feasible COAs to identify the one with the highest probability of success
against the most likely enemy COA and the most dangerous enemy COA.

(4) Prepare for COA comparison. The commander and staff develop and
evaluate a list of important criteria. Using the evaluation criteria discussed during COA
analysis and wargaming, the staff outlines each COA, highlighting advantages and
disadvantages. Comparing the strengths and weaknesses of the COAs identifies their
advantages and disadvantages relative to each other.

(a) Determine/define comparison/evaluation criteria. As discussed earlier,
criteria are based on the particular circumstances and should be relative to the situation.
There is no standard list of criteria, although the commander may prescribe several core
criteria that all staff directors will use. Individual staff sections, based on their estimate
process, select the remainder of the criteria.

1. Criteriaare based on the particular circumstances and should be relative
to the situation.

2. Review commander’s guidance for relevant criteria.
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3. lIdentify implicit significant factors relating to the operation.
4. Each staff identifies criteria relating to that staff function.
5. Other criteria might include:

a. Political, social, and safety constraints; requirements for
coordination with embassy/interagency personnel.

b. Fundamentals of joint warfare, including stability operations.
c. Elements of operational art.
d. Mission accomplishment.
e. Risks.
f. Costs.
(b) Define and determine the standard for each criterion.

1. Establish standard definitions for each evaluation criterion. Define the
criteria in precise terms to reduce subjectivity and ensure the interpretation of each
evaluation criterion remains constant between the various COAs.

2. Establish definitions prior to commencing COA comparison to avoid
compromising the outcome.

3. Apply standards for each criterion to each COA.

(c) The staff evaluates feasible COAs using those evaluation criteria most
important to the commander to identify the one COA with the highest probability of success.
The selected COA should also:

1. Mitigate risk to the force and mission to an acceptable level.

[N

Place the force in the best posture for future operations.

Provide maximum latitude for initiative by subordinates.

|

Provide the most flexibility to meet unexpected threats and

|

opportunities.

c. Determine the comparison method and record. Actual comparison of COAs is
critical. The staff may use any technique that facilitates reaching the best recommendation
and the commander making the best decision. There are a number of techniques for
comparing COAs. Examples of several decision matrices can be found in Appendix G,
“Course of Action Comparison.”
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d. COA comparison remains a subjective process and should not be turned into a
mathematical equation. The key element in this process is the ability to articulate to the
commander why one COA is preferred over another.

8. Course of Action Approval
a. Introduction

(1) Inthis JOPP step, the staff briefs the commander on the COA comparison and
the analysis and wargaming results, including a review of important supporting information.
The staff determines the best COA to recommend to the commander. Figure IV-15 depicts
the COA approval inputs and outputs.

(2) The nature of a potential contingency could make it difficult to determine a
specific end state until the crisis actually occurs. In these cases, the JFC may choose to
present two or more valid COAs for approval by higher authority. A single COA can then be
approved when the crisis occurs and specific circumstances become clear. However, in
CAP, the desired end state should be represented by the set of objectives the President
approves before committing forces to combat.

b. Prepare and present the COA decision briefing. The staff briefs the commander
on the COA comparison and the analysis and wargaming results. The briefing should
include a review of important supporting information such as the current status of the joint
force; the current JIPOE; and assumptions used in COA development. All principal staff
directors and the component commanders should attend this briefing (physically or
electronically). Figure IV-16 shows a sample COA briefing guide.

c. Commander selects/modifies the COA. COA approval/selection is the end result of
the COA comparison process. Throughout the COA development process, the commander
conducts an independent analysis of the mission, possible COAs, and relative merits and
risks associated with each COA. The commander, upon receiving the staff’s

Course of Action Approval

Key Inputs Key Outputs
Refined COAs COA modifications
Staff recommendation JFC's COA selection

Course of Action
Joint force commander's —#COA) Approval—>{ Commander's estimate
(JFC's) personal analysis (if required)
(experience and judgment)
Refined commander's
intent

Figure IV-15. Course of Action Approval
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Sample Course of Action Briefing Guide

® Purpose of the briefing
® Opposing situation

o Strength. Areview of opposing forces, both committed and available for
reinforcement

o Composition. Order of battle, major weapons systems, and operational
characteristics

© Location and disposition. Ground combat and fire support forces; air, naval,
and missile forces; logistics forces and nodes; command and control facilities;
and other combat power

o Reinforcements. Land; air; naval; missile; chemical, biological, radiological,
and nuclear; other advanced weapons systems; capacity for movement of
these forces

° Logistics Summary of opposing forces ability to support combat operations

o Time and space factors. The capacity to move and reinforce positions

o Combat efficiency. The state of training, readiness, battle experience,
physical condition, morale, leadership, motivation, tactical doctrine, discipline,
and significant strengths and weaknesses

* Friendly situation (similar elements as opposing situation)
* Mission statements

* Commander's intent statement

® Operational concepts and courses of action (COAS)

© Any changes from the mission analysis briefing in the following areas:
— assumptions
— limitations
— adversary and friendly centers of gravity (COGS)
— phasing of the operation (if phased)
— lines of operation/lines of effort
© Present courses of action. As a minimum, discuss:

— COA# (short name, e.g., "Simultaneous Assault")
— COA statement (brief concept of operations)

— COA sketch

— COA architecture

- task organization
- command relationships
- organization of the operational area
— major differences between each COA
— summaries of COAs
o COA analysis
— review of the joint planning group's wargaming efforts
— add considerations from own experiences
o COA comparisons
— description of comparison criteria (e.g., evaluation criteria) and comparison
methodology
— weigh strengths and weaknesses with respect to comparison criteria
o COA recommendations
— staff
— components

Figure IV-16. Sample Course of Action Briefing Guide
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recommendation, combines his analysis with the staff recommendation, resulting in a
selected COA. It gives the staff a concise statement of how the commander intends to
accomplish the mission, and provides the necessary focus for execution planning and
contingency plan development. During this step, the commander should:

(1) Review staff recommendations.
(2) Apply results of own COA analysis and comparison.

(3) Consider any separate recommendations from supporting and subordinate
commanders.

