THE MILITARY DECISION MAKING PROCESS





	Decision making is knowing if to decide, then when and what to decide. It includes understanding the consequence of decisions. Decisions are the means by which the commander translates his vision of the end state into action.





	Decision making is both science and art. Many aspects of military operations--movement rates, fuel consumption, weapons effects--are quantifiable and, therefore, part of the science of war. Other aspects--the impact of leadership, complexity of operations, and uncertainty regarding enemy intentions--belong to the art of war. 





	The military decision making process (MDMP) is a single, established, and proven analytical process. (See Figure M-1.) The MDMP is an adaptation of the Army's analytical approach to problem solving. The MDMP is a tool that assists the commander and staff in developing estimates and a plan. While the formal problem- solving process described in this chapter may start with the receipt of a mission, and has as its goal the production of an order, the analytical aspects of the MDMP continue at all levels during operations. 





	The MDMP helps the commander and his staff examine a battlefield situation and reach logical decisions. The process helps them apply thoroughness, clarity, sound judgment, logic, and professional knowledge to reach a decision. The full MDMP is a detailed, deliberate, sequential, and time-consuming process used when adequate planning time and sufficient staff support are available to thoroughly examine numerous friendly and enemy courses of action (COAs). This typically occurs when developing the commander's estimate and operation plans (OPLANs), when planning for an entirely new mission, during extended operations, and during staff training designed specifically to teach the MDMP.





	The MDMP is the foundation on which planning in a time-constrained environment is based. The products created during the full MDMP can and should be used during subsequent planning sessions when time may not be available for a thorough relook, but where existing METT-T factors have not changed substantially.  





	The MDMP relies on doctrine, especially the terms and symbols (graphics) found in FM 101-5-1. The use of approved terms and symbols facilitates the rapid and consistent assessment of the situation and creation and implementation of plans and orders by minimizing confusion over the meanings of terms and symbols used in the process.





The advantages of using the complete MDMP instead of abbreviating the process are that--





• It analyzes and compares multiple friendly and enemy COAs in an attempt to identify the best possible friendly COA. 


• It produces the greatest integration, coordination, and synchronization for an operation and minimizes the risk of overlooking a critical aspect of the operation. 


• It results in a detailed operation order or operation plan.





The disadvantage of using the complete MDMP is that it is a time-consuming process.
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Figure M-1. The military decision making process





	











ROLES OF THE COMMANDER AND STAFF 





	The commander is in charge of the military decision making process and decides what procedures to use in each situation. The planning process hinges on a clear articulation of his battlefield visualization. He is personally responsible for planning, preparing, and executing operations. From start to finish, the commander's personal role is central: his participation in the process provides focus and guidance to the staff. However, there are responsibilities and decisions that are the commander's alone (Figure M-1). The amount of his direct involvement is driven by the time available, his personal preferences, and the experience and accessibility of the staff. The less time available, the less experienced the staff, and the less accessible the staff, generally the greater the commander involvement.  





	The commander uses the entire staff during the MDMP to explore the full range of probable and likely enemy and friendly COAs, and to analyze and compare his own organization's capabilities with the enemy's. This staff effort has one objective--to collectively integrate information with sound doctrine and technical competence to assist the commander in his decisions, leading ultimately to effective plans.





	The CofS (XO) manages, coordinates, and disciplines the staff's work and provides quality control. He must understand the commander's guidance because he supervises the entire process. He ensures the staff has the information, guidance, and facilities it needs. He provides time lines to the staff, establishes briefback times and locations, and provides any unique instructions.





	By issuing guidance and participating in formal and informal briefings, the commander and CofS (XO) guide the staff through the decision making process. Such interaction helps the staff resolve questions and involves the entire staff in the total process. The selected course of action and its implementing operation order are directly linked to how well both the commander and staff accomplish each phase of the MDMP.





THE ROLE OF RECONNAISSANCE DURING THE PLANNING PROCESS





	The commander and staff deploy reconnaissance assets early in the planning process to facilitate early collection. However, reconnaissance assets should not be launched without using, as a minimum, the reconnaissance planning factors found in step 9 of mission analysis.   The commander and staff analyze the information collected and incorporate it into the planning process. They ensure reconnaissance is continuous during the planning of, preparation for, and execution of, the mission. Information collected during reconnaissance may result in initial plans or COAs having to be modified or even discarded. The earlier the need for modifications can be identified, the easier they can be incorporated and synchronized into the plan. Further, when the plan changes, the commander must modify his reconnaissance objective to support the new plan.





	An effective leader's or staff reconnaissance can assist significantly in developing COAs. Conducted early in the planning process, it can help confirm or deny the commander's and staff's initial assessments. It may also allow them to immediately focus on a specific COA, or eliminate COAs that the reconnaissance shows to be infeasible. This reconnaissance may be a map reconnaissance or a physical reconnaissance of the terrain. 





	When conducting a reconnaissance with the staff, the commander must determine if the benefits outweigh the risks. During defensive operations, the reconnaissance can be conducted with little risk. During offensive operations, personal reconnaissance involves more risk and may not be practical. Then the commander and staff may have to rely on the command's reconnaissance assets. 





THE MILITARY DECISION MAKING PROCESS MODEL





	The military decision making process has seven steps (Figure M-2). Each step of the process begins with certain input that builds upon the previous steps. Each step, in turn, has its own output that drives subsequent steps.  Errors committed early in the process will impact on later steps.





Step 1. Receipt of Mission


Step 2. Mission Analysis


Step 3. Course of Action Development


Step 4. Course of Action Analysis


Step 5. Course of Action Comparison


Step 6. Course of Action Approval


Step 7. Orders Production












































Figure M-2. Steps in the MDMP





	Estimates go on continuously to provide important inputs for the MDMP. The commander and each staff section do estimates.   Estimates are revised when important new information is received or when the situation changes significantly. They are conducted not only to support the planning process but also during mission execution. 





Receipt of Mission





	The decision making process begins with the receipt or anticipation of a new mission. This can either come from an order issued by higher headquarters, or derive from an ongoing operation. For example, the commander determines that he has the opportunity to accomplish his higher commander's intent significantly different from the original course of action because of a change in enemy disposition. This may cause him to plan for a significantly different course of action. 





	As soon as a new mission is received, the unit's operations section issues a warning order to the staff alerting them of the pending planning process. Unit SOPs identify who is to attend, who the alternates are, and where they should assemble. Providing supporting and attached units copies of the unit SOP ensures they will understand what is expected of them during the process. 





	The staff prepares for the mission analysis immediately on receipt of a warning order by gathering the tools needed to do mission analysis. These include--





• Higher headquarters' order or plan, with graphics. (When possible, each staff officer receives a copy of the order or plan to assist in fully understanding mission requirements.)


• Maps of the area of operations.


• Both own and higher headquarters' SOPs.


• Appropriate FMs (especially FM 101-5-1). 


• Any existing staff estimates.





	Staff officers should develop a generic list of requirements for particular types of missions to help them prepare for the mission analysis process.  





	Staff officers must constantly update their staff estimates and other critical information. This information allows them to develop assumptions that are necessary to the planning process. Staff officers must be aggressive in obtaining this information. 





	Reporting of this information must be a push system versus a pull system. Subordinate units must rapidly update their reports as the situation changes. Good reporting SOPs must be developed, practiced, and enforced. 





	Once the new mission is received, the commander and the staff must do a quick initial assessment. It is designed to optimize the commander's use of time while preserving time for subordinate commanders to plan and complete combat preparations. This assessment --





• Determines the time available from mission receipt to mission execution.


• Determines the time needed to plan, prepare for, and execute the mission for both own and subordinate units. 


• Determines the intelligence preparation of the battlefield (IPB). 


• Determines the staff estimates already available to assist planning.





Additional factors to consider are--





• Ambient light requirements for planning, rehearsals, and movement. 


• The staff's experience, cohesiveness, and level of rest or stress.





	The critical product of this assessment is an initial allocation of available time. The commander and the staff must balance the desire for detailed planning against the need for immediate action. The commander must provide guidance to subordinate units as early as possible to allow subordinates the maximum time for their own planning and preparation for operations. This, in turn, requires aggressive coordination, de-conflicting, integration, and assessment of plans at all levels, both vertically and horizontally. 





	As a general rule, the commander allocates a minimum of two-thirds of available time for subordinate units to conduct their planning and preparation. This leaves one-third of the time for the commander and his staff to do their planning. They use the other two-thirds for their own preparation.





	Time, more than any other factor, determines the detail with which the staff can plan. Once time allocation is made, the commander must determine whether or not to do the full MDMP, or to abbreviate the process.





