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INSTRUCTOR:  Mr. Bob Barthelmess

DESCRIPTION:  This lesson presents an overview of deliberate planning -- the central theme of the CWPC.  Additional lectures will provide detailed information on some of the phases of deliberate planning.

OBJECTIVE: The object of this lesson is for each student to comprehend the concept of the deliberate planning.

SAMPLES OF BEHAVIOR: 

1.  Know the three joint planning processes.

2.  Distinguish between deliberate planning and crisis action planning processes.

3.  Describe how deliberate planning supports the national security objectives.

4.  Describe the five phases of deliberate planning and their objectives.

REQUIRED READING: None

OPTIONAL READING: Joint Operation Planning and Execution System (JOPES), Vol I, Enclosure C.
REFERENCES:  JP 5-0, Doctrine for Planning Joint Operations; CJCSM 3122-01, JOPES Volume I, Planning Policies and Procedures; AFMAN 10-401, Operation Plan and Concept Plan Development and Implementation.

TOPICAL OUTLINE

Overview: The joint planning process is a coordinated process within the joint planning community that provides commanders with the guidance necessary to carry out their assigned tasks and missions as directed in documents such as the Joint Strategic Capabilities Plan (JSCP), Warning Order, etc.  There are three types of joint planning that are conducted within the joint planning process.  Plans proposed, or developed, under these different processes differ, depending on the focus of the specific plan.  CWPC concentrates on two of them; this instructional period will look at just one of these two, deliberate planning.

1. Three types of planning within the Joint Operation Planning Process:


a. Deliberate Planning: Deliberate planning is conducted principally in peacetime to develop joint operation plans for contingencies identified in strategic planning documents, such as the JSCP.  Plans developed during deliberate planning provide a foundation for and ease the transition to crisis resolution.


b.  Crisis Action Planning: Based on current events, crisis action planning involves the time-sensitive development of joint operation plans and orders in response to an imminent crisis.


c.  Campaign Planning: A process whereby the combatant commanders and subordinate joint force commanders translate national or theater strategy into operational concepts through the development of campaign plans.  Campaign planning encompasses both deliberate and crisis action planning, but is not taught in CWPC.  CADRE’s Joint Air Operations Planning (JAOP) Course, which runs concurrent with CWPC, teaches campaign planning.

[image: image1.wmf]2. Distinguishing between Deliberate and Crisis Action Planning: While interrelated, the three types of joint planning processes differ in their intended purpose, the timeframe they are used, and the resulting product.  Contrasting the two planning processes taught at CWPC, deliberate and crisis-action planning, you’d notice a distinct difference.  The diagram below contrasts the two processes.
3. Deliberate Planning, and its relationship to the National Security Objectives

a. The joint planning community conducts deliberate planning to “translate national objectives into military capabilities.”  Joint planning is conducted under JOPES policies, procedures, and automated data processing (ADP) to develop operation plans (OPLANs, CONPLANs, FUNCPLANs, Theater Security Cooperation Plans (TSCPs)); and, during crisis-action planning, OPORDs are developed.  These are developed in JOPES through the guidance, tasking, and apportionment put forth in the JSCP.  The JSCP, in turn, carries out and supports the National Military Strategy (NMS).  The NMS is the DoD’s military support to the United States’ objectives, as stated in the President’s National Security Strategy (NSS).  Therefore, through this process, national security objectives, as stated in the NSS, are translated into military capabilities via the products -- operation plans -- developed in the joint planning process.


b.  Deliberate planning supports national security strategy by translating national objectives into military capabilities described in the four products described below: the OPLAN, CONPLAN, FUNCPLAN, and TSCPs.  



1) Operation Plan (OPLAN): An OPLAN is a complete and detailed plan, which includes a full description of the concept of operations and all annexes applicable to the plan. A Time-Phased Force and Deployment Data (TPFDD) is the computer-supported deployment database of an OPLAN.  OPLANs can be quickly developed into an Operation Order (OPORD) (See: CJCSM 3122.01).  



2) Concept Plan (CONPLAN): An operation plan in an abbreviated, “concept” format that would require considerable expansion or alteration to convert it into an OPLAN or OPORD.  CONPLANs are developed either with or without fully developed TPFDDs.



3) Functional Plan (FUNCPLAN): Functional Plans involve the conduct of military operations in a peacetime or non-hostile environment i.e., disaster relief, counter-drug, and Non-combatant Evacuations Operations (NEO). FUNCPLANs usually don’t have TPFDDs.