(4) Review guidance from the higher headquarters/strategic guidance.
(5) The commander may:
(@) Concur with staff/component recommendations, as presented.
(b) Concur with recommended COAs, but with modifications.
(c) Select a different COA from the staff/component recommendation.
(d) Direct the use of a COA not formerly considered.

(e) Defer the decision and consult with selected staff/commanders prior to
making a final decision.

d. Refine Selected COA. Once the commander selects a COA, the staff will begin the
refinement process of that COA into a clear decision statement to be used in the
commander’s estimate. At the same time, the staff will apply a final “acceptability” check.

(1) Staff refines commander’s COA selection into clear decision statement.
(a) Develop a brief statement that clearly and concisely sets forth the COA
selected and provides only whatever information is necessary to develop a plan for the
operation (no defined format).

(b) Describe what the force is to do as a whole, and as much of the elements of
when, where, and how as may be appropriate.

(c) Express decision in terms of what is to be accomplished, if possible.
(d) Use simple language so the meaning is unmistakable.
(e) Include statement of what is acceptable risk.

(2) Apply final “acceptability” check.

(@) Apply experience and an understanding of situation.
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(b) Consider factors of acceptable risk versus desired outcome consistent with
higher commander’s intent and concept. Determine if gains are worth expenditures.

e. Prepare the Commander’s Estimate

(1) Once the commander has made a decision on a selected COA, provided
guidance, and updated intent, the staff completes the commander’s estimate.  The
commander’s estimate provides a concise narrative statement of how the commander
intends to accomplish the mission and provides the necessary focus for campaign planning
and contingency plan development. Further, it responds to the establishing authority’s
requirement to develop a plan for execution. The commander’s estimate provides a
continuously updated source of information from the perspective of the commander.
Commanders at various levels use estimates during JOPP to support all aspects of COA
determination and plan or order development.

(2) Outside of formal APEX requirements, a commander may or may not use a
commander’s estimate as the situation dictates. The commander’s initial intent statement
and planning guidance to the staff can provide sufficient information to guide the planning
process. Although the commander will tailor the content of the commander’s estimate based
on the situation, a typical format for an estimate that a commander submits is shown at
Figure 1V-17.

(a) Precise contents may vary widely, depending on the nature of the crisis,
time available to respond, and the applicability of prior planning. In a rapidly developing
situation, the formal commander’s estimate may be initially impractical, and the entire
estimate process may be reduced to a commanders’ conference.

(b) In practice, with appropriate horizontal and vertical coordination, the
commander’s COA selection could already have been briefed to and approved by SecDef. In
the current global environment, where major military operations are both politically and
strategically significant, even a commander’s selected COA is normally briefed to and
approved by the President or SecDef. The commander’s estimate then becomes a matter of
formal record keeping and guidance for component and supporting forces.

(3) The supported commander may use simulation and analysis tools in the
collaborative environment to assess a variety of options, and may also choose to convene a
concept development conference involving representatives of subordinate and supporting
commands, the Services, JS, and other interested parties.  Review of the resulting
commander’s estimate (also referred to as the strategic concept) requires maximum
collaboration and coordination among all planning participants. The supported commander
may highlight issues for future interagency consultation, review, or resolution to be
presented to SecDef during the IPR.

(4) CJCS Estimate Review. The estimate review determines whether the scope
and concept of planned operations satisfy the tasking and will accomplish the mission;
determines whether the assigned tasks can be accomplished using available resources in the
timeframes contemplated by the plan; and ensures the plan is proportional and worth the
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Commander's Estimate

Operational Description
® Purpose of the operation
* References

® Description of military operations

Narrative—Five Paragraphs
* Mission
¢ Situation and courses of action
* Analysis of opposing courses of action (adversary capabilities and intentions)
¢ Comparison of friendly courses of action

® Recommendation or decision

Remarks

¢ Remarks—Cite plan identification number of the file where detailed requirements
have been loaded into the Joint Operation Planning and Execution System.

Figure IV-17. Commander’s Estimate

expected costs. Once approved for further planning by SecDef during the concept
development IPR (IPR C), the commander’s estimate becomes the CONOPS for the plan.

9. Plan or Order Development
a. Concept of Operations

(1) Deliberate planning will result in plan development, while CAP typically
will lead directly to OPORD development. During plan or order development, the
commander and staff, in collaboration with subordinate and supporting components and
organizations, expand the approved COA into a detailed joint contingency plan or OPORD
by first developing an executable CONOPS—the eventual centerpiece of the contingency
plan or OPORD.

(2) The CONOPS clearly and concisely expresses what the JFC intends to
accomplish and how it will be done using available resources. It describes how the actions
of the joint force components and supporting organizations will be integrated, synchronized,
and phased to accomplish the mission, including potential branches and sequels. The
CONOPS:
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(a) States the commander’s intent.

(b) Describes the central approach the JFC intends to take to accomplish the
mission.

(c) Provides for the application, sequencing, synchronization, and integration
of forces and capabilities in time, space, and purpose (including those of multinational and
interagency organizations as appropriate).

(d) Describes when, where, and under what conditions the supported
commander intends to give or refuse battle, if required.

(e) Focuses on friendly and adversary COGs and their associated critical
vulnerabilities.

(F) Avoids discernible patterns and makes full use of ambiguity and deception.
(g) Provides for controlling the tempo of the operation.
(h) Visualizes the campaign in terms of the forces and functions involved.

(i) Relates the joint force’s objectives and desired effects to those of the next
higher command and other organizations as necessary. This enables assignment of tasks to
subordinate and supporting commanders.

(3) The staff writes (or graphically portrays) the CONOPS in sufficient detail so
that subordinate and supporting commanders understand their mission, tasks, and other
requirements and can develop their supporting plans accordingly. During CONOPS
development, the commander determines the best arrangement of simultaneous and
sequential actions and activities to accomplish the assigned mission consistent with the
approved COA. This arrangement of actions dictates the sequencing of forces into the OA,
providing the link between the CONOPS and force planning. The link between the
CONOPS and force planning is preserved and perpetuated through the TPFDD structure.
The structure must ensure unit integrity, force mobility, and force visibility as well as the
ability to transition to branches or sequels rapidly as operational conditions dictate. Planners
ensure that the CONOPS, force plan, deployment plans, and supporting plans provide the
flexibility to adapt to changing conditions, and are consistent with the JFC’s intent.