	The commander then issues his initial guidance (not to be confused with commander's guidance, Step 15, mission analysis). Although brief, it includes--





• How to abbreviate the MDMP, if required  


• Initial time allocation. 


• Liaison officers to dispatch. 


• Initial reconnaissance to begin. 


• Authorized movement. 


• Additional tasks the commander wants the staff to accomplish. 





	The last step in the mission receipt phase is to issue a warning order to subordinate and supporting units. This order must include as a minimum the type of operation, the general location of the operation, the initial time line, and any movement or reconnaissance to initiate.   Warning orders facilitate parallel planning. Parallel planning means that several echelons will be working on their MDMP concurrently. This is essential to speed up the process for subordinate units and allow subordinates the maximum time to conduct their own planning. Parallel planning relies on accurate and timely warning orders and a full sharing of information between echelons as it becomes available. Parallel planning is a routine procedure for the MDMP. 





MISSION ANALYSIS





	Mission analysis is crucial to the MDMP. It allows the commander to begin his battlefield visualization. The result of mission analysis is defining the tactical problem and beginning the process of determining feasible solutions. It consists of 17 steps, not necessarily sequential, and results in the staff formally briefing the commander. (See Figure M3) In addition to the staff 's mission analysis, the commander conducts his own mission analysis so that he has a frame of reference to assess the staff's work. During mission analysis, estimates continue. Anticipation, prior preparation, and a trained staff are the keys to a timely mission analysis.


Step 1. Analyze the higher headquarters' order.


Step 2. Conduct initial intelligence preparation of the battlefield (IPB).


Step 3. Determine specified, implied, and essential tasks.


Step 4. Review available assets.


Step 5. Determine constraints.


Step 6. Identify critical facts and assumptions.


Step 7. Conduct risk assessment.


Step 8. Determine initial commander's critical information requirements (CCIR).


Step 9. Determine the initial reconnaissance annex.


Step 10. Plan use of available time.


Step 11. Write the restated mission.


Step 12. Conduct a mission analysis briefing.


Step 13. Approve the restated mission.


Step 14. Develop the initial commander's intent.


Step 15. Issue the commander's guidance.


Step 16. Issue a warning order.


Step 17. Review facts and assumptions.








      				Figure M-3. The steps in mission analysis





Step 1.  Analyze the Higher Headquarters' Order





	The commander and his staff thoroughly analyze the higher headquarters' order to establish horizontal and vertical nesting, not just for maneuver, but also for all combat support and combat service support. This step is to ensure they completely understand--





	• The higher headquarters'-- 


		- Commander's intent. 


 		- Mission, including tasks, constraints, risk, available assets, and area of operations. 


 		- Concept of the operation, including the deception plan. 


 		- Time line for mission execution. 


	• The missions of adjacent (to include front and rear) units and their relation to higher headquarters' plan. 


	• The assigned area of operations.


	


	Staffs periodically misinterpret the higher headquarters' mission, intent, and guidance, resulting in wasted time. If confused by the higher headquarters' order or guidance, the staff must seek clarification immediately. Liaison officers (LNOs) who are familiar with the higher headquarters' plan can assist by attending and participating in the planning process.














Step 2.  Conduct Initial Intelligence Preparation of the Battlefield (IPB)





	The IPB is a systematic, continuous process of analyzing the threat and the effects of the environment on the unit. It identifies facts and assumptions that determine likely threat COAs. The IPB supports the commander and staff and is essential to estimates and decision making. It provides the basis for intelligence collection and synchronization to support COA development and analysis. It is a dynamic staff process, driven by the commander, that continually integrates new information into the process.





	To facilitate parallel planning, the G2 (S2) of the higher headquarters must provide all intelligence products to subordinate units as soon as they are usable, even if only partially complete. The higher headquarters G2 (S2) should have most intelligence products near completion prior to the orders briefing. 





	The G2 (S2) should not wait until after the orders briefing to release these products. If parallel planning is to occur, and the planning process is to be IPB-driven, this is the only way it can be conducted in a timely fashion. Again, an experienced LNO can contribute significantly by providing warning orders to the unit and passing all intelligence products as soon as they become available.





	The IPB is the commander's and each staff officer's responsibility; the G2 (S2) does not do the entire IPB himself. Staff officers must assist the G2 (S2) in developing the situation template (SITTEMP) within their own areas of expertise. 





The intelligence preparation of the battlefield--





	• Defines the battlefield or operational environment in order to identify the characteristics of the environment that influence friendly and threat operations, to help determine the area of interest (AI), and to identify gaps in current intelligence. 


	


	• Describes the battlefield's effects, including the evaluation of all aspects of the environment with which both sides must contend, to include terrain and weather and any infrastructure and demographics in the area of operations. 


	


	• Evaluates the threat by analyzing current intelligence to determine how the threat normally organizes for combat and conducts operations under similar circumstances. This step results in a doctrinal template that depicts how the threat operates when unconstrained by the effects of the environment. 


	


	• Using the results of the previous steps, and the effects of the specific environment in which the enemy currently operates, determines the threat's possible COAs and arranges them in probable order of adoption. They are expressed as SITTEMPs, which include all combat multipliers the enemy will use. SITTEMPs must be done prior to the mission analysis briefing; they are used to brief the commander on likely enemy COAs. The G2 (S2) develops and war-games these threat COAs during COA analysis. 





	The G2 (S2), with staff assistance, continues the IPB, developing event templates from SITTEMPs. The event template is not required for the mission analysis briefing. However, it should be done prior to the staff's COA development as it will help them identify where specific enemy activities may occur.





	The results of the initial IPB are the modified combined obstacle overlay and enemy SITTEMPs. Once completed, the products of the IPB are updated and used throughout the operation. The initial IPB should also result in an initial intelligence-collection plan and may result in the launching of available reconnaissance assets to help fill in gaps in the intelligence picture. (However, this follows the process in Step 9 of mission analysis.)





Step 3.  Determine Specified, Implied, and Essential Tasks 





	Specified tasks are those specifically assigned to a unit by its higher headquarters. Paragraphs 2 and 3 of the higher headquarters' order or plan state specified tasks. Specified tasks are also found in annexes and overlays. CS and CSS units may find them in paragraphs 4 and 5 also. 





	Implied tasks are those that must be performed to accomplish a specified task, but which are not stated in the higher headquarters' order. Implied tasks are derived from a detailed analysis of the higher headquarters' order, the enemy situation and courses of action, and the terrain. Analysis of the unit's current location in relation to its future area of operations provides insights into implied tasks that may be required to perform specified tasks. Additionally, an analysis of the doctrinal requirements for each specified task may provide implied tasks. Only those implied tasks that require allocation of resources should be retained.





	Once staff officers have a list of specified and implied tasks, they ensure they understand each task's specific requirements. After analyzing specified and implied tasks, they present to the commander for his approval a tentative list of tasks that must be executed to accomplish the mission. These tasks are the essential tasks.





Step 4.  Review Available Assets 





	The commander and staff examine additions to and deletions from the current task organization, support relationships, and status (current capabilities and limitations) of all units. They consider the relationship between specified and implied tasks and available assets. From this they determine if they have the assets to perform all specified and implied tasks. If there are shortages, they identify additional resources needed for mission success. The staff needs to pay particular attention to deviations from what the commander considers his normal task organization.














Step 5.  Determine Constraints 





	A higher commander normally places some constraints on his subordinate commanders that restrict their freedom of action. Constraints can take the form of a requirement to do something (for example, maintain a reserve of one company) or a prohibition on action (for example, no reconnaissance forward of a line before H-hour). The commander and his staff must identify and understand these constraints. They are normally found in the scheme of maneuver, the concept of operations, and coordinating instructions. 





Step 6.  Identify Critical Facts and Assumptions





	The staff gathers two categories of information concerning assigned tasks--facts and assumptions. Facts are statements of known data concerning the situation, including enemy and friendly dispositions, available troops, unit strengths, and material readiness. 





	Assumptions are suppositions about the current or future situation that are assumed to be true in the absence of facts. They take the place of necessary, but unavailable, facts and fill the gaps in what the commander and staff know about a situation. An assumption is appropriate if it meets the tests of validity and necessity. Validity means the assumption is likely to be true. "Assuming away" potential problems, such as weather or likely enemy options, would result in an invalid assumption. Necessity is whether or not the assumption is essential for planning. If planning can continue without the assumption, it is not necessary and should be discarded. When possible, assumptions are cleared with higher headquarters' plan. Assumptions are replaced with facts as soon as possible. 





