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INSTRUCTOR:  SMSgt Tim Karsten
DESCRIPTION:  This lesson introduces Crisis Action Procedures (CAP) and the implementing orders that issue tasks, guidance, and decisions. 

OBJECTIVE:  The objective of this lesson is for each student to understand crisis action planning’s purpose and procedures.

SAMPLES OF BEHAVIOR: 

1. Define Crisis and Crisis Action Planning’s purpose.

2. Describe difficulties with crisis action planning.

3. Describe initial actions in response to a significant event.

4. Describe CAP course of action development activities.
5. Describe CAP detailed plan development activities.
6. Describe the actions initiated by the Execute Order.
REQUIRED READING: None

OPTIONAL READING: JOPES Vol. 1, Enclosure E; JOPES Vol. 3

REFERENCES:  Joint Publication 3-0, Doctrine for Joint Operations, Joint Publication 5-0, Doctrine for Planning Joint Operations; 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:  Joint operational planning is conducted either to prepare for a hypothetical crisis based upon the best available intelligence and directed by the CJCS, or as a result of a rapidly emerging situation.  Crisis Action Planning (CAP) is the JOPES means to plan for a rapidly emerging situation.  When planning for hypothetical crises, planners have time to learn responsibilities and establish relationships that are difficult to develop under the pressure of a rapidly emerging crisis. The planning activities are the same for both types of planning.  Planners develop the employment plan including the forces and resources required to conduct the operation; mobilization planning is conducted to determine the guard and reserve forces needed as well as the portions of the national economy required to support the operation; sustainment planning determine the supplies, equipment hardware, and additional personnel needed to maintain the operation; deployment planning integrates the deployment of the required forces and its sustainment to the operational theater;  and  both redeployment and demobilization planning are conducted while forces are deploying and continues until all forces return home.

1. Purpose and Definition of Crisis Action Planning: 

a. Crisis Definition: An incident or situation involving a threat to the United States, its territories, citizens, military forces, possessions, or vital interests that develops rapidly and creates a condition of such diplomatic, economic, political, or military importance that commitment of US military forces and resources is contemplated in order to achieve national objectives. (JP 5-0
b. CAP Definition: Time-sensitive planning for the deployment, employment, and sustainment of assigned and allocated forces and resources that occur in response to a situation that may result in actual military operations (JP 1-02).

c. Purpose of CAP:  CAP provides a flexible guide to rapidly translate national objectives into military capabilities. 

(1) An adequate and feasible military response to crisis demands a flexible adaptation of the basic planning process that emphasizes the time available, rapid and effective communications, and the use of previously accomplished planning.  

2. Difficulties faced during Crisis Action Planning:

a. Time available:  Time may be limited from hours to months.  Staffs can overcome the time crunch by preparation.  Developing standard CAP checklists addressing actions required and anticipated by each order.  The supported commander’s staff can aid tpfdd development by issuing a theater standard supplement to the tpfdd LOI. 

b. Training:  A rapidly developing situation does not provide an environment conducive to productive learning.  Staffs use planning initiated by the Joint Strategic Capabilities Plan (JSCP) to learn the planning process.

c. Participation:  Joint Planning and Execution Committee (JPEC) participation in planning may be limited due to security concerns.  Planners who know the process are able to join the planning effort as they are included in the planning team.

d. Flexible, adaptive, iterative:  The CAP process requires staffs to flex to the emerging situation, available resources, and leadership direction.  This requires staffs to understand there are no hard and fast methods that must be followed.  

3. Describe the initial actions in response to a significant event.

a. The joint force commander (JFC) maintains situational awareness and recognizes an event occurring and recognized as a possible threat to national security.  The JFC:

(1) Issues an or operational report(s) (OPREP-3) PINNACLE to advise the chain of command of the situation.

(a) May be voice message followed by written message.

(b) The combatant commanders may provide updates to the initial assessment.  The combatant commander provides additional assessments necessary for the President of the United States (POTUS) and or SECDEF to make decisions as the situation matures.  These assessments may include:

1. Forces available.

2. Expected time for earliest commitment of forces.

3. Major constraints on the employment of forces.

4. Recommended COA(s) if so it serves as the commander’s estimate. 

(2) Monitor the situation and open collaborative tools to present information to the JPEC.

(a) Maintaining situational awareness continues throughout the operation..  

b. The POTUS, SECDEF, and the CJCS evaluate the situation, and determine if a military option should be prepared.  The decision to develop a military option is announced through the CJCS warning order (WARNORD).

c. When issued the WARNORD:
(1) Lists objectives.

(2) Anticipated tasks.

(3) Pertinent constraints.

(4) Command relationships. 

(5) Allocates or requests supported commander’s assessment of major combat forces.
(6) Allocates or requests supported commander’s assessment of strategic lift.
(7) Changes to standing rules of engagement.