(4) If the scope, complexity, and duration of the military action contemplated to
accomplish the assigned mission warrant a campaign, then the staff outlines the series of
military operations and associated objectives in a strategic concept. They develop the
CONOPS for the preliminary part of the campaign in sufficient detail to impart a clear
understanding of the commander’s concept of how the assigned mission will be
accomplished.

(5) During CONOPS development, the JFC must assimilate many variables under
conditions of uncertainty to determine the essential military conditions, sequence of actions,
and application of capabilities and associated forces to create effects and achieve objectives.
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JFCs and their staffs must be continually aware of the higher-level objectives and
associated desired and undesired effects that influence planning at every juncture. If
operational objectives are not linked to strategic objectives, the inherent linkage or “nesting”
is broken and eventually tactical considerations can begin to drive the overall strategy at
CroSS-purposes.

The CJCSM 3122.01 series volumes provide detailed guidance on CONOPS content and
format.

b. Format of Military Plans and Orders. Plans and orders can come in many
varieties from very detailed campaign plans and contingency plans to simple verbal orders.
They also include OPORDs, WARNORDs, PLANORDs, ALERTORDs, EXORDs, and
FRAGORDs, as well as PTDOs, DEPORDs, and GFMAP Annex Schedule modifications.
The more complex directives will contain much of the amplifying information in appropriate
annexes and appendices. However, the directive should always contain the essential
information in the main body. The form may depend on the time available, the complexity
of the operation, and the levels of command involved. However, in most cases, the directive
will be standardized in the five-paragraph format that is described in Appendix A, “Joint
Operation Plan Format.” Following is a brief description of each of these paragraphs.

(1) Paragraph 1—Situation. The commander’s summary of the general situation
that ensures subordinates understand the background of the planned operations. Paragraph 1
will often contain subparagraphs describing the higher commander’s intent, friendly forces,
and enemy forces.

(2) Paragraph 2—Mission. The commander inserts his mission statement.

(3) Paragraph 3—Execution. This paragraph contains commander’s intent,
which will enable commanders two levels down to exercise initiative while keeping their
actions aligned with the overall purpose of the mission. It also specifies objectives, tasks,
and assignments for subordinates (by phase, as applicable—with clear criteria denoting
phase completion).

(4) Paragraph 4—Administration and Logistics. This paragraph describes the
concept of support for logistics, personnel, and medical services.

(5) Paragraph 5—Command and Control.  This paragraph specifies the
command relationships, succession of command, and overall plan for communications.

c. Plan or Order Development

(1) For plans and orders developed per JSCP direction or as a result of a
Presidential or SecDef tasking (normally transmitted through the CJCS), the CJCS, in
coordination with the supported and supporting commanders and other members of the JCS,
monitors planning activities, resolves shortfalls when required, and reviews the supported
commander’s contingency plan for adequacy, feasibility, acceptability, completeness, and
compliance with joint doctrine. The supported commander will conduct one or more plan
approval IPRs with SecDef (or designated approval authority) to confirm the plan’s strategic

1V-46 JP5-0
47





Joint Operation Planning Process

guidance and receive approval of assumptions, the mission statement, the concept, the plan,
and any further guidance required for plan refinement. During IPR F, the CJCS and USD(P)
will include issues arising from, or resolved during, plan review (e.g., key risks, decision
points). The intended result of IPR F is SecDef approval of the basic plan and required
annexes, the resolution of any remaining key issues, and approval to proceed with plan
assessment (as applicable) with any amplifying guidance or direction. If the President or
SecDef decides to execute the plan, all three APEX operational activities—situational
awareness, planning, and execution—continue in a complementary and iterative process.

(2) The JFC guides plan development by issuing a PLANORD or similar planning
directive to coordinate the activities of the commands and agencies involved. A number of
activities are associated with plan development, as Figure 1VV-18 shows. These planning
activities typically will be accomplished in a parallel, collaborative, and iterative fashion
rather than sequentially, depending largely on the planning time available. The same
flexibility displayed in COA development is seen here again, as planners discover and
eliminate shortfalls.

(3) The CICSM 3122 series provides specific guidance on these activities for
organizations required to prepare a plan per APEX procedures. However, these are typical
types of activities that other organizations also will accomplish as they plan for joint
operations. For example, a CCMD that is preparing a crisis-related OPORD at the
President’s direction will follow specific procedures and milestones in force planning,
TPFDD development, and shortfall identification. If required, a JTF subordinate to the
CCMD will support this effort even as the JTF commander and staff are planning for their
specific mission and tasks.

(@) Application of Forces and Capabilities

1. When planning the application of forces and capabilities, the JFC
should not be completely constrained by force apportionment if additional resources
are justifiable and no other COA within the apportioned forces reasonably exists. The
additional capability requirements will be coordinated with JS through the allocation process.

Plan Development Activities

* Force planning * Feasibility analysis

e Support planning * Refinement

* Nuclear strike planning * Documentation

¢ Deployment and redeployment * Plan review and approval
planning

e Supporting plan development
¢ Shortfall identification

Figure IV-18. Plan Development Activities
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Risk assessments will include results using both apportioned capabilities and augmentation
capabilities. Operation planning is inherently an iterative process, with forces being
requested and approved for certain early phases, while other forces may be needed or
withdrawn for the later phases. This process is particularly complex when planning a
campaign because of the potential magnitude of committed forces and length of the
commitment. Finally, when making this determination, the JFC should also consider
withholding some capability as an operational reserve.

2. When developing contingency plan, the supported JFC should designate
the main effort and supporting efforts as soon as possible. This action is necessary for
economy of effort and for allocating disparate forces, to include MNFs. The main effort is
based on the supported JFC’s prioritized objectives. It identifies where the supported JFC
will concentrate capabilities to achieve specific objectives. Designation of the main effort
can be addressed in geographical (area) or functional terms. Area tasks and
responsibilities focus on a specific area to control or conduct operations. An example is the
assignment of areas of operations for Army forces and Marine Corps forces operating in the
same JOA. Functional tasks and responsibilities focus on the performance of continuing
efforts that involve the forces of two or more Military Departments operating in the same
domain—air, land, maritime, or space—or where there is a need to accomplish a distinct
aspect of the assigned mission. An example is the designation of the maritime component
commander as the joint force air component commander when the Navy component
commander has the preponderance of the air assets and the ability to effectively plan, task,
and control joint air operations. In either case, designating the main effort will establish
where or how a major portion of available friendly forces and assets are employed, often to
attain the primary objective of a major operation or campaign.

