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CHAPTER 5

JOINT OPERATIONS PLANNING

Section |.

5-1. General

a. The Joint Strategic Planning System (JSPS),
the Joint Operations Planning System (JOPS), and
the Army Planning System were discussed briefly
in The JSPS provides for the publica-
tion of timely documents and guidelines that
permit the development of contingency plans. The
JOPS provides guidelines on how to put the plans
together. There is a sequence of events that occurs
from year to year that accommodates changes in
planning and provides for updating plans. This
sequence of events incorporates the publication of
documents under JSPS and is integrated with the
defense Planning, Programming, and Budgeting
System (PPBS). It is the integration of JSPS and
PPBS that permits recommendations to be passed
from the Joint Chiefs of Staff (JCS) to Secretary of
Defense, National Security Council (NSC), and the
President and decisions and guidelines to be
passed from the Secretary of Defense to the JCS,
the services, and unified and specified command-
ers. Concern with the process of developing contin-
gency plans down through division level in the
Army requires a look at those documents pub-
lished that provide communication up and down to
assist in the planning process and to close the gap
between resource managers, strategic planners,
and contingency planners.

b. The participants in the contingency planning
cycle below the JCS are the unified and specified
commands worldwide that prepare contingency
plans as directed in the Joint Strategic Capabili-
ties Plan (JSCP) and the supporting component
commands which respond to the unified and speci-
fied commanders with supporting plans. In addi-
tion, subordinate unified and specified commands
when established, such as in Pacific Command
(PACOM), prepare supporting plans as directed by
their unified or specified commands. Eventually,
corps and divisions write supporting plans to carry
out detailed missions. To fully understand the
interaction of cycles and participants, it is neces-
sary to review the unified and specified commands
with which the Army must work in developing
contingency plans and supporting those plans.

INTRODUCTION

(1) A unified command is a joint force, with a
broad continuing mission under a single command-
er, which is composed of significant assigned or
attached components of two or more services, and
which is constituted and so designated by the JCS
or by a commander of an existing unified com-
mand which was established by the JCS. Unified
commands currently constituted are:

(a) US Atlantic Command (USLANTCOM)
with headquarters at Norfolk, Virginia.

(b) US European Command (USEUCOM)
with headquarters at Patch Barracks, Stuttgart,
Germany.

(c) US Pacific Command (USPACOM) with
headquarters at Camp H. M. Smith, Oahu, Hawaii.

(d) US Readiness Command (USREDCOM)
with headquarters at MacDill Air Force Base,
Tampa, Florida.

(e) US Southern Command (USSOUTHCOM)
with headquarters at Quarry Heights, Canal Zone.

() US Central Command (USCENTCOM)
with headquarters at MacDill Air Force Base,
Tampa, Florida.

(g) US Space Command (USSPACECOM)
with headquarters at Colorado Springs, Colorado.

(2) A specified command is a uniservice com-
mand with a broad continuing mission, which is
established by the President and is specified as a
command operating under the direction of the JCS
and responsible through the JCS to the Secretary
of Defense and the President. Elements of other
military services may be assigned to the operation-
al control of a specified command in the perform-
ance of its mission. Specified commands currently
constituted are:

(a) Strategic Air Command (SAC) with head-
guarters at Offutt Air Force Base, Omabha,
Nebraska.

(b) Aerospace Defense Command (ADCOM)
with headquarters in Colorado Springs, Colorado.
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(c) Military Airlift Command (MAC) with
headquarters at Scott Air Force Base, Illinois.

(3) Army component commands within each
unified command or subordinate unified command,
if established, are designated as the US Army
forces component of the appropriate command.
The Army is commanded by the senior Army offi-
cer eligible to exercise command. Army forces as-
signed to a unified or specified command are orga-
nized by the Department of Army (DA) to support
accomplishment of the unified or specified com-
mand mission. Existing US Army component com-
mands are:

(a) USAREUR, with headquarters at Camp-
bell Barracks, Heidelberg, Germany, is the Army
component command of USEUCOM.

(b) United States Army, Atlantic (ARLANT)
and US Army Forces Readiness Command
(USARRED) serve as the Army component of
LANTCOM and USREDCOM. The US Army
Forces Command (FORSCOM) with headquarters
at Fort McPherson, Georgia, also has the mission
to function as ARLANT and USARRED compo-
nent.

(c) US Army Western Command with head-
guarters at Fort Shafter, Oahu, Hawaii, performs
Army component command planning functions for
USPACOM. Actual Army component command re-
sponsibilities in wartime depend upon whether the
conflict is regional or global in nature. In a global
conflict, or one that is regional but not in Korea or
Japan, WESTCOM continues its component re-
sponsibilities. In event of a conflict restricted to
Korea or Japan, Army component command re-
sponsibilities would be assumed by the Army com-
ponent of the appropriate subunified command.
There are two subordinate unified commands in
USPACOM:

1 Commander United States Forces,
Korea (COMUSKOREA) whose Army component
is Eighth United States Army (EUSA).

2 Commander United States Forces
Japan (COMUSJAPAN) whose Army component
command is United States Army, Japan (USARJ).

(d) The 193d Infantry Brigade, a subordinate
command of FORSCOM serves as the Army com-
ponent command of USSOUTHCOM.

() US Army Forces Central Command
(USARCENT), composed of the Third US Army, is
the Army component command of USCENTCOM.

5-2. Unified Command Plan (UCP)

The UCP assigns specific geographic areas of re-
sponsibility to commanders of unified commands
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or specified commands around the world. Certain
geographic areas are not covered by unified com-
mands. The responsibility for planning for contin-
gencies in these areas is given to the USREDCOM
or is undertaken by the JCS. In the preparation of
contingency plans, unified commanders are re-
sponsible for their assigned geographic areas and
plan to take control of forces not already in their
assigned areas as they enter the area. The as-
signed areas of responsibility are those that are
the most logical considering the threat, strategy,
current location of US forces, and agreements with
allies. Unified commands prepare contingencies
for operations in all parts of their assigned areas
of responsibilities where there is a logical threat
or mission. These plans are either written as a
result of instruction contained in the Joint Strate-
gic Capabilities Plan (JSCP) or other JCS direc-
tives or they are written unilaterally by direction
of the unified commander.

5-3. Planning Levels

Planning at the service department and Depart-
ment of Defense (DOD) levels is concerned primar-
ily with determining resources to carry out nation-
al strategy and in providing guidance to lower
echelons for their planning. At the JCS and the
unified command levels, planning is concerned pri-
marily with deployment of forces rather than their
employment. Employment is considered only to
the extent of determining the deployment require-
ments. At these high levels, the planners must be
able to project themselves into the future from 1
to 10 or more years. At the JCS and unified com-
mand levels, the planners must also consider joint
aspects. At the component command level, the con-
cern is a miniature of that at the service depart-
ment, unified command, and major commands sub-
ordinate to the service levels. Below the compo-
nent level the concerns are principally uniservice
with limited territorial responsibilities and in the
near time frame. Regardless of the level, all plan-
ners, in developing plans, proceed in a deliberate
and logical fashion to examine and define the
problem and develop a solution. Regardless, if the
final product is a complete, formal written docu-
ment, an abbreviated document, or informal
verbal presentation, the general sequence of steps
and format for the end product is followed. For the
joint planner, the JOPS should facilitate planning
through the use of standardized files and proce-
dures and automatic data processing (ADP) sup-
port. The standard files act as a common denomi-
nator to have all services utilizing the same data
and talking the same language. With the whole
system built around the Worldwide Military Com-



mand and Control System (WWMCCS), the JCS,
services, Joint Deployment Agency (JDA), and
Transportation Operating Agencies (TOA) have
access to a common data base for all items. The
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ADP capability not only aids in operation plan-
ning but also in review of the plans and the feasi-
bility testing of them.

DATA AUTOMATION SYSTEMS TO SUPPORT JOINT OPERATIONS

PLANNING

5-4. General

a. Joint planning has become increasingly de-
pendent upon ADP. Detailed, precise planning and
feasibility testing are imperative because of limit-
ed resources, the dramatic increase in the price of
forces, weapons systems and their support, and the
decreased margin of military superiority and stra-
tegic and tactical warning. The constraints of lim-
ited strategic and tactical transportation re-
sources, together with the increased demands
placed on mobility planning for contingencies
throughout the spectrum of conflict, make plan-
ning and testing especially imperative. Rapidly de-
veloping crisis situations throughout the world re-
quire the military planner to respond accurately
and almost instantly to queries by the National
Command Authorities regarding the widest range
of options and possibility for the application of US
military forces. The satisfaction of these require-
ments is made possible through the use of second-
and third-generation computers which enable the
storage, sorting, and manipulations of tremendous
amounts of data. Planners have access to rapid,
secure communications systems for data exchange.
They have also developed experience in writing
and operating sophisticated software. Planners
and commanders can now make realistic and de-
tailed appraisals and evaluations of force require-
ments for the employment of combat and combat
service support (CSS) elements as well as the
major combat forces. It must also be pointed out
that the ability of ADP to be a useful planning
tool is highly dependent on hardware and software
compatibility between systems.

b. The Office of the Secretary of Defense and the
JCS have developed five primary systems to pro-
vide responsive standard systems and data. These
five systems: the Joint Operations Planning Sys-
tems Report (JOPSREP), Worldwide Military Com-
mand and Control System Intercomputer Network
(WIN), WWMCCS, JOPS Ill, and the Joint Deploy-
ment System (JDS), combine to give the planner
the information system, computer hardware, and
data files and programs necessary to develop feasi-

gle joint plans for both deliberate and time sensi-
tive planning.

(1) The JOPSREP provides for a computer-
computer exchange of force data. Army unique

requirements for the preparation and construction
of force records in Operation Plan (OPLAN) Time-
Phased Force Deployment Data (TPFDD) are pre-
scribed in the Army Mobilization and Operational
Planning System (AMOPS). The Army component,
develops TPFDD for submission to the supported
commander (unified, specified, or joint task force)
in accordance with JCS Pub. 6, vol. II, pt. 11, ch. 1
(JOPSREP). The TPFDD includes assigned forces,
augmentation and support forces, sustainment,
and personnel requirements to be deployed in a
theater of operations. The data are available to all
supporting commanders and services responsible
for developing supporting plans and annexes.

(2) The capabilities of WIN allow commands to
use computer internetting. Computer internetting
provides an opportunity to use workload sharing
as computer work is transferred from a computer
that is being used to the maximum to one that is
not; allows an ADP user at one location to use
ADP programs at a different location or the user
can collect data stored at the second site for use at
the home site; allows the ADP user to transfer
data between computers, and allows teleconfer-
encing among a large number of participants via a
remote terminal.

(3) The WWMCCS was formalized by title,
composition, and function by DOD Directive
S5100.30 in 1962. As defined in JCS Pub. 2,
WWMCCS is “the system that provides the means
for operational direction and technical administra-
tive support in the function of command and con-
trol of US Military Forces.” The goal of WWMCCS
is to assure effective connectivity among the Na-
tional Command Authority, JCS and other compo-
nents of the National Military Command Struc-
ture (NMCS) down to the Service component com-
manders. The system provides a multi-path chan-
nel of secure communications to transmit informa-
tion from primary sources to those who must
make decisions (including presidential decisions)
and to transmit their decisions (in the form of
military orders) to subordinates. The five major
components of WWMCCS are the National Mili-
tary Command Structure, the WWMCCS-related
management/information systems of the head-
guarters of the military departments, the com-
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mand and control systems of the unified/specified
commands, the command and control systems of
the headquarters of the service component com-
mands, and the command and control support sys-
tems of the DOD agencies.