To determine assumptions, planners should--





• List all appropriate assumptions received from higher headquarters. 


• State expected conditions over which the commander has no control but which are relevant to the plan. 


• List conditions that would invalidate the plan or its concept of operations. 





Step 7.  Conduct Risk Assessment





	The commander and staff identify accident risk hazards and make an initial assessment of the risk level for each hazard. The commander also makes an initial assessment of where he might take tactical risk.   





Step 8.  Determine Initial Commander's Critical Information Requirements (CCIR)





	The CCIR identify information needed by the commander to support his battlefield visualization and to make critical decisions, especially to determine or validate courses of action. They help the commander filter information available to him by defining what is important to mission accomplishment. They also help focus the efforts of his subordinates and staff, assist in the allocation of resources, and assist staff officers in making recommendations. The CCIR should be limited to 10 or less to enhance comprehension. The CCIR directly affect the success or failure of the mission and they are time-sensitive in that they drive decisions at decision points. The key question is, "What does the commander need to know in a specific situation to make a particular decision in a timely manner?"





	The commander alone decides what information is critical, based on his experience, the mission, the higher commander's intent, and input from the staff. The staff nominates information requirements (IR) to become CCIR. CCIR are situation-dependent and specified by the commander for each operation. He must continuously review the CCIR during the planning process and adjust them as situations change. During the MDMP, CCIR most often arise from the IPB and war gaming. 





	The CCIR are normally expressed as priority intelligence requirements (PIR)--information about the enemy; essential elements of friendly information (EEFI)--information needed to protect friendly forces from the enemy's information-gathering systems; and friendly forces information requirements (FFIR)--information about the capabilities of his or adjacent units.





Step 9.  Determine the Initial Reconnaissance Annex





	Based on the initial IPB and CCIR, the staff, primarily the G2 (S2), identifies gaps in the intelligence available and determines an initial reconnaissance and surveillance plan to acquire information based on available reconnaissance assets. The G3 (S3) turns this into an initial reconnaissance annex to launch reconnaissance assets as soon as possible to begin their collection effort. This initial reconnaissance annex should contain, as a minimum:





• The area of operations for reconnaissance. 


• Mission statement. 


• Task organization. 


• Reconnaissance objective. 


• PIR and IR. 


• Line of departure (LD)/line of contact (LC) time. 


• Initial named areas of interest (NAIs). 


• Routes to AO and passage of lines instructions. 


• Communications and logistics support. 


• Fire support measures. 


• Medical evacuation.





	This annex sets reconnaissance in motion. As more information becomes available, it is incorporated into a complete reconnaissance annex to the operation order (OPORD).   As these assets collect information, and other intelligence sources fill in gaps, taskings to reconnaissance assets must be updated to reflect new CCIR.














Step 10.  Plan Use of Available Time





	The commander and his staff refine their initial plan for the use of available time. They compare the time needed to accomplish essential tasks to the higher headquarters' time line to ensure mission accomplishment is possible in the allotted time. They also compare the time line to the enemy time line developed during the IPB. From this they determine windows of opportunity for exploitation or times when the unit will be at risk from enemy activity. 





	The commander and staff specify when and where they will conduct the briefings that result from the planning process and when, where, and in what form they will conduct rehearsals. The commander can maximize available planning time for his own and subordinate units by sending additional warning orders as detailed planning develops. This allows parallel planning by subordinate units. The commander also uses LNOs to stay abreast of changes at higher headquarters.





Step 11.  Write the Restated Mission





The CofS (XO) or G3 (S3) prepares a restated mission for the unit based on the mission analysis. The restated mission must contain all elements of a mission statement: 





• Who (what types of forces) will execute the action? 


• What type of action (for example, attack, defend) is contemplated? 


• When will the action begin? 


• Where will the action occur (area of operations and objectives)?


• How will the commander employ available assets? The how should indicate the probable tasks of maneuver units two echelons down. 


• Why (for what purpose) will each force conduct its part of the operation? 





	The element of what states the essential tasks. The restated mission will include on-order missions; be-prepared missions will be in the concept of operations.





Step 12.  Conduct a Mission Analysis Briefing





	Time permitting, the staff briefs the commander on its mission analysis using the following outline:





• Mission and commander's intent of the headquarters two levels up. 


• Mission, commander's intent, concept of the operation, and deception plan or objective of the headquarters one level up. 


• Initial IPB products. 


• Specified, implied, and essential tasks.


• Constraints on the operation. 


• Forces available. 


• Hazards and their risk. 


• Recommended initial CCIR. 


• Recommended time lines. 


• Recommended restated mission.





	The mission analysis briefing should not be a unit readiness briefing. Staff officers must know the status of subordinate and supporting units and brief relevant information as it applies to the situation. The staff should develop standardized charts to monitor and consolidate this type of data to assist the commander in obtaining a quick snapshot of his unit. 





	The mission analysis briefing is given to both the commander and the staff. This is often the only time the entire staff is present, and the only opportunity to ensure that all staff members are starting from a common reference point. Mission analysis is critical to ensure thorough understanding of the task and subsequent planning.





	The briefing focuses on relevant conclusions reached as a result of the mission analysis. This helps the commander and staff develop a shared vision of the requirements for the upcoming operation. 





Step 13.  Approve the Restated Mission





	Immediately after the mission analysis briefing, the commander approves a restated mission. This can be the staff's recommended restated mission, a modified version of the staff's recommendation, or one that the commander has developed himself. Once approved, the restated mission becomes the unit's mission.





Step 14.  Develop the Initial Commander's Intent





	During the mission analysis, the commander develops his initial intent for the operation. After reviewing the mission analysis briefing and the restated mission, he modifies his intent statement if necessary.





	The commander's intent is a clear, concise statement of what the force must do to succeed with respect to the enemy and the terrain and to the desired end state. It provides the link between the mission and the concept of operations by stating the key tasks that, along with the mission, are the basis for subordinates to exercise initiative when unanticipated opportunities arise or when the original concept of operations no longer applies. If the commander wishes to explain a broader purpose beyond that of the mission statement, he may do so. Intent is normally expressed in four or five sentences and is mandatory for all orders. The mission and the commander's intent must be understood two echelons down.





	Key tasks are those that must be performed by the force, or conditions that must be met, to achieve the stated purpose of the operation (paragraph 2 of the OPORD or OPLAN). Key tasks are not tied to a specific course of action, rather they identify that which is fundamental to the force's success. In changed circumstances, when significant opportunities present themselves or the course of action no longer applies, subordinates use these tasks to keep their efforts supporting the commander's intent. The operations’ tempo, duration, and effect on the enemy, and terrain that must be controlled, are examples of key tasks.





	The commander's intent does not include the "method" by which the force will get from its current state to the end state. The method is the concept of operations. Nor does the intent contain "acceptable risk." Risk is stated in the commander's guidance and is addressed in all courses of action. If purpose is addressed in the intent statement, it does not restate the "why" (purpose) of the mission statement. Rather, it is a broader purpose that looks beyond the why of the immediate operation to the broader operational context of the mission.





	The commander personally prepares his intent statement. When possible he delivers it, along with the order, personally. Face-to-face delivery ensures mutual understanding of what the issuing commander wants by allowing immediate clarification of specific points. 





	Commanders from company level up prepare an intent statement for each OPORD or OPLAN. The intent statement at any level must support the intent of the next higher commander. For any OPORD or OPLAN, there is only one commander's intent--that of the commander. Annexes (and their subordinate appendixes, tabs, and enclosures) to the OPORD or OPLAN do not contain an intent statement; they contain a concept of support. For example, the Fire Support Annex to an OPORD will contain a concept of support, but not an intent statement. However, the OPORD issued to an artillery battalion supporting a maneuver brigade contains the intent statement of the artillery battalion commander. 





	The intent statement in an OPORD or OPLAN is after the heading for paragraph 3, Operations, and before paragraph 3a, Concept of Operations. The intent statements of the next two higher echelon commanders are contained in paragraph 1b of the OPORD or OPLAN to ensure that the staff and supporting commanders understand the intent two echelons up. At battalion level and higher, the order, containing the intent, is also written. This decreases the chances of misunderstanding. 





Step 15.  Issue the Commander's Guidance





	After the commander approves the restated mission and states his intent, he provides the staff with enough additional guidance (preliminary decisions) to focus staff activities in planning the operation. This guidance is essential for timely COA development and analysis. By stating the planning options he does or does not want them to consider, he can save staff members time and effort by allowing them to concentrate on developing COAs that meet the commander's intent. The commander's guidance may be written or oral.