3. Designating a main effort facilitates the synchronized and integrated
employment of the joint force while preserving the initiative of subordinate commanders.
After the main effort is identified, joint force and component planners determine those tasks
essential to accomplishing objectives. The supported JFC assigns these tasks to subordinate
commanders along with the capabilities and support necessary to accomplish them. As such,
the CONOPS must clearly specify the nature of the main effort.

4. The main effort can change during the course of the operation based on
numerous factors, including changes in the operational environment and how the adversary
reacts to friendly operations. When the main effort changes, support priorities must change
to ensure success. Both horizontal and vertical coordination within the joint force and with
multinational and interagency partners is essential when shifting the main effort. Secondary
efforts are important, but are ancillary to the main effort. They normally are designed to
complement or enhance the success of the main effort (for example, by diverting enemy
resources). Only necessary secondary efforts, whose potential value offsets or exceeds the
resources required, should be undertaken, because these efforts may divert resources from
the main effort. Secondary efforts normally lack the operational depth of the main effort and
have fewer forces and capabilities, smaller reserves, and more limited objectives.

(b) Force Planning
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1. The primary purposes of force planning are to identify all forces needed
to accomplish the supported component commanders’” CONOPS with some rigor and
effectively phase the forces into the OA. Force planning consists of determining the force
requirements by operation phase, mission, mission priority, mission sequence, and operating
area. It includes force allocation review, major force phasing, integration planning, force list
structure development, and force list development. Force planning is the responsibility of
the CCDR, supported by component commanders in coordination with JS and JFPs. Force
planning begins early during CONOPS development and focuses on applying the right force
to the mission while ensuring force visibility, force mobility, and adaptability. The
commander determines force requirements; develops a TPFDD letter of instruction (LOI)
specific to the OA; and designs force modules to align and time-phase the forces in
accordance with the CONOPS. Proper force planning allows major forces and elements to
be selected from those apportioned or allocated for planning and included in the supported
commander’s CONOPS by operation phase, mission, and mission priority.  Service
components then collaboratively make tentative assessments of the specific sustainment
capabilities required in accordance with the CONOPS. Upon direction to execute, the
CCDR then submits the refined force requests to JS. JS assigns a JFP to each force request
and directs the JFP to forward a recommended sourcing solution (execution sourcing). The
JFP provides the recommended sourcing solution with the operational and force provider risk
for SecDef decision. The allocation decision is published in a modification to the CJCS
GFMAP annex that directs the JFP to direct the force provider to deploy forces or provide
capabilities. The JFP then publishes a modification to the GFMAP Annex Schedule to order
the force provider to deploy forces. After the actual units or capabilities are identified
(sourced), the CCDR refines the force plan by identifying and inserting contracted support
requirements to ensure it supports the CONOPS, provides force visibility, and enables
flexibility.  The commander identifies and resolves or reports shortfalls with a risk
assessment.

2. In CAP, force planning focuses on the actual units designated to
participate in the planned operation and their readiness for deployment. The supported
commander identifies force requirements as operational capabilities in the form of force
packages to facilitate sourcing the GFM process. A force package is a list (group of force
capabilities) of the various forces (force requirements) that the supported commander
requires to conduct the operation described in the CONOPS. The supported commander
typically describes required force requirements in the form of broad capability descriptions
or unit type codes, depending on the circumstances. The supported commander submits the
required force packages through JS to the force providers for sourcing. Force providers
review the readiness and deployability posture of their available units before deciding which
units to allocate to the supported commander’s force requirements. Services and their
component commands also determine mobilization requirements and plan for the provision
of non-unit sustainment. The supported commander will review the sourcing
recommendations through the GFM process to ensure compatibility with capability
requirements and CONOPS.

(c) Support Planning. The purpose of support planning is to determine the
TPFDD sequencing of the personnel, logistic, and other support necessary to provide mission
support, distribution, maintenance, civil engineering, medical support, personnel service
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support, and sustainment for the joint force in accordance with the CONOPS. Support
planning is conducted in parallel with other planning and encompasses such essential factors
as 10, SC, lead component identification, assignment of responsibility for base operating
support, communications and network support, airfield operations, management of non-unit
replacements, health service support, personnel service support, personnel management,
personnel visibility, financial management, handling of prisoners of war and detainees,
theater civil engineering policy, logistic-related environmental considerations, IFO, support
of noncombatant evacuation operations and other retrograde operations, and nation
assistance. The GCC and subordinate commanders must review inter-Service support
agreements. The GCC may designate a Service component commander as the single-Service
manager for theater postal operations and morale, welfare, and recreation. The GCC must
decide whether to delegate directive authority for logistics to a subordinate JFC and what
will be the specific authority by function and scope. The GCC must also decide whether to
assign specific common user logistic functions to a lead Service and what size, roles, and
functions a joint deployment and distribution operations center will have if a common user
logistic lead is assigned. The GCC planning guidance must clearly articulate the degree of
reliance on HNS, acquisition and cross-servicing agreement, or contract support within each
phase of operations. Finally, the GCC must decide whether or not to establish a joint
command for logistics or to delegate the authority to a subordinate Service component.
Support planning is primarily the responsibility of the Service component commanders and
begins during CONOPS development. Service component commanders identify and update
support requirements in coordination with the Services, Defense Logistics Agency, and
USTRANSCOM. Service component commanders initiate the procurement of critical and
low-density inventory items, determine HNS availability, determine contract support
requirements and plans, develop plans for asset visibility, and establish phased delivery plans
for sustainment in line with the phases and priorities of the CONOPS. They develop and
train for battle damage repair, develop reparable retrograde plans, develop container
management plans, develop force and LOC protection plans, develop supporting phased
transportation and support plans aligned to the CONOPS, and report movement support
requirements. Service component commanders continue to refine their mission support,
sustainment, and distribution requirements as the force providers identify and source force
requirements. During distribution planning, the supported CCDR and USTRANSCOM
resolve gross distribution feasibility questions impacting intertheater and intratheater
movement and sustainment delivery. If these feasibility questions are identified shortfalls
due to inadequate resources, then planners must address these shortfalls as discussed in
paragraph 9c(3)(f), “Shortfall Identification.” USTRANSCOM and other transportation
providers identify air, land, and sea transportation resources to support the approved
CONOPS. These resources may include apportioned intertheater transportation, GCC-
controlled theater transportation, and transportation organic to the subordinate commands.
USTRANSCOM and other transportation providers develop transportation schedules for
movement requirements identified by the supported commander. A transportation schedule
does not necessarily mean that the supported commander’s CONOPS is transportation
feasible; rather, the schedules provide the most effective and realistic use of available
transportation resources in relation to the phased CONOPS.

