Joint Operation Planning and Execution System (JOPES)

IP-3100

INSTRUCTOR:  SMSgt Tim Karsten 

DESCRIPTION:  This lecture describes the magnitude of the challenge facing the military planner.  It encompasses the five types of planning that make up joint operation planning, the JOPES functions and the environments were planning for and executing conventional and nuclear joint military operations are conducted.  JOPES applies to the development and implementation of operation plans and operation orders prepared in response to the President, Secretary of Defense, the Chairman of the Joint Chiefs of Staff (CJCS) or responsible commander’s requirements. It reviews the policies, procedures, and formats to be used across the spectrum of planning, employment, mobilization, sustainment, deployment, redeployment, and demobilization as applied to the members of the Joint Planning and Execution Community (JPEC).  The applicability of JOPES across the operational continuum of peace and war is discussed.
OBJECTIVE:  The objective of this lesson is for each student to comprehend how JOPES is used to support contingency planning. 

SAMPLES OF BEHAVIOR:
1. Identify the five activities of joint operation planning.

2. Identify the three purposes of JOPES.

3. Give examples of the guidance found in the JOPES volumes.

a. JOPES Volume I

b. JOPES Volume II

c. JOPES Volume III

4. Associate the following JOPES automated data processing systems to their purpose.

a. JOPES Editing Tool (JET)

b. Rapid Query Tool (RQT)

c. Joint Flow and Analysis System for Transportation (JFAST)

REQUIRED READING:  This handout.

OPTIONAL READING:  None.

REFERENCES:  Joint Pub 5-0, Doctrine for Planning Joint Operations; Joint Pub 5-00.2, Joint Task Force Planning Guidance and Procedures; CJCSM 3122.01, JOPES Volume I Planning Policies and Procedures; CJCSM 3122.03A, JOPES Volume II Planning and Execution Formats and Guidance; and CJCSM 3122.02B, JOPES Volume III, Crisis Action Time Phased Force Deployment Data Development and Deployment Execution.
TOPICAL OUTLINE

Overview:  Military planning is simply problem solving with the option of using lethal force.  The challenge of coordinating the actions of the several Joint Force Commanders and the services to bring the force to bare is daunting.  In the past each Joint Force Commander developed their own planning system.  It didn’t take long before the Department of Defense developed a standard way of planning so the Supported Commander would be able to coordinate all the efforts as needed to resolve their problem.  The system that evolved is JOPES.  The reason we have JOPES is to support military planning.
1. Military planning takes one of two tracks; force planning or joint operations planning (JP 5-0).
a. Force planning is the responsibility of the Military Departments, Services and US Special Operations Command. These agencies exercise their administrative control creating and maintaining military capabilities.   
b.  Joint operations planning is directed towards the employment of military forces by following a strategy to attain specified objectives.  This planning encompasses five activities:
(1) Mobilization Planning:  Be prepared to identify national capabilities and forces that must be mobilized to support the operation.
(2) Deployment Planning:  Forces and capabilities are then deployed in a strategic maneuver placing a decisive force where they are needed for the Combatant Commander to employ.  
(3) Employment Planning:  Operational phases and the plan of attack to resolve the problem determines what forces are required.  This forms the basis needed to determine the supplies and other replacements needed to conduct these operations.
(4) and the amount of supplies needed to conduct these operations. 
(5) Sustainment Planning:  The force while employed is sustained so it maintains its inherent military effectiveness.  This includes planning for replacement personnel, parts, munitions, consumables, etc…
(6) Redeployment Planning.  Finally, once the military objectives are met, the force is redeployed in a logical sequential order maximizing the limited lift capabilities.
c. Any planning that fails to address any of these areas fully may result in failure.  The complexity of joint operation planning requires a logical systematic approach.  The joint system in place to address these planning issues is the Joint Operations Planning  and Execution System (JOPES).  By knowing JOPES Air Force planners are able to advocate Air and Space Power in the joint planning arena.  
2. Purpose:  JOPES is the principal system within the Department of Defense to:
a. Translate policy decisions into operation plans (OPLANs), concept plans (CONPLANs), Functional Plans (FUNCPLANs), and operation orders (OPORDs) in support of national security objectives.

b. Identify and resolve planning shortfalls. 

c. Provide movement requirements to lift providers for plans, crises, and all Combatant  Commander or CJCS-sponsored exercises.

