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FOREWORD 
 
This Operations Planning handbook is aimed at helping ISSMI students in getting more 
familiar with concepts and tools that may not be everybody’s “daily bread”. It covers a 
wide variety of topics, from purely doctrinal to practical ones, while trying to widen 
everybody’s point of you in a way that is consistent with the challenges that we are 
required to face and, possibly, solve. Those challenges are complex. This means that 
understanding such complexity becomes extremely important. To this aim, this 
document is continuously updated to include the latest doctrinal developments, best 
practices from the theatres, challenging views on the issue of military planning as they 
appear on various sources (specialized magazines, occasional papers, researches and 
so on) and, last but not least, the contributions received by ISSMI students, who are the 
ultimate beneficiaries and judges of this work. 
The actual version of this product is the result of the work of those officers that, until 
today, have had the privilege to help ISSMI students absorb the body of knowledge 
concerning Operations Planning. The task has never been easy, but the results have 
always repaid every bit of effort put into it. Good luck to you all. 
 
The following officers have created, updated and delivered to you the Operational 
Planning Course Handbook: 
 

1. Magg. (EI) Francesco Paolo D’IANNI  (2004-2005) 
2. Magg. (EI) Antonio SGOBBA   (2005-2006) 
3. Magg. (EI) Massimo ZANCHIELLO  (2006-2008) 
4. T.Col. (EI) Simone COCCIA   (2008-2011) 
5. T.Col. (EI) Carlo PASQUI   (2009-2011) 
6. T.Col. (EI) Giuseppe CACCIAGUERRA (2011-____) 
7. T.Col. (AM) Angelo DE ANGELIS  (2010-____) 
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CHAPTER 1 – PLANNING WITHIN MAIN ORGANIZATIONS 
 

1. BACKGROUND. 
Prior to 1989, Alliance operational planning was conducted within the framework of 
the General Defence Plan (GDP). Under these arrangements, the Alliance 
developed a significant number of very detailed operational plans, designed to 
defend NATO territories from a clearly identifiable and quantifiable threat. At that 
time, the GDP, together with the threat assessment, provided the essential 
framework within which the defence planning process was conducted, in order to 
ensure that the Alliance possessed the requisite forces and military capabilities to 
conduct an effective defence. Thus, there existed a clear inter-relationship 
between operational planning and defence planning. Looking at the current 
security environment it is sensible to anticipate that future operations will be more 
complex and multidimensional, as forces adapt rapidly to changing operational 
scenarios from high intensity, lethal combat to stabilisation and peacekeeping 
operations. Military activities may occur simultaneously  at many points along the 
range of military operations. Advances in information systems, collaborative tools, 
situational awareness, space systems and military hardware, allow military 
operations to be planned and executed at a higher tempo. Information operations 
will be increasingly applicable as the extensive use of and reliance upon 
information and its associated processes and systems create both vulnerabilities 
and opportunities for the Alliance and its adversaries. Meeting the military 
challenges requires a fresh approach to preparing for and executing Alliance 
operations. The planning and execution of future operations will require an 
increasingly joint and multilateral approach . Not only will there be greater 
coordination between all components of the joint force, but also greater 
involvement of international, governmental and nongovernmental organisations in 
a multilateral effort.  

 
2. COMPREHENSIVE APPROACH. 

The Alliance has been conducting operations in coordination with other 
international Organisations since the early 1990s. One of the chief discoveries by 
NATO Allies in these operations has been that improvements in the coordination 
of efforts by States, IO’s, NGO’s and local authorities enhance the prospects for 
success. Ambitious goals such as democratization and sustainable security can 
only be achieved through economic and political development. Because the 
pursuit of these goals requires policy instruments in addition to those maintained 
by the Alliance, the NATO Allies have long been interested in concepts such as 
Enhanced Civil Military Cooperation, Concerted Planning and Action and the 
Effect Based Approach to Operations. These concepts all call for closer and more 
systematic cooperation among international among international organisations. In 
NATO’s November 2006 Riga Summit Declaration such cooperation was defined 
as a key element of a “Comprehensive approach” by the International Community 
involving “a wide spectrum of civil and military instruments”. Therefore, to be in the 
best position to carry out all its roles and missions in the most efficient manner, the 
Alliance has adopted this so called “Comprehensive Approach" to improve NATO’s 
ability to commit to, conduct and sustain military operations.  
The Comprehensive Approach links inextricably the main planning disciplines with 
Intelligence while focusing on outputs. Each of these elements influences and, in 
turn, is influenced by the others with the key facilitator being actionable medium-
term knowledge  that is regularly refreshed. This approach improves military 
planning preparedness. It provides more visibility and thereby facilitates better-
informed political decisions. Specifically, it will inform political decision-makers 
about what is feasible and required (in terms of effects, capabilities, duration, 
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deployment and sustainment) and provide a better indication of likely costs before 
a political decision for an operation is taken. 
The 2010 Strategic Concept broadens NATO thinking on crisis management, 
envisaging NATO’s involvement at all stages of a crisis: “NATO will therefore 
engage, where possible and when necessary, to prevent crises, manage crises, 
stabilize post-conflict situations and support reconstruction.” It also encourages a 
greater number of actors to participate and coordinate their efforts and considers a 
broader range of tools to be used. More generally, it adopts a comprehensive, all-
encompassing approach to crisis management that goes hand-in-hand with 
greater emphasis on training, developing local forces and enhancing civil-military 
planning and interaction. 
This change of framework or, by many defined new paradigm, has been at the 
origin of a great revision of Allied doctrine. Stemming from this new and more 
“comprehensive” Strategic Concept, existing publications have undergone a 
profound modernization process. Amongst these, it is the ACO Comprehensive 
Operations Planning Directive (COPD) that has had the strongest impact on the 
way that a military Operational Commander and his staff must see, understand 
and resolve complex crisis. 

 
3. PURPOSE OF OPERATIONAL PLANNING. 

In order to prepare for and conduct military operations it is necessary to develop 
operational plans, which address all relevant factors applicable to the efficient and 
successful conduct of an operation. Within the Alliance, there is a requirement to 
develop operational plans at all levels of the NATO military command structure. 
The levels of command at which plans are developed for a specific operation will 
be situation/mission dependent. Operational planning serves several purposes. It 
provides for the conduct of prudent military planning, to prepare the Alliance to 
meet any future operational situation. Operational planning can also prepare the 
Alliance for a possible future requirement to conduct crisis response operations, 
with or without the participation of Partners and non- NATO nations. An essential 
element of NATO’s operational planning process is the requirement for political 
control, guidance and approval, particularly in respect of planning and force 
activation, in response to an actual or developing crisis. To this end, the 
Operational Planning System should be flexible enough both to cater for the 
possible requirement for frequent exchanges of political guidance and military 
advice and to adapt to political requirements during a crisis. In addition, 
operational planning should have an influence upon, as well as being sensitive to, 
developments in the defence planning process. It must also recognise that NATO 
forces will probably require the ability to conduct sustained operations over a 
protracted time frame, including the ability to conduct widely-dispersed, 
simultaneous operations. This should lead to a clearer understanding, particularly 
for multi-mission operations, of force sustainment issues, which will assist the 
defence planning process in detailing more effectively force, logistics, sustainment 
and transportation requirements. 

 
4. LEVELS OF PLANNING. 

The use of military force is politics and the polit ical objectives are always of 
overriding importance in the conduct of a military operation or campaign . The 
political framework has both a national and international dimension. Nationally the 
political objectives are shaped by weighing the relative importance of various 
considerations such as opinion at home, opposition and the media. Internationally, 
during the conduct of military operations, the contributing nations varying interests 
and objectives have to take into account, something which means that the aims 
stated are often characterised by compromises. NATO utilises four levels to describe 
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operational activities; political, strategic, operational, and tactical. The below figure 
illustrates the connection between the various levels. The political level embraces all 
the others. Among other things this means that each action, right down to the tactical 
level, must be in harmony with the overriding political objectives. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

The operational level, the big picture and politica l control 

 
NATO’s military structure utilises three of the four levels (strategic, operational and 
tactical). The strategic commander is SACEUR. The operational commander is 
normally one of the two Joint (Force) Commanders or it can be a commander 
designated as the Combined Joint Task Force (CJTF) Commander for operations 
where a NATO CJTF is employed. Commanders at the tactical level are the 
functional Component Commanders (CCs) such as the Maritime Component 
Commander (MCC), Air Component Commander (ACC) or Land Component 
Commander (LCC). Normally, for a NATO-led operation, each of these levels of 
command will be present in the command structure. At each level the commander will 
be responsible for producing the appropriate contingency Plan (CONPLAN), 
Standing Defense Plan (SDP) or Operation Plan (OPLAN).  
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

5. JOINT OPERATIONS. 
a. Proper Command Focus. 

It’s a challenge for a Staff with a largely tactical background to find proper, 
event driven focus at the Operational level. Most people are comfortable at the 

WHY FOUR LEVELS? 
This subdivision into three levels was developed during the inter-war years and its practise 
was a central feature of the operations of the Second World War The need to coordinate 
the war effort on the different fronts and sectors with the military / strategic objectives 
required there to be a linkage between the strategic and tactical levels. The establishment 
of a so-called operational level of war was an essential requirement if the strategic level 
was to be at all capable of conducting even greater and more complex operations on 
several fronts. That in turn was essential if a united war command (political, strategical 
and military) was to progress towards achievement of the common aims (first the German, 
and then the Japanese capitulation). This multi-level structure was carried forward with the 
establishment of NATO’s military command structure at the beginning of the 1950’s for 
which it still remains the key foundation. In the 80’s the operational level was developed 
in the United States and the NATO countries. 

 

MILITARY/STRATEGICAL  

OPERATIONAL 

TACTICAL 

POLITICAL 
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tactical level, so operational command staff naturally tend to brief what 
happened yesterday, and what’s planned in the next 24 hours. However, 
operational staffs add value by anticipation  by recognising the significance or 
“so what” of past events, and then applying that analysis to future phases of 
operation, the next decision point, or branch plan. While monitoring current and 
future operations, the Commander must look down to the road to his campaign 
planning event horizon (10 days). Accordingly, the Chief of Staff must maintain 
appropriate staff focus and ensure that the Commander (Cmdr) is not sucked 
into the tactical weed 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

b. Combine Joint capabilities to maximize complemen tary rather than 
merely additive effects. 
The Services (Army, Navy, Air Force etc...) have evolved diverse sets of 
capabilities to operate effectively in certain situations and physical domains. 
The Capstones of Joint operations are not only to match each service to each 
proper situation so that it contributes most effectively to success, but also to 
combine Service capabilities such that each enhances  the effectiveness and 
compensates for the vulnerabilities of others avoiding duplications. Joint 
synergy essentially “scales up” the commonly understood mechanism of 
combined arms. Achieving that sort of complementary synergy requires more 
than just understanding the particular capabilities and limitations that each 
component brings to the operation. It also requires the ability to visualize 
operations holistically , identifying the preconditions that enable  each 
component to optimize its own impact and then diagnosing how the other 
components may help to produce them. It requires the ability to think in terms 
of the performance of Joint functions (manoeuvre, fires, intelligence, command 
and control, force challenge); it requires the ability and willingness to compare 
alternative component missions and mixes solely from the perspective of 
combined effectiveness, unhampered by Service parochialism . Above all, 
achieving Joint complementarity requires mutual trust  that the missions 
assigned to components will be consistent with their intrinsic capabilities, and 
limitations; that those capabilities will not be risked for insufficient overall return; 
and, above all, that component obligations once accepted will be executed as 

“FOCUS” at the JTF and Component level. 

- Think strategically- be conscious of Political & Military End State 
- Beware of internal politics in host country/ Troop Contributing Nations 
- Diplomat’s planning horizon & focus are very different 
- Learn to deal with the media & appreciate public perception 
- Anticipate at Operational level- be ready for “what’s next” 
- Maintain situational awareness – don’t get lost in the tactical weeds… but 

remember tactical incidents may have strategic importance 
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promised. As a later precept suggests, the lower the component synergy 
routinely can be driven, the greater will the prospect of developing that mutual 
confidence. 

 
6. EUROPEAN UNION CRISIS MANAGEMENT 

In order to enable the European Union fully to assume its responsibilities for crisis 
management, the European Council (Nice, December 2000) decided to establish 
permanent political and military structures.  

a. CSDP structures and instruments 

The Political and Security Committee (PSC) meets at the ambassadorial level 
as a preparatory body for the Council of the EU. Its main functions are keeping 
track of the international situation, and helping to define policies within the 
Common Foreign and Security Policy (CFSP) including the CSDP. It prepares a 
coherent EU response to a crisis and exercises its political control and strategic 
direction.  
The European Union Military Committee (EUMC) is the highest military body set 
up within the Council. It is composed of the Chiefs of Defence of the Member 
States, who are regularly represented by their permanent military representatives. 
The EUMC provides the PSC with advice and recommendations on all military 
matters within the EU.  
In parallel with the EUMC, the PSC is advised by a Committee for Civilian Aspects 
of Crisis Management (CIVCOM). This committee provides information, drafts 
recommendations, and gives its opinion to the PSC on civilian aspects of crisis 
management.  
The European Union Military Staff (EUMS) composed of military and civilian 
experts seconded to the Council Secretariat by the Member States and officials of 
the Council General Secretariat.  
The Operation Commander (OHQ). The Operation Commander is responsible 
for the military strategic planning and direction of the operation and his HQ is 
regarded as the Strategic HQ. 
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In operations conducted within the framework of NATO, according to Berlin+ 
agreement, SHAPE HQ (through the Deputy SACEUR – which is an EU Position) 
will be made available to conduct military strategic planning as appropriate. For 
autonomous operations, one of the 5 pre-identified Operations HQ’s (GBR, FRA, 
DEU, ITA, GRE) could be used. 

 
b. EU Battle groups 
At the 1999 Helsinki European Council, Rapid Response was identified as an 
important aspect of EU crisis management. As a result, the Helsinki Headline Goal 
2003 assigned to Member States the objective of being able to provide rapid 
response elements available and deployable at very high levels of readiness.  
Subsequently an EU Military Rapid Response Concept was developed. In June 
2003, the first autonomous EU-led military operation, Operation Artemis, was 
launched. It showed very successfully the EU's ability to operate with a rather 
small force at a significant distance from Brussels, in this case more than 6 000 
km. Moreover, it demonstrated the need for further development of rapid response 
capabilities. Subsequently, Operation ‘Artemis’ became a reference model for the 
development of a battle group-sized rapid response capability. In 2004, the 
Headline Goal 2010 aimed for the completion of the development of rapidly 
deployable Battle groups, including the identification of appropriate strategic lift, 
sustainability and debarkation assets by 2007.  
Within this context and based on a French/British/German initiative, the EU Military 
Staff (EUMS) developed the Battle group Concept, which was agreed by the EU 
Military Committee (EUMC) in June 2004. Since then the work has been taken 
forward, based on an agreed roadmap. It was concluded in October 2006 with the 
delivery of one single Battle group Concept document. 
 
Full Operational Capability 2007  
The European Union is a global actor, ready to undertake its share of 
responsibility for global security. With the introduction of the Battle group Concept, 
the Union formed another military instrument at its disposal for early and rapid 
responses when necessary. On1 January 2007 the EU Battle group Concept 
reached Full 
Operational 
Capability. Since that 
date the EU is able to 
undertake, if so 
decided by the 
Council, two 
concurrent single 
battle group-sized 
rapid response 
operations, including 
the ability to launch 
both such operations 
nearly simultaneously.  

Basic features  
The Battle group is 
the minimum militarily 
effective, credible, 
rapidly deployable, coherent force package capable of stand-alone operations, or 
for the initial phase of larger operations. It is based on a combined arms, battalion-
sized force and reinforced with combat support and combat service support 
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elements. In its generic composition, but depending on the mission, the battle 
groups are about 1.500 personnel strong. The battle groups are based on the 
principle of multinationality and could be formed by a framework nation or by a 
multinational coalition of Member States. In any case, interoperability and military 
effectiveness will be key criteria. A battle group is associated with a deployable 
force headquarters and pre-identified operational and strategic enablers, such as 
strategic lift and logistics. Member States may also contribute niche capabilities, 
providing specific elements with added value to the battle groups. The battle 
groups are on standby for a six-month period and should be initially sustainable for 
30 days, extendable to 120 days if re-supplied appropriately.  

Tasks 
Based on the Headline Goal 2010, which places the emphasis on rapid response 
and deployability, the EU has progressed well in further developing its military 
capability. Battle groups will be employable across the full range of tasks listed in 
Article 17.2 of the Treaty on European Union and those identified in the European 
Security Strategy. They are combat-trained, so their full potential would be best 
realised in tasks of combat forces in crisis management, bearing in mind their 
limited size. Battle groups operations would as a rule be conducted under a UN 
Security Council Resolution (UNSCR), although operations could be envisaged 
where a UNSCR would not be necessary (e.g. evacuation of EU citizens).  

Standards, training and certification  
To qualify as an EU Battle group, the battle group packages have to meet 
commonly defined and agreed military capability standards. Standards and criteria 
embodied in the BG Concept and the BG Preparation Guide form the basis for the 
Member States to develop specific instructions to ensure coherence between the 
constituent parts of the battle group package, taking into account the demands for 
multinationality. A basic principle is that the battle group training is the 
responsibility of the Member States concerned. The EU facilitates the coordination 
among Member States. The certification of battle groups also remains a national 
responsibility of the contributing Member States. The EU Military Committee, 
assisted by the EU Military Staff, monitors the battle group certification process 
which must be undertaken according to fixed EU-agreed procedures. Training is a 
key requirement for battle groups. Member States concerned conduct a series of 
exercises in this context prior to taking a battle group stand-by period. For 
instance, exercise European Endeavour 06 and 08 were carried out in Germany in 
November 2006 and May 2008 to certify the Force Headquarters of a German-led 
Battle group. Exercise Quick Response conducted in Belgium in September 2006 
and June 2009 also featured an EU battle group. Other examples include the 
Swedish-led exercise ‘Illuminated Summer’ in July 2007 in the context of the 
Nordic Battlegroup1, and the Greek-led exercise EVROPI II-07 and 08 in May 
2007 and September 2008 for the ‘HELBROC’ Battlegroup2. Finally, a Czech-led 
Battle group was certified in March 2009 during the exercise Collective Shield 
2009. The certification of the battle group package by the Member States will 
provide the EU with the necessary assurance that it is ready for a possible 
mission. The Operation Commander, who will be appointed by the Council on a 
case-by-case basis, has the authority to tailor the command and control structure 
and the battle group package assets and capabilities to the specific requirements 
of the operation. 
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CHAPTER 2 – OVERVIEW ON OPERATIONAL PLANNING 
PROCESS 

1. INTRODUCTION. 

a. General. 
The Operational Planning Process (OPP) is a co-ordinated staff process to 
determine the best method of accomplishing assigned tasks or planning for possible 
future tasks. Because planning will usually be inhibited by inadequate information, 
insufficient time and limited resources, the OPP is designed to optimise logical, 
analytical steps of decision making in conditions of uncertainty and ambiguity. 
b. Objectives. 