4) Theater Security Cooperation Plan (TSCP): While not strictly deliberate planning products contained in JOPES, TSCPs are, nonetheless, directed to be accomplished by the JSCP (Enclosure E) and CJCSM 3113.01A, Theater Security Cooperation Planning.  TSCPs are primarily a strategic planning document intended to link combatant commander-planned regional engagement activities with national strategic objectives, thus supporting the “engagement” portion of the National Security Strategy and National Military Strategy.  TSCPs are presented here only for information, showing the lower end of Military Operations Other Than War (MOOTW) planning.
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The President’s National Security Objectives drive and are reflected in the Chairman’s National 

[image: image3.wmf]Military Strategy.  The Joint Strategic Capabilities Plan (JSCP) then carries out the National Military Strategy through the Joint Operation Planning System (JOPES) by directing the combatant commanders to write operations plans using JOPES.  The planning continuum, above, roughly shows the relationship of the various combatant commander missions and the type of planning involved.

4. The Five Phases of Deliberate Planning: The five-phase deliberate planning process prepares for a possible contingency based upon the best available information, using forces and resources apportioned for deliberate planning by the JSCP.  Below are a description of the five phases of deliberate planning and the objective of each.
a.  Phase I – Initiation: (Objective: Establish Plan Requirements). Initiation is the phase in which planning tasks are assigned, resources available for planning are identified, and the groundwork is laid for planning.



1) Planning tasks assigned



2) Guidance furnished



3) Resources identified
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b.  Phase II – Concept Development: (Objective: A CJCS approved Concept of Operations). Concept development is the phase in which all the factors that can significantly affect mission accomplishment are collected and analyzed, mission statement is deduced, subordinate tasks are derived, courses of action (COAs) are developed and analyzed, the best COA is determined, and the combatant commander’s Strategic Concept developed and documented.  Below are a diagram and the six steps in the Concept Development Phase.

1) Mission Analysis: The supported commander’s analysis of the JSCP tasking



   results in a mission statement.

2) Planning Guidance: This step has two major objectives:




a) Provide the supported commander’s staff and components with enough preliminary guidance to allow work to begin on staff estimates.  Information might include characteristics of the area of operations, enemy capabilities, the mission statement, assumptions, special weapons, tentative COAs, and a planning schedule.




b) Make the above information available to the subordinate and supporting commanders and other interested parties through either written directives such as a Planning Directive.



3) Staff Estimates: The staff estimates developed in this step provide the foundation for the Commander's Estimate and address the supportability of the tentative COAs.



4) Commander’s Estimate: The Commander’s Estimate summarizes the first three steps during concept development and produces the commander’s decision on a COA to be followed.



5) Combatant Commander’s Strategic Concept: Supported commander prepares a Strategic Concept, which is an expansion of the selected COA, as a narrative statement of how to conduct operations to accomplish the mission.  The supported commander may convene a concept development conference involving representatives of subordinate and supporting commands, the Services, Joint Staff, and other interested parties.



6) CJCS Concept Review: Once approved for further planning by the Chairman of the Joint Chiefs of Staff, the Combatant Commander’s Strategic Concept becomes the concept of operations for the plan. (Both OPLANs and CONPLANs undergo concept review procedures during Phase II.  OPLANs will be required to go through another review in Phase IV, Plan Review.  Many CONPLANs are not formally reviewed again during the Phase IV, Plan Review Phase.)  The concept of operations is the cornerstone upon which all detailed planning is based.  The Combatant Commander’s Strategic Concept is reviewed using for following criteria:  




a) Adequacy:  Scope and concept of the planned operation is sufficient to accomplish the task, i.e., “Will it do the job we’re tasked with?”




b) Feasibility: Assigned tasks can be accomplished by using available resources, i.e., “Do we have the resources to do it”?




c) Consistency: Is the concept constructed in accordance with Joint Doctrine?




d) Acceptability:  Is the concept proportional and worth the expected costs?

c.  Phase III – Plan Development: (Objective: A transportationally feasible and implementable plan). Plan development is the phase in which the basic OPLAN, CONPLAN, or FUNCPLAN and supporting annexes are prepared through a series of steps. It is usually the most time-consuming part of deliberate planning and is the main thrust of the CWPC. According to AFI 91-213, Operational Risk Management, air force planners are to apply Operational Risk Management (ORM) to the initial development and annual review of plans, with the goal to enhance mission effectiveness at all levels, while preserving assets and safeguarding health and welfare. This is done using three basic principles:  (1) Accept no unnecessary risk, (2) Make risk decisions at the appropriate level to establish clear accountability, and (3) Accept risk when its benefit outweighs the costs.  The eight steps detailing the Plan Development Phase of deliberate planning are as follows:
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1) Force Planning: (Developing the Force List).  Force planning is the step in which the Service component commanders time-phase their forces in accordance with the visualized (and approved) concept of operations.  This step includes determination of mode and source of transportation, POE, enroute delays, POD, proposed earliest and latest arrival dates with priorities, required delivery dates, combatant commander’s required delivery date, and destinations.