3. JOPES Volumes I, II, and III:  These volumes contain the authoritative joint policies, procedures, processes, and formats to plan DoD operations.  The guidance in these volumes take precedence over any other previously issued publication unless the conflicting guidance is approved by the Chairman Joint Chiefs of staff (CJCS) more recently.  The Supported Unified Combatant Commander is given leeway by the CJCS to modify these instructions as the situation dictates.  You may find these publications on the web site http://www.dtic.mil/doctrine in the CJCS Directives under CJCSM.
a. CJCSM 3122.01, JOPES Vol I, Planning, Policies, and Procedures.  This manual establishes our joint planning procedures.  Volume 1 identifies the seven planning functions providing the framework for all planning efforts.  The Crisis Action Planning Checklist is found in Enclosure G.  Finally, message formats for all JOPES related reports and messages are within JOPES Volume I.

(1) Lest we become dogmatic in our approach to doctrine and CJCS guidance, we need to remember the Joint Force Commander is granted on option to vary from the guidance when the situation dictates.  Exception is granted in the first few paragraphs of the Joint Pubs.

(2) The seven interrelated JOPES functions described in JOPES Vol I are very similar to the steps used in a problem solving process. The basic planning process clearly established here by these logical functions.  There are five operational and two support functions Figure 1 illustrates the relationships of the seven JOPES planning functions.

(a) The five operational functions are:  Identify and Assess Threat, Determine Strategy, Develop Course of Action (COA), Plan in Detail, and Implement.  
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Figure 1

1. Threat Identification and Assessment:  National and theater level intelligence is gathered and analyzed to identify emerging or future threats.  In problem solving this function is akin to defining the problem.

2. Strategy Determination:  President or Secretary of Defense with the advice of the Chairman, and Joint Staff formulate suitable and feasible military objectives to counter the threats.  This process begins with an analysis of existing strategy guidance in light of the intelligence estimate and ends with issuance of either the Joint Strategic Capabilities Plan (JSCP) in peacetime or a CJCS WARNING or PLANNING ORDER during crisis action planning situations.  In the problem solving process we are listing possible solutions and solution selection criteria.
3. COA Development:  The supported commander develops the COAs based on planning guidance and resource allocation from the JSCP approved Plans and CJCS WARNING or ALERT ORDERS. Using this JOPES function, coupled with the JOPES support function simulation and analysis, force, sustainment, and transportation feasibility are analyzed. The Services, through Service component commands and supporting commands, provide supportability estimates of the Combatant Commander’s Strategic Concept or COAs to the supported commander.  Problem solvers would look at this as comparing possible solutions and selecting the best one.

4. Plan in Detail:  This function provides a detailed, fully integrated schedule of mobilization, deployment, employment, sustainment and redeployment activities based on the CJCS approved CSC or COA.  
5. Implement:  This function provides decision makers the tools to monitor, analyze, and control events during the conduct of military operations.  It encompasses the execution of military operations.  Information Operations (IO) issues are addressed, in particular those actions taken to achieve information superiority, both offensively and defensively.  Key to this function is the ability to redirect or adjust and adapt to the evolving situation.

(b) Supporting Functions. The two supporting functions identified in Figure 1, monitoring and simulation & analysis, complement the operational functions to complete the conceptual framework of JOPES.
1. Monitoring. This supporting function supports each of the other JOPES functions by obtaining current accurate information concerning the status of friendly, enemy, and neutral forces and resources in accomplishing mission tasks. Examples of information processed are objective accomplishment; consumption data; and the status of movement, procurement, mobilization, forces, and facilities.
2. Simulation and Analysis. This supporting function offers various automated techniques that enhance each of the other JOPES functions.  Examples of simulation and analysis applications, when feasible, are force-on-force assessments (suitability); generation of force requirements; comparison of requirements to capabilities, such as consumption data; closure profiles (feasibility); and generation of mobilization and sustainment requirements based on need.
(3) The Deliberate Planning Process explained in Volume I, Enclosure C describes the fives phases of the deliberate planning process.  These five phases; Initiation, Concept Development, Plan Development, Plan Review, and Supporting Plans are explained in enough detail to enable all planners to understand their responsibilities during the 18-24 month plan development process.  Deliberate planning supports crisis action planning by anticipating potential crises and operations and developing contingency plans that facilitate the rapid development and selection of a COA and execution planning during crises.  Please note, service unique processes are not addressed in the JOPES Volumes.  IP 4100 Deliberate Planning Process covers the planning phases in depth. The deliberate planning products described in JOPES Volume I are OPLANs, CONPLANs, and FUNCPLANs. 