The objectives of the OPP are to: 
(1) Standardise the planning process within the Alliance/Coalition.  
(2) Ensure strategic/political control is performed during the development of the 

plan.  
(3) Enable the staff to translate higher  level objectives (usually contained in an 

Initiating Directive) into appropriate military objectives.  
(4) Enable commanders to guide development of the plan.  
(5) Maximise the staff’s creative thinking and associated thought processes.  
(6) Evaluate the products of the planning process. 
 

2. OPERATIONALPLANNING TERMS. 
a. Planning Categories. 

  Operational planning can be divided into two categories as described below.  
 

 
(1) Advance Planning. Advance planning consists of initiating and developing 

scenario-based plans in anticipation of a future event or circumstance that 
the Alliance might face. It entails a comprehensive iterative co-ordination and 
approval process. Two different products can be generated: 

• Contingency Plans (CONPLANs). A CONPLAN is designed to cater to a 
possible future security risk, either Article 5 or non-Article 5. 

• Standing Defence Plans (SDPs). A SDP is designed to face a short/no-
notice Article 5 situation. The requirement for a SDP will normally be 
included in a NATO commander’s Term of Reference (TOR). By design 
the SDP is required to be a fully developed plan capable for execution, 
with forces assigned and execution authority delegated to the appropriate 
level of command.  

Operational planning process

Advance planning

Prepare the Alliance to deal with possible future
security risks

Contingency Plan (CONPLAN)

Possible future art5/non art5

Not capable of execution

Standing Defence Plan (SDP)

Short/no notice art 5

Capable of execution

Crisis response 
planning

Conducted in response 
to an actual or 

developing crisis 
art5/non art5

Operation Plan (OPLAN)

Capable of execution
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(2) Crisis Response Planning. Crisis Response Planning consists of initiating 
and developing plans in response to a current or developing crisis. It requires 
an expeditious co-ordination and approval process. The typical final outcome 
of crisis response planning is an OPLAN. Crisis Response Planning may use 
an existing CONPLAN, if available, to guide the development of an OPLAN. 
An OPLAN must be detailed, with forces assigned and all necessary 
preparations undertaken for a successful execution of the assigned mission. 

b. Initiating Directive. 
The Initiating Directive is a document issued by a Political Authority (names and 
templates vary according to each Alliance/organization/coalition) and it 
represents both a trigger and a guide for the Strategic Commander’s (SC) to start 
planning for an operation. Authority to execute the plan will come at a later stage 
(Execution Directive), when the whole planning process at the different levels 
(Strategic, Operational, Tactical) has been completed and Operations Plan 
(OPLANs) are prepared. It provides the situation, political and/or military 
objectives, tasks and the desired political and military end states. 

c. Concept of Operations (CONOPS). 
The completion of a CONOPS document is a preliminary step in the development 
of an operational plan. The CONOPS expresses the military commander’s 
intentions on the use of forces, time and space to achieve his mission, objectives, 
and end state. It should also describe how the capabilities of the available 
resources are to be synchronised towards this goal. The CONOPS is the final 
output of the Concept Development Stage of the OPP and it is submitted for 
approval, in document form, to the appropriate Initiating Authority. CONOPS 
approval is not a pre-requisite for further plan development, but approval is a pre-
requisite for full plan development. A CONOPS document usually consists of a 
situation overview, commander’s intent, mission for subordinate commands, 
outlined concept for execution, force capability requirements, and an outline of 
logistic support concept and key command and control arrangements.  

d. Operation Plans (OPLANs). 
OPLANs are plans developed in response to a current or developing crisis. They 
are based on an Initiating Directive, and may be developed at any command 
level. OPLANs are the normal final outcome of Crisis Response Planning and are 
produced in sufficient detail for execution, enhance a CONOPS previously 
submitted for approval to the Initiating Authority, and are developed in co-
ordination and consultation, at the appropriate level, with relevant commanders, 
civil authorities and Nations. Finalised strategic level OPLANs include all 
appropriate supporting annexes and a list of available forces made available by 
contributing Nations during a Force Generation Conference, based on the 
Statement of Requirements issued by the Operational Commander. 
Strategic OPLAN is formally co-ordinated and approved by the POLITICAL 
MILITARY LEVEL. Subordinate level OPLANs are approved by the Higher 
Authority. 

3. KEY FIGURES OF THE OPERATIONAL PLANNING PROCESS.  
Military planning (of war operations as well as peace support ops.) has two specific 
characteristics that make it unique, if compared to other similar processes, used in 
civilian endeavours: 
• the combat function, that military forces should always be able to carry out; 
• the multi-dimensional environment where they carry out their task, which is both 

complex and extremely instable. 
a. The Military Commander. 

The capability and task of taking military decisions both fall within the larger 
context of the so called command authority. The Commander and only him, 
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therefore has two main characteristics: the authority  and the responsibility  of 
decision making. While accomplishing his duties he will be influenced by mainly 
two factors: the information he has and the time available; the Commander 
furthermore should do his best in order to understand the decision making 
process of his opposers, this in order to prevent their actions and maintain the 
initiative. For a more effective application of the decision making process, the 
Commander should always seek for the best balance between his intuition and 
the capability to analyze deeply the situation. Intuition is a component deeply 
linked to his own professional knowledge and expertise as well as his human 
qualities; these factors grow with experience. In relation to his analysis 
capabilities , the Commander is supported by his Staff, which assists him during 
all phases of the planning process.  

b. The Staff. 
In modern military operations, characterized by a great complexity, the 
Commander is not in the best conditions to deal with the command authority 
alone (with maybe the exception of very small formations). For this reason a 
Commander is supported by a Staff that normally has two tasks to accomplish: 
(1) assist the Commander; 
(2) help subordinate Units. 
Relations between Commander and Staff may be many. Starting from a model 
where there is a sort of separation of responsibilities, to the model where the 
Staff has no authority, but only acts in the name of the Commander. This 
relation characterizes also the nature of the planning process; we can therefore 
have planning processes which are Staff-driven and processes that are 
Command-led.  
Anyway, in general, Operational Staff processes should be driven by the Cmdr 
and not the staff! The Cmdr provides timely Direction and Guidance for staff 
analysis to answer the “so what” of events, and provide recommendations. 
Command guidance and direction (i.e. Cmdr’s Intent, CCIRs, FRAGOs, 
meetings, etc.) is the prism through which the staff’s shared situational 
awareness passes to provide the right recommendations, at the right time. 
 

4. FUNCTIONAL BRANCHES WITHIN A JFC HQ 
The following is a list of the main functions performed within a JFC HQ. 
Denominations of each function (J1, J2, etc.) may vary according to each Nations, 
Alliance or Organization. The description of the function itself is what really defines 
the type of work and competence of the specific staff element. 

J 1 

Human Resources  
The HR staff's principal role is to advise the JFC and the joint staff 
on the personnel policies and manpower management systems and 
procedures established by national authorities for their force 
components. The staff’s responsibilities include personnel 
management, accounting, entitlements and benefits, Joint Personnel 
Centre Operations, morale, welfare, recreation, postal services, 
safety, provost and discipline, Prisoners Of War administration and 
casualty reporting. 

J 2 

Intelligence and Knowledge  
The Intelligence and Knowledge Staff is responsible for the provision 
of accurate, timely and relevant knowledge to meet the JFC’s 
operational and security requirements within the Joint Operations 
Area and maintaining situational awareness in the JFC's Area of 
Interest. In addition to the traditional role of Military Intelligence, 
Knowledge Development includes use of non-military sources 
beyond the scope of military intelligence activities (information and 
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knowledge from IOs, GO’s and NGOs, private and commercial 
organisations) in order to fully appreciate capabilities, interaction and 
influences of all key actors. It is linked at all level of operations to 
form a network of readily accessible actionable Knowledge. 

J 3 

Operations and Situation Monitor  
The essential role of the Operations staff is to act as the focal point 
through which the JFC directs the conduct of a joint operation, 
ensuring unity of effort and the most effective use of resources 
supporting immediate and planned operations. The Operations staff 
may comprise sections that cover, maritime, land and air operations, 
special operations, space operations (when applicable) plus cells to 
cover the INFO OPS co-ordination and targeting disciplines. 
A situation centre/JOC provides continuous situation awareness 
including a joint common operational picture of the AOO by 
monitoring all Lines of Operations, major events and incidents. 

J 35 

Joint Effects and Synchronization  
A joint coordination and synchronization staff element coordinates 
and synchronises execution and adjustments of joint operations by 
components and other subordinate commands by recommending 
midterm priorities for targeting and resource allocation and by 
issuing orders and supporting products. 

J 4 

Logistics.  
The Logistics staff is responsible for assessing the logistic service 
support required for achievement of the JFC’s campaign objectives, 
and for ensuring that these support requirements are met throughout 
the campaign. Based on this assessment, the logistic staff develops 
the logistic concept and plans in support of operations and co-
ordinates the overall logistic effort. The size and complexity of 
operations, component participation and force contribution of the 
nations as well as the degree to which national and/or multinational 
logistics are to be integrated into the logistics concept may require 
specific logistic co-ordinating activities. If appropriate, a Multinational 
Joint Logistic Centre in support of the JFC’s logistics staff may be 
activated to co-ordinate support between components, National 
Support Elements, the host nation and NGOs. In the case of a sea-
based CJTF being assigned, a MJLC will normally be activated. 

J 5 

Plans and Policy.  
The Plans and Policy staff assist the JFC in the preparation of his 
campaign plan and the planning for future operations. It co-ordinates 
these planning efforts within the JFC HQ and with higher, 
subordinate and adjacent commands and civil authorities. 
A joint planning staff element, generally referred to as Joint 
Operations Planning Group (JOPG), established as a cross 
functional working group is responsible for the process of 
operational-level planning to develop the operational design and 
plans. 

J 6 
Communications and Information Systems  
The CIS staff should ensure that adequate support is provided for 
joint operations, and that CIS procedures are interoperable within 
JFC.  

J 7 

 

Training and Doctrine  
The Training staffs advise and manage in-theatre training during the 
Joint Force work-up period prior to the outbreak of hostilities, and 
conduct training for augmentation forces added to an on-going 
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campaign. They also perform liaison with a relief force to ensure a 
smooth transition and that lessons learned in-theatre are passed to 
the incoming force. If the operations are bounded in time such that 
relief on site will not be required, or if the level of training to be 
provided is such that it can be handled by the J3 organization alone, 
or if a training phase is not required by the JFC, this staff may not be 
established, or may be disbanded after initial phase. 

J 8 

Resources and Finance  
The Resources and Finance branch's tasks are to manage the civil 
secretariat, administrative and budgetary aspects of joint operations 
and to provide appropriate specialist advice to the JFC. Effective 
acquisition of financial resources is critical to the success of any 
campaign. Pending the nature and circumstances of the operation, 
there can be various funding regimes devised to support the 
undertaking of the mission, and a dedicated effort must be made to 
have a clear picture. 

J 9 

Civil Co -operation and  Military Partnership  
J9 is responsible for advising the JFC on the implications of all the 
activities undertaken by the Joint Force, in peace, crisis and conflict 
which directly concern the relations between the armed forces, local 
government, civil population, IOs, NGOs, and other agencies of the 
countries where the Joint Force is deployed, employed and 
supported. CIMIC Staff personnel are not necessarily individual 
specialists with skills applicable in a civilian environment. However, 
they must have broad military experience, understand CIMIC 
principles and procedures, understand the environment in which 
they will operate and understand the workings of NGOs and IOs. 
They must be capable of explaining military requirements to civilian 
organisations and vice versa. 

J 10 

Joint Assessment  
A joint assessment staff element monitors the operation and leads 
the operational level campaign assessment of effects and 
associated actions within the theatre to measure the progress 
towards the achievement of operational and strategic objectives and 
the conditions required to attain the desired end state. 

J 11 

Engineering  
Joint engineering is a multifaceted activity undertaken by all 
component commanders (CCs), and is a force multiplier across the 
full range of operations. This staff oversees the delivery of essential 
military and civil engineering support to all phases of an operation. In 
particular, joint engineer reconnaissance must be conducted as 
soon as possible to allow constraints to be identified and overcome 
with the most efficient use of resources. 

J 12 

Medical  
Medical and Health Support encompasses the full range of medical 
planning and provision of medical assets to maintain the forces 
strength through prevention, evacuation, and rapid treatment of the 
diseased, injured, and wounded. The principal components of 
operational health care are: Medical Force Protection, Emergency 
Medicine, Primary & Secondary Health Care, and Evacuation. 
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CHAPTER 3 - OPERATIONAL PLANNING PRINCIPLES 
1. GENERAL. 

Operational planning demands that a Commander and his Staff answer four 
questions: 
(1) Which military conditions must be attained to achieve the operational and 

strategic objectives? 
(2) What sequence of actions is most likely to contribute to the attainment of these 

conditions? 
(3) How should military resources be applied to best accomplish that sequence of 

actions? 
(4) Are the associated risks acceptable? 
To this end, military organizations across the world have developed different 
procedures and processes that dictate how the commanders and their staffs, at the 
different levels of the military structure, must interact within themselves and with 
each other. The resulting processes adopted by different organizations, are, indeed, 
quite similar to each other, other than being specific to this or that military 
organization. Every Operational Planning Process represents, in fact, the same 
intellectual response to the same set of problems (the four questions above). 
With this in mind, to avoid involuntary intrusions in Nationals’ or Alliance’s domains 
(protected by respective classification), for the purpose of this “unclassified” course, 
a “generic” OPP will be described. This process represents a merge of different 
conceptual tools that are quite similar to those adopted by the North Atlantic Treaty 
Organization and other Nations and International Organizations, without referring to 
any of the restricted elements that, by using the respective documents, one would 
inevitably encounter. The decision-making bodies that are the main actors of the 
process at the different level of the organization will reflect the following “virtual” 
scheme: 
 
LEVEL VIRTUAL BODY  ABBREV.  
Political level The “Political Authority” or the “Council” PA 

Strategic 
level 

The “Alliance Strategic Command” ASC 
The “Commander of the Alliance Strategic Command” COMASC 
The “Headquarter” ASCHQ 

Operational 
level 

The “Joint Force Command” JFC 
The “Commander of the Joint Force Command” COMJFC 

Tactical level “Component Command” CC 
 

2. KEY ELEMENTS OF OPERATIONAL PLANNING 
Proper operational planning demands a thorough understanding of certain concepts 
and the elements of operational design. The following paragraphs describe each 
one of those. 
a) Desired end state. 

The desired end state is the Political Authority’s statement of conditions that 
defines an acceptable concluding situation. It describes conditions for a 
favourable, self-regulating situation within the engagement space that satisfies 
the overall political objective. 

b) Military Objective 
is a clearly defined and attainable goal for a military operation, that is essential to 
a commander’s plan and towards which the operation is directed. A logical 
sequence of objectives exists: 
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• Strategic Political Objectives establish the strategic purpose for all actions 
(military and non-military) carried out by the Alliance/Organization within a 
comprehensive approach. 

• Military Strategic Objectives define the role of military forces in the wider 
context of the overall strategic-political objectives. They provide the focus for 
operational planning by JFCs and therefore must clearly state those military 
conditions to be achieved that contribute to strategic political objectives and 
the desired end state. 

• Operational-Level Objectives. Based on the mission analysis, the JFC and 
his operational planners should share a clear understanding of the 
operational conditions that must be established and sustained, as well as 
which actors and systems in the crisis or conflict need to change. Operational 
objectives establish the conditions to be achieved in the JOA required 
accomplishing strategic objectives and contributing to the desired end state. 

c) Effects at the Operational Level 
An effect is defined as a change in the behavioural or physical state of a system 
or system elements that results from one or more actions, or other causes. 
Based on the criteria for success for each objective and their previous analysis 
of each actor’s systems, the operational planners should be able to determine 
the changes required in a specific actor’s system/system elements. These 
changes are stated at the operational level as effects. 

d) Measures of Performance (MOP) 
They can be defined as the criteria used to evaluate the accomplishment of 
actions. Each level (operational and subordinate levels) will normally develop 
measures of performance for the actions they will execute. 

e) Measure of Effectiveness (MOE) 
They can be defined as a criterion used to evaluate how a system’s behaviour or 
capabilities have been affected by actions. It is used to assess progress of 
effects towards objectives and end state. To that end, MOEs describe how the 
system behaviour has changed in the desired direction as a result of own 
actions. 

f) Centre Of Gravity and critical capabilities, req uirements, vulnerabilities. 
A COG represents the primary strength of an actor with which to achieve 
his objectives and/or to prevent an opponent from a chieving his . Strategic 
COGs are typically related to the dominant element of power for achieving 
strategic objectives such as the power of a regime, the will of the people, ethnic 
nationalism, an alliance, etc. Operational COGs are typically a dominant 
capability, which allows the actor to actually achieve operational objectives. 
Therefore, depending on his mission requirements, the JFC and his operational 
planners have to analyse both strategic and operational COGs.Even where there 
is no obvious single COG, the concept may still be useful to ensure in potentially 
complex and multifaceted crises, that the JFC and his staff remains focused, on 
what is important to achieve the operational objective. In situations where there 
is no particular enemy, and no obvious value to be gained by focusing effort on 
any one actor, a more abstract COG may be useful. For example, during PSOs 
where a range of opponents are fighting each other, defeat of one or more of 
them may not be appropriate. But only to interdict their support and supplies 
chains from abroad partisans may be an appropriate COG in such a situation. 
Conversely, during disaster relief operations in an otherwise benign 
environment, there is simply no discernible COG. 
A COG is usually the source of some tangible capabilities (things a COG 
enables an actor to perform): we call these Critical Capabilities (CC). One or 
more essential conditions are usually required to generate and sustain the Cog’s 
critical capabilities, we call these Critical Requirements (CR). Amongst CC and 
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CR, there may be weaknesses, gaps or deficiencies through which the COG 
may be influenced or neutralized, and these are called Critical Vulnerabilities 
(CV). 

g) Decisive conditions. 
A decisive condition is a combination of circumstances, effects, or a specific key 
event, critical factor, or function that when achieved allows commanders to gain 
a marked advantage over an opponent or contribute materially to attaining an 
operational objective. 

h) Lines of operation (LoOs). 
They represent conceptual approaches to the operational objectives: along any 
line of operation (LoO) it will be necessary to determine the sequence in which 
specific outcomes (Decisive Conditions) must be established to focus the effort 
required to accomplish one or more operational (or strategic) objectives. 

i) Sequencing and Phases. 
Operational planners should determine the best arrangement of actions and 
effects to achieve assigned military objectives. This arrangement will often be a 
combination of simultaneous and sequential actions of operations designed to 
achieve the desired end state. Some long time proven principles provide enough 
guidance on how to best achieve this aim. 
o Synchronization, synergy and leverage. 