For additional information on the joint deployment and distribution operation center and the
GCC’s options for assigning logistics responsibilities, see JP 4-0, Joint Logistics.
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1. Logistics supportability analysis is conducted to confirm the sourcing
of logistic requirements in accordance with strategic guidance and to assess the adequacy of
resources provided through support planning. This analysis ensures support is phased in
accordance with the CONOPS; refines support C2 planning; and integrates support plans
across the supporting commands, Service components, and agencies. It ensures an effective
but minimum logistics footprint for each phase of the CONOPS.

2. Transportation refinement simulates the planned movement of
resources that require lift support to ensure that the plan is transportation feasible. The
supported commander evaluates and adjusts the CONOPS to achieve end-to-end
transportation feasibility if possible, or requests additional resources if the level of risk is
unacceptable. Transportation plans must be consistent and reconciled with plans and
timelines required by providers of Service-unique combat and support aircraft to the
supported CCDR. Planning also must consider requirements of international law; commonly
understood customs and practices; and agreements or arrangements with foreign nations with
which the US requires permission for overflight, access, and diplomatic clearance. If
significant changes are made to the CONOPS, it should be assessed for transportation
feasibility and refined to ensure it is acceptable.

(d) Nuclear Strike Planning. Commanders must assess the military as well as
political impact a nuclear strike would have on their operations. Nuclear planning guidance
issued at the CCDR level is based on national-level political considerations and is influenced
by the military mission. Although United States Strategic Command (USSTRATCOM)
conducts nuclear planning in coordination with the supported GCC and certain allied
commanders, the supported commander does not effectively control the decision to use
nuclear weapons.

(e) Deployment and Redeployment Planning. Deployment and
redeployment planning is conducted on a continuous basis for all approved contingency
plans and as required for specific crisis action plans. Planning for redeployment should be
considered throughout the operation and is best accomplished in the same time-phased
process in which deployment was accomplished. In all cases, mission requirements of a
specific operation define the scope, duration, and scale of both deployment and
redeployment operation planning. Unity of effort is paramount, since both deployment and
redeployment operations involve numerous commands, agencies, and functional processes.
Procedures and standards to attain and maintain visibility of personnel must be formulated.
Because the ability to adapt to unforeseen conditions is essential, supported CCDRs must
ensure that their deployment plans for each contingency or crisis action plan support global
force visibility requirements. ~ When operations that may be lengthy are planned,
consideration must be given to force rotations. Units must rotate without interrupting
operations. Planning should consider joint reception, staging, onward movement, and
integration (JRSOI), turnover time, relief-in-place, transfer of authority, and time it takes for
the outbound unit to redeploy. This information is vital for the JFPs to develop force
rotations in the GFMAP Annex Schedule if the operation is executed.

1. Operational Environment. For a given plan, deployment planning
decisions are based on the anticipated operational environment, which may be permissive,
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uncertain, or hostile. The anticipated operational environment dictates the type of entry
operations, deployment concept, mobility options, predeployment training, and force
integration requirements. Normally, supported CCDRs, their subordinate commanders, and
their Service components are responsible for providing detailed situation information,
mission statements by operation phase, theater support parameters, strategic and operational
lift allocations by phase (for both force movements and sustainment), HNS information and
environmental standards, and pre-positioned equipment planning guidance.

2. Deployment and Redeployment Concept. Supported CCDRs must
develop a deployment concept and identify specific predeployment standards necessary to
meet mission requirements. Supporting CCDRs provide trained and mission-ready forces to
the supported CCMD deployment concept and predeployment standard. Services recruit,
organize, train, and equip interoperable forces. The Services’ predeployment planning and
coordination with the supporting CCMD must ensure that predeployment standards specified
by the supported CCDR are achieved, supporting personnel and forces arrive in the
supported theater fully prepared to perform their mission, and deployment delays caused by
duplication of predeployment efforts are eliminated. The Services and supporting CCDRs
must ensure unit contingency plans are prepared, forces are tailored and echeloned,
personnel and equipment movement plans are complete and accurate, command relationship
and integration requirements are identified, mission-essential tasks are rehearsed, mission-
specific training is conducted, force protection is planned and resourced, and both logistics
and personnel service support sustainment requirements are identified. Careful and detailed
planning ensures that only required personnel, equipment, and materiel deploy; unit training
IS exacting; missions are fully understood; deployment changes are minimized during
execution; and the flow of personnel, equipment, and movement of materiel into theater
aligns with the CONOPS. Supported CCDRs must also develop a redeployment CONOPS
to identify how forces and materiel will either redeploy to home station or to support another
JFC’s operation. This redeployment CONOPS is especially relevant and useful if force
rotations are envisioned to provide the requisite forces for a long-term operation. CCDRs
may not have all planning factors to fully develop this CONOPS, but by using the best
available information for redeployment requirements, timelines, and priorities, the efficiency
and effectiveness of redeployment operations may be greatly improved. Topics addressed in
this early stage of a redeployment CONOPS may include a proposed sequence for
redeployment of units, individuals, and materiel. Responsibilities and priorities for recovery,
reconstitution, and return to home station may also be addressed along with transition
requirements during mission handover. As a campaign or operation moves through the
different operational plan phases, the CCDR will be able to develop and issue a
redeployment order based on a refined redeployment CONOPS. Effective redeployment
operations are essential to ensure supporting Services and rotational forces have sufficient
time to fully source and prepare for the next rotation.