(4) JOPS Automatic Data Processing (ADP) is
a standard system to provide automated support to
the joint planner during plan development, review,
and execution. The technical aspects of JOPS ADP
files and application programs are of no special
interest to the average joint planner. The planner
must, however, understand what the major files
and programs are, and what they can provide.
Files currently in JOPS provide planning data re-
garding characteristics of bases throughout the
free world, construction, transportation resources
characteristics, movements data, and resupply and
personnel replacement data. In addition, there are
eight programs which permit the planner to ac-
complish such tasks as tailoring forces, producing
JOPSREP records, determining movement require-
ments, determining base development require-
ments, determining medical support and aeromedi-
cal evacuation requirements, and producing
TPFDD. Another program permits the planner to
determine the feasibility of the deployment
scheme developed in support of the operation plan
(OPLAN). A control program provides the planner
the ability to work directly with the computer in a
conversational model to change parameters, select
options, and to specify the desired output relating
to force structure, movements, and the feasibility
of the deployment plan. The JOPS ADP programs
are described in paragraph 5-5.

(5) The Joint Deployment System (JDS) was
developed by the Joint Deployment Agency (JDA),
as an automated system to support deployment
planning and execution. Previous command post
exercises by the joint community highlighted the
need to tie together various computerized planning
and execution systems and to augment existing
management information systems. As a result,
JDS-unique software capabilities and procedures
were developed to operate with the Joint Oper-
ations Planning System (JOPS) and with the Unit
Status and Identity Reporting System (UNITREP).
By providing the critical link between forces
needed (identified during the planning process)
and forces available (identified by unit reporting),
JDS bridges the gap between JOPS deliberate
planning and time-sensitive planning and execu-
tion.

5-5. JOPS ADP Reference Files and
Application Programs
a. JOPS, Volume III, is the manual that de-
scribes the ADP systems that have been designed

5-4

to support operations planning as specified in
JOPS, volumes I and Il. The ADP system has been
developed as a WWMCCS standard system using
Honeywell computers in DOD. The system is com-
prised of standard reference files, application pro-
grams and procedures which support the unified
and specified commands, the services, TOAs, and
the Organization of the JCS in accomplishing oper-
ations planning. The JOPS ADP computer pro
grams have been designed to be dependent upon a
continuous dialogue between the planner and the
computer through a visual information processor
(VIP) terminal.

b. The System Monitor (SM) provides the
medium that allows the planner to work with the
application programs in the JOPS ADP system.
Responding to a series of preprogrammed ques-
tions displayed on the VIP terminal screen, the
planner inputs the requested information using
the terminal’'s keyboard and is led by the System
Monitor through the planning process, step by
step. The SM will convert the planner’s inputs into
the format necessary for an ADP program to rec-
ognize, store, and manipulate the data in the plan
TPFDD. Likewise, the planner can ask for infor-
mation from the TPFDD, and the SM will inter-
face with the data base to access and display the
contents in the report format desired.

c. The following is a brief description of the
major JOPS ADP data files:

(1) Aerial Ports and Air Operating Bases File
(APORTS). Provides physical and operating char-
acteristics of air bases throughout the free world.
Data include runway weight-bearing capacity, load
classification number, fuel availability, aircraft
parking space, and storage capacity. Records are
identified by a geolocation code.

(2) Civil Engineering Files (CEF). Provides con-
struction planning data used by application pro-
grams within the Civil Engineering Support Plan
Generator (CESPG).

(3) Characteristics of Transportation Resources
File (CHSTR). Provides essential characteristics of
airlift and sealift resources. Data are used to de-
termine number and type of transport vehicles re-
quired to support one or more OPLANSs. Airlift
and sealift resources data include:

(a) Airlift-load classification number, utiliza-
tion rates, passenger capacity, cargo capacity, av-
erage load/unload time for each aircraft and type.

(b) Sealift-average load/unload time, aver-
age speeds hy ship category with various loading
capacities.



(4) Transportation Assets File (ASSETS). Pro-
vides available strategic lift resources by craft type
by time period at predetermined ports of embarka-
tion (POE); by source of lift, mobilization condi-
tions, and quantity as stated in annex J, JSCP.

(5) Port Characteristics File (PORTS). Contains
physical and operating characteristics of free
world shipping ports including size of port, depth
of harbor entrance, number of berths available by
ship type, storage capacity, and beach data. All
ports records are identified by geolocation code.

(6) Type Unit Equipment Detail File (TUDET).
This file describes the physical characteristics of
selected items of unit equipment, including all
wheeled and tracked vehicles (self-propelled or
towed) that are not palletized, non-selfdeployable
aircraft that are not crated, floating craft (includ-
ing amphibians), any item measuring more than
35 feet in one dimension, and all hazardous cargo.

(7) Type Unit Characteristics (TUCHA) File.
Provides standard planning data on movement
characteristics for unit personnel, equipment, and
accompanying supplies associated with deployable
units of fixed composition. All movement require-
ments are aggregated into categories requiring
special handling during deployment: bulk cargo,
over-size and out-size equipment, non-air-trans-
portable cargo, and passengers. Each type of unit
in the TUCHA is uniquely identified by a five-digit
Unit Type Code (UTC).

(8) Logistics Factors File (LFF). The LFF con-
tains standard logistics planning factors used to
compute resupply requirements and replacement
personnel for deployed forces. Logistics factors are
Service estimates based on historical data and can
be adjusted according to the nature of the theater
of operation and the anticipated intensity of
combat.

d. The JOPS ADP software consists of applica-
tion programs and a system monitor which allows
the planner to manipulate data during the joint
planning process. Working through the System
Monitor data concerning the size and composition
of each standard type unit are extracted from the
storage files maintained within the WWMCCS, the
planner uses application programs to build,
modify, and maintain a Time-Phased Force and
Deployment Data (TPFDD) file and its correspond-
ing Summary Reference File (SRF). A TPFDD file
contains the force list as it is constructed using
JOPS. Together, the TPFDD and the SRF contain
all of the force, logistic, and deployment data that
support each OPLAN. illustrates ADP
support of the planning process. The application
programs are:

(1) Force Requirements Generator (FRG). The
FRG permits the planner to select, analyze, and
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tailor a variety of force options and to produce an
acceptable deployment scheme based upon the
mission to be accomplished, the time available for
deployment, and the transportation assets allocat-
ed. As the combat forces and their support units
are selected for the plan, deployment data con-
cerning the size and composition of each unit are
extracted from storage files in the WWMCCS and
JOPS ADP systems and are automatically added
to the TPFDD for use in support and transporta-
tion planning.

(2) Movement Requirements Generator (MRG).
The MRG provides a capability to generate gross
non-unit-related cargo and supplies based upon the
forces to be supported and the duration of the
planned operation.

(3) Non-Unit Personnel Generator (NPG). The
program provides the capability to generate gross
non-unit personnel transportation requirements
for replacement personnel in support of TPFDD
forces in the area of operation.

(4) Transportation Feasibility Estimator (TFE).
The TFE permits the planner to determine the
feasibility of the deployment scheme developed in
support of the OPLAN. It compares movement re-
qguirements of deploying forces, supplies and equip-
ment, and replacements with available transporta-
tion resources (both sea and air) while analyzing
the reception and discharge capabilities of the air-
fields and seaports used for the deployment. Suc-
cessive iterations of the program coupled with
modifications to the original deployment scheme
will result in a feasible OPLAN based on the opti-
mum movement of the forces and cargo involved.

(5) The System Monitor (SM). The SM is a
control program through which the planner is able
to interact directly with the FRG, the MRG, and
the TFE in a conversational mode at a terminal
during computer operation. It permits the planner
to input and change planned parameters, select
options, and specify the outputs desired using the
direct interface. This program is particularly im-
portant because it makes it possible for a planner
with little or no training in ADP to work directly
with the computer.

(6) Civil Engineer Support Plan Generator
(CESPG). The CESPG helps the planner determine
the amount of manpower, equipment, and materi-
als needed to construct and upgrade facilities that
support the forces in an OPLAN. The program
also forecasts the need for repair of war damage.
The CESPG interacts with a number of WWMCCS
and JOPS ADRP files to compute the civil engineer-
ing requirements which are published in the Civil
Engineering Support Plan (CESP).
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(7) Medical Planning Module (MPM). The
MPM provides the health service planner with the
capability to determine gross medical-support re-
guirements based upon a number of variables that
are specified by the planner. These variables in-
clude the size of the force-at-risk, expected casual-
ty-admission rates, and the command’s evacuation
policy. The MPM calculates time-phased require-
ments for medical personnel (by type), medical
treatment (bed and operating rooms) facilities,
medical equipment and Class VIII supplies, whole
blood and fluids, and medical evacuation require-
ments.

e. To summarize, the contents of the JOPS,
volume 111 data base can be categorized as follows:

(1) Plans Data. Data which describes forces,
materiel, personnel, and movement requirements
for OPLANS.

(2) Status Data. Data which describes current
or programed posture of resources such as lift
forces and mobility support facilities.

(3) Factors Data. Data which describes physi-

cal characteristics of equipment, airlift planning
factors, and sealift planning factors.

(4) Standard Reference Data. Data which con-
tain dictionaries, tables of values, and common ap-
plication programs used in encoding, decoding, and
manipulating data elements.

5-6. Transportation Operating Agency
(TOA) Supporting Systems

Under JOPS, the TOAs are tasked to provide plan-
unigue data in accordance with JCS Pub. 6,
Volume Il. Although not formally a part of JOPS
11, the TOA ADP systems support the joint plan-
ning function with command-unique systems to
provide movement tables for the JOPS community
(see also|paragraph 6-17)| These systems are:

a. Military Airlift Command (MAC) Integrated
Military Airlift Planning System (IMAPS). IMAPS
is the MAC automated capability to develop airlift
plans considering planning variables such as latest
arrival date, availability of aircraft and crews, the
most expeditious and efficient routing, and en-
route staging or refueling bases. IMAPS is operat-
ed and maintained by MAC on the WWMCCS com-
puter and uses airlift assets prescribed by the
JSCP as being available for planning. During exe-
cution planning, airlift assets and availability are
modified to reflect the current situation.

b. Military Traffic Management Command
(MTMC) Mobility Analysis and Planning System
(MAPS). MAPS Il is the MTMC automated capa-
bility to support JOPS actions and OPLAN re-
guirements, including the preparation of move-
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ment tables. The system designates the CONUS
seaports and simulates scheduling of movements
requiring commercial transportation from CONUS
departure locations to air and sea POEs. MAPS 11
is used to address the CONUS transportation feasi-
bility of OPLAN movements.

c. Military Sea lift Command (MSC) Strategic
Sealift Contingency Planning System (SEA COP).
SEACOP provides MSC with computerized meth-
ods for determining the shipping resources needed
to meet the cargo, troop, and petroleum, oil, and
lubricants (POL) sealift requirements for OPLAN
development. The system uses a predetermined
ship data base, port characteristics data, and plan-
ning assumptions to determine number and types
of ships required to provide feasibility to the sea-
lift requirement of the OPLAN. During normal
planning, MSC uses the JOPS 111 files prescribed
by the JSCP as being available for planning.
During execution planning, sealift assets and
availability are modified to reflect the current sit-
uation.