Synchronization  is the arrangement of actions and their results in time, 
space and purpose to achieve maximum advantage and most favourable 
conditions, namely decisive conditions. Synergy is the ultimate aim of all 
synchronization efforts. Synergy is the cumulative outcome or result of 
discrete acts; it is greater than the sum of the individual parts acting 
independently. Leverage is achieved when the resulting impact of an action 
is more than proportionate to the effort applied. Leverage can be achieved by 
focusing Allied joint force strengths, against opponent’s weaknesses when 
aiming at decisive conditions. 

o Simultaneity and depth. 
The intent should always be to achieve synergy by combining the effects of 
simultaneous actions to overwhelm the opponent’s ability to respond 
effectively with so many actions occurring at one time and to conceal as long 
as possible the direction of main effort. 

o Manoeuvre. 
The purpose of manoeuvre is to seek a position of advantage in respect to 
the opponent’s from which force can be threatened or applied. Manoeuvre 
may be employed to create desired effects to achieve decisive conditions or 
to directly affect the opposing COG. 

o Operational tempo. 
Tempo is the rate or rhythm of activity relative to the opponent, within tactical 
actions and between major operations.During planning it requires that the 
JFC and his staff anticipate opposing actions and prepares well in advance, 
as well as maintaining the ability to decide and act rapidly in concentrating 
military capabilities and massing effects to achieve decisive conditions. 

o Main effort. 
Main Effort is a concentration of forces or means, in a particular area, where 
a commander seeks to bring about a decision. The concept of main effort 
provides a focus for the activity that the commander considers crucial to 
success. 

j) Contingency Planning (Branches and sequels). 
For every action there is a range of possible outcomes that may or may not 
achieve the desired effects or the expected changes of conditions. Outcomes 
that are more favourable than expected may present opportunities that can be 
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exploited. Outcomes that are worse than expected may pose risks that can be 
mitigated. However, the ability to exploit opportunities and mitigate risks depends 
first on anticipating such situations and second on developing options for 
effectively dealing with them. Branches are options within a particular phase of 
an operation, planned and executed in response to anticipated opportunity or 
reversal within that phase, in order to provide the JFC with the flexibility to retain 
the initiative and ultimately achieve his original objective for that phase. Sequels 
are options for subsequent operations within a campaign or the following 
phase(s) of an operation. 

k) Culmination. 
Culmination is that point in an operation when a force can no longer successfully 
continue its current operation. Sequencing and phasing should be designed to 
ensure that operations by opponents culminate well before they can achieve 
their objective while ensuring that one’s own operations achieve their objectives 
well before any culmination. 

l) Direct versus Indirect Approach. 
The direct approach involves a linear, uninterrupted approach against an 
opposing force’s COG. The direct approach is appropriate when a force has 
superior strength, the opposing force is vulnerable and the risk is acceptable. 
Conversely, when a direct attack would mean attacking an opponent’s strength, 
JFCs and their operational planners should seek an indirect approach. The 
indirect approach seeks to exploit an opposing force’s physical and moral 
vulnerabilities, while avoiding its strengths. The indirect approach is appropriate 
when a force is insufficient to operate directly against opposing COGs or critical 
capabilities in a single operation or coup de main, and instead must concentrate 
on exploiting the opponent’s critical vulnerabilities in a series of operations that 
eventually lead to the defeat of the COG. 



 

21 
 

CHAPTER 4 - THE OPERATIONAL LEVEL PLANNING PROCESS 
 

1. INTRODUCTION 
From an operational level perspective, the military contribution to a comprehensive 
approach must be founded not only on a shared situational understanding, but also 
on sound planning of both supporting and supported relationships with non-military 
actors. A military plan is most likely to succeed in building the basis for the efficient 
conduct of the campaign or major operation when it considers all military as well as 
non-military actors, forces and means throughout the design, conceptual and plan 
production steps of the Operational Level Planning Process. In the more permissive 
environment of a PSO or support to humanitarian assistance operation, where unity 
of command of all relevant actors may be elusive, it may only be through 
negotiation that a JFC and his subordinate commanders can confirm 
responsibilities, resolve differences and facilitate coordination to create unity of 
purpose. This demands ‘built in’ flexibility through enhanced branch and sequel 
planning within the LoOs as well as an increase of plan revision and update rates by 
the planners at operational level. 

2. CRISIS RESPONSE PLANNING 
The six phases of the operational planning process (later described) are designed to 
allow close collaboration between military strategic and operational levels during the 
different phases of the Crisis Management Process in accordance with political 
decisions made by the Political Authority (PA).The close alignment of military 
strategic and operational level processes ensures that operational considerations 
are reflected in strategic decisions and that strategic conditions are established for 
operational success. 

 
 

3. ORGANIZATIONAL STRUCTURE . 
The OPP is applicable to any Strategic, Operational or Tactical HQ conducting 
planning for any theatre for any kind of plans and with any size of force. The 
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process is intended to enable commanders to integrate the efforts of various 
separate forces and commanders into the planning process so that an effective 
overall co-ordinated planning effort can result. Whereas the OPP is applicable for 
both Advance and Crisis Response Planning, Advance Planning is usually 
conducted with more time available to complete the process. Crisis Response 
Planning, due to time constraints, normally demands an accelerated use of the 
process. At the Operational level we will have the Operational Level Planning 
Process (OLPP). A joint force command HQ provides for the integration of 
functional expertise to carry out the main operational level processes. These staff 
elements collaborate within the HQ as well as with their counterparts in the 
Strategic Command and subordinate commands during the preparation for, and 
conduct of, operations. Adequate operational level HQ will be organised to perform 
the following operational functions. 
a. Joint Operational Level Planning 

Joint planning staff element, generally referred to as Joint Operations Planning 
Group (JOPG) , established as a cross functional working group is responsible 
for the process of operational-level planning to develop the operational design 
and plans. It plans in close coordination with cooperating relevant international 
actors. It includes planners, subject matter experts, and liaison officers (LO), who 
represent all the required functional areas and disciplines, as necessitated by the 
type and level of operation to be conducted, while taking into account diplomatic, 
information, military and economic instruments, as well as civil capabilities. It is 
responsible for the coordination and production of all planning throughout a given 
operation, to include the continued development of the CONOPS, the CJSOR, 
the OPLAN, including branches and sequels, and the SUPPLANs. The JOPG 
ensures military tasks are consistent with the diplomatic, information economic 
and civil tasks within a comprehensive approach. It coordinates military tasks 
with those of non-military organizations, as well as strategic communication, to 
accomplish strategic objectives and establish the conditions required to achieve 
the desired end state. 

b. Joint Execution and Synchronization 
A joint coordination and synchronization staff element coordinates and 
synchronises execution and adjustments of joint operations by components and 
other subordinate commands by recommending midterm priorities for targeting 
and resource allocation and by issuing orders and supporting products. 

c. Joint Operations Centre (JOC) 
 A situation centre/JOC provides continuous situation awareness including a joint 

common operational picture of the AOO by monitoring all LoOs, major events 
and incidents. 

d. Joint Assessments (JA) 
A joint assessment staff element monitors the operation and leads the 
operational level campaign assessment of effects and associated actions within 
the theatre to measure the progress towards the achievement of operational and 
strategic objectives and the conditions required to attain the desired end state. 

e. Joint Effects Management (JEMB).  
The Joint Effects Management Branch ensures that military effects are consistent 
with the political, economic and civil efforts within a comprehensive approach. It 
provides a focal point for coordination of efforts by cooperating military and non-
military organisations as well as strategic communications to accomplish military 
strategic objectives and establish the conditions required to achieve the desired 
end state. 

4. THE “PROCESS” 
Planning doctrine is based on some axiomatic principles, one of which is ‘operations 
are operations’. According to this principle all operations can fundamentally be 
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approached in the same manner. What will vary for the OLPP will be the mandates, 
constraints and drivers that will be factors during all planning stages. The OLPP 
itself is applicable in a flexible way. In some cases, time for planning will be limited, 
which will increase the intensity of planning and limit the depth of study in any one 
planning step. In other cases, there will be time for more detailed consideration. 
However, regardless of time available, all steps of the OLPP have to be run through 
to guarantee a comprehensive planning and the production of well-developed 
planning products. 
The Operational-Level Planning Process(OLPP) consists of the necessary steps to 
support a JFC and his staff in order to develop his campaign plan including the 
conduct of a military estimate process. The steps also comprise the campaign and 
operational assessment during execution in order to review or revise the plan, when 
required. These OLPP steps are: 
Phase 1 – Situation Awareness 
Phase 2 – Operational Appreciation and Assessment of Response Options 
Phase 3 – Operational Orientation 
Phase 4 – Operational CONOPS Development 
Phase 4a – Operational OPLAN Development 
Phase 5 – Execution, Campaign Assessment, OPLAN Review 
Phase 6 – Transition 
The products of each phase and interactions with the strategic level are depicted in 
the figure below. 

 
These different phases support the operational Commander’s decision-making 
related to:  
(1) Developing and maintaining an appreciation of the operational environment in 

a potential or actual crisis area. 
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(2) Contributing to the development of military response options within a 
comprehensive approach. 

(3) His mission and essential actions. 
(4) Designing the operation in terms of operational objectives, lines of operation 

and decisive points/decisive conditions. 
(5) Activating and preparing required forces for deployment. 
(6) Directing the synchronization of joint and combined operations in cooperation 

with non-military efforts. 
(7) Providing operational and theatre operations assessments of progress in 

achieving operational and military strategic objectives and the end state. 
(8) Providing operational advice for adapting operations to meet changes in 

strategic and operational conditions. 
(9) Planning for transition and termination of military operations. 
 
 
 

Phase 1 – Situation Awareness 
Situation awareness is an activity supported by many articulations outside of the 
JFC structure (intelligence, analysis, information management, knowledge 
development, etc.). Management of the knowledge basis for a particular area of 
interest ideally begins at Political and Strategic level well in advance of a 
commitment to respond to a crisis and continues in support of all subsequent 
phases. It must be recognized that the planning effort at each headquarters will be 
conducted under different circumstances, with differing levels of guidance, different 
amount of time and information available and that each commander will approach 
the problem in his own way and style. 
A common and collaborative approach to the process to act as a guide and ensure 
that all issues are considered is here provided. 
STEP 1. Develop a Systems Perspective of the Design ated Area. 
Typically there will be a variety of state and non-state actors, including potential 
adversaries, partners and others, whose actions and influences contribute to, or 
mitigate, potential risks or threats to our interests in the area. Each actor has its own 
interests and acts in pursuit of those interests in accordance with their capabilities 
and motivation. They can be viewed as systems, comprised of different elements 
that interact in accordance with their attributes with other systems to influence their 
behavior in pursuit of their interests. Their actions will also create effects that may 
have other consequences. Actors may be: 
• Nation states and non-state entities.  
• Organizations including governmental, security forces, international 

organizations (IOs), non-governmental organizations (NGOs), and private 
volunteer organizations (PVOs), as well as commercial enterprises and 
multinational corporations. 

• Groups including political interest groups, social power and influence groups, as 
well as different ethnic, religious, tribal or clan groups usually linked to the 
individuals above. 

• Individuals, including decision-makers, leaders and opinion formers. 
Drawing on knowledge provided/acquired, the functional branches devoted to 
Knowledge Management must ensure that information and knowledge are at the 
appropriate level of granularity to support operational-level planning. This includes 
localized, collected, organized and shared geospatial information to provide the 
additional necessary information about the operational environment, and the 
characteristics of the main state and non-state actors focusing on the following 
major domains (PMESII): 
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• Political  - Any grouping of primarily civil actors, organisations and institutions, 
both formal and informal, that exercises authority or rule within a specific 
geographic boundary or organisation through the application of various forms of 
political power and influence. It includes the political system, parties and main 
actors. It must be representative of the cultural, historical, demographic and 
sometimes religious factors that form the identity of a society. 

• Military  - The armed forces, and supporting infrastructure, acquired, trained, 
developed and sustained to accomplish and protect national or organizational 
security objectives. This also covers the internal security aspects of a country. 

• Economic  - Composed of the sum total of production, distribution and 
consumption of all goods and services for a country or organization. It includes 
not only economic development of a country, but also the distribution of wealth. 

• Social  - The interdependent network of social institutions that support, enable 
and acculturate individuals and provide participatory opportunities to achieve 
personal expectations and life-goals within hereditary and nonhereditary groups, 
in either stable or unstable environments. It covers the social aspects such as 
religion, a society’s structure, the legal and judicial system, policing and 
supporting infrastructure, humanitarian, etc. 

• Information  - The entire infrastructure, organization, personnel, and components 
that collect, process, store, transmit, display, disseminate, and act on information. 
Encompasses the information and communication media. 

• Infrastructure  - The basic facilities, services, and installations needed for the 
functioning of a community, organization, or society. Includes logistics, 
communications and transport infrastructures, schools, hospitals, water and 
power distribution, sewage, irrigation, geography, etc. 

The main effort of this stage is to develop an Initial Analysis of the Systems in the 
Area1. Arranging knowledge in such way should ensure a common understanding of 
the main actors and their interaction within the strategic environment over time to 
gain: 
• Background to the situation, its origin, causes and defining events. 
• Interest of the main state and non-state actors and the relationships. 
• Dynamics of the current situation. 
• Key Political, Military, Economic, Social, Infrastructure and Information (PMESII) 

factors influencing the situation. 
• Requirements for additional collection and analysis. 

 STEP 2. Develop Information / Knowledge Requiremen ts. 
Based on the initial understanding of the situation and its potential development, the 
staff determines specific requirements for knowledge to support operational level 
assessments and decision-making during the different phases of the Process. 
These may include the need for further knowledge about the capabilities and 
behavior of different actors, their relationships and influences, as well as key factors 
within the strategic environment. 
• Commander’s Critical Information Requirements (CCIRs). They represent 

critical pieces of information the Commander may require for future operational 
assessments and decisions. At this stage CCIRs should focus on recognizing 
changes in the capabilities or behavior of specific actors that might lead to an 
unacceptable situation regarding our security interests. 

• Priority Intelligence Requirements (PIRs).Based on the CCIR, the Intelligence 
staff will develop detailed PIRs and initiate requests for intelligence through 
SHAPE to the IFC as well as to nations in accordance with the NATO 

                                                           
1 Proper System of Systems Analysis (SoSA) is a specialists’ task carried out at other than JFC branches. 
It is important in this phase to be able to understand the conceptual function of such tool and how to feed 
and draw actionable knowledge into and from it. 
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intelligence Collection and Coordination of Intelligence Requirements 
Management (CCIRM) process 

• Operational Information Sources. Given certain constraints and restrictions 
placed on intelligence activities, knowledge center must collect information and 
knowledge from other sources for a complete picture. In addition, it is highly 
likely that international, governmental and non-governmental organizations are 
already engaged in the area of interest. They represent a potentially vast source 
of information and knowledge about different aspects of the area related to 
humanitarian assistance, development and reconstruction, including logistics, 
transportation and communications infrastructure.  

 
 

Phase 2 – Operational Appreciation and Assessment o f 
Response Options 

This phase complements the Situation Awareness building process started in the 
previous stage (at times it may even coincide with it!). The purpose of Phase 2 is 
twofold: 
• first, to understand the strategic situation, the nature of the problem, the political 

desired end state, and the strategic-political and military-strategic objectives all 
of which can be found in a document produced by the Strategic Command, 
called the Strategic Assessment (SA); 

• and second, to provide operational advice to the Strategic Commander on his 
Military Response Options (MROs). 

The desired outcome of the phase, in addition to providing the Strategic 
Commander with operational advice on the MRO’s developed, is to ensure that: 
(1) Military strategic objectives are clearly defined and attainable within the means 

and ways likely to be provided. 
(2) Strategic preconditions for operational success are clearly articulated, 

including operational requirements for the legal framework, information 
strategy, theatre of operations, etc.  

(3) Strategic risks and operational consequences, as well as their possible 
mitigation, have been clearly stated. 

 
STEP 1. Appreciation of Strategic Assessment 2 
a. Activate Operational Crisis Response Organizatio ns.  On receipt of Strategic 

Warning Order and/or direction to initiate prudent military planning, the JFC 
Director of Operations will direct the following actions, as required: 
(1) Activate the JOPG. 
(2) Issue warning orders to subordinate commands and request 

planning/liaison elements. 
(3) Deploy a planning/liaison element to Strategic HQ, if not already deployed. 
(4) Establish liaison with other HQs, organisations, and agencies. 
(5) Alert the OLRTs for possible deployment. 
(6) Update information on Area of Interests (AOIs).  

b. Develop the Commander's Initial Guidance.  It will always be advisable to 
seek the Commander’s initial guidance, as he may well have been involved 
already in discussions with the Strategic Commander, subordinate commanders 
and others. The JOPG should seek to confirm with the Commander the 
following: 
(1) The inclusion of operational staff in the strategic assessment team. 

                                                           
2 Some of the deductions of this phase may have already been drawn from the Situation Awareness 
phase, if enough time and knowledge was available at the time. 
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(2) Deployable Joint Staff Element (DJSE) and subordinate HQs to be 
involved in the assessment process. 