2) Support Planning: Support planning consists of determining the materiel and personnel requirements and priority of delivery to sustain forces in combat to accomplish the JSCP planning tasks.



3) Nuclear Planning: Time-phased nuclear requirements will be developed as force records in a stand-alone TPFDD file.



4) Transportation Planning: Transportation planning is conducted by the supported commander to resolve gross feasibility questions (e.g., time phasing) impacting strategic movement and embraces those aspects of plan development that involve the movement and reception of personnel, materiel, and equipment from POE to POD.  A subordinate step (4-A NEO Planning) has been included in transportation planning to identify the importance of non-combatant evacuation planning.



5) Shortfall Identification: The supported commander should continually identify transportation shortfalls throughout the planning process.




a) Force (unit) and non-unit related shortfalls would be submitted as a separate version of the TPFDD.




b) The supported commander may convene a plan development conference to develop initial closure profiles and feasibility assessments to determine if the closure of forces is adequate to meet the proposed concept of operations and if the planning is valid.




c) Options to overcome shortfall and limiting factors include:





(1) Refining priorities.





(2) Adjusting POEs, PODs, routing, and timing.





(3) Changing lift mode and/or source.





(4) Adjusting prepositioned forces or resources.





(5) Enhancing preparedness with base development.





(6) Seeking additional assets.





(7) Refining the Concept of Operations.

(8) Concluding contractual agreements or inter-Service support agreements.

(9) Arranging for host-nation support (HNS).

(10) Employing combinations of the above.



6) Transportation Feasibility Analysis: The supported commander conducts a gross transportation feasibility analysis during a plan development conference, or before submitting the TPFDD for refinement.



7) TPFDD Refinement: The TPFDD refinement process consists of several discrete steps that may be conducted sequentially or concurrently, in whole or in part.  The normal TPFDD refinement process consists of sequentially refining logistics and transportation data, through a series of conferences (typically a Forces Conference, Logistics Conference, and Transportation Conference), to develop a TPFDD file that supports a feasible and adequate plan.



8) Documentation: Concurrent with TPFDD refinement, the supported commander prepares the basic operation plan and all required annexes in the format prescribed in CJCSM 3122.03 (JOPES Vol. II).


d.  Phase IV – Plan Review:  (Objective: A CJCS approved plan). This is the final review of an operation plan – usually just OPLANs and, perhaps, some CONPLANs.  In this phase, all elements of the operation plan are assessed and validated.  The Joint Staff, in coordination with the Services, the SecDef’s office, and appropriate Defense agencies, reviews operation plans.  Note: In many cases, CONPLANs and FUNCPLANs will have been reviewed just once, during the last step in Phase II, Concept Development.  Since they are plans developed in “concept” and not fully developed plans, they often don’t go through Phase III, Plan Development and Phase IV, Plan Review.  

1) The review for adequacy determines whether the scope and concept of planned operations are capable of satisfying the JSCP tasking.  The review assesses the validity of the assumptions and ensures the combatant commander has developed an appropriate (read: adequate) plan.

2) The review for feasibility determines whether the assigned tasks could be accomplished using available, or apportioned, resources.  The primary factors considered are whether the resources made available for planning in the JSCP and Service planning documents are being used effectively or whether they are being exceeded.  To differentiate, the combatant commander’s plan may be adequate to accomplish the task, but not feasible because the combatant commander doesn’t have the resources to carry it out.

3) The review for consistency ensures the plans will incorporate appropriate joint doctrine as stated in approved and test publications contained in the Joint Publication System.  Incorporation of appropriate joint doctrine when preparing operation plans will ease crisis action planning and execution of operations.