	The commander's guidance must focus on the essential tasks supporting mission accomplishment. The guidance emphasizes in broad terms when, where, and how he intends to mass his combat power to accomplish the mission according to his higher commander's intent. Commander's guidance should include priorities for all combat, CS, and CSS elements and how he envisions their support of his concept. The amount of detail in the guidance depends on the time available, the staff's level of proficiency, and the flexibility the next higher commander provides. Guidance that is broad and general in nature provides the staff maximum latitude, allowing a proficient staff to develop flexible and effective options. As time becomes more constrained, the commander's guidance must become more specific and directive. The more detailed the guidance, the more quickly the staff can complete the plan. However, this increases the risk of overlooking or insufficiently examining things that might affect mission execution. See Appendix B for information that can be included in detailed guidance.





	If, during the estimate process, the commander has identified one or more decisive points, or an action he considers decisive, he should convey this to the staff. This should be a point where an enemy weakness allows maximum combat power to be applied, leading to mission accomplishment. This point can be a location on the ground, a time, or an event. It is not an end state, but a point where decisive results can be achieved. The commander can describe it verbally, with a sketch, or on a map. It should explain how he visualizes the array of forces at the decisive point, what effects he sees it having on the enemy, and how these effects will lead to mission accomplishment.





As a minimum, the commander's guidance should address--





• Specific courses of action to consider or not to consider, both friendly and enemy, and the priority for addressing them. 


• The CCIR. 


• The reconnaissance guidance. 


• Risk guidance. 


• Deception guidance. 


• Fire support guidance. 


• Mobility and countermobility guidance. 


• Security measures to be implemented. 


• Additional specific priorities for combat support and combat service support. 


• Any other information the commander wants the staff to consider. 


• The time plan. 


• The type of order to issue. 


• The type of rehearsal to conduct.





Step 16.  Issue a Warning Order





	Immediately after the commander gives his guidance, the staff sends subordinate and supporting units a warning order that contains, as a minimum--





• The restated mission. 


• The commander's intent. 


• The unit's AO (a sketch, an overlay, or some other description). 


• The CCIR. 


• Risk guidance. 


• Reconnaissance to be initiated by subordinate units. 


• Security measures. 


• Deception guidance. 


• Mobility and countermobility guidance. 


• Specific priorities. 


• The time plan. 


• Guidance on rehearsals.





Step 17.  Review Facts and Assumptions 





	During the rest of the decision making process, the commander and staff periodically review all available facts and assumptions. New facts may alter requirements and analysis of the mission. Assumptions may have become facts or may have become invalid. Whenever the facts or assumptions change, the commander and staff must assess the impact of these changes on the plan and make the necessary adjustments.








�
MISSION ANALYSIS CONSIDERATIONS





	The following is a methodology for logistics planners as they go through the decision making process. As part of the process, the five basic questions logistics planners and operators should always be able to answer are- 


Where are we on the battlefield?


Why are we here?


How do we support from here?


How do we get support from here?


When, to where, and in what sequence do we displace to ensure continuous operations?


	This methodology is based on the customer and the customer’s needs.  In short, there are five areas that must be addressed:  requirement, capability, shortfall, analysis, and solution model.  The shortfall portion will, of course, be ignored, but if there is not shortfall, the rest of the model and the methodology remain valid.  This methodology can be answered is a reflection of the planner’s position and organization.  The intent is that the major Army command (MACOM) (corps, division, etc.) staff officer tell the support command what the mission is, not how to do it.





Requirements


1.	What method is used to determine logistics requirements (for example, personnel density, equipment density, planning factor, OPTEMPO, combination, etc.)?


2.	What are the sources of the requirements determination calculations (for example, OPLOGPLN, FM 101-10-1/2, the G1/G4 Battle Book, historical data, Support Operation’s excel spreadsheet (CSSEST.xls) etc.)?


3.	What is your customer list for this requirement.


Will it change during the operation?


4.	Identify implied logistics tasks based on the tactical plan.


What are the ramifications of river crossings, pauses, deep attacks, etc.?


5.	Is there an NBC threat?


6.	What do you need?


7.	How long will you need it?


8.	Where do you need it?


9.	What do you need to put it there (example, fuel bladders/bags, rough-terrain container handlers, forklifts, cranes, etc.)?





10. How will you get it there?


11. When do you need it there?


How long will it take to get it there?


12. How soon will it be available to move there?


Where is it coming from?


What do you need to do with it before moving it where you need it?  (For example, does it have to be containerized, broken down, segregated, separated, disassembled, configured, or reconfigured before movement?)


				-- How long will that take?


				-- What are the requirements for that?


13. Does it have to move again after it gets there? (For example, is it a GS-GS transaction?  GS-DS?  DS-DS?  DS-user?)


Who will move it from there?


14. What are the competing demands for this requirement?


15. What is required to off-load it when it gets there?


16. Does anything need to be done with it once it gets there?  (For example, does it have to be unpacked, assembled, etc.?)


17. What has to be done to move it once it is there?


18. Does this requirement have special employment considerations (for example, require a large, level area of land or a fresh water source; be located near an MSR; need refrigeration; require dedicated transportation; etc.)?


19. How often will the commodity, supply, or service be required?


How often must it be replenished?


20. Does the requirement have preparatory activities (for example, engineers to berm a bag farm, airfield matting for FARPs, or road and pad construction for a CSA)?


What is the expected duration of the required preparation?


How do you request the preparation and who approves it?  (For example, engineer work has to be approved through channels.)


What support is required for the preparatory activities?


Are there options?














Capabilities


1.	What available units can fulfill the requirement?


2.	What is the basis of allocation for the unit that has the necessary capability?  (For example, is its basis of allocation one per corps or division, or is it based on supported populations or expected equipment densities?)


3.	Is more that one unit required to provide the capability?  [For example, the POL supply company is usually employed with the medium truck company (POL).]


4.	What are the overall receipt, storage, and issue requirements for my area of support for this particular commodity, supply, or service?


5.	Are receipts and issues  exclusive capabilities?  (For example, can a unit receive, store, and issue so much of a particular commodity, or can it only receive or store or issue or rewarehouse so much of a particular commodity?)


6.	Will this capability be used to weight the battle logistically?


7.	What is the total STON/gallon/other distribution capability by mode?  Line-haul?  Local haul?  Other?


What distribution planning factors were used?


8.	How many locations require this capability?


9.	Are any units with this capability already committed?


10. Are any units with this capability due in?  When?


11. Do units depend on other units to function?  (For example, to perform their missions, some mode transportation units must bring cargo to a cargo transfer company.)


12. Can a unit deploy elements (sections or platoons) to place the capability where it is required?


13. Does the unit have unique management/employment considerations?





Comparison/Shortfall


1. 	If there is no shortfall, go to the analysis portion of this methodology.


2.	Which requirements exceed capabilities?


3.	For requirements that exceed capabilities, is it overall or in a particular are, region, or time?


4.	How much is the shortfall in terms of units of measurement (STON, gallons, square feet)?


5.	What does the shortfall equate to in terms of DOS?


6.	At what point in the battle is the requirement expected to exceed the capability?


7.	What is the type of shortfall?  Is it a supply availability shortfall, a resource (equipment, MHE, personnel, facilities, man-hours, etc.) shortfall, or a distribution shortfall?





Analysis


	The analysis process has to occur for all support operations even if there is no shortfall.  The log planner has to determine how to support the operation.


1.	What is the earliest the support operation can begin?


2.	What is the latest the support operation can begin?


3.	Is it better to be early or late?


4.	What is the purpose of the support?  (For example, is the purpose to build stocks at GS, to sustain a force for a given period of time at DS, or to resupply a user?


5.	Will support be provided from a fixed location or from a forward logistics element?


6.	What is a shortfall’s significance?


7.	What is the shortfall’s potential impact?


8.	What is the shortfall’s expected duration?


9.	What caused the shortfall (battle loss, time-phased force deployment sequence, etc.)?


10. If the shortfall is a supply availability shortfall, consider the following:


Is the shortfall only at this level or is it at higher levels as well?


Is it a result of higher commands’ efforts and support priorities?


Is the supply available at other echelons and, if so, where?


-- How long will it take to get here?


Is there an acceptable alternative, a substitute, or an alternative source of supply?


11. If the shortfall is a resource shortfall (equipment, MHE, personnel, facilities, man-hours, etc.), consider the following:


Can similar resources be diverted or obtained from somewhere else?  (For example, a cargo transfer company can supplement a CSA with lift, given proper supervision and technical assistance.)


Is host nation support a viable alternative?