(8) Antiterrorism/force protection.

(9) Specific POTUS and/or SECDEF guidance.

4. Describe CAP course of action development activities.

a. During CAP the combatant commander may begin developing course of action (COA) at the onset of a crisis or when directed by the SECDEF through the CJCS via a warning order (WARNORD).  In either case there are five COA development activities.

(1) Mission Analysis:  Supported commander begins with the analysis of the assigned mission and results in the mission statement.  The mission statement clearly and concisely states the military operation’s purpose and objective.  The mission statement is the basis of all planning activities and is included in the planning guidance.

(2) Planning Guidance Development:  The supported commander’s staff develops and distributes alternative COAs for subordinate staff supportability estimates.  Collaborative tools are used to the maximum extent possible to ensure everyone understands the commander’s intent and combine their efforts to achieve unity of effort during the development of Staff Estimates.

(3) Staff Estimates:  Each of the supported commander’s staff elements develops and refines the alternative COAs from their perspective.  During their comparisons the staffs consider the mission, situation, and assumptions; analyze each COA for functional requirements; and concludes the COA that is most supportable.  Component staffs may be tasked to develop force requirements supporting the alternate COAs in time phased force deployment data (tpfdds).  Developing staff estimates is an iterative process and requires continual refinement and collaboration.  The staff estimates currently are:

(a) Personnel Estimate (J-1)

(b) Intelligence Estimate (J-2)

(c) Logistics Estimate (J-4)

(d) Command, Control, Communications, and Computer Systems Estimate (J-6)

(4) Commander’s Estimate:  The supported combatant commander describes the COAs considered, summarizes the commander’s evaluation of the COAs, and presents recommendations.  It provides the CJCS the essential information necessary for the POTUS and SECDEF to select a military COA.  The Commander’s Estimate includes:

(a) Situation and Courses of Action.

(b) Analysis of opposing Courses of Action.

(c) Comparison of Own Courses of Action.

(d) COA recommendation.

(5) Course of Action Selection:  The Commander’s Estimate is reviewed by the CJCS.  COAs may be refined, revised, or a new COAs developed as the situation matures.  The CJCS provides recommendations and advice on the COAs to the POTUS and SECDEF.   If the POTUS or SECDEF would like to have multiple COAs developed further and time permits, a CJCS planning order (PLANORD) may be issued.  If they decide to develop a particular COA, a CJCS alert order (ALERTORD) is issued through the CJCS.  Upon the release of the PLANORD or ALERTORD detailed planning activities intensify.
5. Describe CAP detailed plan development activities.

a. The supported commander publishes the operations supplemental instructions to the standard TPFDD Letter of Instruction (LOI) providing procedures for the deployment, replacement, and redeployment of the operation's forces.  The LOI provides instructions and direction to the commander’s components, supporting commanders, and other members of the JPEC.  These AOR specific instructions describe theater-specific force deployment planning and execution procedures for the operation such as intratheater lift constraints, validation windows that deviate from the standard TPFDD LOI for reasons such as overflight clearance, aerial port of embarkation (APOE)/debarkation(APOD) and seaport of embarkation (SPOE)/debarkation (SPOD) requirements, additional validation procedures, etc. The supported commander should publish these AOR-specific instructions on the local JOPES webpage. 
b. Once the COA selection is announced through a CJCS JOPES message the 72-hour tpfdd clock starts.  The 72-hour tpfdd clock requires the first seven days of movement requirements be developed within 72-hours of COA selection.  The ULNs deploying in the first seven days must contain accurate passenger (PAX) information and cargo to the level four detail.  To meet this stringent objective, planning efforts initially concentrates on the forces required in place during those fist seven days.

c. During CAP plan development, the supported combatant commander in collaboration with subordinate and supporting commanders either, expand an approved or directed COA into a detailed operation order (OPORD) with a sourced tpfdd from:  An existing OPLAN; an existing CONPLAN, or developing an OPORD with a tpfdd from scratch when there is no pre-existing OPLAN.  The virtual, collaborative planning environment is a valuable resource for crisis action planning.  These plan development activities may overlap, be accomplished simultaneously, or be repetitive.

(1) Concept of Operations (CONOPS) Development:  The supported commander and subordinate operational commanders expand the approved COA into an executable CONOPS.  

(2) CONOPS Review and Approval:  The CONOPS is approved and forwarded to the CJCS for review.  The Joint Staff reviews the CONOPS and provides their recommendations to the CJCS.   The POTUS and SECDEF may also review the CONOPS.  The result of the CJCS review is forwarded to the supported commander for incorporation into plan development.