5-7. Other Army ADP Systems

While not part of JOPS ADP, several ADP pro-
grams developed by Army commands are or can be
used to provide support for Army planning under
the JOPS. The following are some of the programs
currently in use in the Army.

a. CONFORM. This model provides rapid, auto-
mated response in estimating theater CSS force
requirements using a minimum of input data. It
produces a quick estimate of the CSS force struc-
ture and its deployment tonnages. It also develops
information on hospital requirements, consump-
tion requirements, maintenance support, POL use,
force costs, and port handling tonnages.

b. SIGMALOG. An indepth analysis of theater
CSS requirements is provided by this model. This
analysis includes an evaluation of theater stock
levels, policies, and requirements. Information pro-
vided by this model includes a force list, casualty
reports, hospital beds, supply consumption (includ-
ing POL), stockage, and materiel maintenance re-
quirements.

c. FOREWON. A computer-assisted automated
planning system designed to assist the Army Staff
in its determination of short- and wide-range re-
guirements for division forces and certain special
mission forces, and in predicting the capabilities of
these forces. FOREWON consists of a Preliminary
Force Design (PFD), Combat Simulator (ATLAS),
Theater Roundout Model (FAS TALS), Objective
Force Designer (OFD), and a Force Cost Assessor
(FCA). The system accepts as input a set of world-



wide situations that call for the application of US
military forces, and derives a single objective force
competent to achieve desired military objectives. It
is designed primarily to consider forces at the the-
ater level.

d. Force Analysis Simulation of Theater Admin-
istrative and Logistics Support (FASTALS). FAS-
TALS is a logistics or force roundout model which
automates the computation of a balanced and
time-phased troop list based on a given combat
force and its theater-related activities. The result-
ing troop list consists of the minimum number of
units required to provide complete support (based
on the TOE capabilities of the units involved). It
also locates units and their workloads in the divi-
sion, corps, Army, or communications zone
(COMMZ) areas. The model can calculate the dif-
ferent logistics workloads pertaining to personnel
replacement, medical, materiel maintenance,
transportation and construction functions, and al-
locates units to perform them. Given an employ-
ment situation, logistics capabilities and theater
policies, FASTALS will determine the total force
necessary to support the situation logistically. It
can be used in any force planning simulation
where a balanced, time-phased, geographically dis-
tributed force is desired.

e. Computerized Movements Planning and Status
System (COMPASS). COMPASS is a data bank con-
taining information on unit movement and trans-
portability. It contains numerous items of Army
equipment in a computer file which will give
standard equipment characteristics such as
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weight, cube, dimensions, and other pertinent
data. The files are designed to provide unit com-
manders and logistics planners with information
they need to execute mobility operations. These
files include a wide variety of information such as
a description of how to brace and block equipment
on open top wood deck rail cars; numbers of mili-
tary cargo aircraft required to move the force (C-
141, C-5A); and many other kinds of information.
COMPASS is described in FORSCOM Reg 55-1,
Unit Movement Plans and Reports.

f. CASTLE. This system is known in the joint
arena as the T-54 module. It was developed by the
Engineer Studies Center, Office of the Chief of
Engineers, HQDA, to assist in Army base develop-
ment planning. It has been installed at the head-
quarters of oversea unified commands and at the
JCS. The basic concept is that base development
planning can be conducted at any unified com-
mand location. CASTLE calculates facilities re-
quirements in support of joint contingency oper-
ations. On the basis of the TPFDL and other guid-
ance in the basic OPLAN, CASTLE computes un-
constrained facility requirements against existing
facility assets within each deployment region. It
also calculates facility shortages for essential facil-
ity type, including repair of estimated war dam-
ages. The system considers operational priorities
and construction force capabilities and schedules
construction projects with associated construction
force and materiel requirements. The system de-
velops a capabilities construction program in
format and detail as prescribed in the JOPS.

Section Ill. THE JOINT PLANNING PROCESS

5-8. General

a. Unified Action Armed Forces (UNAAF) define
the joint planning process (JPP) as a coordinated
joint staff procedure used by a commander to:

(1) Determine the best method of accomplish-
ing assigned tasks.

(2) Direct the action necessary to accomplish
his mission.

b. In military planning, consideration must be
given to all factors that can have a significant
effect on the accomplishment of the mission of the
command. Planning for anticipated contingencies
is normally deliberate and formal; however, a re-
quirement for rapid reaction in crises or emergen-
cy situations may dictate an acceleration of the
planning process. Whether the plan results from
an informal mental estimate by the commander or
from a detailed formal staff analysis, the factors

which are considered remain unchanged. The
scope, amount of detail, and the form of estimates
depend on the size and importance of the task and
the time available for planning.

c. An effective staff officer in the Joint Planning
Process (JPP) must be well founded in his own
service; possess a broad knowledge of the role, ca-
pabilities, and limitations of the other services;
have a basic understanding of the planning sys-
tems for national defense; and be well versed in
the following elements which play an essential
role in operation planning:

(1) The estimate of the situation is a logical
process of reasoning in which all the circum-
stances affecting the military situation are consid-
ered and a decision as to the course of action to be
taken is developed. It is a tool of the decision-
maker.
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(2) Operations analysis, also known as oper-
ations research, is “the analytical study of mili-
tary problems, undertaken to provide responsible
commanders and staff agencies with a scientific
basis for decision on action to improve military
operations.”

(a) Operations analysis involves a structured
analysis of an operation or an element of an oper-
ation. The objective of operations analysis is to
provide the decisionmaker a capability to examine
scientifically a wide range of alternatives while
employing selected data input variations and
thereby identifying optimum model solutions. So-
lutions derived through this method are optimal
only with respect to the model being used. If the
model is well formulated (i.e., reflects a valid rela-
tionship to the real problem) the resulting solution
should tend to be a good approximation of the best
solution to the real problem.

(b) Operations analysis is particularly appli-
cable in the JPP in the structuring of a balanced
force list, the generation and forecasting of facility
and resupply requirements, time-phasing of force,
equipment, and materiel movement, transporta-
tion planning, the evaluation of relative combat
power, the identification of shortfalls, the alloca-
tion of resources, feasibility testing of deployment,
and support planning problems (particularly those
which lend themselves to simulation or reduction
to a mathematical model).

(c) Operations analysis techniques applicable
in military planning are too numerous to treat
individually in this publication. Some of the more
useful are linear programing, dynamic program-
ing, queuing theory, the inventory theory, Pro-
gram Evaluation and Review Technique (PERT),
probability theory, input-output analysis, sampling
and statistical analysis, gaming, and simulation.
(NOTE: DOD Directive 7041.3 contains definitions
of certain techniques.)

d. The planning system approved by the JCS

and direc in_joint planning is JOPS.
(See alsolparagraph 4-12d|and|paragraph 5-10.)|

e. The Joint Reporting Structure (JRS) which is
the approved reporting structure in which infor-
mation, direction, and response regarding military
operations are documented for transmission from,
to, and between military commanders. (See -para—
[graph 4-15]for discussion of the JRS.) [pra]

f. The WWMCCS is a DOD-approved network of
command and control systems and subsystems. It
consists of facilities, equipment, procedures, and
personnel essential to a commander for conveying
data used in planning, directing, and controlling
military operations pursuant to the missions as-
signed. (See also|paragraph 5-4 b(3).)
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g. JOPS is the DOD-directed, JCS-specified
system designed to accomplish global and regional
joint operation planning. As such, JOPS estab-
lishes the processes to be used in both deliberate
and time-sensitive planning of joint operations.
JOPS is used to translate broad planning tasks
into feasible plans. The two types of plans with
which we are concerned are the OPLAN and the
conceptual plan (CONPLAN). The OPLAN is com-
plete when it contains all annexes and appendixes
and can be translated into an operation order
(OPORD) with minimum changes. OPLANs are
normally developed for situations that will require
maximum use of forces and logistics or mobility
resources available and in instances where they
are likely to be executed. The CONPLAN is an
operation plan in concept format requiring expan-
sion to an OPLAN or an OPORD prior to execu-
tion. Guidance as to whether a plan is to be an
OPLAN or a CONPLAN is contained in the JSCP.
Two terms commonly used to refer to major joint
commanders are “supported Commander in Chief
(CINC)” and “supporting CINC.” The commander
of a unified or specified command is called the
CINC. The supported CINC is the commander re-
sponsible for the development and execution of an
OPLAN. The supporting CINC is the commander
who provides forces and/or services to the support-
ed CINC to satisfy OPLAN requirements. Those
forces provided by supporting CINCs are referred
to as augmentation forces.

5-9. The Planning Cycle

a. Military planning for the accomplishment of
an assigned mission begins when the mission is
assigned and ends when execution is ordered and
the mission is accomplished or the requirement for
the plan is canceled. Various types of planning
documents are prepared by unified commands
during the planning process.

b. Once developed and approved, a plan must be
kept current. The plan should be revised, changed,
or otherwise modified anytime the prevailing cir-
cumstances, forecast situation, or availability of
forces or resources dictates. In addition to the re-
quirement for updating plans on an ad hoc basis,
the JCS require an annual review of existing
plans. Command-unique requirements for the peri-
odic review of existing plans are contained in local
instructions. The maintenance and review of exist-
ing plans is normally the single most time-consum-
ing task of the staff officer.

c. Threat estimates, force and resource alloca-
tions, and a wide variety of other significant plan-
ning criteria are forecast. Such forecasts are in-



formative but subject to change. An existing
OPLAN may require adjustment to the prevailing
circumstances prior to translation to an OPORD
which can be implemented. Within the context of
JOPS procedures, the planning cycle provides for
the tailoring, expansion, and further development
of such OPLANSs as may exist and for their trans-
lation into OPORDs. The planning cycle accommo-
dates the emergency development of an OPORD to
fulfill a requirement for which no plan exists.

5-10. Phases in Joint Planning

The process of developing acceptable operation
plans is described in JOPS as deliberate planning.
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Within deliberate planning, there are five phases
which are discussed in the following paragraphs.
The process of developing operation orders is
known as time-sensitive planning, and JOPS speci-
fies a subsystem, the Crisis Action System (CAS) to
speed up the joint planning process in an emergen-
cy. Time sensitive planning is discussed in
Figure 5-1 provides a brief description
of the deliberate planning process phases and
provides a graphic overview of the ADP

support of the planning process. |Figure 5-2|(fold-
in page) is located at the end of this manual.

DELIBERATE PLANNING_—T.___I
THE PLANNING PROCESS

INITIATION

" PHASE |

PHASE I

PHASE Il

\Y) DI AM DCVVIEWW
FLAN NDLVILYY

- CINC RECEIVES PLANNING TASK FROM JCS

- MAJOR FORCES AVAILABLE FOR PLANNING ARE DESI

CONCEPT DEVELOPMENT

- MiSSiON STATEMENT iS DeDUCED |
- SUBORDINATE TASKS ARE DERIVED
- CONCEPT OF OPERATION IS DEVELOPED

THE PRODUCT: A CONCEPT OF OPERATIONS

PLAN DEVELOPMENT

- FORCES ARE SELECTED AND TIME-PHASED
- SUPPORT REQUIREMENTS ARE COMPUTED

Urit Ui NLUUHILIvICIvGD ANL bUivin Ui

- STRATEGIC DEPLOYMENT IS SIMULATED
- SHORTFALLS ARE IDENTIFIED AND RESOLVED
- OPERATION PLAN IS COMPLETED

THE PRODUCT: A COMPLETED PLAN

- OPERATION PLAN IS REVIEWED AND APPROVED BY JCS
- CINC REVISES PLAN IAW REVIEW COMMENTS

THE PRODUCT: AN APPROVED PLAN

PHASE V SUPPORTING PLANS
| - SUPPORTING PLANS ARE PREPARED
THE PROBUCT: A FAMILY OF PLANS

@
):

THE RESULT

Figure 5-1. Phases of deliberate planning.
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5-11. Initiation Phase

a. Action in the deliberate planning process is
initiated by the JCS through processes inherent in
the JSPS. Within the JSPS framework, the unified
and specified commanders and the service chiefs
receive planning direction and guidance, either ex-
plicit or implied. This direction and guidance is
supplemented by related data contained in service
planning documents and is the basis for planning
actions by the unified and specified commanders.
Planning tasks are assigned, forces and resources
available for planning are identified, and the stage
set for planning. Planning guidance provided by
the JCS in strategic planning documents is appli-
cable to all planning requirements regardless of
the origin unless otherwise stated or additional
information is provided by the JCS.

b. The JCS (normally by actions contained in the
JSCP and the Joint Intelligence Estimate for Plan-
ning (JIEP)):

(1) Provide strategic guidance and intelligence.