How specialized is the shortfall resource?  (For example, it is easier to train an MA specialist than it is to train a doctor.  It is easier to find an automotive mechanic than it is an M-1 fire control specialist.)


Can a secondary MOS be used?


Does a sister service or coalition partner have the capability?














12. If the shortfall is a distribution shortfall, consider the following:


Is the shortfall due to a lack of assets or to a time-distance problem?


Does the shortfall capability require special distribution requirements?


Are there any alternative distribution modes?


What are the alternative mode requirements?  (For example, a pipeline requires continuous pump and hose/pipeline maintenance and engineer support to lay the pipeline, etc.)


Are host nation distribution assets available?


Are sister service/coalition assets available?


			-- Are they compatible?  (For example, European and SWA host nation fuel tankers are metric and require a coupler adapter to interface US tankers or bags.)


Are there any airfields, field landing strips, or helipads near the requirement?


13. How will logistics capabilities be echeloned forward?


Which units will be tasked to establish forward logistics bases?





Solutions


1.	Determine the most workable solutions based on analysis.


2.	Integrate with other support operations and commodities.


	To put this methodology into context, there must be some continuity between the tactical decision making process and the logistic planning process.  Each of the model’s categories (requirements, capabilities, shortfalls, analyses, and solutions) must have any associated, necessary, and valid assumptions stated up front.


�
STAFF ESTIMATES





	Mission analysis, facts and assumptions, and the situation analysis (of the area of operations, area of interest, and enemy, friendly, and support requirements) furnish the structure for the staff estimate. The estimate consists of significant facts, events, and conclusions based on analyzed data. It recommends how to best use available resources. Adequate, rapid decision making and planning hinge on good, timely command and staff estimates. They are the basis for forming viable courses of action. Failure to make estimates can lead to errors and omissions when developing, analyzing, and comparing COAs. 





	This appendix discusses the qualities that are essential to staff estimates, and the types of estimates. Further, it provides a generic staff estimate to standardize the way staff members construct their estimates.





ESSENTIAL QUALITIES OF ESTIMATES 





	Commanders control battlefield tempo by making and executing decisions faster than the enemy. Therefore, commanders must always strive to optimize time available. They must not allow estimates to become overly time-consuming. However, they must be comprehensive and continuous and must visualize the future.





	Comprehensive estimates consider both the quantifiable and the intangible aspects of military operations. They translate friendly and enemy strengths, weapons systems, training, morale, and leadership into combat capabilities. The estimate process requires a clear understanding of weather and terrain effects and, more important, the ability to visualize the battle or crisis situations requiring military forces. Estimates must provide a timely, accurate evaluation of the unit, the enemy, and the unit's area of operations at a given time.





	The demand on the C2 system is continuous as opposed to cyclical. Estimates must be as thorough as time and circumstances permit. The commander and staff must constantly collect, process, and evaluate information. They update their estimates--





When the commander and staff recognize new facts. 


When they replace assumptions with facts or find their assumptions invalid. 


When they receive changes to the mission or when changes are indicated.





	Estimates for the current operation can often provide a basis for estimates for future missions as well as changes to current operations. Technological advances and near-real-time information estimates ensure that estimates can be continuously updated. 





	Estimates must visualize the future and support the commander's battlefield visualization. They are the link between current operations and future plans. The commander's vision directs the end state. Each subordinate unit commander must also possess the ability to envision the organization's end state. Estimates contribute to this vision.


�
TYPES OF ESTIMATES





	The commander and his staff make estimates that apply to any operational situation and all levels of command. They use estimates to look at possible solutions to specific operational missions and requirements. These estimates can form the cornerstone for staff annexes to orders and plans. 





	The coordinating staff and each staff principal develop facts, assessments, and information that relate to their functional field or operating system. Types of estimates generally include, but are not limited to--





The commander's estimate. 


Operations estimate. 


Personnel estimate. 


Intelligence estimate. 


Logistics estimate. 


Civil-military operations estimate. 


Signal estimate. 


Special staff estimates.





	Normally, commanders and staffs do not produce written estimates. Units normally do staff estimates by exception, graphically representing data and statistics on charts to assist the commander in decision making.





Commander's Estimate





	The commander's estimate, like the operations estimate, is an analysis of all the factors that could affect a mission. The commander integrates his personal knowledge of the situation, his analysis of METT-T factors, the assessments of his subordinate commanders, and any relevant details he gains from his staff. 





	Estimate analysis includes risk assessment, force protection, and effective utilization of all resources. The estimate also includes visualizing all reasonable COAs and how each COA would affect friendly forces.





	The commander's and operations estimates generally follow the same format. However, the commander's estimate deals more with assessing the intangibles of training, leadership, and morale and it results in a decision. The commander uses his personal estimate as a cross-check of his staff's estimates. 




















Operations Estimate





	The G3 (S3) prepares the operations estimate, which considers all elements that can influence the unit's current operations and feasible future courses of action. It results in a recommendation to the commander. To prepare this estimate, the G3 (S3) must understand--





The commander's intent (one and two echelons above). 


The risk assessment. 


The current task organization (two echelons below). 


The unit's status, such as locations, combat capabilities (including level of training,. effectiveness, degree of mobility, type of equipment, radiation exposure, and limitations), and current missions. 


The availability and capabilities of joint assets, such as air support, naval gunfire, or amphibious assets. 


Other information, such as location, status, and mission of flank and supporting units.





Personnel Estimate





	The G1 (S1) prepares the personnel estimate, which is an analysis of how all human resources and personnel factors impact soldier and unit effectiveness before, during, and after the mission. It includes a current overall personnel status of the organization, its subordinate units, and any attached or supporting elements. Personnel status includes assessments of the following tangible and intangible factors:





Medical evacuation and hospitalization. 


Unit-strength maintenance. 


Replacements. 


Soldiers' readiness. 


Organizational climate. 


Cohesion. 


Discipline, law and order.





	The personnel estimate predicts losses (where and when losses could occur) and when, where, and if such losses cause the culmination of an operation. It contains the G1's (S1's) conclusions and recommendations about the feasibility of supporting major operational and tactical missions.





Intelligence Estimate





	The G2 prepares the intelligence estimate. Both the G2 (S2) and the G3 (S3) examine the area of interest to identify intelligence-collection needs. 














Logistics Estimate





	The G4 prepares the logistics estimate, which provides an accurate and current assessment of the CSS situation of the organization, its subordinate units, and any attached or supporting elements. The logistics estimate is an analysis of how service support factors can affect mission accomplishment. It contains the G4's (S4's) conclusions and recommendations about the feasibility of supporting major operational and tactical missions. This estimate includes how the functional areas of supply, transportation, services, maintenance, labor, facilities, and construction affect various COAs.





Civil-Military Operations Estimate





	The G5 (S5) prepares the civil-military operations (CMO) estimate in relation to the situation and his functional responsibilities.





Signal Estimate





	The G6 (S6) prepares the communications estimate in relation to the situation and his functional responsibilities.





Special Staff Estimates





	Each special staff officer creates his own staff estimate in relation to the situation and his functional responsibilities. A staff officer may also make such estimates when performing dual roles, for instance, when he functions as both a subordinate unit commander and a special staff officer.





STAFF ESTIMATE FORMAT





	The single generic staff estimate format, shown below, standardizes the way staff members construct estimates. The G2 (S2) (with input assistance from all staff members) will still conduct and disseminate the initial intelligence preparation of the battlefield as a separate product.





1.  MISSION.  Restated mission resulting from the mission analysis. 





2.  SITUATION AND CONSIDERATIONS. 





	a.  Characteristics of area of operation. 





		(1)  Weather. How will different military aspects of weather affect specific staff area of concern and resources? 





		(2)  Terrain. How will aspects of the terrain affect specific staff areas of concern and resources?


 


		(3)  Other pertinent facts. Analyses of political, economic, sociological, and psychological factors and infrastructure, as they relate to the area.





	b.  Enemy Forces. Enemy dispositions, composition, strength, capabilities, and COAs as they affect specific staff area of concern. 





	c.  Friendly Forces. 





		(1) Friendly courses of action. 





		(2)  Current status of resources within staff area of responsibility. 





		(3)  Current status of other resources that affect staff area of responsibility. 





		(4) Comparison of requirements versus capabilities and recommended solutions. 





		(5)  Key considerations (evaluation criteria) for COA supportability.





	d.  Assumptions.





3.  ANALYSIS.  Analyze each COA using key considerations (evaluation criteria) to determine advantages and disadvantages. 