(3) Requirements for external coordination. 
(4) Timings for command group review of the operational assessment. 
(5) Issues to be clarified with Strategic Commander. 
(6) Specific focus areas for staff analysis: 

(a) Military strategic objectives, criteria for success. 
(b) Strategic preconditions for operational success. 
(c) Critical capability requirements. 
(d) C2 arrangements. 
(e) Strategic and operational risks.  
(f) ROE considerations. 
(g) Requirements for additional NATO Crisis Response Measures 

(CRMs). 
c. Develop Comprehensive Preparation of the Operati onal Environment 

(CPOE).JFC must initiate the CPOE process to ensure that products are 
available to support subsequent operational planning beginning in Phase 3 – 
Operational Orientation - as well as to contribute to the operational assessment 
of potential response options, if required. 

d. Understand the Nature, Scale and Scope of the Pr oblem.  Based on the 
Strategic Assessment, and interaction with the SOPG, the first step for the 
JOPG, supported by the knowledge centre, is to review and update the main 
structural features and relationships that define the situation and the current 
“system” state to establish: 
(1) The main actors influencing the problem and its resolution, including 

potential adversaries and friends, as well as the main actors engaged in 
the crisis. 

(2)  The unacceptable conditions in the current situation in terms of 
international norms that characterise the crisis. 

(3) The main political, military, economic, social, information and infrastructure 
(PMESII) factors contributing to the crisis. 

(4) The historical background and events leading to the crisis. 
(5) Current trends, the likely course of future events and potential outcomes. 
(6) Potential strategic risks and threats to security. 
(7) Critical issues requiring urgent attention. 
(8) Uncertainties and gaps in knowledge. 

e. Understand the Key Strategic Factors Contributin g to the Crisis.  On this 
basis, the JOPG needs to identify and understand those actor systems and 
factors influencing the crisis and its likely causes, as well as changes required 
to improve the overall situation, to include: 
(1) The strategic environment, including the influence of geography, 

hydrography, weather, and climate.  
(2) Political aspects, including stability, governance, representation, political 

interest groups, administration, international relations and diplomacy. 
(3) Military/security aspects, including the security situation and stability, 

internal and external threats, the armed forces, internal security forces, 
paramilitary forces and illegally armed groups, strategic capabilities, WMD, 
the provision of arms and sustainment. 

(4) Economic aspects, including vital national resources and assets, 
production, trade and commerce, distribution, consumption, inflation and 
debt. 

(5) Social aspects, including justice, the rule of law, social support systems, 
health, education, welfare, development, cohesion, power and influence 
groups, displaced persons and refugees. 
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(6) Infrastructure aspects, including utilities, energy, transportation nodes, 
networks, means of communications, industry and public facilities. 

(7) Information aspects, including national intelligence, mass communications 
and media, information activities by different actors and social groups as 
well as their receptivity, susceptibility and vulnerability to messages, 
Communication and Information Systems (CIS), Command and Control 
Systems (C2S). 

f. Understand the Main Actors and their Role in the  Crisis.  It is critical for the 
JOPG to understand the effects caused by the actions of each actor, as well as 
the attributes of each actor’s systems to gain insight into how it might be 
possible to influence them. Building on the existing knowledge about each actor 
in the knowledge base as well as insights from other sources, the JOPG should 
review and understand the following:  
(1) Political Goals and Objectives. Review the actions and statements of each 

actor and its main elements to understand what they seek to achieve as 
well as their desired end state.  

(2) Main Characteristics. Consider each actor’s motivations including the 
influences of history, culture, values, beliefs, and prevailing attitudes, as 
well as the personality traits, psychological profiles, motives, interests of 
key individuals. At this point it is also useful to consider the receptivity, 
susceptibility and vulnerability of actors to different types of external 
influences. 

(3) Capabilities, Strengths and Weaknesses. Review the key system elements 
and influences to identify main attributes, strengths and weaknesses of 
each actor to achieve its goals and objectives. System network diagrams, 
including a geo-spatial view of each system, help in determining positive 
and negative influences as well as critical dependencies. This will point to 
the main sources of power, as well as any deficiencies that must be 
considered during the analysis of centres of gravity, critical capabilities, 
critical requirements and critical vulnerabilities 

(4) Relationships with other Actors. Each actor will have a variety of 
relationships with other actors that enhance or detract from its power and 
influence in accomplishing its goals. Understanding the nature and basis 
of these relationships and how they may evolve may provide insight into 
how they might be influenced. 

(5) Strategies and the Use of Power. It is essential for the JOPG to 
understand the main tenets of each actor’s strategy, and the instruments 
of power on which it depends, to appreciate the possible implications for 
our actions. 

(6) Actions and Effects. It is critical at this point to appreciate the relationship 
between each actor’s capabilities, actions and resultant effects to gain 
insight into how they might be influenced, using different instruments of 
power to establish conditions that would improve the overall situation. 

(7) Possible Response to our Involvement. Based on an understanding of the 
different actors, consider the likely response of each actor to possible 
responses. This will provide an initial indication of potential adversaries, 
partners and neutrals. It may also highlight the strengths of these 
relationships including those that may be conditional. 

(8) Knowledge Gaps. The analysis of actors will highlight gaps in knowledge. 
The JOPG should capture any additional requirements for information and 
knowledge that will be submitted to the knowledge centre branch for 
production. Any critical gaps in knowledge may be considered for inclusion 
in the Commander’s Critical Information Requirements (CCIRs). 
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g. Assess Potential Risks and Threats . Based on their understanding of the 
situation, the JOPG should assess potential risks or threats to our security 
interests, including any issues requiring urgent attention. 

h. Review International Legal Aspects . The JOPG, with advice from Legal 
Advisor (LEGAD) and Political Advisor (POLAD), will review the legal aspects of 
the crisis in terms of applicable international law, treaties and agreements, as 
well as relevant UN resolutions. The result should be a clear understanding of 
the legal basis for possible military operations, as well as any requirement for 
additional legal provisions or mandates. 

i. Review International Commitments . Drawing on its own CIMIC expertise, as 
well as, input from knowledge and joint effects elements, the JOPG needs to 
identify the relevant international actors operating in the area that could 
contribute to the resolution of the crisis, including those IOs, GOs and NGOs 
engaged in humanitarian aid, human rights, protection of minorities, refugees 
and displaced persons, legal assistance, medical care, reconstruction, 
agriculture, education, arts, sciences and general project funding. It is critical 
that the JOPG understands the mandate, role, structure, methods and 
principles of these organisations. 

j. Review the International Media and Public Opinio n. Within the JOPG, 
Information Operations (InfoOps), Public Affairs (PA), PSYOPS and POLAD, 
including Strategic Communications policy from the Political Authority , 
should collaborate in developing an understanding of the level of media interest 
among different audiences, as well as, any prevailing attitudes. This 
understanding will underpin future PA efforts to communicate with target 
audiences to gain and retain strategic initiative.  

k. Understand the Desired End-State . The JOPG analyses the end state in the 
context of the main actors and systems to understand strategic and operational 
conditions required to establish an acceptable self-regulating solution. This 
should identify the changes required in the capabilities and behavior of specific 
actor and system states and their interaction as well as their influences within 
the strategic environment. 

l. Understand Political Strategic and Military Stra tegic Objectives.  It is critical 
that the JOPG recognises that the development of military strategic objectives is 
an iterative process throughout the strategic assessment and option 
development that must ensure that military strategic objectives are balanced 
with the means and ways available for their achievement.  

m. Understand Military Strategic Effects . It is necessary for the JOPG to clearly 
understand desired strategic effects, listed in the SSA in order to develop 
operational advice on their feasibility at the operational level. 

 
STEP 2. Assessment of Military Response Options 
a. Analyse the Military Response within a Comprehen sive Approach . Military 

Response Options (MROs) are developed by Strategic Commander. Throughout 
Phase 2 of the process, the designated JOPG will collaborate with the SOPG in 
the development of MROs by providing an analysis of these options and 
providing Operational Advice to the Strategic Commander on each of the 
options developed. The COM JFC must ensure that the military ends, means 
(forces available) and ways are balanced and those strategic preconditions for 
success, including the contributions of non-military efforts, have been 
addressed. He does this by asking key questions to his staff, such as: 
(1) Will the achievement of the military strategic objective(s) establish the 

conditions required to attain the desired end state? 
(2) What military operations (actions) must be conducted to create the effects 

required to achieve military strategic objectives?  
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(3) What are the essential military capabilities (resources) required to conduct 
the military operations successfully? 

(4) Are the military strategic objectives achievable with the means likely to be 
available and ways acceptable to political authorities? 

(5) Are the necessary strategic conditions in place to ensure operational 
success and effective cooperation with other instruments?  

(6) What are the operational risks and how can they be mitigated? 
The detailed analysis that generates the answers to these questions (and to any 
additional concern the COMJFC will request his staff to address) will roughly 
adhere to the following outline. 

b. Assess the end state . A single provisional political end state applicable to all 
options, agreed by the Political Authority and stipulated in the request for MROs, 
provides the description of the required conditions that must be established at 
the end of a strategic engagement. The JOPG must provide the operational view 
on the viability of achieving this end state with each option. 

c. Assess the Mission . Strategic Commander’s Mission will be normally assigned 
by the Political Authority; however, as part of the MRO process, the Strategic 
Commander can recommend a potential mission associated with a specific 
MRO. The mission should, among other things, include the objectives that the 
Strategic Commander must achieve in order for the Political Authority to reach 
the political-strategic objectives.  

d. Assess the Military Strategic Objectives . Potential military strategic 
objectives, listed in the Strategic Assessment, will be further developed for each 
military response option. JOPG must provide advice on the operational 
feasibility of achieving those objectives.  

e. Assess the Effects to be Achieved by Military Me ans . The JOPG analyses 
the military strategic effects that must be created using military means, including 
essential support to non-military efforts and support to be received by non-
military means, along strategic lines of engagement to achieve each military 
strategic objective 

f. Assess Military Actions . These military actions must logically: 
(1) Lead to achievement of the military strategic objectives. 
(2) Cover the range of actions that could potentially create effects required to 

change the capabilities and behaviour of specific actors/systems. 
(3) Be feasible in terms of strategic power projection, operational reach and 

sustainment. 
(4) Avoid creating effects that would undermine the achievement of the 

strategic objective(s) (undesired effects). 
g. Assess Force Capability Requirements . With the advice of planning elements 

from the designated subordinate and component commands, the JOPG should 
assess adequacy of the primary military capabilities described in the option to 
conduct the military actions and achieve the desired effect, taking into account 
the possible opposition. 

h. Assess ROE Requirements . JOPG has to identify specific ROE requirements 
from the operational aspect and provide advice for each military response option 
on the use of military force, including lethal and non-lethal measures. 

i. Assess the Use of Complementary non-Military Mea ns . The COM JFC must 
be satisfied that proposed complementary non-military efforts would: 
(1) Create required effects in conjunction with prescribed military tasks. 
(2) Be politically acceptable by own and other authorities. 
(3) Allow required coordination with military efforts at appropriate levels of 

command.  
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j. Assess the Main Resource Requirements . The JOPG with advice from 
designated subordinate and component commands must assess the main 
logistics and financial estimates for each option to verify feasibility in terms of: 
(1) Strategic lift requirements and costs. 
(2) Theatre logistics requirements and force support engineering for 

establishing and operating staging bases, air and sea ports of debarkation 
(APOD/SPOD), storage and distribution of fuel, establishing and 
maintaining lines of communications (LOCs), and developing infrastructure. 

(3) Medical requirements. 
(4) Logistic support potentially required to support relevant international actors 

in extreme situations. 
(5) Infrastructure requirements. 
(6) DCIS deployment and sustainment (e.g. satellite costs) and service 

provision. 
(7) Budget estimates. 

k. Assess Provisional Theatre of Operations and Joi nt Operations Area . With 
advice from designated component commands, the JOPG should provide advice 
on whether the provisional JOA and TOO, as determined by Strategic 
Commander, will be sufficient to achieve the military strategic objectives. 

l. Assess Preliminary Command and Control (C2) Arra ngements . The JOPG 
with advice from designated subordinate and component commands must 
ensure that the principal command arrangements for each option meet potential 
operational requirements: 
(1) Assigned theatre of operations provide for the conduct or support of the 

military option. 
(2) Assigned joint operations area provides space for the conduct of 

operations. 
(3) C2 structure is adequate for operational level including necessary 

component, regional, and/or functional commands. 
(4) C2 provides flexibility to deploy forward and to reach back as required.  
(5) Rules of engagement are appropriate for potential use of force. 

m. Review Strategic and Assess Operational Risks . Based on the Strategic 
Assessment, the JOPG should develop its own assessment of operational risks. 
(1) Strategic risk can be understood as the probability of failure in achieving a 

military strategic objective within an acceptable cost. Therefore, the JOPG 
should review the assessment of strategic risks by carefully examining the 
degree to which military strategic objectives, concepts and resources may 
be in or out of balance. 

(2) Operational risks are based on probability of an operational failure and the 
consequences. The JOPG should review the main strategic factors related 
to time, space, forces/actors and information within the theatre to identify 
risky situations and their possible consequences on mission 
accomplishment. 

n. Assess Strategic Communication/Information Strat egy Requirements . The 
JFC must ensure that the principal requirements for strategic communication 
have been identified within an overall information strategy and adequately cover: 
(1) Prioritised target audiences. 
(2) Effects to be achieved through information activities. 
(3) Requirements for policy guidance on methods to enable and promote 

relationships with all appropriate actors (civil, military, governmental, and 
non-governmental) in the information environment. 

o. Assess Requirements for Interaction with Relevan t National and 
International Actors . The JOPG should assess the requirements and 
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arrangements for effective interaction with relevant national and international 
actors, including: 
(1) Arrangements for in-theatre coordination with cooperating civilian 

organisations. 
(2) Liaison requirements with local, international, governmental and non-

governmental entities. 
(3) Support from other Civil Emergency and/or Disaster Response Agencies. 

p. Assess Preconditions for Success . JOPG should provide operational 
guidance on those strategic conditions that must be created at the political level 
in order to achieve operational success. 

q. Develop Conclusions.  The JOPG draws together its conclusions from its 
assessments, evaluation and comparison of the different options as to their 
adequacy, merits and potential for operational success. In drafting their 
conclusions, they should focus on the key operational questions raised above in 
this paragraph. 

r. Identify Critical Operational Requirements . The JOPG may have identified 
specific operational requirements that are critical for operational success and 
must include these in the Commander’s operational advice, including in 
particular, but not limited to:  
(1) Preconditions for success.  
(2) Mission essential force capabilities. 
(3) Critical in-theatre support and infrastructure. 
(4) Essential C2 arrangements and CIS enablers. 
(5) Pre-deployment of enabling forces. 
(6) Deterrence operations. 
(7) Rules of Engagement (ROE) considerations. 
(8) Information strategy. 
(9) Relevant national and international actors with which interaction will be 

required and the degree of such interaction. 
(10) Necessity to prepare and deploy an Operational Liaison and 

Reconnaissance Team (OLRT), as well as other enabling elements. 
s. Consider Lessons Learned from Previous Similar O perations . The JOPG 

should make the effort to determine from the outset what lessons have been 
learned from previous operations that should be reflected in the Commander’s 
operational advice. 

t. Determine Key issues for COMASC . Throughout the process, the JOPG will 
have been collaborating with the SOPG and raising significant issues as they 
arise. However, in addition the JOPG should assist the Commander in 
identifying those specific issues that should be raised directly with the Strategic 
Commander. 

 

 
Phase 3 – Operational Orientation 

The purpose of Phase 3 – Operational Orientation is to determine the operational 
problem that must be solved, the specific operational conditions that must be 
created, the key operational factors that will influence the achievement of those 
conditions, and any limitations on the Commander’s freedom of action for the 
development of the overall operational design. 
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It begins with receipt of a Strategic Planning Directive (SPD), following a political 
decision (usually formalized in a so called “Initiating Directive”) to initiate planning 
for a military response to a crisis. Main activities of this phase are: 
• completion of the CPOE; 
• thorough review of the SPD; 
• detailed analysis of the mission and operational factors that will influence 

mission accomplishment; 
• development of an overall operational design; 
• formulation of the Commander’s initial intent. 
It concludes with the Commander issuing planning guidance to the JOPG for the 
development of courses of action and issuing the Operational Planning Directive 
(OPD) to subordinate commanders to initiate planning. 
 

 STEP 1. Initiate Operational Orientation. 

a. Determine Planning Requirements Milestones.  Upon receipt of the SPD, 
the JOPG must assess the time3 available for planning, including force 
generation, based on the earliest possible deployment of forces. On this basis, 
the JOPG will recommend adjustments to the planning process that may be 
required to complete essential planning phases and steps that ensure 
adequate time for planning and preparation at lower levels of command. In 
particular the JOPG must confirm: 
• Authorisation to deploy an Operational Liaison/Reconnaissance Team 

(OLRT). 
• Authorisation for direct liaison and coordination with relevant national and 

international actors. 
• Theatre reconnaissance and coordination, including the Commander’s 

visit to the theatre. 

                                                           
3As a guide, each HQ should plan to use not more than one third of the time available to reach its 
decisions on the course of action to be taken to leave time for subordinates to develop their plans and 
prepare their forces. 
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• Requirements for the pre-deployment of enabling and initial entry forces. 
• Any issues for immediate clarification with COMASC. 

b. Develop and issue the Commander’s Initial Guidan ce. It is critical that the 
JOPG engage the Commander as early as possible in the process and obtain 
his initial guidance to provide focus for the initial phases of the planning 
process. 

c. Establish Liaison/Co-ordination.  The JOPG should make arrangements to 
receive liaison/planning elements from the SOPG, subordinate commands and 
Civil Emergency and/or Disaster Relief Agencies, as well as direct liaison and 
coordination with relevant national and international actors authorised by the 
Political Authority. 

d. Issue Warning Orders to Subordinates.  The Commander should approve 
the release of warning orders to his subordinates as soon as possible in order 
that they can begin any required preparations for planning and possible 
deployment. The warning order should provide minimum essential information 
regarding the nature of the mission and the earliest possible deployment of 
forces.  

e. Direct the Preparation and Deployment of the OLR T.As authorised, the 
Commander should direct the preparation and deployment of the OLRT. This 
will require the JOPG to carefully consider organisation and priority tasks for 
liaison, coordination and information gathering to help build an operational 
picture of the environment. Experience has highlighted the need for 
deployable expertise to cover Reception, Staging, Onward Movement and 
Integration (RSOM-I), Force Protection (FP), legal issues with the host nation 
and contracting for host nation support (HNS).  