4) The review for acceptability ensures the plans are proportional and worth the expected costs.  It joins with the criteria of feasibility in ensuring that the mission can be accomplished with available resources and adds the dimension that the plan can be accomplished without incurring excessive losses in personnel, equipment, materiel, time, or position.  Additionally, using this criterion, the plans are reviewed to ensure they are consistent with domestic and international law, including the Law of War, and are militarily and politically supportable.


e.  Phase V – Supporting Plans: (Objective: A family of plans). In this final phase, all required supporting plans are completed, documented, and validated.  Supporting plans, when required by the supported commander, will be submitted by the supporting command or agency to the supported commander within 60 days after CJCS approval of the supported plan.  Information in the supported plan need not be repeated in the supporting plan unless directed by the supported commander.  In the absence of Joint Staff instructions to the contrary, the supported commander will review and approve supporting plans. 


f.   A consolidated listing of the five phases, the major aspects of each phase, and the ultimate objective of each phase, is identified below.
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THIS IS PROVIDED IN YOUR LESSON OUTLINE.  IT IS ALSO FOUND IN JOPES, AFMAN 10-401 AND THE PURPLE BOOK.  IT IS A SUMMARY OF THE ENTIRE DELIBERATE PLANNING PROCESS.
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Build Slide:

Looking at this the other way, from the top down, the (build) President’s National Security Strategy and Objectives drive and are reflected in the Chairman’s (build) National Military Strategy.  The (build) JSCP then carries out that strategy by directing the CINCs to write operation plans using (build) JOPES.  JOPES is the tool we use to (build) develop the plans.
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Build Slide: We start with the JSCP that kicked off the deliberate planning phase number one.  Once the initial plan criteria have been established, phase two begins.  A six-step process, the concept development phase begins with (build) an analysis of the mission.  Things considered are the enemy’s capability, AOR geography, apportioned forces, tasks assigned, etc.  The product of this first step is a clear, concise mission statement.  The next step (build), planning guidance,  gives the CINC’s staff sufficient guidance to begin working on the COAs, and to provide planning guidance to the subordinate commands.  Often, this guidance will be spelled out in the CINC’s Planning Directive -- with tentative COAs, a planning schedule, mission statement, etc. -- a document usually handed out at the Initial/Preliminary Planning Conference.  Once guidance is provided in step two, the CINC’s staff, (build) starts working on the tentative COAs to determine their supportability.  A vitally important step, these (usually written) estimates lay the foundation for the rest of the plan, and will include mission statements, situation analysis, analysis of enemy COAs, conclusions and recommendations.  In step four, (build) commander’s estimate, the concept phase continues.  Here, the commander reviews and considers all the inputs from step three affecting the situation and arrives at a COA. Step five, (build) is the CINC’s Strategic Concept is an expanded Commander’s Estimate (step four) and formally proposes the CINC’s concept of operations for the plan.  It clarifies the intent of the CINC for deployment, employment and support of the forces, and it identifies target dates for their attainment.  Finally, the CINC’s Strategic Concept is sent to the JCS for review.  This last step in the Concept Development Phase (build), CJCS Concept Review, assesses if the CINC’s concept is sound, and weighs it against four criteria: Adequacy, Feasibility, Compliance, and Acceptability.
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+ SHOW OF FORCE

+ COUNTER TERRORISM

+ NEO OPERATIONS

+ RAIDS

+ STRIKES

+ COUNTER DRUG

+ SANCTIONS ENFORCEMENT

+ FON/SLOC PROTECTION

+ PEACE ENFORCEMENT

+ NO-FLY ZONE PROTECTION

+ COUNTER INSURGENCY

+ LIMITED CONV. CONFLICT

+ MAJOR THEATER WAR

+ INTERNATIONAL WAR

+ THEATER NUCLEAR

+ STRAT. NUCLEAR

+ PEACE MAKING

MILITARY OPERATIONS OTHER THAN WAR (MOOTW)

WAR

+ QUARANTINE

+ BLOCKADE

MAJOR WAR

OPLANs



PEACE                                                                                              COMBAT



LESSER CONTINGENCIES

CONPLANs





THEATER ENGAGEMENT

TSCPs                FUNCPLANs
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Build Slide -- Here is a continuum roughly showing the relationship of the various CINC missions to the type of planning involved.  The blue area shows primarily peacetime activities covered by the CINCs Theater Engagement Plans and Functional Plans.  As the missions become more intensified, we are in the range of smaller scale contingencies.  These will be covered by either Functional Plans or Concept Plans (ConPlans).  For MTWs the situation will be covered by either an OPlan or a ConPlan for the second of two MTWs.  
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JOINT OPERATION PLANNING PROCESSES

JOINT OPERATION PLANNING

DELIBERATE PLANNING

CRISIS ACTION PLANNING

- Conducted primarily in peacetime 

- Prepares for possible contingency

- Initiated by JSCP 

- Highly structured 5-phase process

- Many assumptions

- 12  months?