4.  COMPARISON.  Compare COAs using key considerations (evaluation criteria). Rank order COAs for each key consideration. Comparison should be visually supported by a decision matrix. 





5.  RECOMMENDATION AND CONCLUSIONS. 





	a.  Recommended COA based on the comparison (most supportable from specific staff perspective). 





	b.  Issues, deficiencies and risks with recommendations to reduce their impacts.





�
 








TASK FORCE LOGISTICS ESTIMATE





1.  At the TF level a logistics estimate is an analysis of logistic factors affecting mission accomplishment.  TF logistics planners use these estimates to recommend courses of action and to develop plans to support selected concepts of operation.  These estimates (prepared by the TF S4 and S1) are rarely formal, written documents.  They may only address the key concerns of the TF logistics planners.  Critical areas such as the status of supply Classes III, IV, and V; and the operational status of tanks, BFVs, and other combat vehicles.


2.  The TF logistics planners can play an important role in the brigade level estimate process.  The brigade S4 and FSB Support Operations Officer should work with the brigade customers to identify information needed to support logistics estimate preparation at the brigade staff/FSB level.


The following are typical questions that should be answered at the TF level.


What is the current and projected status of maintenance, supply, and transportation?


How much of what is needed to support the operation?


How will it get to where it is needed?


What external (FSB) support is needed?


Can the requirements be met using LOGPAC operations or are other techniques necessary?


What are the shortfalls and negative impacts?


What TF courses of action can be supported?


�
SAMPLE FORMAT FOR A CSB/FSB/MSB LOGISTICS ESTIMATE








	The following is a simplified format for preparation of a CSB, MSB or FSB logistics estimate.  This format provides a method for determining requirements, comparing the requirements to current capabilities, and identifying shortfalls.  It uses the tactical logistics functions to compartmentalize the analysis of support requirements.  





	It can be used by the support operations officer to determine direct support requirements and supplement the G4/S4 logistics estimate or as a stand alone logistics estimate (estimating unit and DS requirements).  This format is useful for logistical analysis and subsequent comparison of each course of action (COA) during a supported unit’s mission analysis process (i.e. in support of the brigade’s MDMP).  When each COA is analyzed separately a clearer picture of the advantages and disadvantages of each can be developed.  Normally some type of decision matrix is used to compare the courses of action and facilitate reaching the best recommendation to the commander.  See FM 101-5, Staff Organization and Operations for additional information.	











LOGISTICS ESTIMATE TO OPLAN 001-000A 





1.  MISSION.   Clearly state the mission of the unit you are directly supporting.  For the CSB or MSB this may be the proposed mission statement of the support battalion or the mission statement of the of the corps troops slice (CSB) or division (MSB).    





2.  COMMANDER’S INTENT.  Clearly state the tactical commander’s intent.  May be copied from another order (i.e. brigade).  This may require adaptation for the CSB or MSB.  This paragraph is intended to provide direction for the support operations officer.  It may be a synopsis of the commander’s guidance.





3.  SPECIFIED, IMPLIED, AND ESSENTIAL TASKS.  List all specified, implied, and essential tasks taken from the mission statement and the commander’s intent.  These tasks may need to be subdivided by phases, depending upon the length and complexity of the COA.  These tasks provide the initial analysis of tasks to be conducted by the support battalion.   





4.  FACTS AND ASSUMPTIONS.  List facts and assumptions pertinent to the estimate.  Facts are statements of known data concerning the situation, including available troops, unit strengths, and material readiness.  Assumptions are suppositions about the current or future situation, which are assumed to be true in the absence of facts.  For simplicity, facts and assumptions may be listed as part of a specific annex under paragraph 5.  Assumptions should include planning factors used to support requirements, i.e. gallons, per man, per day; water and combat profiles for class V and maintenance.














5.  LOGISTICS SITUATION.  Address each tactical logistics function as an annex.  List the annexes with a short discussion (a brief synopsis of the major concerns) in the base document to provide a quick reference for COA comparison.





     a.  MAN/SUSTAIN (see annex A) Briefly address any major concerns.


     b.  ARM (see annex B) Briefly address any major concerns.


     c.  FUEL (see annex C) Briefly address any major concerns.


     d.  FIX (see annex D) Briefly address any major concerns.


     e.  MOVE (see annex E) Briefly address any major concerns.





6.  CONCLUSION.  State whether or not the mission is logistically supportable.  Paraphrase major logistical problems and possible ways to overcome them.  If it is addressed as a problem here it must be addressed in the appropriate annex.





The discussion in the annexes below focuses on the FSB and the brigade.  Some adaptation is required for annexes at  the CSB and MSB level.





ANNEX A 


MAN/SUSTAIN





1.  MAN


	a.  Capabilities.


	     List current personnel situation of the brigade, by battalion if necessary.  List out critical MOS shortages, morale and expected time and quantity of replacements (from personnel estimate).  





	b.  Requirements.


	      Show loss data for the operation with expected RTD and WIA data, and total loss to the unit.  Show all mathematical calculations in an appendix, to include combat profiles.





	c.  Shortfall.


	      Analyze the impact of the WIAs/RTDs on the FSMC and BASs, to include their ability treat, hold, and evacuate.  Discuss the impact of class VIII shortages on the mission of the FSMC.  Include an analysis of total losses and expected replacements and the impact on the mission (done by the S-1).  Also discuss possible ways to overcome shortfalls.





2.  SUSTAIN


	a.  Capabilities.


	     List status and capabilities for class I, II, III(P), IV, VI, VII, X, water and field services.  Show any critical shortages for each class of supply.  Capabilities should be consistent with the type or phase of the operation, i.e. FSB during movement vs. FSB operational in the BSA.








	�
b.  Requirements.





	      Show consumption rates, total consumption and resupply rates for each class of supply listed above.  Differentiate between unit and DS requirements for clarity, ex. UBLs.





	c.  Shortfall.


	      Clearly address shortfalls and their impact on the mission for each class of supply.  Briefly discuss possible ways to overcome shortfalls.





ANNEX B


ARM





1.  Capabilities.


 	List current class V status, CSR, critical shortages and ATP capabilities.





2. Requirements.


	Show RSR vs. CSR by day and the profile used.  Only show ammunition that is impacted by the CSR.  Other ammunition consumption rates or supporting data would be included in an appendix.





3.  Shortfall.


	Address RSR shortfalls, when they will occur, and the impact on the mission.  Also address distribution and resupply problems, if there are any.  Briefly discuss ways to overcome shortfalls.





ANNEX C


FUEL





1.  Capabilities.


	Show the current on hand status of Class III (b) in the brigade.  Depict brigade fuel assets, FSB fuel assets, and current OR rate for both.  Address refuel capabilities, i.e. # of ROM kits, use of pipelines, railcars, aerial bulk fuel delivery systems, and collapsible drums.  Availability of fuel types (mogas, JP4, etc.)





2.  Requirements..


	Show fuel usage by phase or other definable control measure for the brigade.  Use matrix format.  Include mathematical calculations in an appendix.





LD TO PL APPLE�
10 HOURS�
 200 KM�
100,000 GALLONS�
�
PL APPLE TO AP CUT�
  5 HOURS�
 100 KM�
50,0000 GALLONS�
�
AP CUT TO OBJECTIVE�
  2 HOURS�
   50 KM�
25, 0000 GALLONS�
�
TOTAL�
17 HOURS�
 350 KM�
175,000 GALLONS�
�



�
3.  Shortfall. 





	Clearly discuss fuel usage vs. capacity and identify the culminating point (the point where the brigade will run out of fuel if it does not receive augmentation).  Also, discuss the impact of time/distance to known resupply points and the impact on the mission.  Discuss possible ways to overcome the shortfalls.





ANNEX D


FIX





1.  Capabilities.  


	Show current maintenance posture for the brigade combat systems using a matrix. List the critical class IX shortages that may affect the brigade, the ASL 0 balance rate, current and future maintenance priorities, repair times, recovery and evacuation policy and critical maintenance equipment shortages.





2.  Requirements.


	Use a matrix to show combat and critical logistic system losses and returns by day or by phase.  Show systems whose losses are significant.  Show other calculations in an appendix.





VEH  AUTH/OH �
PHASE I  FMC/%�
PHASE II FMC/%�
PHASE III FMC/%�
TOTAL LOSS/FMC%�
�
M1     58/58�
58/100%�
 52/90%�
48/83%�
10/83%�
�



3.  Shortfall.


	Address the total vehicle losses in terms the commander can understand, i.e. tank company equivalents.  Address the repair and return numbers based on workload for the UMCPs and DS contact teams, and their ability to meet the requirements.  Also, address the impact of class IX shortages and the impact of losing recovery and evacuation assets.