STEP 2. Review the Strategic Context. 

a. Framing the Problem.  The JOPG begins its operational orientation by 
framing the problem within the strategic context established by the Strategic 
Assessment and the strategic direction provided by COMASC. It requires a 
thorough understanding of the current situation and the system states that 
constitute the problem, as well as the desired end state, political strategic and 
military strategic objectives that establish criteria for a solution. The 
operational problem will be defined within this framework as a part of the 
mission analysis. 

b. Review the Current Situation.  Normally the JFC will have collaborated with 
SOPG in the development of the strategic assessment of the crisis and the 
MROs, and, thus, will share a common understanding of the situation. 

c. Review Strategic Direction for Solving the Probl em. Strategic Planning 
Directive and the Initiating Directive (ID) establish the boundaries of the 
problem to be solved and conditions that must be achieved to attain an 
acceptable end state. The JOPG must study these directives and update, as 
required: 
• Operational objectives results expected from the employment of military 

force.  
• Changes required in the behaviour and/or capabilities of specific systems 

of different actors. 
• Sustainable conditions that must be achieved as part of the desired end 

state. 
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 STEP 3. Understand the Operational Environment and  the Main Actors. 

a. Update Estimates and Comprehensive Preparation o f Operational 
Environment (CPOE). The Commander and staff should continue to develop 
their estimates of the situation based on available information. The CPOE 
helps set the scene for the operational orientation, which ensures that the 
Commander and his staff begin the phase with a common understanding of 
the planning problem. Staff estimates are continually updated by the planning 
staff using Knowledge development (KD) to ensure the JOPG maintains 
current information on, and understanding of, the operating environment. The 
JOPG should provide guidance for the development of CPOE products 
required to support the mission analysis. 

b. Definition and Analysis of the Operational Envir onment. CPOE products 
should describe the main characteristics and allow the JOPG to further assess 
the potential impact of the operational environment on accomplishment of the 
mission. 

Characteristics  Operational Impact  

Theatre geometry Possible access, staging, entry, operating areas, bases and 
distances, lines of communications, sustainment, etc. 

Geographical/oceanographic 
characteristics 

Observation, obstacles, movement/mobility, key terrain, littorals, 
choke points, international sea lanes. 

Meteorological characteristics Visibility, ground mobility, air operations, maritime operations, risks 
to exposed personnel. 

Population demographics  Human development, population movement, displaced 
populations/refugees, dependence on humanitarian aid, populations 
at risk, unemployment. 

Political situation Credibility, popularity, effectiveness of governments to provide for 
the basic needs of the populace, opposition, stability, status of forces 
agreements, rule of law.  

Military and security situation External/internal threats, surrogates and proxy forces, illegally armed 
groups, extremism/terrorism, operational areas, military dispositions, 
police, and military activity. 

Economic situation Availability of money, food, energy, raw materials, industry, services. 

Socio-cultural situation  Social cohesion/conflicts, dominant groups, extremism.  

Health and medical situation Risk of famine, diseases, epidemics, environmental hazards, 
available medical support. 

Infrastructure situation Possible points of entry, theatre infrastructure (e.g. adequacy of 
transportation and communication nodes and networks), utilities, 
POL storage and distribution, host nations support. 

Information and media situation Control/bias/manipulation of media, public access to information, use 
of propaganda, robustness of communications. 

 

c. Evaluation of Adversaries, Friends and Neutrals . Further refine analysis 
performed during Phase 2 – Operational Appreciation and Assessment of 
Options, continuing to develop the understanding of the main actors and their 
role in the crisis. 

STEP 4. Analyse the Mission (composed of 6 Mission Analysis Sub-Steps). 

As a part of the Mission Command approach, the mission and operational 
objectives are assigned by a higher commander. Throughout the orientation 
phase, the JFC must continually consider the mission as they determine other 
operational requirements.  

The mission analysis should answer the following questions: 
•••• What conditions must be established to achieve operational objectives.  
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•••• What effects are required to achieve these objective and what systems must 
be changed to create these effects using military means? 

•••• What are the essential actions to be accomplished to achieve these effects? 
•••• What are the operational implications of time, space, forces/actors, and 

information?  
•••• What capabilities, support and preconditions are required? 
•••• What limitations have been or are likely to be imposed on the use military 

force? 
•••• What are the (plausible) assumptions that have to be made in place of 

unknown facts to allow planning to proceed? 
•••• What are the outline requirements for cooperation with civilian organisations? 
•••• What operational risks can be identified at this stage? 

 
M. A. Sub Step 1. Operational Factors.  The mission analysis should consider 
the operational impact of time, space, forces/actors and information on the 
accomplishment of the desired outcomes and help in developing necessary 
assumptions about the situation and identifying operational requirements, 
limitations and risks. To answer the questions above, the JOPG will analyse the 
relevant facts related to the strategic context and the operational environment, 
make deductions about mission implications and draw conclusions related to the 
mission requirements that must be addressed in planning and/or further analysis. 
Planners should use the Factor/Deduction/Conclusion table below to guide their 
thought process. 

The aim of this analysis is for the JOPG to consider the effects of the operational 
environment on the main actors as well as our forces as they interact in time, 
space and information sphere. These deductions and conclusions are critical to 
setting the boundaries and the “realm of the possible” within which solutions must 
be developed. 

Factor Deduction Conclusion 

A significant factual statement of 
information known to be true that 
has strategic implication. 

What is the current state of affairs 
or trends?  

The implications, issues or 
considerations, derived from fact(s) 
that have operational significance.  

So what is the significance of the 
factor? 

The outcome or result 
reached that requires 
action in planning or 
further analysis. 

So, what can or should be 
done? 

Example – Force/Actors: Missile 
threat from country A, who has 
what and where. 

Freedom of movement denied. 

 

Increase force protection 
and/or counter strike to 
neutralise the threat 

Example - Time factor: 
Government A will collapse in 6 
months. 

Collapse of Government A is 
threatening to destabilise country B 
with a consequential impact on 
regional security. 

Government A needs to 
be supported through 
political and security 
means. 

Example - Space: SLOCs are 
extended and potentially 
vulnerable to attack. 

SLOCs need to remain unhindered 
to ensure force flow sufficient to 
meet deployment requirements. 

SLOCs need protection. 

 

The body of knowledge that this process will create should serve to gain insight 
into the following critical aspects. 

Time. 
• What are the likely consequences of current trends in the crisis compared to 

our capability to project forces into the area? 
• What are the time imperatives for the deployment and employment of forces? 
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• What are the operational risks and opportunities if time imperatives cannot be 
achieved? 

• Is there a point in time when a specific condition will decide the success or 
failure of the operation? 

Space. 
• Are the lines of communication into and within the theatre adequate, secure 

and sustainable? 
• Can key terrain and vital areas be effectively secured and what are the risks 

if they cannot be? 
• Are the required operating areas within the operational reach of forces within 

the theatre? 
• What are the implications of deploying forces to required operating areas in 

terms of speed, mobility, vulnerability, supportability and control? 
• Are there critical areas where specific conditions will decide the success or 

failure of the operations? 
Force. 
• Are the force capabilities and capacities ready to meet mission 

requirements?  
• Can the required force capabilities be projected and prepared for 

employment to required operating areas within the required time scale? 
• Can the required force capabilities be sustained in required operating areas? 
• What are the risks to the force and the mission? 
Information. 
• Is the StratCom policy sufficiently robust for the mission? 
• Are global and local communication links sufficient to support the information 

strategy? 
M. A. Sub Step 2. Develop Assumptions 4.There will be some gaps in 
knowledge and information that cannot be known at this point, such as the 
current conditions in the area or the reaction of main actors to the involvement of 
our forces. In these cases, the JOPG may find it necessary to make certain 
assumptions as a basis for further planning. To be valid, an assumption must be 
logical, realistic and necessary for planning to continue. Assumptions are often 
the reason on which a plan can fail and must be avoided unless absolutely 
necessary. The Head of the JOPG must control assumptions and ensure that 
they are regularly reviewed. Any changes in assumptions have to be assessed 
as to their impact on the OPLAN. 

M. A. Sub Step 3. Determine Critical Operational Re quirements.  During the 
mission analysis the JOPG considers the impact of the operational environment 
and the main actors on the accomplishment of the required operational mission. 
They analyse the main CPOE products and update available estimates and 
advice to identify critical operational requirements including: 

•••• Critical Operational Support and Resources Require ments.  These must 
capture military requirements, sustainment and strategic support required to 
accomplish the mission. 

•••• Strategic Communication Requirements.  The JOPG must identify specific 
target audiences and key leaders as well as the basic messages that may be 
required to accomplish operational and military strategic objectives and 
mitigate risks. 

                                                           
4 Assumption - A supposition on the current situation or a presupposition on the future course of events, 
either or both assumed to be true in the absence of positive proof, necessary to complete an estimate of 
the situation as a basis for future decisions. 
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•••• Preconditions for Success.  The JOPG must identify any essential 
conditions that are beyond the influence of the JFC that must be established 
to allow operational success. These may include arranging transit, over-flight 
and staging areas as well as legal agreements of the status of forces and 
host nation support. They will also include the changes needed in the non-
military domains to address the current crisis in a sustainable manner. 

•••• Information and Knowledge Requirements.  The mission analysis will 
highlight gaps in information and knowledge as well as critical information 
required for subsequent command decisions. The JOPG will identify these as 
a basis for developing requests for information (RFI) to Strategic Command 
and the knowledge centre, to develop requests for intelligence and to 
establish the Commander’s Critical Information Requirements5 (CCIRs). The 
two key elements of CCIRs are Priority Intelligence Requirements6 (PIR) and 
Friendly Force Information Requirements7 (FFIR). 

M. A. Sub Step 4. Determine Requirements for Intera ction with Relevant 
International and National Actors.  The analysis of systems/system elements 
that must change will identify those that may not be influenced by military means. 
The need to use other, non-military means to create desired effects must be 
captured during mission analysis and will need to be addressed with cooperating 
organisations during planning. Requirement for interaction with relevant 
international and national actors can stem inter alia from the following areas: 
•••• Complementary non-military activity in support of military action. 
•••• Complementary military actions in support of non-military activity.  
•••• Mutual support. 
•••• De-confliction of critical activities. 

 
M. A. Sub Step 5. Limitations on Operational Freedo m of Action.  Mission 
analysis should also seek to identify any limitations on the Commander’s freedom 
of action in accomplishing the mission. Limitations include constraints8 and 
restraints9.They may be imposed by international law, the mandate, or by political 
or military authorities. However, they may also be determined by operational 
factors that will dictate the time, place and forces to be used. These need to be 
identified as they may impact other requirements and pose risks to mission 
accomplishment. 

M. A. Sub Step 6. Operational Risks.  During the mission analysis, the JOPG 
should identify any risks to the accomplishment of the required operational 
objectives that result from the operational environment or the capabilities and 
actions of the main actors in the JOA. Risks have two aspects – first what are the 
chances that something will go right or wrong and second, what is the level of 
impact on the operation. At the operational level risks typically relate to time, 
space, forces/actors and information factors within the theatre. The matrix below 
provides a possible way of capturing, assessing and managing risks. 

                                                           
5 Commander’s Critical Information Requirements (CCIRs) ‘[c]omprise information required by the 
commander to make timely decisions as required for mission accomplishment. They identify potential 
changes in the situation and eventualities that would mandate an operational decision or strategic 
guidance.’ (AJP-2). 
6 Priority Intelligence Requirement (PIR) are ‘[t]hose intelligence requirements for which a commander 
has an anticipated and stated priority in his task of planning and decision-making.’ (AAP-6). 
7 Friendly Force Information Requirements (FFIRs) is the ‘[i]nformation the Commander needs to know 
about his own forces, which might affect the Commander’s ability to accomplish the mission’. (AJP-
01(D)). 
8 Constraint - a requirement placed on a commander that dictates an action. 
9 Restraint - a requirement placed on a commander that prohibits an action. 
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Risk  Management matrix 

① IDENTIFY HAZARDS ② ASSESS RISKS 

Desired outcome 
Threat condition, 

source of risk 
Vulnerabilities to 

the source of risk 
Probability (P) of 

unwanted event 
Severity (S)  of 

consequences 

What is at stake 

and how vital is it 

for the progress 

of the operation? 
(Effect, DC, Op 

obj, Str obj, End 

state) 

What condition 

and/or situation 

could cause 

interference? 

(opposing/friendly 

actions, operational 

environment factor) 

Why is that 

condition allowed 

to interfere? (own 

vulnerabilities and 

shortcomings) 

How likely is 

“something bad” 

going to happen if 

exposed to condition 

source of risk? 
Unlikely�Very Likely 

What kind of 

consequences for 

our OPS may derive 

from unwanted 

events? 
Negligible�Extreme 

Risk assessment: Marginal  �  Severe 

③ RISK DECISIONS 

Do we have 
available means 

and acceptable 

ways so to � 

neutralize the source of risk(s)? Factors affecting decisions 
• Can risk be reduced to an acceptable 

level? 
• Must we decide using assumption(s)? 
• Do we have time do develop better 

knowledge (CCIR)? 

reduce the probability of occurrence? 
limit the severity of the consequences? 

reduce our vulnerability to the source of 

risk? 

④ IMPLEMENT DECISIONS ⑤ SUPERVISE & CONTROL 

Actions necessary 

to 

Modify forces posture and/or 

composition 
Is our risk knowledge still current or 

obsolete? 
Prepare branch and/or sequel plan Have all the assumptions been verified? 

Adjust current ops 
Are the mitigated consequences still 

acceptable? 
Develop better knowledge Is the desired outcome still within reach? 

 

Once risks have been identified, the JOPG must consider ways to mitigate each 
risk (e.g. WMD, increased FP or deployed CBRN), which may highlight additional 
tasks, capability requirements and limitations resulting from consideration of: 

How can we reduce our exposure? 
How can we reduce the probability of occurrence? 
How can we limit the scale and severity of the consequences? 

STEP 5. Analyse Centres of Gravity. 
This analysis has to be conducted for each of the main actors. Centre of gravity 
analysis draws upon the systems analysis of the main actors and systems to 
determine their critical capabilities (what it enables the actor to do), their critical 
requirements (what it needs to be effective) and critical vulnerabilities (how can it 
be influenced). 

This analysis is supported by Red and, resources permitting, a Green team to 
provide their respective point of view. Of critical importance is that the analysis 
leads to conclusions about what can be exploited in the opponent and what must 
be protected in friendly and neutral actors. These key insights should 
contribute to the development of the main ideas for  the campaign and 
should be captured as key deductions . 
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Centre of Gravity Analysis Matrix  

Assessed Aim and Desired Outcome  

What is the actor’s main goal and what conditions does he seek to achieve by his actions? 

Centre of Gravity  

…is a principal source of strength of power for 
achieving one’s aim.  

What is the primary element of power upon which an 
actor depends to accomplish his strategic objectives?  

To be targeted in an opponent and protected in a 
friend. 
 
A noun; an entity; a complex system; a thing. 

Critical Capabilities  

…is the primary ability (or abilities) that gives the COG it 
strength.  

What are the primary means that enables the COG to gain 
and maintain dominant influence over an opponent or 
situation, such as to threaten or coerce an opponent, or to 
control a population, wealth distribution, or a political 
system?  

To be influenced/denied to an opponent and exploited in a 
friend). 
The key word is the verb - the ability to…. 

Critical Vulnerabilities  

…exists when a critical requirement is deficient, 
degraded or missing and exposes a critical capability 
to damage or loss. 

What are the weaknesses, gaps or deficiencies in the 
key system elements and essential conditions, 
characteristics, capabilities, relationship and 
influences through which the COG may be influenced 
or neutralised?  
 
To be attacked in an opponent and protected in a 
friend. 
A noun with modifiers. 

Critical Requirements  

…are specific conditions, components or resources that 
are essential to sustaining those capabilities.  

What are those key system elements and essential 
conditions, characteristics, capabilities, relationship and 
influences required to generate and sustain the COG’s 
critical capabilities, such as specific assets, physical 
resources, and relationships with other actors?  

To be denied to an opponent and provided to a friend. 

Nouns, things. 

Conclusions  

Which weaknesses, gaps or deficiencies in the key system elements and essential conditions, characteristics, 
capabilities, relationships, specific resources or influences could be exploited to change the capabilities and 
behaviour of the actor and improve conditions in the operational environment? 

 

STEP 6. Develop the Operational Design. Based on the mission analysis, 
the Commander and the JOPG should share a clear understanding of the 
operational conditions that must be established and sustained, as well as which 
actors and systems must change. The evaluation of the main actors/systems and 
analysis of their centres of gravity provide additional insight into what changes in 
the behaviour and capabilities of specific actors/systems may be required. On 
this basis, the JOPG analyses the operational objectives and determine the 
decisive conditions and operational effects. 

a. Assess Operational Objectives.  Operational objectives, contained within 
the mission assigned by the Strategic Commander, establish the conditions 
to be achieved in the operational area required to accomplish military 
strategic objectives and contribute to the desired end state. They provide the 
focus for the employment of military force to influence strategic and 
operational centres gravity to achieve changes required in the operational 
behaviour or capabilities of specific actor systems. 

b. Determine Decisive Conditions 10.For each operation to be successful it is 
necessary to determine the sequence in which specific conditions must be 
established to focus the effort required to accomplish one or more 

                                                           
10 Doctrine identifies two similar operational design elements; the decisive condition and the decisive 
point. An operational design would normally use either the decisive condition or the decisive point 
construct, but not both. Decisive points may be of more use when designing the operational design for a 
more traditional force-on-force operation.  
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operational and military strategic objectives. When specific sustainable 
conditions are determined to be critical to gaining or retaining freedom of 
action or to the accomplishment of the objective, they may be designated as 
decisive conditions. The conclusions drawn from centre of gravity analysis 
should highlight changes in the critical capabilities and influences of specific 
actors that would be decisive to our success on a given line of operations. 
Identifying decisive conditions is critical to the overall design in terms of: 
- Establishing the nature and sequence of joint operations along each Line 

of Operation (LOO). 
- Prioritising the effects to be created. 
- Determining the force/capability requirements for each LOO over time. 
- Synchronising and coordinating operations on different LOO 

c. Operational Effects.  Based on the decisive conditions for each objective 
and its previous analysis of each actor’s systems, the JOPG is able to 
determine the likely changes required in specific actor’s systems/system 
elements. The changes are stated as effects. 

d. Determine Lines of the Operation 11.Lines of operation link effects and 
decisive points/decisive conditions to an objective. The determination of lines 
of operations will shape the development of the OPLAN as well as the 
conduct of operations. 

e. Develop Measures of Effectiveness (MOE). Based on knowledge of the 
systems, the JOPG simply states the recognisable benchmark changes that 
would be visible if our actions were effective and conversely those that may 
be visible if our actions are ineffective or negative. For example our actions 
may be considered effective if “the frequency of armed attacks against ethnic 
minorities has declined…”MOE can be refined later during the planning 
process and execution. 

f. Determine Branches and Sequels. JOPG may be able to, at this early 
stage, identify requirements for possible branches and sequels and amend 
their operational design accordingly. It will be COA wargaming, however, that 
provides further opportunity to develop the branches and sequels to mitigate 
possible risks in achieving operational objectives. 

g. Develop Requirements for Strategic Communication . Given the desired 
effects and resulting decisive conditions to be established, the JOPG should 
at this point ensure that requirements for strategic communication are 
developed for each line of operation. This should be expressed in terms of 
the message to be communicated to the main actors. 

h. Evaluate Alternatives and Develop the Operationa l Design.  The JOPG 
should discuss alternatives to the operational design with the Commander 
and provide their recommendations. The Commander must decide the lines 
of operation as well as the decisive conditions he sees along each line of 
operations. He will use lines of operations to designate and shift his main 
effort12 during the course of the operation and use decisive conditions as 
“intermediate objectives” to coordinate joint operations in cooperation with 
relevant national and international actors. Therefore, the Commander may 
seek advice from his subordinate commanders and executive-level 
representatives of cooperating relevant national and international actors. 