For additional information on deployment and redeployment planning, see JP 3-35,
Deployment and Redeployment Operations.

3. Movement Planning. Movement planning integrates the activities and
requirements of units with partial or complete self-deployment capability, activities of units
that require lift support, and the transportation of sustainment and retrogrades. Movement

JP 5-0
53





Joint Operation Planning Process

planning is highly collaborative and is enhanced by coordinated use of simulation and
analysis tools.

a. If a plan is executed, the supported command forwards force
requests in an RFF to JS. These force requests are allocated in a modification to the
appropriate GFMAP annex. The JFP then publishes the GFMAP Annex Schedule specifying
the latest arrival date (LAD) and end date of each unit’s deployment. These allocated forces
begin the process of building the TPFDD. The individual force requirements and the
deployment information (available-to-load date, earliest arrival date, personnel increment
number, ready-to-load date, etc.) are loaded into the execution plan identification number
and further refined.

b. The supported command is responsible for movement control,
including sequence of arrival, and exercises this authority through the TPFDD and the APEX
validation process. During execution, the supported command may sequence movement
within the limits specified in the GFMAP by SecDef. The supported commander will use the
organic lift and nonorganic, common-user, strategic lift resources made available for
planning by the CJCS. Competing requirements for limited strategic lift resources, support
facilities, and intratheater transportation assets will be assessed in terms of impact on mission
accomplishment. If additional resources are required, the supported command will identify
the requirements and provide rationale for those requirements in an RFF. The supported
commander’s operational priorities and any movement constraints (e.g., assumptions
concerning the potential use of WMD) are used to prepare a movement plan. The plan will
consider en route staging locations and the ability of these locations to support the scheduled
activity. This information, together with an estimate of required site augmentation, will be
communicated to appropriate supporting commanders. The global force manager and
USTRANSCOM use the Joint Flow Analysis and Sustainment for Transportation model to
assess transportation feasibility and develop recommendations on final port of embarkation
selections for those units without organic lift capability. Movement feasibility requires
current analysis and assessment of movement C2 structures and systems; available organic,
strategic, and theater lift assets; transportation infrastructure; and competing demands and
restrictions.

c. After coordinated review of the movement analysis by
USTRANSCOM, the supported command, and the JFPs, the supported command may adjust
the CONOPS to improve movement feasibility where operational requirements remain
satisfied. Commander, USTRANSCOM, should adjust or reprioritize transportation assets to
meet the supported commander’s operational requirements. If this is not an option due to
requirements from other commanders, then the supported commander adjusts TPFDD
requirements or is provided additional strategic and theater lift capabilities using (but not
limited to) Civil Reserve Air Fleet and/or Voluntary Intermodal Sealift Agreement
capabilities as necessary to achieve end-to-end transportation feasibility.

d. Operational requirements may cause the supported commander
and/or subordinate commanders to alter their plans, potentially impacting the deployment
priorities or force/capability requirements. Planners must understand and anticipate the
impact of change. There is a high potential for a sequential pattern of disruption when
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changes are made to the TPFDD either in altering the flow of previously planned
movements, or adding movements to deploy or redeploy additional forces or capabilities. A
unit displaced by a change might not simply move on the next available lift, but may require
reprogramming for movement at a later time. This may not only disrupt the flow, but may
also interrupt the operation. Time is also a factor in TPFDD changes. Airlift can respond to
short-notice changes, but at a cost in efficiency. Sealift, on the other hand, requires longer
lead times, and cannot respond to change in a short period. These plan changes and the
resulting modifications to the TPFDDs must be handled during the planning cycles.

4. JSROI. JRSOI planning is conducted to ensure deploying forces arrive
and become operational in the OA as scheduled. Establishing personnel visibility for force
protection purposes is necessary for joint forces immediately upon their arrival in the OA,
and plans to accomplish this task are issued by the manpower and personnel directorate of a
joint staff (J-1) at the CCMD level. JRSOI planning is also conducted to ensure forces can
be scheduled in the GFMAP Annex Schedule to rotate without impacting operations.
Effective integration of the force into the joint operation is the primary objective of the
deployment process.

5. CJCS and Supported GCC TPFDD LOls. The supported
commander publishes supplemental instructions for TPFDD development in the TPFDD
LOI. The LOI provides operation-specific guidance for utilizing the APEX processes and
systems to provide force visibility and tracking, force mobility, and operational agility
through the TPFDD and the validation process. It provides procedures for the deployment,
redeployment, and rotations of the operation’s forces. The LOI provides instructions on
force planning sourcing, reporting, and validation. It defines planning and execution
milestones and details movement control procedures and lift allocations to the commander’s
components, supporting commanders, and other members of the JPEC. A TPFDD must
ensure force visibility, be tailored to the phases of the concept of operation, and be
transportation feasible.

6. Deployment and JRSOI Refinement. Deployment, JRSOI, and
logistics TPFDD refinement is conducted by the supported command in coordination with
JS, JFPs, USTRANSCOM, the Services, and supporting commands. During execution, the
flexibility of refinement of LADs and end dates is specified in the GFMAP. The purpose of
the deployment and JRSOI refinement is to ensure the force deployment plan maintains force
mobility throughout any movements, provides for force visibility and tracking at all times,
provides for effective force preparation, and fully integrates forces into a joint operation
while enabling unity of effort. This refinement conference examines planned missions, the
priority of the missions within the operation phases, and the forces assigned to those
missions. By mission, the refinement conference examines force capabilities, force size,
support requirements, mission preparation, force positioning/basing, weapon systems, major
equipment, force protection, and sustainment requirements. The refinement conference
should assess the feasibility of force closure by the commander’s required delivery date and
the feasibility of successful mission execution within the timeframe established by the
commander under the deployment concept. This refinement conference should assess
potential success of all force integration requirements. Transition criteria for all phases
should be evaluated for force redeployment, including rotation requirements.
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For more information on JRSOI, see JP 3-35, Deployment and Redeployment Operations.