ANNEX E


MOVE





1.  Capabilities.


	Show current status of supplemental transportation assets; who they are and their capability.  Consider the weather and terrain and their potential impact on cargo carrying capabilities and mobility of vehicles.  Address MSRs in the area, travel time and distance between key logistics nodes,  and movement priorities.





2.  Requirements.


	Identify transportation requirements and shortfalls by phase.  Transportation requirements should show class of supply, short tons, and # of pallets and # of trucks required to move them (should come from other annexes).  Identify HET requirements based on the number of systems that need to be evacuated by phase.  Identify requirements to move CSS assets.





�
3.  Shortfall.





	Address all transportation shortfalls and their impact on the mission.  The MSB should also address movement of the MSB assets with the TMT company and the impact on the TMT company’s ability to perform other missions.  Additionally, address the status of the MSRs and possible congestion.  Briefly discuss ways the shortfalls can be overcome. 


�
FORMAT AND INSTRUCTIONS FOR DEVELOPING/BRIEFING 


A CONCEPT OF SUPPORT 





INTRODUCTION





After the commander selects a specific COA, the staff communicates this decision by publishing the operation plan/order (OPLAN/OPORD). The G4, with input from the other logistic staff elements (G1, G5, surgeon, finance and personnel officers, and the support command) will prepare paragraph 4 of the plan. This paragraph contains CSS information as follows�





1. Paragraph 4a is the concept of support. This concise, but comprehensive, paragraph tells the maneuver commander and his primary staff those critical or unusual logistic actions that will occur before, during, and after the battle to support the concept of the operation.





2.  Additional subparagraphs can be used to provide more detailed CSS information by functional area. Usually, however, these subparagraphs are omitted, and this detailed information is published as part of the service support order to the plan. The G4 prepares this order with input from the other logistic staff elements.





The G4 also can prepare a CSS overlay to show supported units supply route locations and supporting logistic organizations. Finally, routine, doctrinal, or constant information is incorporated into the unit tactical standing operating procedures (TSOP) to avoid repetition.





DEVELOPMENTAL GUIDELINES





1.  General rules for paragraph 4a.





a.  Use language that is clear, concise, and comprehensive. Avoid technical terminology.





b.  Focus on what the non�CSS commander needs to know about how the operation will be sustained. This makes paragraph 4a the logistic equivalent to the concept of the operation.





c.  Consider the tactical logistic functions in the context of actions accomplished before, during, and after the operation. The operative term is consider. The intent is not to address each function unless it is critical or unusual. If the operation is phased, then the logistic support for the during portion of the concept of support should also be structured by phase.





d.  The concept of support establishes priorities of support for before, during, and after the operation. The commander establishes these priorities in his intent statement (e.g., main effort) and in the concept of the operation (paragraph 3). This could include prioritizing such things as personnel replacements; maintenance and evacuation, by unit and by system (aviation and surface systems would be given separate priorities); fuel and/or ammunition; road network use by unit and/or commodity; and any resource subject to competing demands or constraints.





e.  Synchronize the concept of support with the concept of the operation.





d.  Formations comprised of units that are not part of the same organization or, as a minimum, don't have habitual relationships may not share a common TSOP and may require a more lengthy concept of support. Conversely, the more comprehensive the TSOP, the briefer the concept of support.





f.  The more complex the operation (a multi-phased operation or operations conducted by larger formations), the more critical the synchronization of CSS.





g.  Routine, doctrinal, or constant information is not included in the concept of support. It is incorporated into the unit TSOP.





h.  Detailed and numerical data relevant to the operation, and of primary interest to unit logistic personnel, may be in another subparagraph of 4 or in the service support order.





2.  CSS planners need to review the concept of support and ensure it meets the commander's needs. There are several basic questions the CSS planner should ask.





a.  Is the concept of support easily understood, and is it comprehensive and concise?





b.  Does it provide a visualization (word picture) of the overall concept of support?





c.  Is the concept of support synchronized with and does it support the concept of the operation (paragraph 3)?





d.  Does it consider, and address as required, the logistic functions in the context of before, during, and after (or by phase for phased operations)'?





e.  Does it establish priorities of support for before, during, and after the operation, and do these priorities correlate with the priorities established in the commander's intent, paragraph 3, and other directives from higher?





f.  It is written for the non�CSS commanders and their primary staffs and focused for supported units?





g.  Does it address all critical, non�SOP, or unusual aspects of support?





h.  Does it apply to FM 100�5 logistic characteristics?


�
SOURCES OF INFORMATION FOR DEVELOPING THE CONCEPT OF SUPPORT





The logistician actively participating in the military decision making process facilitates the development of the concept of support. Specifically, during mission analysis, the CSS planner determines the units' current materiel and personnel posture before the operation begins. This, with the commander's priorities, determines which units and items of equipment should receive priority before the operation.





The war gaming and quantitative analysis portions of COA analysis highlight critical and/or unusual logistic requirements and determine support priorities for during and after the operation. By its very nature, war gaming facilitates logistic synchronization with the concept of the operation.





There are numerous other information sources for the concept of support. These include:





1.  Commander's guidance and intent.





2.  Concept of the operation.





3.  Higher headquarters concept of support, service support order or plan (if applicable), and CSS overlay.





4.  Maneuver System (MCS) screens and/or other locally generated status charts.





5.  Lessons learned data and historical perspectives to see how others successfully, or unsuccessfully, supported other similar operations.





6.  The unit's battle book.





AREAS OR ITEMS TO CONSIDER UNDER EACH LOGISTIC FUNCTION





The areas of consideration listed below are not intended as an all�encompassing checklist and may not always be applicable. They are intended, rather, as a point of departure for CSS planners developing a concept of support. Although the items are considered, they are not necessarily addressed in the concept of support unless they are critical. non�SOP. or unusual.





1.  Items for overall consideration





a.  Support boundaries, support areas, and support relationships.





b.  Priorities of routes/events (timing).





c.  Support of attached or detached forces [cavalry, light infantry, covering force units, out of sector support, heavy/light force mixes, etc. (if required)].





d.  CSS actions in assembly areas, staging areas, and attack positions (if any).





e.  Programmed locations and projected displacements of logistic support units and areas.





f.  Support provided by/to higher or adjacent units or other unusual support arrangements; e.g., refuel on the move (ROM), caches, Army Special Operations Forces (ARSOF) unique requirements, etc.





g.  CSS actions in support of security and/or deception plans and/or operations.





h.  Foreign nation support (FNS) and/or host nation support (HNS) arrangements.





i.  CSS task organization (CSS units' capability versus supported units' requirements).





j.  Unusual and/or critical impact of weather, terrain, and security on CSS operations.





k.  Special considerations for joint (sister service) or combined (allied) CSS operations.





2.  Items to consider before, during, and after.





a.  Manning:  Personnel status and replacement operations; e.g., weapon system replacement operations (WSRO). Projected casualties and their effect on combat readiness. Requirements for mortuary affairs operations and support. Significant risks. Others.





b.  Arming:  Basic load status.  Operational loads. Required supply rate (RSR) versus controlled supply rate (CSR). Ammunition prestocking arrangements. Forecasted requirements. CSR sub allocation. Ammunition transfer point (ATP), ammunition supply point (ASP), and corps storage area (CSA) locations (only general locations, grids on the CSS overlay). Distribution methods. Combat�configured loads (CCLs). Emergency resupply procedures. Expenditure restrictions (e.g., no more than what percent of the CSR may be expended to support the covering force?). Monitoring and reporting requirements. Explosive ordnance disposal (EOD) support, field storage requirements, and missile maintenance. Significant risks. Others.





c.  Fueling:  Current status (in vehicles and bulk carriers/storage). Anticipated requirements. En route requirements/operations. Bulk refueling procedures. ROM. Forward area rearm/refuel point (FARP) operations. Refuel assets. Systems capabilities. Distribution plan and methods. Fuel allocations. Displacement of refueling assets. Significant risks. Others.





d.  Fixing:  Maintenance priorities (air, ground). Anticipated workload (battle damage and maintenance failure rates/projections). Battle damage assessment and repair (BDAR) procedures. Establish or adjust priorities. Maintenance repair time lines. Controlled substitution or cannibalization procedures. Maintenance support team (MST) employment. Locations/displacements of maintenance/repair part supply units. Support from other sources. WSRO procedures. Distribution methods for classes VII and IX. Evacuation procedures (could, in some cases, also include recovery procedures). Significant risks. Others.





e.  Moving:  Transportation requirements (logistic versus tactical).  Movement and route use priorities (units and CSS). Traffic control requirements. Transportation unit/asset displacements. Support from other sources. Throughput operations. Trailer transfer arrangements. Alternate modes of transportation; e.g., rail, FNS. Cargo transfer/terminal operations. Security of lines of communication (LOC). Supply routes. Route maintenance requirements. Mode selection, heavy�equipment transporter (HET) priorities, and back haul priorities. Others.





f.  Sustaining Soldiers and Their Systems:  Personnel services. Establishing or adjusting personnel and medical support priorities. Locations of medical treatment facilities. Evacuation procedures for killed in action (KIA)/wounded in action (WIA). Enemy prisoner of war (EPW) procedures. Friendly confinement requirements/procedures. Finance services. Field services. Reconstitution. Classes of supply I, II, IV, VI, and VIII. Distribution methods of supply point or unit. Support from other sources. Refugees. Quality of life of the soldier and his family. Significant risks. Others.