                                                           
11 Line of operation (LOO).In a campaign or operation, a logical line(s) linking effects, decisive conditions 
to an objective. (Working definition) 
12 Main effort - The primary focal point of an operation established by a commander within his area of 
responsibility for the deliberate concentration of effects using available resources where and when he 
deems it necessary to achievement of his objective.(Working definition) 
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i. Develop Tentative Missions for Subordinate Comma nders.  Once the 
operational design is developed, the JOPG will develop tentative missions 
and tactical objectives for the subordinate commanders. The mission will be 
further refined, in collaboration with subordinate commands, during the 
CONOPS development 

The Operational Design provides the critical link between operational problem to 
be solved and the required operational objectives. It applies operational art13 in 
transforming the unacceptable operational situation at the start of the campaign14 
by establishing decisive points/decisive conditions along different lines of 
operations. These lines of operations will lead to the accomplishment of 
operational, military strategic objectives, strategic objectives and attainment of 
the desired end state, as shown in Figure 4.6.The operational design provides a 
conceptual overview of the entire campaign and is fundamental to: 
- Communicating the Commander’s vision of the operation and his initial intent. 
- Providing the common basis for the development of courses of actions. 
- Synchronisation and coordination of the campaign over time. 
- Assessing progress of the campaign. 
- Adapting and adjusting OPLANs to deal with foreseen and unforeseen 

events. 

The Joint Assessment Branch will contribute to the process of developing the Op 
Design. This will ensure that preconditions for conducting operations assessment 
in execution are met. The Op Design is the key reference for assessing 
progress or delay of the campaign . 

 STEP 7. Estimate Initial Force/Capability and C2 R equirements.  

a. Estimate Initial Force/Capability Requirements.  The JOPG should conduct 
a high level troops-to-tasks analysis to identify the major force/capabilities 
required for the operation. The process is simply to update the estimate of 
required operational capabilities based on the mission analysis15 and to 
compare it with the force capability requirements provided in the SPD. This 
will allow identification of any significant differences that may reflect an 
imbalance between required objectives and the means likely to be available. 
Significant issues may constitute an operational risk and should be brought to 
the attention of the JFC Commander as well as to Strategic Commander, if 
required. 

                                                           
13 Operational art - The employment of forces to attain strategic and/or operational objectives through the 
design, organization, integration and conduct of strategies, campaigns, major operations and 
battles.(AAP 6) 
14 Campaign - A set of military operations planned and conducted to achieve a strategic objective within a 
given time and geographical area, which normally involve maritime, land and air forces. (AAP-6) 
15The mission analysis identified critical operational capabilities requirements. The process of developing 
the operational design will have identified additional requirements as well as the general sequence and 
operational areas for employment. 
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b. Estimate C2 Requirements.  The JOPG operations and communications staff 
should work together with the component/subordinate command liaison to 
establish the basic C2 requirements based on the mission analysis and 
operational factors, including: 
- The geographic dispersion of forces in the theatre and the JOA. 
- The different lines of operations and the nature and purpose of military 

actions in concert with relevant national and international actors. 
- The size and functional composition of the deployed force. 
- Critical liaison and coordination requirements. 
- Span of control. 
- CIS points of presence.  
- The possibilities for C2 reach back. 

c. Direct Coordination and Collection by the Operat ional Liaison and 
Reconnaissance Team (OLRT). The JOPG should provide prioritised 
coordination and collection requirements to confirm critical aspects of the 
mission analysis and key assumptions. The early deployment of the OLRT, 
once authorised, provides a means to conduct required coordination and 
reconnaissance in the theatre. This requires that the Commander designate a 
single authority for direction and tasking of the OLRT, as well as to establish 
and maintain effective communications for the exchange of information. The 
exact timing of OLRT deployment will depend on the situation but almost 
certainly it will be one of the first requests that the COM JFC makes to the 
Strategic Commander at the start of the planning process.  

d. Plan and Conduct the Commander’s Theatre Reconna issance.  Ideally, 
the Commander should visit the theatre with his component commanders and 
key staff to conduct high level coordination and gain first-hand insights into 
the operational environment. This should be incorporated in planning 
milestones to confirm the mission analysis and to provide better knowledge 
and understanding of the operational environment for COA development. 

FINAL STEPS. Conduct Mission Analysis Brief, Issue the Commander’s 
Planning Guidance for COA developments, issue Opera tional Planning 
Directive and Submit Requests to Strategic Commande r.  

a. Validate the Mission Analysis and the Operationa l Design.  The JOPG 
must validate the results of the mission analysis and the operational design, 
including the risk assessment within the HQs and ultimately, with the 
Commander, through the Mission Analysis Brief. Every effort must be made 
by the JOPG to engage the Commander during the mission analysis and 
operational design, and in drafting the Commander’s intent. In any case, the 
Commander must approve or take ownership of the: 
- Assigned mission and operational objectives. 
- Operational Objectives, Decisive Conditions and Operational Effects. 
- The operational design in terms of lines of operations and the sequence of 

required decisive conditions in different phases of the operation. 
- Tentative missions to subordinate commanders. 
- The most likely and most dangerous courses of action of opponents, in 

broad terms, to be developed as a basis for planning. 
b. Confirm the Commander's Initial Intent. The initial intent should reflect the 

Commander‘s vision of how the operation should unfold in terms of the 
general outline, the nature, sequence and purpose of main operational 
activities leading logically to the achievement of the operational objectives. 
The intent should: 
- Establish the purpose of the main operational activities in terms of the 

conditions he intends to achieve. 
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- Indicate whether the main operational activities are being conducted 
concurrently or sequentially. 

- Establish the main effort. 
- Identify risks accepted or not accepted. 
- Conclude by relating the Commander’s intent to the military strategic 

objectives and the end state. 
- Endure throughout the campaign and serve as a guide that allows mission 

command and initiative by subordinates. 
c. Issue Guidance for COA Development . The Commander should provide 

sufficient guidance to the JOPG to allow them to work efficiently and 
effectively in developing COAs within the time available. The level of detail will 
typically depend on the nature of the mission, the operational circumstances, 
especially the time available, and the experience of the JOPG. On this basis 
the Commander may: 
- Specify opposing actions to be considered and opposing COAs to be 

developed. 
- Establish his criteria for COA development and selection. 
- Describe in broad terms the COAs he wants developed. 
- Direct the JOPG to focus its efforts on developing a single COA due to the 

urgency and nature of the situation. 
d. Issue Operational Planning Directive. COMJFC will issue the operational 

planning directive to subordinate commanders to provide them with 
operational output from the mission analyse brief and to provide the 
necessary direction to formally initiate planning at the tactical level. 

e. Develop and Submit Requests to Strategic Command er. The JOPG 
should develop requests, requirements and issues that require action at the 
strategic level. These typically include: 
- ROE requirements (if not identified in SPD). 
- RFIs 

f. Preconditions for success . It is critically important that the Commander 
clearly states those conditions that must be created at the strategic or political 
levels (in the PMESII domains) to allow for operational success. 

 
Phase 4a – Operational CONOPS Development 

The purpose of Phase 4a – Operational Concept of Operations (CONOPS) 
Development is to determine how best to carry out operations that will 
accomplish the mission effectively and efficiently in accordance with the 
Commander’s intent. This is a collaborative planning effort between the SOPG 
and JOPG to produce a coherent strategic level CONOPS for submission to the 
Political Authority and subsequent approval of the Operational CONOPS by the 
Strategic Commander. 
CONOPS development begins with a review of the Commander’s planning 
guidance as a basis for updating staff estimates and developing courses of action 
(COAs)16.Tentative COAs are initially described in broad terms and tested for 
viability. Viable COAs are coordinated with subordinate commanders, refined 
through analysis, evaluated by means of wargaming and compared among 
themselves and against opposing COAs, to determine relative advantages and 
disadvantages. The results are presented with a recommendation to the 
Commander for his decision. On the basis of the Commander’s decision and any 
further guidance, the JOPG refines the selected COA and produces a coherent 

                                                           
16 Course of action (COA) - In the estimate process, an option that will accomplish or contribute to the 
accomplishment of a mission or task, and from which a detailed plan is developed. (AAP-6). 
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operational CONOPS and a Combined Joint Statement of Requirements 
(CJSOR). 

 

 

STEP 1. Prepare for Operational CONOPS Development.   

a. Review of the Commander’s Planning Guidance (CPG ).The JOPG begins 
CONOPS development by first reviewing and discussing the CPG. Particular 
attention should be paid to ensuring a common understanding of the 
Commander’s intent, mission essential actions and the operational design, as 
well as his guidance with respect to opposing Courses of Actions (COAs), the 
development of own COAs and the acceptance of risk.  

b. Review the Results from Theatre Reconnaissance a nd Coordination.  It 
is critical that JOPG update the results of the mission analysis based on 
information gained from the OLRT and possible visits by the Commander to 
the theatre. This should have been reflected in the mission analysis brief. 

c. Gather Planning Information.  The JOPG should gather any additional 
planning information it will need to develop and analyse COAs, including the 
following: ORBAT, and port, airfield, road and rail data. 

d. Develop Opposing COAs. Based on the Commander’s planning guidance, 
the intelligence staff should begin developing the most likely and most 
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dangerous opposing courses of action, including combined COAs for multiple 
opponents based on the likelihood that they will cooperate or act for a 
common purpose. This activity is part of the CPOE and must take into 
account the effects of the operational environment. 

e. Arrange for Wargaming of the COAs. As part of the evaluation process, 
the JOPG should war game each own COA with the Commander against the 
most likely and most dangerous opposing COAs. The conduct of a wargame 
requires advance consideration and preparation. The JOPG should assess 
the Time available, the availability of the Commander and decide which 
critical events to be wargamed, the level of involvement of subordinates, 
supporting commands and cooperating relevant national and international 
actors. Also depending on time and resource available a decision should be 
made on what type of wargame to perform (staff estimate, map exercise, 
operational analysis etc.). 

f. Review and Update Estimates.  The Commander and staff should update 
their estimates focusing on the factors most likely to affect COA 
development. Estimates should identify the governing factors for each 
functional area based on the mission analysis and the effects of the 
operational area. 

STEP 2. Analyse Opposing COAs and Factors Influenci ng COA 
Development.  

a. Assess Opposing Forces COAs. Before developing own COAs, the JOPG 
must appreciate the COAs open to opposing forces. The JOPG will present 
their estimate of opposing COAs including the most likely and most 
dangerous courses of action for each opponent and combined COAs for 
multiple opponents as appropriate. The JOPG should consolidate its 
appreciation of opposing COAs using the factor – deduction – conclusion 
method to capture those key requirements for further analysis and planning. 

b. Assess/Confirm the Actions of Others in the Thea tre.  Prior to developing 
own COAs, the JOPG must also develop a common understanding of the 
actions of cooperating relevant national and international actors, as well as 
considering the actions of any non-cooperating actors in the theatre to avoid 
adversely impacting their actions or own COAs, and to enhance interaction 
with them. 

c. Analyse Other Factors Influencing COA Developmen t. COA development 
is about how to accomplish the mission according to the Commander’s intent 
and the operational design. The JOPG will already have significant 
understanding of the operational factors that will impact how operations can 
be conducted, in particular conclusions from its analysis of time – space – 
force/actors – information. They should review these now, with the aim of 
drawing out those key conclusions that will influence how COAs are 
developed, focusing on three main areas: 

• What are the common requirements? There will be certain constraints that 
will limit the possibilities for certain mission essential tasks and other 
activities. Any possible COA’s will therefore share same specific 
elements.17 

• What are the main operational activities? Operations typically have a 
number of predominant operational challenges or characteristics which are 

                                                           
17 For example it could be that entry into the theatre will be constrained by the use of specific ports or the 
requirement to establish a forward operating base for operations in a specific area, etc. 
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pivotal to the overall conduct of operations - a critical event, phase or 
geographic area. Identifying these as the main focus for developing 
alternatives will be useful in focusing the efforts in COA development. 

• Where are there principal alternatives? The JOPG should begin COA 
development with a clear idea as to where there are major choices in how 
operations are developed. 

STEP 3. Develop Own Courses of Action. 

Typically, the JOPG will form teams to brainstorm possible COAs and to develop 
a range of tentative COAs. Tentative COAs will be tested for viability and 
selected for review with the Commander, further developed and evaluated 
through analysis and wargaming, as a basis for recommending a COA. 

a. Develop Tentative COAs. JOPG teams develop tentative COAs in the form 
of a main idea, illustrated by a sketch and a brief outline of the sequence of 
main actions by different forces, to outline how they will create the effects 
and required decisive conditions. Every attempt should be made to consider 
as many COAs as possible. Tentative COAs should answer the following 
questions: 

• What is the sequence and purpose of the main joint actions required to 
create the required decisive points/decisive conditions? 

• What effects are intended by the main actions? 

• At what system/system elements are actions directed? 

• What are the main forces/capabilities required to carry out the main joint 
actions and create the desired effects? 

• What complementary non-military actions are required? 

• What message must be communicated to the main actors? 

b. Consolidate and Synthesise Related COAs. This step is required to merge 
the best aspects from similar COAs into a limited number of COAs that 
should be considered by the JOPG in the time available. 

c. Analyse and Test Tentative COAs for Viability.  The next step for the 
JOPG is to test each COA to determine if it is or can be adjusted to be viable. 
A COA that cannot pass that test should be rejected. This test has six 
criteria: 

• Suitability.  Does the COA accomplish the mission and comply with the 
planning guidance? 

• Acceptability.  Are the likely achievements from the COA worth the 
expected costs in terms of forces deployed, resources expended, 
casualties suffered and levels of risk? 

• Feasibility.  Is the COA possible given the time, space and resources 
likely to be available and the operational environment? 

• Exclusivity.  Is the COA sufficiently varied from other COAs to clearly 
differentiate its comparative advantages and disadvantages?  

• Completeness.  Is the COA complete? Does the COA answer the when, 
who, what, why and how questions? 

• Compliance with existing doctrine.  Does the COA implement relevant 
doctrine to the extent possible?  

d. Update the Commander on Potential COAs. It is important before the 
JOPG commits to developing a set of COAs to review proposed COAs with 
the Commander to ensure that they meet his expectation. This provides an 
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early opportunity for the Commander to influence further COA development 
by ruling out or adding any COAs and focus effort. 

e. Review the Commander’s COA Selection Criteria.  It is critical at this point 
that the JOPG review with the Commander his criteria for COAs development 
and selection. They should reflect what the Commander considers to be most 
important based on the strategic direction, lines of operations, decisive 
conditions, known risks, etc. Any criteria proposed by the JOPG must be 
approved by the Commander. 

f. Further develop COAs for Wargaming and Evaluatio n. Once COAs are 
accepted by the Commander, the JOPG further refines them by adding the 
level of detail required for further analysis, wargaming and evaluation. The 
following key requirements are to be included: 

• The logical sequence and main purpose of operations to be achieved in 
clearly defined phases. 

• When, where and in what sequence operations will be carried out to 
create desired effects and resulting decisive points/decisive conditions. 

• The main and supporting efforts. 
• Effects to support decisive conditions and mission essential joint actions to 

support those effects. 
• Operational reserve. 
• Strategic communication messages. 
• Required non-military actions. 
• Missions and objectives for subordinate commands. 
• Task organisation - force/capability requirements two levels down (i.e. one 

level below components/subordinate commands). 
• Operational graphic - illustrates the spatial aspects of the COA by phase, 

using map sketches or overlays and standard military symbols. 
• Operational timeline - depicts the sequencing of key actions by 

subordinates for each phase of the operation, including other key events 
and opposing actions. 

STEP 4. Analyse COAs. 

COA analysis provides an opportunity for the JOPG to examine each COA from 
different functional perspectives to identify inherent advantages and 
disadvantages as well as to determine key aspects to be evaluated in 
Wargaming. 

a. Conduct Troops-to-Tasks 18 Analysis.  Troops-to-tasks analysis seeks to 
determine the military capabilities and capacities required to implement the 
COA by focusing on mission essential tasks and other tasks during each 
phase of the operations, under conditions expected within the operational 
environment. Eventually it forms the basis for the statement of requirements. 
Inputs are required from subordinate commands who will better appreciate 
what is required as well as what is available. However, the process must be 
led and coordinated by joint planners to optimise the joint force employment 
and preclude duplication of effort. 

b. Assess Force Availability.  Availability of forces is dealt with by Force 
Generation (FG) at Strategic Headquarter. The JOPG should liaise with FG 
to check the task organisation for each COA to assess whether the required 
force/capabilities are likely to be available and ready given the warning time 
for the operation. 

                                                           
18 Terminology subject to change.  
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c. Prepare a Transportation Feasibility Estimate.  Movement experts in the 
JOPG should develop an estimate of the feasible deployment of the main 
forces based on their assumed readiness to forecast their potential arrival in 
the theatre and the JOA. The estimated arrival of forces should be used as a 
basis for their employment in the wargame. 

d. Wargame COAs. Wargaming is necessary to evaluate the potential of the 
COA to accomplish the mission against opposition foreseen in the different 
opposing COAs as well as to identify and correct deficiencies. The final aim 
of the Wargaming is to allow the Commander and staff to synchronize 
actions and to visualise the conduct of operations and gain insight into 
implications of opposing capabilities and actions as well as conditions in the 
operational environment. It should help them anticipate possible events and 
to develop the mental agility to deal with them. The wargame should also 
help identify potential risks and opportunities that may require for branches 
and sequels to counter or exploit such situations as well as decision points 
for the Commander to take action. As a minimum, each own-force COA 
should be wargamed against the “most likely” and “most dangerous” 
opposing COAs. There are three basic wargame options:  
• Wargame operations by phases - play out critical actions by phase against 

the objectives of each phase. 
• Wargame operations to set decisive conditions - play out critical actions for 

setting decisive conditions.  
• Wargame operations in segments of the operational environment - play 

out critical actions in specific operating areas. 