7. For lesser-priority plans that may be executed simultaneously with
higher-priority plans or ongoing operations, CCMD and USTRANSCOM planners may
develop several different deployment scenarios to provide the CCDR a range of possible
transportation conditions under which the plan may have to be executed based on risk to this
plan and the other ongoing operations. This will help both the supported and supporting
CCDRs identify risk associated with having to execute multiple operations in a
transportation-constrained environment.

(F) Shortfall Identification. Along with hazard and threat analysis, shortfall
identification is conducted throughout the plan development process. The supported
commander continuously identifies limiting factors and capabilities shortfalls and associated
risks as plan development progresses. Where possible, the supported commander resolves
the shortfalls and required controls and countermeasures through planning adjustments and
coordination with supporting and subordinate commanders. If the shortfalls and necessary
controls and countermeasures cannot be reconciled or the resources provided are inadequate
to perform the assigned task, the supported commander reports these limiting factors and
assessment of the associated risk to the CJCS. The CJCS and the Service Chiefs consider
shortfalls and limiting factors reported by the supported commander and coordinate
resolution. However, the completion of assigned plans is not delayed pending the resolution
of shortfalls. If shortfalls cannot be resolved within the JSCP timeframe, the completed plan
will include a consolidated summary and impact assessment of unresolved shortfalls and
associated risks.

(g) Feasibility Analysis. This step in plan or order development is similar to
determining the feasibility of a COA, except that it typically does not involve simulation-
based wargaming. The focus in this step is on ensuring the assigned mission can be
accomplished using available resources within the time contemplated by the plan. The
results of force planning, support planning, deployment and redeployment planning, and
shortfall identification will affect contingency plan or OPORD feasibility. The primary
factors considered are whether the apportioned or allocated resources can be deployed to the
JOA when required, sustained throughout the operation, and employed effectively, or
whether the scope of the plan exceeds the apportioned resources and supporting capabilities.
Measures to enhance feasibility include adjusting the CONOPS, ensuring sufficiency of
resources and capabilities, and maintaining options and reserves.

(h) Documentation. When the TPFDD is complete and end-to-end
transportation feasibility has been achieved and is acceptable to the supported CCDR, the
supported CCDR completes the documentation of the final contingency plan or OPORD and
coordinates access to the transportation-feasible TPFDD as appropriate.

(i) Plan Review and Approval. When the final contingency plan or OPORD
is complete, the supported commander then submits it with the associated TPFDD file to the
CJCS for JPEC review. The JPEC reviews the supported commander’s contingency plan or
OPORD and provides the results of the review to the CJCS. The CJCS reviews and
recommends approval or disapproval of the contingency plan or OPORD to SecDef. The
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JCS provides a copy of the plan to OSD to facilitate their parallel review of the plan and to
inform USD(P)’s recommendation of approval/disapproval to SecDef. After the CJCS’s and
USD(P)’s review, SecDef or the President will review, approve, or modify the plan. The
President or SecDef is the final approval authority for OPORDSs, depending upon the subject
matter.

(J) Supporting Plan Development

1. Supporting commanders prepare plans that encompass their role in the
joint operation. Employment planning is normally accomplished by the JFC (CCDR or
subordinate JFC) who will direct the forces if the plan is executed. Detailed employment
planning may be delayed when the politico-military situation cannot be clearly forecast, or it
may be excluded from supporting plans if employment is to be planned and executed within
a multinational framework.

2. The supported commander normally reviews and approves supporting
plans. However, the CICS may be asked to resolve critical issues that arise during the
review of supporting plans, and JS may coordinate the review of any supporting plans should
circumstances so warrant. Deliberate planning does not conclude when the supported
commander approves the supporting plans. Planning refinement and maintenance continues
until the operation terminates or the planning requirement is cancelled or superseded.

(4) Transition. Transition is critical to the overall planning process. It is an
orderly turnover of a plan or order as it is passed to those tasked with execution of the
operation. It provides information, direction, and guidance relative to the plan or order that
will help to facilitate situational awareness. Additionally, it provides an understanding of the
rationale for key decisions necessary to ensure there is a coherent shift from planning to
execution. These factors coupled together are intended to maintain the intent of the
CONOPS, promote unity of effort, and generate tempo. Successful transition ensures that
those charged with executing an order have a full understanding of the plan. Regardless of
the level of command, such a transition ensures that those who execute the order understand
the commander’s intent and CONOPS. Transition may be internal or external in the form of
briefs or drills. Internally, transition occurs between future plans and future/current
operations. Externally, transition occurs between the commander and subordinate
commands.

(@) Transition Brief. At higher levels of command, transition may include a
formal transition brief to subordinate or adjacent commanders and to the staff supervising
execution of the order. At lower levels, it might be less formal. The transition brief provides
an overview of the mission, commander’s intent, task organization, and enemy and friendly
situation. It is given to ensure all actions necessary to implement the order are known and
understood by those executing the order. The brief may include items from the order or plan
such as:

1. Higher headquarters’ mission and commander’s intent.

2. Mission.
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3. Commander’s intent.

4. CCIRs.

o1

. Task organization.

6. Situation (friendly and enemy).

CONOPS.

[~

|

Execution (including branches and potential sequels).

|<©

Planning support tools (such as a synchronization matrix).

(b) Confirmation Brief. A confirmation brief is given by a subordinate
commander after receiving the order or plan. Subordinate commanders brief the higher
commander on their understanding of commander’s intent, their specific tasks and purpose,
and the relationship between their unit’s missions and the other units in the operation. The
confirmation brief allows the higher commander to identify potential gaps in the plan, as
well as discrepancies with subordinate plans. It also gives the commander insights into how
subordinate commanders intend to accomplish their missions.

(c) Transition Drills. Transition drills increase the situational awareness of
subordinate commanders and the staff and instill confidence and familiarity with the plan.
Sand tables, map exercises, and rehearsals are examples of transition drills.
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APPENDIX G
COURSE OF ACTION COMPARISON

The most common technique for COA comparison is the decision matrix, which uses
evaluation criteria to determine the COA that has the highest probability of success based
upon the evaluation criteria. COAs are not compared to each other directly. Each COA is
considered independently and is compared with evaluation criteria. The CCDR may direct
some of these criteria, but most criteria are developed by the JPG. These evaluation criteria
will vary based on a number of factors, including the nature and scope of the campaign or
contingency plan, being derived from elements of the CCDR’s intent, or areas of expertise
resident in the JPG. Below are examples of common methods.