CONCEPT OF SUPPORT FORMAT





The intent of the concept of support is not to "boilerplate" unnecessary information. It is to think through the specific application of logistic to the concept of the operation and craft a word picture that non�CSS commanders and their primary staffs can easily understand.





While each of the logistic functions are listed under before, during, and after the operation, each should be considered and then addressed only if the support arrangement is critical, non�SOP, or unusual. Additional CSS information manning (personnel service support), sustaining the soldier (personnel services, combat health support, quality of life, general supply support, and field services), arming, fueling, fixing, and moving may be in subparagraphs or in a separate service support order.





SERVICE SUPPORT ANNEX





Concept of support.





This paragraph will provide an overall visualization of the concept of support. Its intent is to provide the non�CSS commanders and their primary staffs a visualization, or word picture, of how the operation will be logistically supported. If the information pertains to the entire operation, include it in this subparagraph. If it pertains to more than one unit, address it here and change it in the ensuing subparagraphs when needed. This could include:





A brief synopsis of the support command mission. Support command headquarters/support area locations, including locations of next higher logistic base(s), if not clearly conveyed in the CSS overlay. The next higher's support priorities and where our unit fits into those priorities. Priorities, if they remain the same throughout the operation. Unit(s) in the next higher CSS organization supporting our unit. Significant/unusual CSS issues that impact on the overall operation phases. Any significant risks.





1.  Before -- Priorities:  By unit. For personnel replacements. Maintenance/recovery and evacuation priorities (by unit and equipment type). Route use. Manning. Arming. Fueling. Fixing. Moving (priorities should be by unit and commodity). Sustaining soldiers and their systems.





2.  During. 





a.  Address it if it is different or changes from the before. (The during portion of the concept of support would also be phased if the concept of the operation is phased.)





b.  Priorities:  By unit. For personnel replacements. Maintenance/recovery and evacuation priorities (by unit and equipment type). Route use. Timing. Manning. Arming. Fueling. Fixing. Moving (priorities should be by unit and commodity). Sustaining the soldier. Critical decision points.





3.  After. 





a.  Address it if it is different or changes from the before and the during.





b.  Priorities:  By unit. For personnel replacements. Maintenance/recovery and evacuation priorities (by unit and equipment type). Route use. Manning. Arming. Fueling. Fixing. Moving (priorities should be by unit and commodity). Sustaining the soldier. Reconstitution. WSRO. Preparing for future operations/post conflict termination support.





�



BRIEFING THE CONCEPT OF SUPPORT





The logistician's role in the overall OPLAN/OPORD briefing is to brief the concept of support, but he must first understand the general concept of the operation and the commander's intent. This briefing facilitates the communication of the concept of support to the commander and the subordinate commanders. The concept of support briefing should address the critical, non�SOP, or unusual aspects of logistic support in the context of before, during, and after and the critical aspects of the logistic functions. Doctrinal, usual, or SOP matters should not be addressed unless there is a deviation in support relationships or normal methods. The CSS planner briefs the concept of support, working through the operation from before or after. This briefing should go into greater detail than is laid out in the written concept of support.





1.  Some rules of thumb for the concept of support briefing are:





a.  Tell commanders what they can expect from CSS and how many days or hours they can operate based on materiel readiness, quantities of supplies on hand, etc. Use common terms such as days of supply or other terms that are meaningful to the commander. Avoid using technical terminology/SOP information.





b.  Address the "culminating point" from a logistic perspective.





c.  Avoid briefing the results of extensive number�crunching that is associated with the logistic estimate process.





d.  The briefer should not read some written product. Rather, using the CSS overlay appropriate visual aids, such as a concept of support overview matrix, he should show the commander how the concept of support is synchronized with and supports the concept of the operation.





e.  The briefing should include locations of critical logistic assets, headquarters, and events.





f.  Address priorities, shifts in priorities, problem areas and solutions, and critical events.





g.  Bottom line: The logistician must tell the commander what he needs to know.





NOTE: Instructions for using the concept of support overview matrix and developing the CSS overlay are included in the following paragraphs.





2.  Concept of support briefing.





a.  Introduction (overview of the concept of support and orientation to the map, if required). Orientation to the map is not required if done previously by another briefer. Do not assume the commander totally knows the terrain. Focus on locating critical CSS nodes, MSRs, etc.





b.  Brief the concept of support starting with critical actions that must be accomplished before the operation and concluding with critical actions to be accomplished after the operation/preparation for future operations for each of the logistic functions (manning, arming, fueling, fixing, moving, and sustaining the soldier).





c.  Identify which units have priorities for each function (this should correlate with the commander's priorities; e.g., main effort).





d.  Identify the next higher echelon unit providing support and/or backup support.





e.  Identify any critical shortages/problem areas for each function and solution. For example, this can be supported, but ..., or it can be done but not without risk in....





f.  Identify any other CSS problem areas, arrangements, special requirements, or any other critical aspects addressed elsewhere in the briefing.





THE CSS OVERLAY





The CSS overlay is a graphic representation of the tactical array of logistic support areas (LSAs) and units. Ideally, it accompanies copies of the OPLAN/OPORD distributed to subordinate headquarters and is used as a graphic backdrop to the concept of support briefing.





The CSS overlay should include (as a minimum):





Locations of current and proposed support areas.


Boundaries for CSS responsibilities.


Main supply routes (MSRs) (division level and above) and supply routes (SRs) (brigade level and below).


Locations of major headquarters.


Locations of CSS installations and units.


Locations of critical resources (potable water, etc.).





The CSS overlay will not only depict the tactical array of CSS units/nodes, but it is also an integral part of the overall OPLAN/OPORD graphics and must be synchronized with the operations overlays.





1.  A brigade CSS overlay would include (as a minimum):





The BSA location and, using type unit symbols, the CSS units and headquarters located





Locations of alternate/proposed BSAs. The SRs from the BSA to the logistic release points (LRPs) and/or maintenance collection points.





The MSR from the division support area (DSA) to the BSA.








2.  A division CSS overlay would include (as a minimum):





The DSA location and, using type utility symbols, the CSS units and headquarters contained therein, whether they are divisional or non divisional.


Locations of alternate and/or proposed DSAs.


The MSRs from the corps rear area to the DSA and from the DSA to each BSA.





3.   A corps CSS overlay may have to encompass the entire corps area of operations as well as a part of the communications zone (COMMZ) and, as a minimum, would depict:





The LSAs and, using type unit symbols, the CSS units and headquarters located therein, and the locations of any other critical CSS nodes not located in an LSA.


The MSRs leading into the corps rear area from the COMMZ and the MSRs leading from the corps rear area to each DSA (or, as a minimum, to the division rear boundary) and to other critical logistic nodes.


Locations of alternate and/or proposed LSAs.


Locations of corps CSS units operating forward of the divisional rear boundaries.





USING AND COMPLETING THE CONCEPT OF SUPPORT OVERVIEW MATRIX





The oral concept of support briefing will allow the commander and his subordinates to visualize how the operation will be logistically sustained. The CSS planners' oral briefing, using the CSS overlay, is useful in communicating the concept of support to the commander. In addition, a concept of support matrix can be used to make complex logistic concepts more easily understood. The matrix can complement the briefing.





The design of the matrix is aligned with the format of the concept of support. The logistic functions are in the context of before, during, and after. For phased operations, the during portion of the matrix can be modified to reflect phases. The matrix will highlight those critical aspects of each logistic function. It can also depict other critical information such as priorities, shifts in priorities, problem areas, critical events, and other critical action. Again, the matrix is not intended to stand alone or to replace the concept of support briefing. It should complement and supplement the concept of support briefing.
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