Preparing the Wargame.  This involves: 
• Determining the desired outcomes. 
• Deciding on the method and scope. 
• Determine participants including subordinate commands, friendly, neutral 

and opposing players (red team). 
• Organising referees, expert arbitrators and recorders. 
• Preparing the operational situation. 
• Acquiring the tools for manual or computer assisted simulation and 

analysis. 
• Preparing a suitable venue. 
• Establishing rules. 

Conducting Wargame.  The conduct of the wargame is determined largely 
by the desired outcomes, selected method and the scope. Typically, 
wargames will include: 
• Setting Conditions. An introduction to set the strategic and operational 

conditions affecting the operation, including political considerations, threat 
conditions, environmental conditions, civil conditions, information and 
media conditions etc. 

• Game Turns. A series of “game turns” considering the action - reaction - 
counter-action of opponents, starting with the opponent deemed to have 
the initiative. 

• Assessment. An assessment of probable results and outcomes typically 
follows each game turn and is used to set conditions for the succeeding 
game turns. 

Recording Results.  Observations and conclusions drawn from the wargame 
should be recorded in line with the purpose. Typically, these include: 
• Refinements to the COA and correction of deficiencies. 
• Additional force/capability requirements. 
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• Synchronisation requirements. 
• Significant risks and opportunities encountered against opposing COAs. 
• Branches and sequels required. 
• Decisive points/decisive conditions and supporting Commander’s Critical 

Information Requirements (CCIRs). 
• Other lessons learned. 

e. Synchronise COAs. The synchronisation matrix provides a useful tool for 
recording the conduct of the wargame and significant results that may need 
to be addressed in the CONOPS. It can be a great help in achieving 
coherence across the different forces and functions and visualising how the 
different elements can be harmonised to create synergies. The 
synchronisation matrix for the selected COA is refined during OPLAN 
development and included in the OPLAN as an Annex.  

 

 

 

 Phase 1 Phase 2 Phase 3  

Political Events     

Opposing Actions     

Indications & Warnings     

Decisive Points/Decisive Conditions     

Desired Effects     

Mission Essential Actions     

LCC Action     

MCC Action     

ACC Action     

SOTF Action     

Reserve Priorities     

Target Priorities     

Strategic Communications     

Civil-Military Interaction     

Service and Support     

Risks     

Cdr's Decision Points     

CCIR/PIR/EEFI     
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STEP 5. Compare COAs and Select a COA for Concept D evelopment. 

COAs are compared in three different contexts: first, by comparing their inherent 
advantages and disadvantages; second, by comparing their performance/risks 
against opposing COAs; and third, by comparing them against the Commander’s 
COAs selection criteria. A final risk assessment should highlight any risks to the 
accomplishment of the operational objectives. Based on these different 
comparisons the JOPG should be able to recommend the COA with the highest 
probability for success within acceptable risks. Examples of how these 
comparisons can be developed and presented are illustrated below: 

a. Compare COAs Advantages and Disadvantages.  The JOPG consolidates 
the advantages and disadvantages found during the initial analysis of COAs 
as well as those revealed during wargaming. The process of comparing 
these should seek consistency across the different COAs. 

COA 1 COA 2 COA 3 

Advantages Advantages Advantages 

Disadvantages Disadvantages Disadvantages 

 

b. Compare Friendly and Opposing COAs. Based on the results of 
wargaming, the JOPG should rate how well each own COA coped with the 
most likely and most dangerous opposing COAs. They should indicate the 
expected effectiveness, likely costs and potential risks for each combination. 

 Own COA 1  Own COA 2  Own COA 3  

Opposing Most Likely 
COA 

Effectiveness: 

Costs: 

Risk:  

Effectiveness: 

Costs: 

Risk: 

Effectiveness: 

Costs: 

Risk: 

Opposing Most 
Dangerous COA 

Effectiveness: 

Costs: 

Risk: 

Effectiveness: 

Costs: 

Risk: 

Effectiveness: 

Costs: 

Risk: 

 

c. Compare COAs against Commander’s Selection Crite ria.  The 
development of COAs should have been guided by the Commander’s COA 
selection criteria. Therefore, all COAs should meet these criteria. However, 
COAs will differ as to how well they satisfy the different criteria. The JOPG 
should compare these differences using whatever method (narrative, one 
word descriptors, numerical rating, rank ordering or +/0/-) the Commander 
prefers.  

 

Commander’s 
Selection Criteria 

Own COA 1  Own COA 2  Own COA 3  

Criteria 1 High/Moderate/Low High/Moderate/Low High/Moderate/Low 

Criteria 2 High/Moderate/Low High/Moderate/Low High/Moderate/Low 

 

d. COA Risk Assessment.  The JOPG should be constantly looking for risks 
and finding ways to mitigate them as they develop COAs. The COA risk 
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assessment provides the Commander with comparison of the risks for each 
COA against specific operational objectives (operational objectives, decisive 
conditions, desired effects, etc.), as well as how those risks could be 
mitigated, including requirements for branches and sequels. To capture the 
risks, the matrix presented at page 40 of this volume, during Mission 
Analysis Sub-step 6 - Operational Risks, can be used as well. 

e. Commander’s COA Decision Brief.  The JOPG presents its comparison of 
COAs to the Commander with a coordinated staff recommendation. This is 
typically accomplished by means of a decision briefing to the Commander, 
possibly with his subordinate and supporting commanders, but could also be 
provided as a written staff estimate or decision paper. The Commander may 
select a COA with or without modification or may direct that additional 
COA(s) be investigated. The essential results of the Commander’s COA 
decision are: 

• Clear direction on the COA to be developed as well as required branches 
and sequels. 

• Additional guidance and milestones for the development of the CONOPS. 

• Issues to be raised with Strategic Commander. 

• Priority issues requiring liaison, coordination or reconnaissance in the 
theatre. 

• Coordination with relevant national and international actors. 

STEP 6. Produce the CONOPS. 

a. The CONOPS19.The CONOPS brings together the output from operational 
planning to this point as depicted in the figure.The format is essentially the 
same as the main body of the OPLAN and provides the basis for the further 
development of the OPLAN. The main work for the JOPG is to develop 
paragraphs 3 through 6 of the CONOPS to articulate details of Operations 
design, Execution, Service Support, and Command and Signal, as well as 
the essential annexes. The main body of a CONOPS is complemented by a 
(long) series of Annexes that further specify every relevant aspect of the 
operation. The CONOPS is also issued to subordinate and supporting 
commands as a basis for their concept development. 

b. Refine the Commander’s Intent.  The “ Commander's Analysis” should 
provide the critical link between the mission analysis, the Commander’s 
intent and his selected course of action. It summarises the main conclusions 
that the Commander has drawn from own his mission analysis (operational 
objectives, factors, assumptions, requirements, limitations on his freedom of 
action, and risks), centres of gravity analysis, and the design of the operation 
(lines of operations, decisive points/decisive conditions, and main effort).The 
Commander’s intent must ensure absolute clarity as to the critical aspects of 
the operation including: 

• The purpose the operation, its main phases/activities. 

• The main effort. 

• How the entire campaign/operation will achieve the operational objectives 
and contribute to the accomplishment of military strategic objectives. 

                                                           
19 Concept of operations (CONOPS) - A clear and concise description of what the joint force commander 
intends to accomplish and how it will be done using available resources. 
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• Acceptance of risk. 

 

c. Assign Missions to Subordinate Commands.  The JFC should assign 
missions20 (including objectives) to subordinate commanders and allow them 
the freedom of action to determine the ‘how’ in the spirit of ‘Mission 
Command’. The missions for each subordinate commander for each phase of 
the operations should have been confirmed during wargaming and captured 
in the synchronisation matrix, which should then appear in the OPLAN as an 
Annex.  

d. Develop Coordinating Instructions.  Specific requirements, direction and 
priorities for different operational functions confirmed during wargaming 
should be established as “coordinating instructions” to synchronise activities 
across all commands. Required functional details will be developed during 
OPLAN development in respective annexes. 

e. Describe the Concept for Service Support.  The theatre logistics and 
military engineering are integral parts of the CONOPS and must be described 
within the context of the overall operation. Details will be provided in the 
relevant Annexes (Logistics, Movements, Engineering and Medical). 

f. Describe Command and Control, and Communications  Information 
Systems Support.  The description of C2 arrangements should establish the 
key aspects for establishing command authorities, relationships and liaison 
required by the task organisation. In the CONOPS, the details can be 
provided in the relevant Annex (Task Organisation and Command 
Relationships). 

g. Develop Required Annexes.  The details for most of the different aspects of 
the operation will be developed during Phase 4b – OPLAN Development. 

                                                           
20 “Commanders who delegate authority to subordinate commanders need to state clearly their intentions, 
freedoms and constraints, designate the objectives to be achieved…” ( AJP-01(D)) 
“ Mission designates the objective(s)  to be achieved by military operations or actions, delegating the 
authority for execution to a subordinate, giving extensive latitude in accomplishing the mission”  
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However, a limited number of annexes are specifically required with the 
CONOPS to provide necessary inputs to the Strategic Commander for 
incorporation into his strategic CONOPS. Unless otherwise directed, the 
following annexes are normally submitted with the CONOPS: 
B - Task Organisation and Command Relationships, including the proposed 

Task Organisation, Command Structure and Transfer of Authority. 
D - Intelligence. 
E - Rules of Engagement, including proposed profiles and ROE for land, air 

and maritime operations. 
L - Physiological Operations. 
O - Information Operations. 
P - Electronic Warfare. 
R - Logistics. 
T - Environmental Support. 
X - Public Affairs. 
AA - Legal. 
II - Joint Fires, specifically sets and, as appropriate illustrative target 

categories and, as far as possible, categories of time sensitive targets 
(TST). 

OO - Campaign Assessment.  
QQ - Medical.  
XX - Record of Changes.  
ZZ - Distribution.  

STEP 7. Develop Force/Capability Requirements. 

a. Develop the Provisional CJSOR. The provisional CJSOR, including 
preliminary deployment information, must be developed in parallel with the 
CONOPS to ensure that it is ready to be released with the CONOPS. It will 
be presented to contributing Nations as the Strategic Commander’s 
statement of the military requirement for forces to conduct the operation 
within acceptable risks. It is based on input from the COM JFC and his 
subordinate commanders. It must balance the ends and the means to ensure 
the viability of the operation in terms of its suitability to accomplish agreed 
objectives, acceptability of costs and risks, and the feasibility of deployment, 
employment and sustainment. 

b. Prepare a Proposed Theatre Capability Statement of Requirements 
(TCSOR).The provisional TCSOR identifies capabilities required to support 
the entire theatre and which should be, in principle, eligible for common 
funding. 

c. Prepare Manpower Requirements/Crisis Establishme nt List.  The Crisis 
Establishment List template identifies personnel required to fill the required 
crisis establishments for the activated HQs. It is developed by personnel 
management staff members of the JOPG.  

STEP 8. Forward the CONOPS and Requirements to Stra tegic Commander 

d. The JOPG will coordinate the CONOPS and the provisional CJSOR with 
subordinate and supporting commands, as well as with Strategic HQ, to 
ensure that they are harmonised with the development of the Strategic 
CONOPS. Once approved by the COM JFC, they are forwarded to the 
Strategic Commander for his approval. Strategic Commander forwards his 
Strategic CONOPS to the Political Authority and simultaneously issues the 
provisional CJSOR and Crisis Establishment List to nations. This allows 
nations to consider the concept together with the capabilities required for its 
implementation. When the JFC CONOPS is approved by, it will provide the 
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basis for Phase 4b - Plan Development. The provisional CJSOR provides the 
basis for force generation.  

 

Phase 4b – Operational OPLAN Development 
The purpose of Phase 4b - Operations plan development is to: develop the 
arrangements and further specify the required activities to implement the concept 
of operations; to specify the conduct of operations, including the deployment, 
employment and sustainment of forces; and to provide a basis for planning by 
subordinate/supporting commands and subsequent adaptation, as required, to 
meet changes in the operational environment. 
Plan development is an iterative, collaborative process that focuses on 
synchronising and coordinating the deployment, employment, protection, support 
and sustainment of the joint force during different phases of the operation within 
a single plan. Parallel, collaborative planning with subordinate and supporting 
commands, as well as with cooperating relevant national and international actors, 
ensures that the activities of all forces and operational functions are synchronised 
and coordinated to create the effects required to achieve the operational 
objectives and contribute to the accomplishment of military strategic objectives 
and the desired end-state. 
The OPLAN has basically the same structure and format as the CONOPS, but is 
elaborated to much more detail and further particulars. 
The production of the OPLAN follows a detailed process that involves all the 
articulations of a JFC. The complete description of such process exceeds the 
scope of this course. 
As a general overview of the mechanism at the base of the production, we will 
consider the following outlined steps. 
a. Force Generation (FG).  Immediately following the approval of the Strategic 

CONOPS and release of a Force Activation Directive, the Strategic 
Commander would have initiated the force activation process to identify 
national force contribution to fill the provisional CJSOR. The JOPG should 
monitor this process to maintain awareness of the actual available 
force/capabilities upon which the plan ought to be based. 

b. Legal framework . Initiate the exchange of letters with host nations to 
negotiate Status of Forces Agreements as a basis for developing host nation 
support agreements/understandings. The JOPG should also review the 
status ROEs authorised by the Political Authority and delegated to the JFC. 

c. Comprehensive Approach . JFC planning may require further detailed 
coordination with a number of different cooperating relevant national and 
international actors. It is important to review the planning requirements, the 
current status of planning and the arrangements that will be made to facilitate 
coordination, including the lead within the JOPG. 

d. Plan for the Employment of Joint Forces.  Given the expected or actual 
force package based on the draft CJSOR and eventually the Force List 
resulting from the FG, the JOPG should review and confirm the task 
organisation with subordinate/supporting commands to identify any critical 
shortfalls that would prevent them from accomplishing assigned missions. 
Based on their review of the task organisation, the JOPG should confirm and, 
as required, revise the current task allocation and synchronisation of 
activities to achieve desired effects and resulting decisive points/decisive 
conditions required for each phase of the operation. 

e. Plan for the Build-up and Use of Reserves. Plan development must 
provide for reserves as required to cover contingencies based on the force 
package. Further consideration may have to be given to where reserves are 
positioned, under whose authority and any conditions for their employment. 
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f. Plan for Command and Control. Based on the force package and further 
planning by subordinate/supporting commands, the JOPG must now further 
develop specific aspects of the C2 arrangements. Unity of command and 
freedom of action require that authority is clearly delegated for critical 
functions and/or geographical areas. The result must be that a single 
designated authority is established with responsibility for each joint function 
and geographical area of responsibility within the JOA and the theatre. 

g. Plan for Campaign Review. The Commander will periodically require a 
formal review of the progress of the campaign. The review may require 
regular data collection and reporting across the theatre, including from and to 
military and non-military sources and may have resource implications. 
Therefore, the JOPG should plan for the conduct of campaign assessment 
during OPLAN development. 

h. Plan for Force Preparation and Sustainment. The purpose of force 
preparation and sustainment is to ensure the forces required to mount and 
conduct operations are fully capable of meeting mission requirements. It 
includes the following main areas: 
• Mission training and certification of HQs, personnel and forces. 
• Logistical and engineering support to the force in theatre. 
• Financial support. 
• Rotation of HQs, personnel and forces. 
• Identification and application of lessons learned. 

i. Plan Logistical Support to the Force in Theatre.  The logistical concept 
that was developed during concept development described how joint 
multinational logistical support to the force would be accomplished in theatre. 
During OPLAN development detailed planning and coordination is required 
with TCNs and HN(s) as well as subordinate/supporting commands to ensure 
that supplies and services can be delivered to the force to meet operational 
requirements for each phase. 

j. Plan for Force Deployment. The strategic deployment of forces into a 
theatre of operations and onward movement into and within the JOA 
constitutes the initial operational manoeuvre and must be planned as an 
operation requiring the expertise of operations, movements and logistical 
planners. Planning should cover the entire sequence of activities required for 
mounting, embarkation, debarkation, reception, staging and onward 
movement to the final destination in the JOA. 

k. Plan for Protection of the Force. Force protection planning should develop 
requirements and measures to be taken to protect the HQs, personnel and 
forces from assessed risks and threats. Specific measures should be 
developed to minimize the vulnerability of personnel, facilities, equipment and 
operations for each phase of the operation. It requires close coordination with 
the HN(s), TCNs, supporting and subordinate commands. 

l. Coordinate Plan for Approval and Handover. Following the strategic 
coordination, the Commander will direct any further changes required in the 
OPLAN. Once these are coordinated and incorporated in the OPLAN, the 
JOPG forwards the completed OPLAN, including the main body and all 
required annexes, to the Commander for his approval and submission to the 
Strategic Commander. During OPLAN development, the JOPG should have 
been reinforced by staff from the Joint Operation Center (or similar 
articulation) and Joint Synchronization and Execution Branch (JSEB) who will 
assume responsibility for execution. Once the OPLAN is approved, the 
OPLAN should be handed over for execution in anticipation of a Political 
Authority’s Execution Directive and Strategic Activation Order (ACTORD). 
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Phase 5 – Execution, Campaign Assessment, OPLAN 
Review 

Phase 5 is the execution of the developed and approved operational plan. 
Execution requires the command and control of military forces and interaction 
with other non-military means to conduct integrated, coordinated or synchronised 
actions that create desired effects. Operations assessment of the operations 
environment involves monitoring and assessing the outcome of all actions taken 
across the whole engagement space and all associated effects. From a military 
perspective, OPLANs using effects will require continuous operations 
assessment in order for informed adjustments to be made. Progress of actions, 
creation of effects and achievement of objectives towards the accomplishment of 
the end state are all assessed via a continuous cycle. This cycle measures 
current status and trends, and provides feedback to the planning and decision 
making process.Throughout the execution of the operation, commanders and 
their staff will conduct periodic operations assessments aimed at measuring the 
effectiveness of their actions in creating the desired effects, by means of MoE 
and Mop. Based on these operations assessments, and on evaluation of 
progress toward achieving objectives and desired end-state, the plan will be 
adjusted accordingly. Ultimately, measures of effectiveness and indicators of 
progress, reported by the COM JFC to the Strategic Commander will lead to the 
conclusion that the end state is in sight. In order to enable the implementation of 
the OPLAN the JOPG will normally provide one of its key planners (plan owner) 
to help the transition of ownership of the plan to JSEB. During execution there 
are a number of tools available to the operational level to amend and adjust the 
plan: 
(1) Fragmentation Order (FRAGO) . Though normally the main tool of the 

components, this is also available at the operational level to provide specific 
direction to subordinates on an issue already in the OPLAN or agreed at the 
strategic level. It permits a rapid reaction giving a minor adjustment or 
development of the OPLAN. 