(a) OPLANS:  A complete and detailed joint plan including, a fully developed concept of operations, all applicable annexes (functional area information), and the Time Phased Force Deployment Data (TPFDD).  All support and resources required to execute the plan are identified.  OPLANs facilitate the transition to war and, through the development of supporting plans by both supporting commands and Defense combat support agencies, establish the feasibility of the plan’s concept of operations.  OPLANs are designed to convert quickly into OPORDs during Crisis Action Planning and are developed when:

1. The contingency is critical to national security and requires detailed prior planning.
2. Detailed planning will contribute to deterrence by demonstrating readiness through planning.

3. Detailed planning is required to support alliance or combined planning.

(b) CONPLANs:  This is simply an OPLAN in an abbreviated format.  A CONPLAN requires considerable expansion or alteration to covert it into an OPLAN or OPORD.  CONPLANs will include the Plan Summary, Basic Plan, and Annexes A, B, C, D, J, K, V, Z and those annexes and appendices required by the responsible Unified Combatant  Commander.  CONPLANs made developed with or without a TPFDD.

(c) FUNCPLANs:  Involve conducting and supporting military operation in peacetime or non-hostile environments.  Examples include disaster relief, national assistance, and humanitarian assistance.  FUNCPLANs contain the same subject areas required in CONPLANs.

(4) The Crisis Action Planning (CAP) Process found in Enclosure E to JOPES Vol I describes how the planning process is adapted to plan and execute joint operation in a crisis or time sensitive situation.  There are six phases in CAP.  Planners must be flexible, phases may be skipped based on the situation.  The CAP phases are:  Situation Development, Crisis Assessment, Course of Action Development, Course of Action Selection, Execution Planning, and Execution.  If no plans exist that support the situation, CAP procedures are used to build the OPORD.  CAP is covered in detail in IP 4600, Crisis Action Planning.

(5) The CAP Checklists are very informative and presents the big picture of the actions each level of command will take during each CAP phase.  These checklists focus on the Joint Staff and the Combatant  Commander’s staff responsibilities.  Air Force planners must modify these checklist to identify service and component actions.

(6) One area addressed in Volume I is the TPFDD time standard.  This standard tasks the Supported Commander and the services to develop the first 7 days of the TPFDD in 24 hours.  This clock starts once the President or Secretary of Defense approves a course of action.  This task is doable, but it will take a coordinated action between the wings, NAFs and MAJCOMs.  Anything less will result in the Air Force being blamed for not being ready when it fails to respond to a crisis rapidly.
(7) JOPES Reports and Message Formats make up the remainder of JOPES Volume I.  These CAP message formats for sending information up to the PRESIDENT OR SECRETARY OF DEFENSE through the CJSC and the method to send complete tasks to the Combatant  Commander.

(8) Figure 3 provides a pictorial representation of the relationship between the JOPES Functions and the two planning process phases.
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Figure 3

b. JOPES VOL II, CJCSM 3122.03A, Planning Formats and Guidance:  Establishes administrative instructions and formats governing the development of joint operation plans submitted for review to the CJCS.  The formats and procedures in this document are mandatory for the Joint Staff, all combatant commands, Services, and combat support agencies responsive to the CJCS.  
(1) The formats within JOPES Vol II task the writer to provide required information for each required item.  Simply put, the planner must answer the mail as they follow the format in JOPES Vol II.
(2) The plan numbering system identifies the blocks of plan identifications numbers assigned to the Combatant Commanders.

(3) The functional annexes required in the different types of plans are addressed in Vol II as well.

c. JOPES Vol III, CJCSM 3122.02, Crisis Action Time-Phased Force and Deployment Data Development and Deployment Execution:  One of the most difficult tasks during planning is developing an executable TPFDD.  The TPFDD includes forces from all services and their movement requirement.  These forces compete for the available though limited lift and must have their assets in-place first.  JOPES Vol III establishes the methods and procedures the JPEC will follow to coordinate its efforts to develop a TPFDD.  As the guidance provided is written at the Joint level Air Force component or service planners must learn their own planning actions that support this Joint Guidance.

(1) Newsgroups are the primary method for the JPEC to coordinate their planning actions.  A newsgroup is established for each plan identifier (PID), and all messages or information relating to the planning process are posted on the PID newsgroup.  Newsgroup message formats are included in Vol III

(2) The Supported Combatant  Commander is tasked to develop a TPFDD Letter of Instruction (LOI).  The Standard TPFDD LOI is found in Vol III.  This LOI provides the Combatant  Commander the opportunity to manage the strategic maneuver of forces from their origin to operating location.  Some of the items TPFDD LOI provides the planners are ports of embarkation (POE), ports of debarkation (POD), airlift planning threshold, force module (FM) structure, and the validation process.