- Forces are apportioned

- Conducted in time-sensitive situations

- Planning on actual circumstances

- Initiated by Warning Order to Cbt Cdmr

- Flexible, adaptable 6-phase process

- Actual events, minimal assumptions

- Hours or days

- Forces are allocated

CAMPAIGN PLANNING



There are many differences between deliberate and crisis action planning; some which are stated here.

1. Deliberate planning is conducted in a relatively relaxed peacetime environment, while crisis action planning is conducted in a time crunch

2. Deliberate planning prepares for a “possible” contingency (e.g., a MTW), while crisis action planning is involved in an actual situation

3. Deliberate planning is initiated by the JSCP, as you’ve learned in the JSCP lecture.  Crisis action planning is kicked off by an event, but is formally started by one of the CJCS messages, usually a Warning Order.

4.  Deliberate planning is a relatively structured 5-phase process, while crisis action planning is more flexible and adaptable and may, in fact, back up within its six-phase process

5. Deliberate planning must be based on several assumptions.  Without assumptions, it is difficult for a planner to begin planning.  In CAP, however, most of the assumptions must disappear, or be satisfied. 

6.  Deliberate planning takes about 12 months to do (at least for the MTW plans); crisis action planning can take place in a matter of hours or days.

7.  In deliberate planning, forces are apportioned (as mentioned in the JSCP lecture.  In crisis action planning forces are allocated -- more on that in a later lecture.
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  - Consists of force (Combat, Combat Support & Combat

    Service Support) determination, force list development, 

  time-phasing, and shortfall identification

Phase III

Plan Development

Force

Planning

Support

Planning

Nuclear

Planning

Txportation

Planning

Shortfall

Ident.

Txportation

Feasibility

TPFDD

Refinement

Documen-

tation

  - Consists of determining the materiel and personnel

    requirements and priority of delivery to sustain

   combat forces

-  Developed as a separate TPFDD -- Nuclear planning

  not taught at CWPC   

  - Consists of sequentially refining forces, 

   logistics, and transportation data to develop

 an adequate and feasible OPLAN TPFDD file

  - Prepares (writes) the basic plan IAW the 

   format in JP 3122.03



STEP 1



	



STEP 2



STEP 3



STEP 4



	



STEP 5



STEP 6

	





STEP 7

	

STEP 8

	









   Transportation planning involves the

  movement and reception of personnel,

 materiel, and equipment from POE to

POD (strategic lift)  



Build Slide:  Assuming that the CINC’s Concept of Operations was approved by the JCS in Phase Two, the planning process moves onto Phase Three, Plan Development.  Here is where we are going to actually build the plan.  The first product we’ll see as we enter this third phase is the (build) Commander’s Letter of Instruction, or TPFDD LOI.  The CINC’s LOI lays down the rules for developing the plan, and will include things like: priority of air movement, apportionment of airlift capability, APOD/SPODs, CINs/PINs, RDDs, etc.  With the CINCs LOI, the JPEC can begin the process of developing the plan, starting with Step One, (build) Force Planning.  Force Planning is a major process of determining what forces are apportioned, where they are to be bedded down, the timing and routing from POE to POD, etc.  A full lecture on force planning, and a supporting exercises, will be given to you later.  Once the forces have been identified, then it’s time to provide sustainment for the combat and support forces.  This is done in step two of Plan Development, (build) Support Planning.  As the name suggests, Support Planning entail the determination of how much materiel, equipment, and replacement personnel are required to sustain the forces identified in Step One, Force Planning.  There are ADP programs that help us with this important task, and you’ll hear more about them in another lecture. The third step, (build) Nuclear Planning, is not taught here in CWPC.  It is usually done separately from the regular JPEC planning process.  For simplicity, I’ve combined the next three steps. (Build).  These have to do with the determination, or feasibility, of moving all the forces and sustainment identified in the first two steps from the Origin through the POE/POD and to the Destination.  Transportation Planning, Shortfall Identification, and Transportation Feasibility are an iterative process which ensures -- or attempts to ensure -- that we can move all the stuff through the necessary ports, and that we have enough strategic lift to support the deployment. Again, you’ll get a lecture on transportation planning, and get a taste of the complexities in a seminar exercise.  The next step, TFPDD Refinement, (build) is really an extension of transportation planning, because it’s the step where the TPFDD’s forces and logistics are further refined, with a goal of a feasible and adequate plan.  The final step, (build) Plan Development, involves the actual writing of the plan.  Here too, you’ll be provided a lecture. 