(2) Assign tasks to the unified and specified
commanders.

(3) ldentify major combat forces (by type,
guantity, and timing) which are available for plan-
ning.

(4) lIdentify JCS-control resources which are
allocated for planning.

(5) lIdentify the depth of planning required.

(6) Assign priorities.

c. The services (normally by actions contained in
service planning documents):

(1) Designate other combat, combat support,
and combat service support forces which are avail-
able for planning.
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(2) Provide guidance relative to the availabil-
ity of replacement and filler personnel, materiel,
equipment, and facilities.

(3) Assign priorities.
(4) Provide service doctrine and guidance.

5-12. Concept Development Phase

The concept development phase is that part of
joint planning in which the commander responsi-
ble for the accomplishment of the mission (i.e., the
supported commander) arrives at a decision as to
the best course of action to be taken to accomplish
his mission. The mission is analyzed, planning
guidance is issued, information concerning enemy
capabilities and the characteristics of the area of
operations are assembled, and possible courses of
action are identified. All factors having an effect
on the accomplishment of the mission must be
considered and the entire staff is used to estimate
the influence of these factors on the alternative
courses of action. Following analysis, the estimate
is completed and the commander makes his deci-
sion. This decision is the expression of what the
command, as a whole, is to do. The concept of
operations is an expansion of the selected course of
action into a broad narrative statement of how the
commander expects the operation to unfold. Al-
though the concept development phase will be ex-
plained in sequential steps (since such a procedure
is necessary to clear understanding), there will be
occasions when two or more steps are in process
concurrently or when steps are retracted. For ex-
ample, the results of preliminary work on one step
may be taken back and used in the reworking of
an earlier step. Keeping these words of caution in

mind, the sequential steps of the concept develop-
ment phase can be listed as: (See|figure 5-3.)
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STEP 1 MISSION ANALYSIS
STEP 2-  PLANNING GUIDANCE
STEP 3- STAFF ESTIMATES
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Figure 5-3. Steps in the concept development phase.

a. Step I—Mission Analysis. At this point it is
necessary to have a common understanding of the
terms “TASK” and “MISSION.”

TASK—AnN operational requirement imposed
on a subordinate echelon. When properly met,
it will contribute to the accomplishment of the
mission of the issuing commander. Tasks are
positively stated and include the elements of
what, when, and where.

MISSION—The statement of the operational
mission describes the objective. The mission is
the task together with its purpose, thereby,
clearly indicating the action to be taken and
the reason therefor. It includes the who, what,
when, where, some of the how, and why (the
purpose of the operation).

(1) What are the missions and tasks?
(a) First the problem must be defined.

(b) At the lower levels, it is probable that
specific tasks will have been assigned by higher
authority in clear and precise terms that leave
little room for interpretation. On the other hand, a
higher echelon, such as a joint command, may find
it necessary to deduce its mission and tasks from

circumstances, from directives which do not spell
out missions and tasks as such, or from oral in-
structions received from higher levels of command
or Government. In such cases, it is necessary for
the staff to spell out in writing what it under-
stands the commander’'s mission and tasks to be.
After this is accomplished, it is advisable to insure
that the commander agrees with its wording and
that it is in keeping with his personal views or any
special information or opinions he might have.

(c) Whether the task is assigned or deduced,
it may be necessary to establish subsidiary tasks
that flow from it.

(2) Statement of missions and tasks.

(a) Military missions and tasks should be
phrased in language which clearly conveys the
what, where, when, who, some of the how, and in
the case of the mission, the why of the operation.

(b) Since missions and tasks will be used
many times before the final OPLAN or order is
written, they should be sound and agreed upon by
both commander and staff from the beginning.

b. Step I1I—Planning Guidance.
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(1) Introduction. This step has two main objec-
tives:

(a) To provide the commander’s staff with
the following preliminary information and guid-
ance:

1 A statement of the missions and tasks
as the commander understands them.

2 A statement of the assumptions under
which the operation will be conducted.

3 Guidance concerning nuclear and
chemical warfare.

4 Political
5 Tentative courses of action.

considerations.

6 The planning schedule.
7 Initial staff briefings.

(b) The second major objective of this step is
to make the above information available to the
staffs of subordinate commanders, supporting com-
manders, and TOAs as appropriate, in the form of
a planning directive. As will become apparent in
subsequent phases of joint planning, the command-
er's preliminary planning guidance may serve as
an adequate basis for the early initiation of cer-
tain plan development actions such as force plan-
ning, support planning, and the Civil Engineer
Support Plan (CESP).

(2) Transmitting the Planning Guidance. The
commander can accomplish the transmission of
this guidance in one of at least three ways:

(a) By holding a preliminary planning con-
ference to which representatives of subordinate
and supporting commanders and all concerned
agencies are invited. He could give the briefing
himself or have appropriate members of his staff
give presentations conveying his thoughts and
wishes. His chief of staff or other designated repre-
sentative could also conduct such a conference.

(b) By issuing a written planning directive
which would convey the same information to the
participants in the planning process.

(c) By holding a preliminary planning con-
ference and following it up a few days later with a
written planning directive.

(3) Components of the Preliminary Planning
Guidance.

(a) _Analysis of Missions and Tasks. Dis-
cussed in|paragraph 5-12a.|

(b) Statement of Assumptions.

1 The DOD Dictionary defines an as-
sumption as: “A supposition on the current situa-
tion, or a presupposition on the future course of
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events, either or both assumed to be true in the
absence of positive proof, necessary to enable the
commander, in the planning process, to complete
his estimate of the situation and make a decision
on his course of action.” Planning assumptions fill
the gap in factual knowledge. The statement of
assumptions concerning the operation at hand
must be approved by the commander before any
detailed work is undertaken.

2 An assumption is always stated as a
fact. It should be kept in mind that an assumption
must have three characteristics: it must be logical,
it must be realistic, and it must be essential. A
good measuring stick to test essentiality is: Is this
assumption absolutely necessary to planning or for
the successful completion of the plan? It is prudent
to develop alternate plans in the event that the
assumed condition or event does not occur as pre-
dicted.

3 As planning proceeds, the need for fur-
ther assumptions may appear and some of the as-
sumptions originally given during the planning
guidance may prove to be untenable. New infor-
mation may turn others into facts. When planning
and preparation begin a relatively short time
before the operation, there will be very few as-
sumptions needed. As operations are projected fur-
ther into the future, fewer facts are available and
the planner must depend more on assumptions.

4 Assumptions may cover either the
enemy or friendly situations, or both. Enemy capa-
bilities should not be treated as assumptions. It is
appropriate for a commander to state as an as-
sumption the success of other friendly operations
over which he has no direct control, but which are
essential to the success of his plan. It is not appro-
priate to state the success of one’s own operations
or phases thereof as an assumption since this suc-
cess obviously must be presupposed.

(c) Guidance Concerning Nuclear and Chemi-
cal Warfare.

1 Nuclear and chemical warfare consid-
erations in planning are extremely sensitive to the
political environment. Guidance relative to the
emphasis which should be given to nuclear and
chemical aspects in the preparation of staff esti-
mates should be provided by the commander as
early in the planning process as possible.

2 Although the planning for possible use
of these weapons is done by a specialized staff of
qgualified people, the supported command staff
should understand the conditions under which nu-
clear and chemical weapons might be employed.

(d) Political Considerations.



1 In addition to the political aspects as-
sociated with the use of nuclear and chemical
weapons, there are other political factors which
can affect a military operation. Many political con-
siderations in planning are essentially assump
tions.

2 The commander must inform his staff
of all such factors of which he has knowledge.
Examples could be statements of the political aims
of the operation or identification of specific mili-
tary constraints being imposed because of political
considerations.

(e) Tentative Courses of Action.

1 For the staff to organize their planning
efforts and move in the proper direction, they need
to know how the commander envisions the oper-
ation being conducted. By suggesting some tenta-
tive courses of action, the commander can provide
that impetus. Tentative courses of action need not
be complete; they may only state WHAT could be
done (the types of operation) and WHERE they
could be conducted (the locations or objectives).
There are several options available to a command-
er as to the type of operation he will conduct.

2 As planning continues through the
next two steps of the Concept Development Phase,
the J-5 staff will be proposing courses of action
and testing and refining them. The tentative
courses of action suggested by the commander
during his initial guidance should be included in
the list of proposed courses of action, but may be
modified, combined, or even deleted as more infor-
mation becomes available. Eventually, each re-
maining course of action will be written in com-
plete format, including not only the “WHAT” and
“WHERE” described above, but also WHO will
execute the operation, WHEN it will begin, and
HOW, in very general terms, it will be accom-
plished.

(f) Planning Schedule.

1 Although practice will vary from staff
to staff, it is usually desirable to issue a planning
schedule with the planning guidance.

2 Normally drawn by the chief of staff
or one of his immediate assistants, the planning
schedule will set deadline dates or milestones for
the completion of staff estimates, the submission
of data inputs from subordinate and supporting
commanders, and the drafting and distribution.

(9) Initial Staff Briefings.
1 Initial briefings on such subjects as
terrain and hydrography of the area of operations,

enemy capabilities, forces available, logistics sup
port, and others, as determined by the command-
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er, are vital to the staff early in the planning
process. These early briefings focus and direct the
staff agencies as they gather additional informa-
tion and begin planning the operation.

2 These initial briefings are particularly
important to the J-5, because the information will
be used to formulate proposed courses of action.
Information shared among the staff will also be
helpful during the staff estimates step. In effect,
an initial briefing is an early form of a staff esti-
mate. In most cases, initial briefings will be pre-
pared and presented by the appropriate staff agen-
cies.

c. Step ll1—Preparation of Staff Estimates.
(1) Introduction.

(a) The staff estimates provide the founda-
tion and substance from which the commander’s
estimate and the concept of operations are drawn.

(b) Not every planning sequence need be an
extensive and lengthy effort. Conceivably, only a
brief review of the assigned task, quick oral brief-
ings, a decision, and the writing of a message-type
operation order could complete the entire process.

(c) Generally, the higher the level of the
command, the more extensive and complete will be
the staff estimates and, thus, the planning process
itself. Most joint commands are at the level where
the planning process will necessarily be quite com-
plete. Written estimates are not mandatory but, in
most cases, they are highly desirable. Subordinate
component commanders, on the other hand, who
are supplied with a complete and specific OPLAN
or order from the joint level, may be able to draw
their own plans and orders with more abbreviated
staff planning efforts.

(2) Relationship to Planning Guidance and
Commander 's Estimate.

(a) The interrelationships among the plan-
ning guidance, the staff estimates, and the com-
mander’s estimate require special comment.

(b) The initial briefings that are given while
the commander is preparing and issuing his initial
guidance, are, in effect, an early and usually in-
complete statement of the staff estimates. Wheth-
er written or briefed in a conference, whether pre-
sented by the commander himself or by staff mem-
bers, the identification of important terrain and
hydrography features, enemy capabilities, logistics
support, available forces and resources, deploy-
ment constraints, and other such factors, consti-
tutes an important example of how the planning
guidance and staff estimates blend together.
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(c) One of the most important reasons for
the initial briefings is to provide enough informa-
tion to the J-5 staff so they can begin to formulate
proposed courses of action. They cannot intelli-
gently begin their work until they know the condi-
tions under which the operation will take place.