1. Weighted Numerical Comparison Technique

a. The example below provides a numerical aid for differentiating COAs. Values
reflect the relative advantages or disadvantages of each COA for each criterion selected.
Certain criteria have been weighted to reflect greater value (Figures G-1 and G-2).

b. Determine the weight of each criterion based on its relative importance and the
commander’s guidance. The commander may give guidance that results in weighting certain
criteria. The staff member responsible for a functional area scores each COA using those
criteria. Multiplying the score by the weight yields the criterion’s value. The staff member
then totals all values. However, the staff member must be careful not to portray subjective
conclusions as the results of quantifiable analysis. Comparing COAs by category is more
accurate than comparing total scores.

(1) Criteria are those selected through the process described earlier.

(2) The criteria can be rated (or weighted). The most important criteria are rated
with the highest numbers. Lesser criteria are weighted with progressively lower numbers.

(3) The highest number is best. The best criterion and the most advantageous COA
ratings are those with the highest number. Values reflect the relative strengths and
weaknesses of each COA.

(4) Each staff section does this separately, perhaps using different criteria on which
to base the COA comparison. The staff then assembles and arrives at a consensus for the
criterion and weights. The chief of staff or JTF deputy commander should approve the
staff’s recommendations concerning the criteria and weights to ensure completeness and
consistency throughout the staff sections.

2. Non-Weighted Numerical Comparison Technique

The same as the previous method except the criteria are not weighted. Again, the
highest number is best for each of the criteria.
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Example Numerical Comparison

Course of Action

COA1 COA?2 COA3
Criteria Weight Rating Product Rating Product Rating Product
Exploits 2 3 6 2 4 1 2
maneuver
Attacks COGs 8 2 6 3 9 1 3
Integrates 2 2 4 3 6 1 2
maneuver and
interdiction
Exploits 2 1 2 2 4 3 6
deception
Provides flexibility 2 1 2 3 6 2 4
CSS (best use of 1 3 3 2 2 1 1
transportation)
Total
Weighted total

® The joint force commander's intent explained that the most important criterion was “attacking the
enemy’s COGs.” Therefore, assign a value of 3 for that criterion and lower numbers for other criteria
that the staff devises (this is the weighing criterion).

® For attacking the enemy COGs, COA 2 was rated the best (with a number of 3). Therefore, COA2 =9,
COA1=6,and COA3=3.

® After the relative COArating is multiplied by the weight given each criterion and the product columns
are added, COA 2 (with a score of 31) is rated the most appropriate according to the criteria used to

evaluateiit.
Legend
COA course of action COG center of gravity CSS combat service support
Figure G-1. Example Numerical Comparison
G-2 JP 5-0
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Course of Action Comparison

Example #2 Course of Action Comparison Matrix Format
Evaation | yyeight COA1 COA?2 COA3

_ Score | Weighted | Score | Weighted | Score | Weighted
Surprise 2 3 6 1.5 3 1.5 3
Risk 2 3 6 1 2 2 4
Flexibility 1 3 3 1.5 1.5 1.5 15
Retaliation 1 1.5 15 3 3 15 15
Damage to 1 3 3 1.5 15 1.5 15
alliance
Legal basis 1 2 2 3 3 1 1
External support 1 3 3 2 2 1 1
Force protection 1 2.5 2.5 25 2.5 1 1
OPSEC 1 3 3 1.5 1.5 15 15
Total 30 20 16

Legend

COA course of action OPSEC operations security

Figure G-2. Example #2 Course of Action Comparison Matrix Format

3. Narrative or Bulletized Descriptive Comparison of Strengths and Weaknesses or
Advantages and Disadvantages

Summarize comparison of all COAs by analyzing strengths and weaknesses or
advantages and disadvantages for each criterion. See Figures G-3 and G-4 for examples.

4. Plus/Minus/Neutral Comparison

Base this comparison on the broad degree to which selected criteria support or are
reflected in the COA. This is typically organized as a table showing (+) for a positive
influence, (0) for a neutral influence, and (-) for a negative influence. Figure G-5 is an
example.

5. Descriptive Comparison

This is simply a description of advantages and disadvantages of each COA. See Figure
G-4.
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Criteria for Strengths and Weaknesses Example
Criteria 1 Criteria 2 Criteria 3
Strengths | Weaknesses | Strengths | Weaknesses | Strengths | Weaknesses
COA1l | ° ° ° ° °
[ ] [ ] [ ] [} [} [}
Strengths | Weaknesses | Strengths | Weaknesses | Strengths | Weaknesses
COA2 |e o o ° ° °
Strengths | Weaknesses | Strengths | Weaknesses | Strengths | Weaknesses
COA3 | e ° ° ° ° °
[ ] [ ] [ ] [} [} [}
Legend
COA course of action

Figure G-3. Criteria for Strengths and Weaknesses Example

Descriptive Comparison Example
Criteria 1 Criteria 2 Criteria 3
Advantages | Disadvantages| Advantages |Disadvantages| Advantages |Disadvantages
COA1 e ° ° ° ° °
° ° [ ] ° [ ] [ ]
Advantages | Disadvantages | Advantages |Disadvantages | Advantages | Disadvantages
COA2 |e ° ° ° ° °
[} [} [} [ ] [ ] [ ]
Advantages | Disadvantages | Advantages |Disadvantages | Advantages | Disadvantages
COA3 |e ° ° ° ° °
[} [} [} [ ] [ ] [ ]
Legend
COA course of action

Figure G-4. Descriptive Comparison Example
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Course of Action Comparison

Plus/Minus/Neutral Comparison Example

Criteria COA1 COA2
Casualty estimate + —
Casualty evacuation - +
routes

;Léiﬁﬁ::gg medical 0 0
Flexibility + —

Legend

COA course of action

Figure G-5. Plus/Minus/Neutral Comparison Example
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