4. JOPES Automated data processing (ADP):  These systems reside on GCCS.  GCCS provides a single integrated Command, Control, Communications, Computers and Intelligence (C4I) application environment on which JOPES resides.  GCCS is the joint data sharing/collaborative system supporting both secret (GCCS) and top secret (GCCS-TS) information.  GCCS supports the Common Operational Picture, Global Status of Resources and Training System (GSORTS), GCCS Newsgroups, JOPES related data and other systems.  The JOPES ADP tools that apply to a majority of the planning community are, JOPES Editing Tool (JET), Rapid Query Tool (RQT), and Joint Flow and Analysis System for Transportation (JFAST).  These JOPES ADP tools provide the means to plan for the coordinated and movement of all forces and their equipment to meet the Combatant  Commander’s objectives.  Additionally, there are standard reference files accessible through GCCS and used during plan development.  These include the Geolocation File (GEOFILE), Global Status of Resources and Training (GSORTs), Type Unit Characteristics (TUCHA), and Type Unit Equipment Details (TUDET).
a. Standard reference files specify codes for locations, readiness status of units, movement details for unit type codes (UTC) or individual equipment items. 

(1) The GEOFILE provides codes for specific locations.  Properly used, these codes aid force movement planning.  Planners must be careful they use the correct code.  Charleston seaport, airport and military airport each have different codes.  A planner must be very careful to choose the correct code to ensure the correct location is listed.

(2) The GSORTs file reflects the readiness level of selected units in terms of training, equipment, and personnel against the level required to undertake assigned missions.  Planners may review the data in this database while selecting units to support an operation.  

(3) The TUCHA file contains the deployment data for all approved DoD UTCs.  The data in the TUCHA includes the number of personnel authorized; passengers; cargo and cargo increment weight(s) and dimensions by cargo category code.  This standard reference file is used when planners develop the TPFDD.  When a planner enters a UTC it a TPFDD the information from this file is copied into the TPFDD.  This cargo data is the level four information needed to plan the forces movement.

(4) The TUDET contains the dimensional and weight data for large pieces of equipment.  It may be looked up using the nomenclature or national stock number.

b. JOPES ADP planners use:

(1) JET provides the means for planners to build the force list in the TPFDD.  The TPFDD is the database that coordinates the strategic maneuver of forces into their operational locations.  Planners use JET to define the force requirements by unit type codes (UTC), associate these UTCs with tasked units, routing from origin to destination, and route UTC into the theater.

(2) RQT provides the means for planners to produce relevant time phased force deployment listings (TPFDL).  These TPFDLs are used to coordinate the deployment flow and ensure each UTC’s movement is in the proper sequence.  Listing are able to sort the data by any means the planner finds necessary to complete this task.  Common data sorts used by planners are, by service, dates, destination, origin, transportation mode, and functional area.

(3) JFAST:  Models the movement of all forces with CINs and PINs to determine when the force will close as planned to their destinations.  This estimate is use to adjust the TPFDD flow to make it more efficient and meet the Combatant  Commander’s objectives.  The Combatant  Commander may be forced to adjust force closure times due to transportation constraints identified by JFAST.

5. Summary:  JOPES fills the requirement of a systematic approach to a very complex process, joint operations planning.  This system addresses mobilization planning, deployment planning, employment planning, sustainment planning, and redeployment planning enabling the planners supporting joint operation planning to fulfill their planning obligations.  Planners who know and follow the JOPES guidelines will also satisfy the three purposes of JOPES; translate policy decisions into plans or OPORDs; identify and resolve shortfalls; and provide movement requirements to the lift providers.  The problem solving JOPES functions, be they operational or support, form the basis for the way we plan during deliberate or time sensitive planning.  The JOPES volumes provide the policies/procedure planners follow, the plan formats and tpfdd development directions.  JOPES is the system the DoD uses to bring its combat capability against threats to our nations interest.  As the most crucial component, trained personnel, you must always be ready to integrate Air Force planning systems into the joint system to maximize the effect of Air and Space Power as we meet our military objectives.
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"The Plan is Nothing, But Planning is Everything."
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"The Plan is Nothing, But Planning is Everything."