(d) The purpose of each staff estimate is to
evaluate the courses of action and indicate which
of them could best be supported from the point of
view of the staff agency making that estimate. The
ultimate purpose of the staff estimate process is to
provide the commander with the proper informa-
tion that permits him to select the best course of
action.

(e) Perhaps the best way to understand this
admittedly complex relationship is to think of the
staff as continuously estimating and reestimating
the situation as the planning process occurs. The
process is iterative, with better information and a
more secure position being established with each
iteration. Early staff estimates are frequently
given as oral briefings to the rest of the staff. In
the beginning, they emphasize information collec-
tion more than analysis. It is only in the later
stages of the process that the staff estimates are
expected to indicate which of the proposed courses
of action can best be supported.

(f) Whether or not the staff estimates should
be reduced to written form is a command decision.
Written estimates are more precise and can easily
be transmitted to subordinate staffs and other in-
terested commands and agencies for their use and
guidance. The level of the echelon and the size and
complexity of the operation contribute to the de-
termination of whether or not staff estimates will
be in written form. Staff estimates can be written
in final form after the commander’'s estimate is
complete and the planning process is past the staff
estimate step, provided such written estimates can
still reach subordinate staffs in time to be of some
value for coordination and for the development of
annexes.

(3) The Staff Estimates and Their Formats.
The formats for the personnel estimate, the intelli-
gence estimate, the logistics estimate, and the
communications-electronics estimate are descrip-
tive in nature. Of these four staff estimate for-
mats, only that for intelligence is prescribed by
UNAAF for joint use. For the others, the format
in FM 101-5 and comparable manuals of other
services can be used.

d. Step IV—Commander 's Estimate.

(1) The DOD Dictionary defines the command-
er's estimate of the situation as: “A logical process
of reasoning by which a commander considers all
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the circumstances affecting the military situation
and arrives at a decision as to a course of action to
be taken to accomplish his mission.” The com-
mander’s estimate is one component of the concept
development phase. It is a summation of all that
has gone before and it produces the decision which
leads to all that is to follow. When the commander
has completed his estimate, he will have made his
major decision and will have selected the course(s)
of action which will be followed.

(2) UNAAF sets forth the following main para-
graph headings for the commander’s estimate:

(a) Mission.

(b) The situation and courses of action.

(c) Analysis of opposing courses of action.
(d) Comparison of own courses of action.

(e) Decision.

(3) It can be seen that these five paragraphs
are almost a precise match for the basic problem-
solving process:

Problem Solving Commander 's

Estimate
Recognition of problem Mission
Collection of information The situation
Development of possible solutions Courses of

action
Analysis of solution Analysis and
Selection of the best solution comparison

Decision

(4) The staff may write the commander’s esti-
mate for approval or the commander may prepare
it himself. In the majority of cases, the J-3/5 will
do the actual work of preparing the commander’s
estimate after oral consultation and direction or
he may prepare it in draft form for approval. By
using a standard format, the location of particular
types of information is facilitated, and the reason-
ing processes which were followed in analysis and
comparison can be examined and evaluated.
Unless there is sound reason for departure, it is
the best practice to adhere to the prescribed com-
mander’s estimate format.

(5) In a tight tactical situation, the entire proc-
ess involved in the development of the command-
er's estimate could take place in the commander’s
mind in the course of a few moments. The com-
mander’s thought process might include only the
following questions:

(a) What is my mission?

(b) What are my alternative courses of
action?

(c) Which is best?



(6) In selecting courses of action for analysis in
paragraphs 3 and 4 of the commander’s estimate,
three (or at most four) courses of action should be
retained. If there is substantial ADP support, this
number may be increased. Those selected should
be the most promising of those that have been
under consideration, and are actually different
from each other.

(7) There are several checks the drafter of the
commander’s estimate can use to assist him in this
task:

(a) Suitability. Will the course of action ac-
tually accomplish the mission or task if it is car-
ried out successfully? In other words, is it aimed at
the correct objectives?

(b) Feasibility. Do we have the required re-
sources; e.g., the men, ships, planes, transportation
assets, resupply, facilities, etc.? Can the resources
be made available in the time frame contemplat-
ed?

(c) Acceptability. Even though the action
will accomplish the mission and we have the nec-
essary resources, is it worth the cost in terms of
possible losses? Losses in time, materiel, and posi-
tion must be included in addition to personnel
losses.

(d) Variety. While there are military oper-
ations for which only one feasible course of action
exists, in the great majority of joint operations,
this is not the case. The point of the paragraphs 3
and 4 procedures is to analyze and compare mean-
ingfully different courses of action. Alternative
courses of action that are only superficially differ-
ent, in effect, preempt the decision and remove
most of the useful purpose from the conduct of the
commander’s estimate.

(e) Completeness. When, by means of the
above checks, or other suitable procedures, courses
of action are reduced to a manageable number;
those retained should be checked to see if they are
technically complete. Each of the retained courses
of action should adequately answer the following:

1 What type of action is contemplated?
2 When is it to begin?

3 Where will it take place?

4 Who (what forces) will execute it?

5 How will it be accomplished?

There should be no inhibition concerning the clear
explanation of the how in a course of action at this
point. Keep in mind that these courses of action
are for use within the commander’s estimate proc-
ess; they must be explicit enough in the how of the
operation to enable sound judgments to be made.

FM 701-58

Concern with usurping the initiative and preroga-
tives of subordinate commanders by including too
much of the how is a matter to be considered
when drawing up the concept of operations after
the commander’s decisions.

(8) The analysis of opposing courses of action
connected in paragraph 3 of the estimate is not
intended to select the best course of action or com-
pare courses of action based on a particular factor.
The analysis of each retained course of action
when considered with each stated enemy capabil-
ity should:

(a) Focus attention on each consideration in
turn, thus insuring that none is omitted through
oversight.

(b) Stimulate thought about the operation to
get ideas and insights not otherwise thought of.

(c) Highlight those factors such as timing,
simplicity, flexibility, weather on D-day, etc.,
which appear to be particularly important to this
operation.

(d) Create a degree of familiarity with the
tactical possibilities of the operation that would
otherwise be difficult to achieve.

(9) The purpose of paragraph 4—Comparison
of Own Courses of Action—of the estimate is to
weigh the advantages and disadvantages of each
retained course of action with respect to the gov-
erning factors developed in the analysis and pro-
vide the criteria for a decision. A worksheet con-
structed on a large sheet of paper may be helpful
in making this comparison.

(a) After analyzing the advantages and dis-
advantages of a given course of action in light of
one of the governing factors, a decision should be
made as to whether or not that factor favors a
specific course of action. If a factor favors more
than one course of action, the courses should be
listed in order of preference.

(b) When this process is complete, the re-
sults are tabulated.

(c) The worksheet is not normally a part of
the written commander’s estimate. A subpara-
graph of paragraph 4 is devoted to each retained
course of action in which are indicated the govern-
ing factors considered together with a brief sum-
mary of the advantages and disadvantages of that
course of action in regard to that particular gov-
erning factor. Paragraph 4 of the written com-
mander’s estimate is a brief, typed summary of the
points developed on the worksheet.
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(d) The final subparagraph is a statement of
conclusion: “Course of action is favored be-
cause . . .” and the reasons are set forth.

(10) Decision:

(a) Regardless of whether or not the com-
mander’s estimate to this point has been written
by the J-3/5 or by the commander himself, the
decision is the commander’s alone.

(b) In normal staff practice, the J-3/5 will
present a written commander’s estimate, with the
selected course of action at the end of paragraph 4
(as indicated above), and a recommendation stated
in paragraph 5. If acceptable to the commander,
the recommendation becomes the decision.

e. Step V—Concept of Operations.

(1) The concept of operations is an expression
of the overall picture of the operation as the com-
mander sees it. It is based on the commander’s
estimate of the situation and is an expansion of
the selected course(s) of action. It serves to:

(a) Clarify the intent of the commander in
regard to deployment, employment, and support of
allocated forces.

(b) Identify major objectives and target dates
for their attainment.

(2) The concept of operations, prepared in this
step, ultimately will be used in paragraph 3 (the
execution paragraph) of the basic plan and is the
keystone around which detailed force structuring,
tactical planning, deployment planning, resupply
planning, transportation planning, civil engineer-
ing support planning, and other elements of the
plan are designed.

(3) The concept of operations should be devel-
oped in sufficient detail to convey a clear and
complete understanding of how the overall oper-
ation will be conducted from beginning to end.
Care must be taken not to include too much of the
how of the operation in the concept of operations.

(4) Test and Refinement:

(a) Throughout the preparation of the con-
cept of operations, all factors which can have a
significant effect on the accomplishment of the
mission must be considered and their impact de-
termined. Should shortfalls in forces or resources
(in terms of type, quantity, or timing) be identified,
such shortfalls must be resolved or otherwise ac-
commodated.

(b) When the three main elements of the
concept of operations (e.g., the concepts of deploy-
ment, employment, and support) have been devel-
oped, they should be tested as a package for feasi-
bility.
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(c) The concept of operations must be re-
fined to accommodate all unresolved shortfalls or
the risk associated with such shortfalls must be
accepted. (NOTE: The completion of an OPLAN
will not be delayed pending the resolution of a
shortfall or limiting factor.)

(5) Transmitting the Concept of Operations:

(@) There is no prescribed format for the
documentation of the concept of operations; local
practice should be followed. Sometimes an outline
plan, letter of instruction, or a planning directive
is used to transmit the concept of operations or
conference techniques are employed.

(b) Usually, the subordinate commanders
and interested supporting commanders and agen-
cies are represented in concept development con-
ferences called by the supported commander and,
thereby, participate in the development of the con-
cept of operations. Normally, following such con-
ferences minutes are formalized and distributed to
the conferees under a covering letter of transmit-
tal which contains the comments and/or approval
of the supported commander.

(c) When an outline plan is prepared, the
data developed in this step, along with that which
has been gathered in previous steps, is reflected.
The outline plan serves as a guidance document
which can be expanded into an OPLAN or CON-
PLAN, as appropriate, and contains:

1 A clear and concise mission statement.

2 A statement of assumptions that are
necessary to continue planning.

3 A general statement about the forces
to be employed, what they will do, where it is to be
done, and the phasing of the operation.

4 A description of the employment of
forces, with time-phasing information, if needed,
and the roles of land, air, and naval forces, includ-
ing those amphibious, unconventional warfare
(UW), and counterinsurgency operations critical to
the overall mission.

5 A summary of the deployment of
forces necessary to accomplish the mission, includ-
ing major augmentation from other commands.

6 A summary of supporting operations to
be conducted (conventional, nuclear, UW, et al.)
and a description of their objectives.

7 A description of the concept of support
for deploying and employing forces; a summary of
factors that impact on the logistics effort, includ-
ing pre-positioned war reserve stocks (PWRS)
availability, stock level objectives, levels of con-



sumption and expected deviations from normal
rates; identification of mutual support require-
ments from allied and other friendly nations, and
assignment of Inter-Service support agreements.

8 A summary of command relationships,
including the creation of subordinate commands,
and the command lines to subordinate forces.

9 In separately numbered paragraphs, a
list of assigned tasks for subordinate elements, in-
cluding not only the military tasks that contribute
to the accomplishment of the overall command
mission, but also administrative tasks, such as the
preparation of supporting plans and the coordina-
tion of Inter-Service support agreements.

(6) Concept Review. Upon completion of the
concept of operations, the commander forwards it
to the Joint Chiefs of Staff for concept review. This
review is applicable to new OPLANSs or existing
OPLANSs in which the concept has changed. The
purpose of the review is to determine whether the
scope and concept of operations are sufficient to
accomplish the task assigned, and to assess the
validity of the assumptions and compliance with
JCS tasking and guidance. JCS approval of the
concept will be for “further planning only.”