(3) Force Planning:  The forces required are determined by the operational effects the JFC wants to generate in the CONOPS.  These effects are sequenced to support the operational phases.  Targets are selected that will generate the effects.  The means of impacting the targets (kinetic vs. non-kinetic) are selected.  The forces, combat support and combat service support forces (expeditionary combat support for the Air Force) required to impact those targets and support the operational effects are entered into the tpfdd as force requirements.  The component commander’s staffs prioritize the force arrival into theater and develop the tpfdd that reflects these priorities. Associated support is also included in the tpfdd.  These forces are then sourced with actual units.  Reserve call-up requirements are determined.  

(4) Sustainment Planning:  Theater stock levels of all classes of supply and equipment as well as personnel replacement pool must be established.  These actual supplies, equipment, and replacement personnel may need to be included in the tpfdd (not as CINs or PINs) to ensure transportation of these requirements.
(5) Nuclear-Planning:  These time phased force records are developed in a stand-alone tpfdd.
(6) Transportation Planning:  Transportation planning is conducted by the supported command and USTRANSCOM.  The Supported Commander’s J-4 (Logistics) allocates lift (strategic and theater), normally in number of short or measurement tons per day, between the component commanders.  USTRANSCOM assists the Supported Commander develop the TPFDD LOIThey resolve transportation feasibility issues impacting strategic and intra-theater movement.  
(7) Shortfall Identification:  The supported commander must identify planning shortfalls throughout the planning process.   If additional forces are required the supported commander may submit a request for forces to the CJCS to mitigate those shortfalls.
(8) Transportation Feasibility Analysis:  A tpfdd is considered transportationally feasible when tpfdd required delivery dates do not exceed the ability of the available lift assets to deliver the forces.  
(a) The supported commander analyzes deployment; joint reception, staging, onward movement, and integration (JRSO&I); and theater distribution of forces, equipment and supplies.
(b) USTRANSCOM assesses the strategic leg of the tpfdd for transportation feasibility.
(c) The supported commander is responsible for declaring the plan end-to-end executable.
(9) TPFDD Development:  Force and sustainment requirements are phased, refined, and integrated and prepared for validation.  TPFDD development continues throughout the deployment and supports force redeployment as well. 
(10) Documentation:  As the tpfdd is finalized the supported commander’s staff completes the documentation of the completed transportation feasible OPORD.  The OPORD and its tpfdd are submitted to the CJCS for review.  
(11) Plan Review and Approval:  The POTUS and SECDEF may review the OPORD following the CJCS review.  The CJCS informs the supported commander to make adjustments if the situation changes or the OPORD is contrary to POTUS or SECDEF guidance.  
(a) The POTUS or SECDEF make the decision to execute the operation, place planning on hold, cancel planning pending resolution through some other means, or return to pre-conflict conditions.
(12) Supporting Plans:  Supporting OPORDs are completed by the supported components and commanders as directed by the supported commander.
6. Execution begins when the President or SECDEF decides to execute a military option in response to a crisis.  The President or SECDEF authorizes the CJCS to issue an Execute Order (EXORD) that allocates forces to the supported combatant commander(s).  The EXORD also directs the supported combatant commander to initiate military action and conduct military operations.  Execution continues until the crisis is terminated or the mission is completed.  If the crisis is prolonged, the process may be repeated continuously as circumstances and missions change.

a. The CJCS EXORD directs the deployment and employment of forces, defines the timing for the initiation of operations, and conveys guidance not provided earlier.  

b. The supported combatant commander:

(1) Issues an EXORD to subordinate and supporting commanders that directs the execution of their OPORDs.  

(2) Monitors movements, assesses and reports the achievement of objectives, directs action needed to ensure successful completion of military operations, and continues planning as necessary.  

(3) Oversees the development of the redeployment tpfdd.

c. Subordinate and supporting commanders execute their OPORDs and conduct operations to accomplish assigned missions.  

d. At any time during CAP the POTUS or SECDEF may issue a deployment preparation order or deployment order (DEPORD) through the CJCS to:

(1) Increase the deployability posture of units.

(2) Decrease deployability posture of units.

(3) Deploy forces.

(4) Redeploy forces.

(5) Direct any other action that would signal planned US military action or its termination in response to a particular crisis event or incident

e. Deployment preparation orders or DEPORDs may be incorporated within JOPES orders, if appropriate, and approved by the SECDEF.  They may be issued at any point in the CAP development process.

f. The CJCS monitors the deployment and employment of forces, acts to resolve shortfalls, and directs action needed to ensure successful completion of military operations. 

g. USTRANSCOM manages common‑user global air, land, and sea transportation, reporting the progress of deployments to the CJCS and the supported combatant commander.  

7. Summary:  Crisis Action Planning is the most challenging of all military functions; people’s lives are in the balance.  Failure to properly plan for force employment, their sustainment, its movement into and within the theater or adapting to the emerging situation invites disaster.  Since our future adversaries are always observing our operations, Air Force planners are challenged to be more prepared and innovative than their predecessors.
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