5-13. Plan Development Phase (PDP)

Plan development is an expansion of the direction
and guidance provided by the supported command-
er, together with that which is contained in serv-
ice documents and JCS publications. In its broad-
est application, the PDP consists of the develop-
ment of detailed force lists along with required
closure times of forces to be deployed to the area
of operations, the determination of resupply, base
development and transportation requirements, the
identification and resolution of force and resource
shortfalls, and the documentation of the plan in
prescribed format. The concept of operations (i.e.,
the concepts of deployment, employment, and sup-
port) as derived by the supported commander in
the concept development phase drives plan devel-
opment. The plan development phase begins when
the supported commander provides to the appro-
priate subordinate commanders and supporting
commanders and agencies, his concept of oper-
ations and ends when the plan has been document-
ed in the format and detail required by appropri-
ate sections of JOPS, Volume I, and the Joint
Reporting Structure (JCS Pub. 6).

(Note: Many of the planning tasks identified below can be
started by subordinate and supporting commanders in advance
of receipt of the finalized concept of operations, if the prelimi-
nary guidance provided by the supported commander is ade-
quate to serve as a basis. The supported commander may use

an outline plan to transmit his concept of operations, deploy-
ment, support and planning guidance, to all interested com-
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mands and agencies. This is followed by a plan development
conference which is attended by representatives from the sup-
ported command components, appropriate supporting com-
manders, and the TOAs.)

a. If a CONPLAN (i.e., an OPLAN in abbreviat-
ed format) is desired, plan development consists of
the documentation of the plan in the format and
detail prescribed in JOPS, volume I, chapter VI.
(Normally, detailed annexes, TPFDD, base devel-
opment data, and supporting plans are not re-
quired.)

b. If an OPLAN (i.e., an OPLAN in complete
format) is desired, plan development is accom-
plished in detail using notional or type unit forces,
programed resource assets, planning points of
origin, planning POEs, and planning ports of de-
barkation (POD). The basic plan and all annexes
are documented in the format and detail pre-
scribed in JOPS, volume I. TPFDD and base devel-
opment data are documented in the format pre-
scribed in JCS Pub. 6.

c. In the exceptional or crisis management situa-
tion when no existing plan can be adapted to fit
the requirement, the emergency preparation of an
OPORD by the supported commander may be nec-
essary. Accelerated planning procedures are em-
ployed in such circumstances. When the situation
requires time-sensitive response action, crisis man-
agement and reporting procedures of the Crisis
Action System (CAS) may be invoked.

d. Although the PDP will be explained in se-
guential steps (since such a procedure is necessary
to clear understanding), it should be kept in mind
that, in actual practice, plan development will not
take place in clearly defined individual steps. Each
of the steps portrayed should be initiated when the
data available is adequate to serve as a basis. The
results of preliminary work on one step may
impact on, or be employed as, a factor in a previ-
ous step which, in turn, produces results which
impact on yet another step. Because of the com-
plexity of plan development iterations and the
interdependence of derived data, the PDP of joint
planning is heavily dependent on automation and
simulation. Keeping these words of caution in
mind, the sequential steps of the complete PDP
are listed in 'figure 5—4| and graphically portrayed
in [figure 5-5][Figure 5-5] (fold-in page) is located

at the end of this manual.
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Figure 5-4. Steps in the plan development phase.

e. A general description of each of the steps
follows:

(1) The first step in plan development is force
planning. The purpose of force planning is to iden-
tify and time-phase all the forces needed to sup-
port the CINC’s concept of operation. The force
lists developed during this step include not only
the major combat forces, but also combat support
and combat service support forces. While force
planning is ultimately the responsibility of the
supported commander, each Service component de-
velops its own force list, since the Service is the
source of information needed to build the force
list. The force lists are assembled using a JOPS
ADP application program called the Force Re-
guirements Generator (FRG). The components can
use real-world forces to build the force list, if they
are already known, but the Services cannot always
identify specific units too far in advance. In that
case type units, described in the TUCHA file, are
used for planning. While the Service components
are given the task of completing their force lists,
the process actually requires the planners to go
through a series of intermediate coordination steps
before the final product is submitted.

(a) Each of the Service components con-
structs, time phases, and submits a major force list
(MFL) to the supported commander.
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(b) The supported command staff combines
the MFLs submitted by the components and evalu-
ates the resulting consolidated major force list
(CMFL) to determine whether it is adequate to
perform the mission. If the supported commander
concurs with the joint force list, the components
will then expand their major force lists by adding
detail down to unit level (battalions, squadrons,
detachments, teams, etc.). Each component will
also determine the requirements for additional
combat forces, as well as combat support and
combat service support forces and will add them
all to its MFL to make the component total force
list (TFL).

(c) Finally, the planners must add all the
information needed to deploy their Services’ forces
flow from where they are to where they are
needed. Their move must be time-phased to make
the most efficient use of limited transportation
assets and still get the forces to their destination
in sufficient time to support the CINC’s operation.
Deployment data are entered into the TPFDD for
each of the units in the force list. Typical informa-
tion includes the mode of transportation, the port
of embarkation (POE), the port of debarkation
(POD), and the latest arrival date (LAD) on which
the force can be delivered at the POD.

(d) After the total force list has been assem-
bled, a Force Requirement Number (FRN ) is as-
signed to each separate force entry in the force



list. The FRN is useful because it allows the plan-
ner to track a unit wherever it is moved within
the TPFDD. The planner then uses another com-
puter program module in the FRG to produce a
printout showing the forces and the deployment
information. This Time-Phased Force and Deploy-
ment List (TPFDL) lists all units sequenced by
LAD and POD. The force planning step ends when
a TPFDL is produced that supports the CINC's
concept of operation.

(e) Force planning as discussed in the above
steps focused on the use of the JOPS ADP pro-
gram called the FRG. Due to the recent release of
the Force Module Subsystem (FMS), the planner
now has the option of building the force structure
using force modules. This system is designed to
increase the speed and flexibility of joint operation
planning by grouping key combat units with their
associated support and sustainment.

(2) The second step in the plan development
phase is support planning. During this step compo-
nent commanders continue to work with their
Services to ensure that their forces will be sus-
tained in combat. Support requirements include
supplies, equipment, materiel, and replacement
personnel for the forces, as well as civil engineer-
ing materials and medical materials. Support plan-
ning begins when the number and type of units to
be employed in the operation have been identified.
Support planning is completed when all significant
supply, equipment, and personnel requirements
have been specifically determined and their move-
ment characteristics have been entered into the
TPFDD. Support planning can be accomplished in
one of two ways. First, the component planners
compute their own support requirements and for-
ward their component TPFDD file (containing
force and support data) to the supported command
for consolidation. This is the preferred method
since logistic support is a Service responsibility. In
the second method the component commanders
provide their Service force list and planning fac-
tors to the supported command. Joint planners
then consolidate the components’ force lists and
compute total support requirements. In force plan-
ning, we developed the transportation require-
ments for units. In support planning, transporta-
tion requirements for all the things necessary to
support these units are determined and their
movement characteristics entered into the TPFDD.

(3) The third step is chemical/nuclear plan-
ning. This step consists of chemical/biological (CB)
planning and nuclear planning. The CB planning
process requires the component commanders
submit their chemical requirements to the sup
ported commander who consolidates these submis-
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sions into a single time-phased list and a separate
TPFDD is prepared. During the nuclear planning
process, the supported commander will again con-
solidate nuclear requirements and these require-
ments time-phased will be passed to the MAC for
incorporation in the appropriate CINCMAC
OPLAN.

(4) The next step is transportation planning.
This step in the Plan Development Phase is the
first of a three-step iteration directed towards solv-
ing the complex strategic movement problem. The
goal in transportation planning is to produce a
transportation-feasible OPLAN. Planners at the
supported command must determine if the move-
ments requirements that have been generated by
component planners during the force planning and
support planning steps can be deployed (using the
transportation assets that have been made avail-
able for planning) to the area of operations in time
to support the CINC'’s concept of operations. If the
force cannot be moved in a timely manner, plan-
ners must, in the next two steps, identify and re-
solve the problems that restrict the move, and
evaluate what the changes will do to the overall
plan concept. Using a major program in the JOPS
ADP system called the Transportation Feasibility
Estimator (TFE), planners at the supported com-
mand run a computer simulation of both the stra-
tegic air and sea movements of the forces and
their support requirements from POE to POD.
Transportation assets that have been identified by
the JSCP for use in the OPLAN are used by the
TFE to “move” the force. Reports from the com-
puter simulation are produced to show the feasible
arrival date (FAD) of each unit and supply ship
ment. If all the units and supply shipments arrive
on time, the plan is considered to be transporta-
tion feasible. When the FAD of any unit or supply
shipment is computed to be later than the latest
arrival date (LAD) designated by planners, a short-
fall exists in the plan which must be resolved. This
leads to the next two steps.

(5) The fifth step in plan development is short-
fall identification. Identifying and resolving short-
falls is continual throughout the planning process.
This step, however, focuses on the identification
and resolution of those transportation shortfalls
that are highlighted by the TFE deployment simu-
lation. Adjustments made by the planner to cor-
rect shortfalls are restricted to those that will not
affect the CINC'’s concept of operation or his con-
cept of support. Planners should also identify un-
resolved shortfalls that must be considered for cor-
rective action by higher-level decisionmakers, or
those that must be discussed in conference with
representatives from other commands or agencies
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for resolution by compromise or mutual agree-
ment. It is important to note that the commander
must approve any change that would affect the
concept of operation or concept of support. Listed
below are a number of actions that can be taken to
resolve shortfalls. A combination of options may
be necessary.

(a) Adjust unit or cargo priority.

(b) Adjust POE, POD, routing, or timing.
(c) Change lift mode.

(d) Pre-position forces/resources.

(e) Build or upgrade ports and airports.
() Seek additional assets.

(g9) Redefine concept of operations.

The plan should be submitted to JCS with unre-
solved shortfalls if the other options cannot re-
solve them, or if the use of the options would
result in an unsatisfactory solution to the problem.

(6) The next step is the transportation feasibil-
ity analysis. During this step in the Plan Develop-
ment Phase, the planners must analyze the clo-
sure match and determine if the plan is grossly
transportation feasible. If it is not, more adjust-
ments must be made, the TFE run again (Step 4)
and shortfalls identified and resolved (Step 5). The
commander may convene a Plan Development
Conference and invite representatives from
throughout the joint deployment community.
These planners from the various commands and
agencies should meet to evaluate unresolved short-
falls, to select the means to overcome limiting fac-
tors, and to determine the consequences of such
actions. Shortfalls that cannot be resolved will be
documented and submitted to JCS for review and
appropriate action.

(7) The seventh step in plan development is
TPFDD refinement. During this step the TPFDD is
verified to ensure that actual units are correct and
that unsourced requirements have actual units as-
signed if available. The OPLAN TPFDD is submit-
ted to JDA in accordance with the annual JSCP
Schedule. Gross feasibility estimates are conducted
prior to this submission. They are concurrently
sent to JCS for intermediate review, an informal
review of the plan and its TPFDD to prepare JCS
representatives for the JDA-sponsored TPFDD re-
finement conferences. Copies are also made avail-
able through the JDA to the supporting com-
mands, Transportation Operating Agencies
(TOAs), and other agencies participating in the
refinement process. The JDA host two TPFDD
refinement conferences for the supported com-
mander.
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(a) Phase | Conference. The purpose of the
first conference is to resolve any force, personnel,
and resupply shortfalls and to update the TPFDD
with actual force data for any remaining un-
sourced requirements. Conference attendees will
include, as a minimum, representatives of the sup-
ported commander, the JCS, the Services, TOAs,
other supporting commands, JDA and other de-
fense agencies that are affected by the plan.

(b) Phase Il Conference. JDA will convene a
second TPFDD refinement conference after the
TOAs have had time to analyze the data from the
first conference and prepare and coordinate move-
ment tables. The second conference is to discuss
the combined transportation requirements and
shortfalls with the supported commander, incorpo-
rate movement tables into the data base, and get
the CINC’s approval of the TPFDD closure profile.
Immediately following the refinement process, the
information contained in the TPFDD is trans-
ferred to the Joint Deployment System (JDS),
where it will be stored and maintained for future
use.

(8) Plan documentation is the final step in the
Plan Development Phase. The objectives of this
step are to prepare the plan in JOPS format, in-
cluding the basic plan, all required annexes and
appendices, and other administrative documents
required for submission and distribution. The fully
documented plan, together with its refined
TPFDD, is an operation plan in complete format.
Administrative guidance and formats for the
OPLAN are contained in JOPS, Volumes | and II.
The majority of the supporting commands and
agencies that receive copies of the completed
OPLAN have access to the plan TPFDD through
their own WWMCCS computer terminal. If, how-
ever, the plan is sent to organizations that do not
have ADP capabilities, selected information can be
extracted from the TPFDD and included in the
written plan for their use. These two computer
products are called the Time-Phased Force and
Deployment List (TPFDL) and the Time-Phased
Transportation Requirements List (TPTRL).

(a) The TPFDL will be included as Appendix
1, Annex A, of the OPLAN.

(b) The TPTRL will be included as Tab B to
Appendix 4, Annex D, of the OPLAN.
5-14. Plan Review Phase

a. During this phase, the JCS perform a final
review of operation plans submitted by unified and
specified commanders. It is a formal review of the

entire operation plan, including TPFDD, if applica-
ble (see|figure 5-6).
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b. The JCS review and approve operation plans
required by the JSCP and other JCS directives.
According to JOPS, Volume I, operation plans are:

(1) Plans of unified and specified commanders,
including OPLANs, CONPLANS, emergency evacu-
ation plans, continuity of operation plans, and dis-
aster relief plans.

(2) Bilateral military plans and planning stud-
ies.

(3) Military plans of international treaty orga-
nizations.

(4) Plans for defense, other than aerospace de-
fense, of the continental United States and mili-
tary support of civil defense.

(5) Unconventional Warfare (UW) plans.

c. A plan is normally reviewed according to the
following plan review criteria.

(1) The review for adequacy determines wheth-
er the scope and concept of operation are sufficient
to accomplish the assigned task. It assesses compli-
ance with JCS tasking and the validity of assump-
tions.

(2) The review for feasibility determines
whether assigned tasks could be accomplished
using available resources. Appropriateness, avail-
ability, and planned use of available resources are
also considered.

d. Plans submitted to the JCS for review are
referred to the OJCS directorate having primary
staff responsibility (normally the J-3), which con-
ducts and coordinates the final plan review. Other
directorates and agencies participate as required.
The Services also take part, including doing a
legal review for compliance with domestic and
international law.

e. Reviews by responsible agencies are conducted
independently; their comments are forwarded to
JCS within 30 days of referral. Comments are cate-
gorized as execution-critical, substantive, or ad-
ministrative.

(1) Execution-Critical comments are directive.
As significant comments, their immediate incorpo-
ration into the plan is essential.

(2) Substantive comments are also directive.
They are important comments which must be in-
corporated into the plan by the next annual JCS
review.

(3) Administrative comments are given to the
supported commander as suggestions.

f. Reviews are processed under the provisions of
JCS MOP 132 or JCS MOP 133. MOP 132 is used
for papers that should be personally addressed by
the Joint Chiefs of Staff or their Operations Depu-
ties. MOP 133 is used to issue instructions in the
name of the Joint Chiefs of Staff and should be
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used when practical to provide a timely response
to the supported commander.

g. After the review, the supported commander is
informed that his plan is

(1) Approved, subject to the incorporation of
execution-critical comments. JCS plan approval
means the plan is effective for execution, when
directed.

(2) Disapproved, for reasons stated.

(3) Approved for continued planning. Plans
with unresolved shortfalls cannot be given un-
gualified approval. The approval message will in-
clude guidance for developing supporting plans
and actions to rectify unresolved shortfalls.

h. The supported commander prepares changes
to his operation plan to incorporate execution-criti-
cal comments (within 30 days) and substantive
comments (before the next annual review).
Changes normally are submitted to JCS for ap-
proval, and the review of the changes follows the
procedures for plan review.

i. Supporting plans prepared by subordinate or
supporting commanders or other agencies are nor-
mally reviewed and approved by the supported
commander. Review procedures at those levels are
contained in command-unique instructions.

5-15. Supporting Plans Phase

a. During this phase of the deliberate planning
process, the supported commander directs the
preparation_and submission of supporting plans
(see Supporting plans deal with a
number of functions, including mobilization, de-
ployment, and employment. Plans may be devel-
oped by component commands, joint task force
commands, supporting unified or specified com-
mands, TOAs, or other agencies. These commands
may, in turn, task their subordinates to prepare
additional supporting plans. In all, a family of
plans is produced to accomplish the overall mis-
sion of the supported command.

b. A supporting plan that directly supports an
OPLAN normally carries the plan identification
number (PID) of the supported command’'s plan,
and the supporting plan summary identifies the
OPLAN which it supports. In some cases, however,
a command is required to perform essentially the
same actions to support two or more supported
commands’ plans. Instead of preparing multiple
supporting plans (containing essentially repeti-
tious material), the command prepares a single
plan carrying its own PID, and the plan summary
contains a list of the OPLANS it supports.

c. Employment plans are normally the responsi-
bility of the commander who will direct the forces
when the OPLAN is executed. In many cases, how-



ever, the politico-military situation cannot be
clearly forecast, so employment planning is de-
layed until circumstances require it.

d. Supporting plans must be submitted to the
supported commander within 60 days after the ap-
proval of the plan they support. Review of support-
ing plans is the responsibility of the command
they support. JCS, however, may be asked to re-
solve issues that arise during the review of sup-

FM 701-58
porting plans, and they can review any supporting
plan, if they wish.

5-16. Time Sensitive Planning

a. Purpose. This section describes the Crisis

Action System (CAS) and shows how it is used to
support time-sensitive planning, The primary ac-
tions expected of responsible commands and agen-
cies are also described (see figure 5-7).

TIME-SENSITIVE PLANNING

THE CRISIS ACTION SYSTEM (CAS)

MILITARY NCa/JCS RESULTING
COMMAND
DIRECTIVE
ACTIONS ACTIONS
PHASE | PHASE T
SITUATION DEVELOPMENT CRISIS ASSESSMENT 3JCS WARNING ORDER

Woridwide events are monitored to detect situations
that could affect U.S. policy or interests. A significant
incident is recognized and reported to an appropriate
government agency. The CINC sends a commander's
assessment of the situation to JCS/NCA.

JCS/NCA consider all available

information (o
determine if a ai:il exists. NCA id: fi

TM Warning Order desa;nnes mpponed/supponmg

(dipl ic, military, etc). ICS
comnden rmhmy courses of action and may direct
higher military alert condition or deployability posture.

ders and ¢ P It describes
misson and objectives, allocnes forces and lift assets,
and suggests courses of action. It calls for the
Commander's Estimate and JDA deployment estimates.
The Warnung Order initiates Phase [II.

PHASE I

COURSE OF ACTION DEVELOPMENT
The CINC develops and evaluates courses of action,
using information from deployment data bases and input
from components and supporting commanders. He

PHASE IV

COURSE OF ACTION SELECTION
ICS reviews Commander's Estimate and deployment
estimates, then presents courses of action, in order of
priority, to NCA for seiection. In rapidly developing

JCS ALERT ORDER

The Alert Order reflects the NCA decision. It
defines the mission, updates the current situation,
issues strategic guidance, and sets the anticipated date

forwards Commander's Estimate to JCS with recom-| situations, this phase may occur without formal | of execution. If events prohibited issuing a Warming
mended coursels) of action and t requirements, | developn t of courses of action {Phase 1), Order, the Alert Order contains necessary planning
JDA/TOAs prepare deployment estimates. his o] guidance. The Alert Order initiates Phase V.
updates deployment data base.
PHASE V PHASE V1
EXECUTION PLANNING EXECUTION 3CS EXECUTE ORDER

CINC completes and refines planning done in Phase
1. He develops, publishes, and distributes OPORD,
including actual force list, operations instructions, and
logistic and administrative guidance. Supporting
OPORDs are developed. Units stay prepared for
deployment until ordered to execute or until crisis is

The OPORD and supporting OPORDs are executed
upon receipt of Execute Order. Deployment data base
and movement schedules are kept current. Movement
and status of forces are monitored and reported. The
phase continues until the crisis is resolved or until
forces are withdrawn.

The Execute Order reflects the decision of the NCA
to use the military option to resolve the crisis. It
contains the most current information available, pro-
vides the latest guidance, and establishes an execution
time.

resolved by non-military means.
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Figure 5-7. Time sensitive planning.

b. Background.

(1) A crisis usually develops with little or no
warning, and the President and his advisors must
make quick decisions about a suitable course of
action for the nation to take in response to it.
There are many options that are likely to be pre-
sented for consideration. The President can choose
to do nothing, or can elect to use diplomatic, eco-
nomic, or military means to solve the problem.

(2) After a series of crises in the early 1970s,
the National Command Authority (NCA) became
concerned that the military organization for re-
sponding to crisis situations was ineffective, and
that various parts of the Joint Reporting Structure
(JRS) were not providing adequate and timely in-
formation to support the decisionmaking process.
A system for time-sensitive military planning was
developed and is described in the Joint Operation

Planning System (JOPS), Volume 1V, Crisis Action
System (CAS).

(3) The focal point for military crisis manage-
ment is the National Military Command Center
(NMCC) operated by the JCS J-3 in Washington.
From the NMCC, crisis action teams coordinate
with the NCA, the miltary commands, and other
agencies while dealing with a crisis.

c. Description.

(1) CAS provides a framework for the rapid
exchange of information. It arranges for recom-
mending and evaluating feasible courses of action.
It uses commonly accepted planning procedures
and formats wherever possible, but recognizes the
need for varying degrees of detail as a function of
time available for planning.

(2) Since each crisis is unique, a rigid set of
rules to respond to crises would be unacceptable.
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Instead, CAS is a flexible system that responds to
the demands of a dynamic situation. Like any
system, CAS is the combination of people, proce-
dures, and hardware which enable the work to be
done. The CAS objective is the timely development
of a military option to present to the NCA for
consideration and use in response to a national
crisis.

(3) The time-sensitive planning process takes
the participants through a logical sequence of
phases that leads from the initial recognition of
the problem to the development and execution of
an operation _order. The six phases of CAS are
shown in The phases alternate between
action being taken at the military command level
and action taken at the NCA level. Several points
are identified in the sequence where decisions
must be made either to continue planning or to
revert to an earlier phase in the process. Formal
JCS orders are issued after major NCA decision
milestones. Extremely critical situations could
compress the actions taken in Phases H through
V.

(a) Phase I—Situation Development. In this
phase, any event that could be considered a poten-
tial crisis is recognized, reported, and assessed to
determine if it could affect national interests. The
development occurs in several steps.

1 Situation monitoring. Monitoring
events worldwide with all available agencies and
sources to detect situations that could conceivably
have a bearing on US policy or interests.

2 Event. Something out of the ordinary
which might have future implications for the US
Government.

3 Problem recognition. A US Govern-
ment official recognizes an event as being a prob-
lem or a potential problem and reports the matter
to an appropriate Government agency.

4 Reports. When a problem is recognized,
a report (message, telephone, etc.) is submitted to
the appropriate command center. Two formal re-
ports which would initiate the action are Critical
Intelligence Communication (CRITIC) and Event/
Incident Report of Possible National Interest
(OPREP 3).

5 Commander's assessment. Based on the
preliminary information available, the unified
commander sends to JCS an OPREP 3 PINNACLE
report on the situation and states what forces he
has readily available, the time frame for their ear-
liest commitment, and any major limiting factors
to their employment.

6 JCS/NCA situation review and assess-
ment. Decisionmakers at the national level will
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assess the event and the commander’s report and
determine whether it is a problem of national con-
cern. If they determine that it is not, normal situa-
tion monitoring continues. If, however, they decide
that the event is a problem of national concern,
they proceed to Phase Il of the CAS.

(b) Phase I1—Crisis Assessment. During this
phase, reporting is increased, and the problem is
carefully analyzed to determine whether it meets
the definition of a crisis.

1 Since the event has been categorized
as a problem of national concern, surveillance and
reporting are greatly increased to provide all the
information possible to the decisionmakers. During
this phase, they must decide whether the problem
should be categorized as a crisis. If they decide it is
not yet a crisis, increased reporting will continue
and information will be gathered for further
study. If a crisis is declared, a JCS Warning Order
is prepared for release.

2 During this phase, the JCS may issue a
deployment preparation order or a deployment
order. They can also order an alert condition or a
specified deployability posture. These actions are
designed to reduce response time, should the situa-
tion require rapid response by the forces. These
orders could be issued any time during the crisis,
or could be issued in conjunction with the JCS
Warning or Alert Order.

3 The President might decide to order
immediate military action, and the CAS would
pass directly to a later phase.

4 While these actions are taking place,
special teams are assembled to deal with the crisis.
The teams vary in size and composition, just as
they vary in name and purpose. They may be
called Battle Staffs, Crisis Action Teams, Deploy-
ment Action Teams, Operations Action Groups, or
Operations Planners Groups. They may include
representatives from any or all staff agencies. Gen-
erally, emergency response teams can be formed at
all levels, from individual units and commands up
to the NMCC.

(c) Phase I11—Course of Action Development.

1 In this phase, the planning process
begins in earnest. The JCS Warning Order initi-
ates the development of courses of action, the for-
mation of force lists and support requirements,
and the recommendation to the NCA of the best
course of action. Component commands, support-
ing commands, TOAs, and the JDA work with the
commander to support the planning effort.



2 The JCS Warning Order, in addition to
initiating this phase of planning, establishes com-
mand arrangements for forces participating in the
operation, suggests some potential courses of
action for the commander to consider, and updates
the information available from the JCS perspec-
tive.

3 After the commander has received
tasking, he further defines the mission and, with
the help of his staff and using procedures that are
similar to those in the deliberate planning process,
considers alternative courses of action. Whenever
a crisis occurs, existing operation plans should be
reviewed to see if one of them is suitable for use.
An OPLAN should be modified for use if possible.
If a CONPLAN can be used, it should be expanded
to include forces and support requirements. But,
as is often the case, if no plan exists, an OPORD
will have to be developed from scratch.

4 Time is an extremely valuable com-
modity during this phase, so planners must trans-
fer information among units as rapidly as possible.
WIN is used for quick and accurate data transfer.
OPREP-1 message formats have been developed as
a backup system. CAS planning is done using
actual forces instead of type forces. Force modules
will be used for planning to the extent possible.

5 The commander consolidates all avail-
able information to submit his Commander’s Esti-
mate to the JCS, who will evaluate it in light of
information gathered from other sources. This
Commander’'s Estimate contains much the same
information as the document of the same name
prepared during deliberate planning, but it is
more abbreviated. The CINC only recommends a
course of action during CAS, instead of selecting
the best course of action as he does during deliber-
ate planning.

6 The Commander’'s Estimate is also
sent to the TOAs and to the JDA who will use the
information to finalize deployment estimates and
update the JDS deployment data base. Their work
is done concurrently with the planning at the sup-
ported command level.

7 Phase 11l of CAS is similar in function
to the Concept Development Phase of the deliber-
ate planning process.

(d) Phase IV—Course of Action-Selection.
The Joint Chiefs of Staff review the Commander’s
Estimate, the courses of action, and the CINC's
recommendation. With the deployment estimates
developed by the JDA (in conjunction with the
TOASs) and the courses of action submitted by the
commander, the JCS have enough information to
present the recommendation to the Secretary of
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Defense and the President. As previously men-
tioned, other nonmilitary options may have been
prepared by the National Security Council, the
Department of State, or the Central Intelligence
Agency for the President's consideration. If the
President feels that the military option may be
used, he will select a course of action or, more
typically, approve the recommended course of
action. His decision is announced in a JCS Alert
Order which is prepared for release.

(e) Phase V—Execution Planning.

1 This phase begins with the receipt of
the JCS Alert Order. Planning is done at several
levels concurrently, based on information con-
tained in the Alert Order, and is aimed at the
completion of the operation order (OPORD), the
final product of the time-sensitive planning proc-
€ss.

2 The Alert Order describes the military
course of action selected by the NCA, sets tenta-
tive or actual target dates for the operation, and
provides the necessary guidance for the prepara-
tion of the OPORD.

3 Planners at the supported command,
assisted by the deployment community, complete
the force list. They also detail resupply and re-
placement requirements as much as possible. The
JDS Deployment Data Base is the authoritative,
up-to-date source of the force and resupply infor-
mation. The data base can be queried by the entire
deployment community using the WWMCCS Inter-
computer Network (WIN), or information can be
obtained from the JDA by message or telephone.
In a crisis, no means of communication can be
overlooked to get the critical job of planning ac-
complished.

4 An OPORD is prepared in OPREP-1
message format. The narrative portion contains
the task organization, situation description, mis-
sion, concept of operations, anticipated time of exe-
cution, rules of engagement, command relation-
ships, logistics information, and other administra-
tive guidance.

5 Supporting commands, component
commands, and TOAs develop supporting
OPORDs, as required. The JDA helps to update
the force list and to coordinate the development of
the flow plans and schedules prepared by the
TOAs.

6 The OPORD, when it is complete, does
not require approval by the JCS. If the OPORD is
contrary to the guidance contained in the Alert
Order, the JCS will inform the commander of the
difference. If circumstances change, requiring an
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adjustment in the OPORD, the JCS will also keep
the commander informed.

7 Phase V of CAS is similar in function
to the Plan Development Phase of the deliberate
planning process.

(f) Phase VI—Execution.

1 When the President makes a decision
to exercise his military option, the Secretary of
Defense authorizes and directs the Joint Chiefs of
Staff to issue a JCS Execute Order instructing the
commander to carry out the provisions of the
OPORD. Supporting commands are also instructed
in the Execute Order to implement their support-
ing OPORDs.

2 JDA monitors the status of deploying
military forces and selected critical material items,
and keeps the information current for reports to
JCS. During the deployment, the supported com-
mander can request changes in movement flow
based on a change in the operational situation.
JDA will coordinate the request and make adjust-
ments to the flow schedule. JDA is also required to
accommodate the return of casualties and noncom-
batant evacuees during the deployment.

3 The execution phase continues until
the operation is complete.

5-17. Summary

a. In this chapter we have looked at the Nation-
al Military Planning System and discussed the
roles of the NSC, the Secretary of Defense and
Secretaries of the services in the defense PPBS.
The role of the JCS in national military strategy
formulation was analyzed with emphasis on the
major planning documents prepared by the JCS. A
detailed examination of the JOPS was undertaken
along with a discussion of the role of JOPS within
the joint planning cycle. From an examination of
the purpose and procedures within each phase of
the joint planning cycle, it should be apparent that
the logistics planner is deeply involved in all
phases and plays a predominant role in most.

b. The fact that contingency or OPLANSs are
prepared for many eventualities does not insure
that a workable plan will be on hand for actual
emergencies. Long-range plans must be based on
certain assumptions; however, plans that are exe-
cuted must be based on realities. For this reason
we have a CAS in which new plans are developed
or existing plans modified prior to execution.

¢. The important contribution of ADP equip-
ment, coupled with standardized software and
format, to the ability of military planners to
produce/modify realistic plans should be apparent.
The interrelationships and interdependencies of
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the many factors involved in supporting military
forces in theaters of operations are of such com-
plexity that determination of the feasibility of a
plan by normal methods becomes virtually impos-
sible. The feasibility testing aspects of JOPS, how-
ever, allows a determination throughout the plan-
ning cycle of the ability of US forces to actually
implement the plan.

d. The joint planning process is a coordinated
staff procedure used by a commander to determine
the best method of accomplishing assigned tasks
and to direct the action necessary to accomplish
his mission. Stated slightly differently, it's a logi-
cal procedure used by a joint force commander to
reach a sound operational decision and to prepare
the plan or order to implement the decision. The
joint planning process is initiated when a task,
either directed or dedicated, is imposed on the
joint command. Each plan is subject to annual
review by the JCS and continuous monitoring by
the supported unified commander, JCS, and the
military services to determine and accomplish
changes resulting from changes in the world situa-
tion, US policy, availability of resources, materiel
changes resulting from technological dynamics,
and other related conditions.

e. All contingency plans are prepared in line
with the JOPS, as required by JCS direction. This
system provides standard guidance in procedures
such as a simple format for an OPLAN, identifica-
tion of what data must be included, who should
get copies of the plan, and how various headquar-
ters interact during the planning process. The
joint planning process is a lengthy procedure
which follows a specific timetable for completion
of the various phases.

f. The JOPS includes guidance on such matters
as how to plan the intelligence aspects of a joint
military operation, standard logistics guidance,
and civil affairs responsibilities. Under the JOPS,
the inclusion of specific responsibilities for possible
tasking to service components of a unified com-
mand offers more definite guidance for accurate
logistics planning and possible expansion of areas
such as common support. The JCS are charged
with the responsibility of ascertaining the logistics
support available to execute general war and con-
tingency plans of the commanders of the unified
and specified commands. Perhaps the best word to
describe the functions of the JCS in its role with
the JOPS is “coordination.” It is their duty to
bring forward the problems of the unified and
specified commands and assist and represent them
in the solution of the problems and to foster joint



planning. Among its other responsibilities related
to the joint planning process, the JCS:

(1) Recommend to the Secretary of Defense the
establishment and force structure of unified and
specified commands in strategic areas. They deter-
mine the headquarters support, such as facilities,
personnel and communications required by com-
manders of unified and specified commands, and
recommend the assignment of responsibilities to
the military departments for providing this sup-
port. They provide guidance and direction to com-
manders of the unified and specified commands for
the development, acquisition, and operation of the
command and control systems for their commands.

(2) Review the plans and programs of the uni-
fied and specified commands and analyze the na-
tional capability to provide logistics support for
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execution of their contingency plans. Since several
of the contingency plans could become operational
at the same time, the JCS also chooses three or
more representative plans for simultaneous consid-
eration in order to identify shortages of materiel
and support capability in case of multiple commit-
ments. This analysis is conducted at least once a
year. Action is taken to overcome the logistics
problems that are identified.

(3) In support of the preparation of budgets,
submit to the Secretary of Defense statements of
military requirements based upon strategic consid-
erations, current national security policy, and con-
tingency plans. These statements include tasks,
priorities, force requirements, general strategic
guidance for the development of military installa-
tions, and recommendations for equipping and
maintaining military forces.
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