(2) Joint Coordination Order (JCO).  Normally the main tool of the operational 
level and used to provide detailed direction and guidance to subordinates 
on activities such as transitioning between phases of an operation and 
normally covering a number or related or unrelated issues. The JCO 
focuses on adjusting, expanding or adapting something already in the plan 
but could include a modification or correction. 

(3) Plan Revision . A plan revision can be initiated by the outcome of a Periodic 
Mission Review but a single major event could equally provide the catalyst. 
This process can take a number of months involving all levels of the 
operation. 

(4) Branches and Sequels.  Developed by the planning staff but normally 
within the JOPG process, branches and sequels are designed as 
contingencies (pre-planned options) that deal with the inability to achieve a 
decisive condition or to take advantage of a positive rapid development in 
the operation. Typically they are developed immediately after the OPLAN 
and sit “on the shelf” ready for use and regularly reviewed. 

 
 

Phase 6 – Transition 
The purpose of Phase 6 - Transition - is to review, develop and coordinate a 
tailored OPLAN for transition, including the handover of responsibility to the UN, 
other international organisations, or indigenous actor in the crisis area, so that 
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our forces can withdraw in a controlled manner so as to avoid this action being a 
destabilising influence in the region. 
It is triggered by a new Strategic Planning Directive and it evolves pretty much in 
the same manner as the process so far described does. In the end, a new 
CONOPS and OPLAN will be produced so to guarantee an orderly attainment of 
the new political end state: a stable area without our involvement. 
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CHAPTER 5 –PLANNING FOR COMPLEX OPERATIONS 
 

 
 

1. THE OPERATIONAL ENVIRONMENT, CONTEXT AND COMPLEX ITY 
 

Understanding the nature of crises situation helps to identify the problem as part 
of the planning process. This paragraph describes the rationale for situational 
understanding, where the main issues involved are the following: 
- Complex crises don’t lend themselves to simple definition or analysis, but a 

significant starting point in the crises management process is a description of 
the current situation, in terms that promote a shared understanding for as 
many stakeholders as possible. 

- Any particular crisis may usefully be described as a series of conditions that 
characterise what is perceived to be wrong and what might be changed to 
improve matters. In other words, what is required to affect a planned 
transition from one set of conditions to another (often described as the theory 
of change). 

- Crises may arise in numerous different ways and, as importantly, be 
perceived differently by individual actors. There are seldom objective facts 
upon which to establish with any certainty what is happening and where, (let 
alone why). Ambiguity, confusion and contradiction are likely to permeate, 
more or less continuously. 

- The time available for analysis will almost always be limited, demanding a 
trade-off between the improvement of understanding and the imperative to 
develop clear orders and instructions. 

The need for a Commander to understand his situation and to keep on updating 
that understanding before and during a campaign is not new. There are however 
two reasons why analysis is particularly important. First, it provides a Commander 
with an appreciation of the potential complexity, and second, the process may 
allow a better understanding of what might represent a more favourable situation 
in the future. In addition to affording analysis sufficient time, the other critical 
requirement is to gather a broad range of perspectives.  
Since the operational environment consists of everything that surrounds a military 
operation, it can be divided into two broader categories: crisis circumstances and 
surroundings and actors. 
a) Crisis circumstances and surroundings 

This includes factors such the history of the conflict, geo-strategic position of 
the area of crisis, physical environment, population and culture, religion, media, 
legal issues and the so-called catalysts  (geographical, functional or socio-
cultural issues that may have the potential to act as catalysts for conflicts).  
Here is a list of possible catalysts. 
� Natural resources . Some actors, such as local warlords, may seek to 

exploit natural resources to fund their activities (or to deny legitimate 
government any related income in attempt to weaken it). 

� Borders and boundaries . Borders and boundaries, especially those that 
ignore tribal end ethnic areas of interest, may act as a focal point for 
discontent. 

� Critical infrastructure or lines of communication.  
� Socially marginalized or excluded population . Socially marginalised or 

otherwise excluded, often minority, population are invariably concentrated 
in particular areas. They may become centers of hostile activity, require 
additional protection, or yield potential allies. 
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b) Actors 
The actors are those actively participating in a crisis, as well as those with the 
potential or inclination to do so. Actors will influence the course of events in 
ways which may be positive, neutral or negative, certain or uncertain, 
temporary or enduring. In general it will be those with whom the Armed Forces 
personnel will have to deal during an operation. Since crises will be attributed 
to human interaction, to an awareness of the circumstances and surroundings 
of a crisis, a JFC needs a throughout understanding of the full range of actors 
(including their motivations and relationship). The full range includes: 
� Adversaries. Adversaries or opponents are potentially hostile to the 

achievement of the desired outcome. They may employ legitimate political 
means, within a democratic system or resort to violence. Some adversaries 
may use both. Opposition may be singular or monolithic but is more likely to 
comprise a multitude of actors with shared or multiple goals. 

� Belligerents. Belligerents are hostile to each other; to be noticed that they 
may oppose the desired outcome, even if not directly hostile to the 
presence of an intervention force. 

� Neutrals. Neutral actors may or may not remain neutral. Neutral actors 
may include International Organisations (IO) and NGO. 

� Friendly.  Friendly actors broadly support the Achievement of the desired 
outcome; they may include Allies or Coalition partners, Host Nation Security 
Forces, as well as local population groups and International Organisations 
(IO). 

� Spoilers. Spoilers have an interest in maintaining the status quo and 
attempt to frustrate progress or prevent any change that could affect 
adversely their activities. Examples include groups benefiting from a war 
economy, such as warlords, whose influence and status would decline if the 
crisis were to be resolved. 

Analysis of actors. 
Actors, as described above, impact upon a situation to varying degrees 
depending upon their aims, intentions and capabilities, ascertained through 
stakeholder analysis. 
� Aims. An actor’s underlying aim drives his activities. It may be broad and 

aspirational21 or specific22 as well as of local, national, region al or global 
significance. 

� Motivation. The achievement of an aim provides part of an actor’s 
motivation, but local factors and allegiances (such as score settings, 
personal gains and the thrill of risk taking or challenging authority) may play 
a part. Motivations differ between individuals and sub-groups (as well as 
between senior or junior echelons) within an organisation. 

� Position. Actors may adopt specific positions for particular issues, 
irrespective of the interests and goals of others. An actor may, for instance, 
take what he sees as a principled position based on his political views, 
regardless of the potential consensus elsewhere. 

� Intentions.  Intentions are an actor’s plan for current and near-term 
activities. 

� Sub-cultures. Individual groups of actors, although part of a wider culture, 
have often their own sub-cultures, which influence their aims. 

� Relationship. Relationships are reflected in the interactions between 
actors at various levels; perceptions of these interactions may be as 

                                                           
21 Al Qaeda’s ultimate aim may be described as the re-creation of a transnational Islamic Caliphate. 
22 The former provisional IRA’s stated aim was to create a Socialist Republic of Ireland. 
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important as reality. As a situation changes, so may too the relationships. 
Seemingly strong alliances may be transient23. Analysis should identify: 
1. historical relationships; 
2. current relationships and the rationale behind them ; 
3. possible future relationships as the situation chan ges. 

� Capacity. An actor’s capacity is his capability to affect a situation, positively 
and negatively. Capacity is defined in terms of personal authority, 
resources, access, social networks and alliances (within a given context 
and at a given time). 

� Critical Vulnerabilities. All actors have vulnerabilities; actors are 
vulnerable to each other, to environmental and natural disasters, and to 
external intervention. These vulnerabilities are a key factor in the Center of 
Gravity Analysis. 

c) Causes of crisis. 
Understanding why states or other groups resort to the use of force is essential 
to the planning and conduct of operations. Erstwhile state-versus-state and 
force-on-force combat are giving way to complicated manifestations of conflict, 
including proxy or hybrid warfare, with well hidden adversaries combining 
conventional capabilities and irregular tactics in complex terrain. Factors that 
have caused a crisis 
indicate both why 
events have occurred 
and potentially how 
they may be 
influenced to develop 
in a more favourable 
manner in the future. 
Crises are seldom 
attributable to a single 
cause. Analysis 
should encompass: 
the extension of the 
causes, their strength 
and nature, and the 
linkages between 
them. 
� Elemental causes. Those factors that relate to a Nation, government or 

other actor’s identity, it’s relationship with neighbouring nations or groups, or 
in extreme cases, its very existence. They include: 
1. Fear or survival . Even where success is not guaranteed, a state or 

group may initiate armed conflict because of its fear or perception of an 
adversary’s intentions or capability. It may also seek to avoid 
disadvantages by pre-emptive engagements. 

2. Self-interest. A state or group may have an interest in gaining or 
preserving a position or relative power or preferential control over 
resources or territory. 

3. Ideology and values. An absolute belief in the justice of a cause, 
ideology or set of values, whether secular or religious, may drive a party 
to conflict. When an ideology, sense of honour and reputation is 
perceived to be at stake, an actor may attempt to impose its will on 
another. 

                                                           
23 As in Afghanistan in the 1980’s, where several disparate groups united or set aside their differences to 
fight the Soviets. Once the Soviets left, this unifying factor disappeared, leading to civil war. 
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� Momentum for conflict. Even if the elemental causes above do not directly 
precipitate conflict, two other factors can intensify momentum towards it. 
1. Culture. Some actors have a culture of violence (a “warrior nation”), 

normally reinforced by political, social or religious imperatives. 
2. Political will. The will of an actor’s leadership, and its ability to mobilise 

and sustain popular support, shapes its propensity to resort to violence. 
� Structural causes. Structural causes of instability are intrinsic within the 

policies, structures and fabric of certain societies. 
1. Illegitimate government. A government may be seen as illegitimate for 

a variety of different reasons; it may have no electoral mandate, be the 
result of a corrupt electoral process, or have been imposed by force or 
by another country 

2. Poor governance. A government may be corrupt or inept. 
3. Lack of political participation. The political process may be controlled 

by interest groups based on religion, ethnicity, class or business that aim 
at excluding or even discriminate minorities. 

4. Inequality and social exclusion. Wealth distribution may be unequal, 
for instance between rural and urban communities. A significant 
underclass, based on ethnic, cultural, language, religious or economic 
circumstances, may be denied full participation in a society. 

5. Inequitable access to natural resources. Scarce natural resources 
may be allocated to, or retained by particular interest groups; for 
example, water rights may be granted to certain actors to the detriment 
of others. 

� Proximate causes. Proximate causes may contribute directly to a crisis, or 
provide the bedrock for more deep-seated, but less immediate concern: 
1. Uncontrolled security sector reform.  Militias, and even Private Military 

Companies (PMC) operating initially in support of ineffective State 
security forces, may overreach their remit. 

2. Light weapons proliferation . The collapse of State structure (arising 
from a successful insurgency for example), may result in arms and 
ammunition (especially light weapons), being readily available 
throughout a population exacerbating instability. 

3. Human rights abuses. Inhumane methods used to counter an internal 
crisis may result in the gradual alienation of an entire population (or of 
discrete groups within it). 

4. Destabilising role of neighbouring States.  Neighbouring countries 
may attempt to influence the outcome of a crisis by supporting specific 
groups within an unstable or potentially unstable state. 

5. Flow of DPREs. Human flows may support particular factions or groups 
within their country of origin, or may use violence in their country of 
residence to provoke unhelpful political/media pressure. 

� Triggers. Triggers are actions or events (or their anticipation), that may set-
off or escalate violence. Examples are: 
1. elections; 
2. arrest-assassination of key figures; 
3. environmental disasters; 
4. military coups; 
5. increased price or scarcity of basic commodities; 
6. economic crisis, such as rapid increase in unemployment or collapse of 

a local currency; 
7. Capital flights.24 

                                                           
24 Where a group of population take their money and other portable assets out of the country, or convert 
circulating local currency into non-circulating hard currency or precious metal & stones. 
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� Crisis generated causes. Crises can be self-perpetrating. 
1. Material causes. Conflicts inherently increase the supply and circulation 

of weapons, which inevitably spread from those actors involved in the 
initial crisis to others, allowing them to pursue their own agendas; other 
weapons may fall into the hands of criminal actors. A “war economy”, 
with funds from backers and potentially foreign aid, may benefit from 
some actors to the point that they are materially better-off during a crisis 
than without one. 

2. Emotional causes. A culture of violence can emerge, or the success of 
certain actors in achieving their aims may create new enemies, or inspire 
previously dormant actors to take up arms. In some cultures there is a 
tradition of revenge; conflict, even if resolved at a higher level, may leave 
some individuals or groups dissatisfied and liable to re-ignite violence. 

d) Implications. 
The practical output of analysis is a clearer picture  into the mind of a JFC, but 
based on as many different opinions, perspectives and viewpoints as possible, 
of what  is happening, why  and, therefore what may happen next . Interaction 
between the various constituents of a given situation may have a number of 
implications, generating various worst  cases, best  cases and most likely 
future outcomes . Each associated with its different implications, with the 
different possibilities of occurring, and different second-order effects.  
These may be highlighted in terms of: 
� Current trends. Current trends may be identified as enduring, or likely to 

escalate or de-escalate, subject to defined changes in circumstances. 
� Shocks.  Shocks are unexpected (low probability) but significant (high 

impact) occurrences likely to introduce a discontinuity in an established trend 
of pattern of events. Shocks may be natural (unforeseen environmental 
disasters) or man-made (the result of anticipated adversary activity). While 
their occurrence may be a surprise, their implications can be addressed 
through contingency planning. 

� Risks and opportunities.  Negative or positive developments generate risks 
and opportunities for a JFC. His analysis of the situation assists him in 
managing the former and exploiting the latter. 
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2. STABILIZATION AND RECONSTRUCTION OPERATIONS (S&R ). 
a. The strategic environment 

A historic shift has taken place in the strategic environment as globalization and 
interconnectedness propel the concept of security in new, unforeseen 
directions. Sovereignty is no longer sacrosanct; security is no longer purely 
national. Now what takes place within States is of intense concern to those 
outside them. This shatters long-standing historical patterns in which even 
horrific internal conflicts were usually contained. In the past, great civil wars in 
America, Russia and China, as well as dozens of smaller ones, raged with 
minimal outside intervention. External powers sometimes meddled in internal 
wars, but could and often did resist. 
Today, interconnectedness between States, permeability, globalization of 
economies, transparency arising from information technology and the 
intermixing of people around the world give every conflict regional and 
international repercussions. Internal conflicts create refugee flows that 
destabilize neighboring states. They often spawn organized crime as rebels 
turn to smuggling to raise capital and acquire weaponry. Internal conflicts in 
weak states or ungoverned areas create further problems, serving often as 
breeding ground for terrorism. What this means is that internal conflict or 
intense repression is now a common concern of the world community. Today 
security is a holistic issue rather than atomized. 

b. Compound wars and Hybrid warfare 
Historians have noted that many (if not most) wars are characterized by both 
regular and irregular operations. When a significant degree of strategic 
coordination between separate regular and irregular forces in conflicts occurs, 
they can be considered “compound wars.” Compound wars are those major 
wars that had significant regular and irregular components fighting 
simultaneously under unified direction. The complementary effects of 
compound warfare are generated by the ability to exploit the advantages of 
each kind of force and increase the nature of the threat posed. The irregular 
force attacks weak areas, compelling a conventional opponent to disperse his 
security forces. The conventional force generally induces the adversary to 
concentrate for defense or to achieve critical mass for decisive offensive 
operations. 
 
 
 
 
 
 
 
 
 
Compound wars offered synergy and combinations at the strategic level, but 
not the complexity, fusion, and simultaneity we anticipate at the operational and 
even tactical levels in wars whereon or both sides is blending and fusing the full 
range of methods and modes of conflict into the battle space. With increasing 
probability, however, in the future we will face adversaries who blur  and blend  
the different methods or modes of warfare. The most distinctive change in the 
character of modern war is the blurred or blended nature of combat. We do not 
face a widening number of distinct challenges but their convergence into hybrid 
wars. These hybrid wars  blend the lethality of state conflict with the fanatical 
and protracted fervor of irregular warfare. In such conflicts, future adversaries 
(states, state-sponsored groups, or self-funded actors) will exploit access to 

Lawrence of Arabia’s role as an advisor to the Arab revolt against the Ottomans is a classic 

case of compound war; Sir Lawrence materially assisted General Edmund Allenby’s thrusts 

with the British Expeditionary Force against Jerusalem and Damascus. Lawrence’s raiders 

did not fight alongside the British; they were strategically directed by the British and supplied 

with advisors, arms, and gold only. 



 

65 
 

modern military capabilities (including encrypted command systems, man-
portable air-to-surface missiles, and other modern lethal systems), as well as 
promote protracted insurgencies that employ ambushes, improvised explosive 
devices (IEDs), and coercive assassinations. This could include states blending 
high-tech capabilities such as anti-satellite weapons with terrorism and cyber 
warfare directed against financial targets. Hybrid challenges are not limited to 
non-state actors. States can shift their conventional units to irregular formations 
and adopt new tactics. We may find it increasingly perplexing to characterize 
states as essentially traditional forces, or non-state actors as inherently 
irregular.  

 
c. Media 

The media play a central role in today’s conflicts. Live pictures broadcasted 
from an area of operations, often direct and affect public opinion both domestic 
and international. There have been many cases in which hostage-taking and 
other high-profile actions have been used to influence an actor or to affect 
public opinion at home. In certain cases such actions have contributed to the 
changing, or even the termination of military involvement. 

- The battle of narratives . Modern wars are fought in more than simply 
the physical elements of the battlefield. Among the most important of 
these are the media in which “the battle to win the narratives” will occur. 
Our enemies have already recognized that perception  is as important to 
their success as the actual event. For terrorists, the internet and mass 
media have become forums for achieving their strategic and political aims. 
Sophisticated terrorists emphasize the importance of integrating combat 
activities (terrorist attacks) into a coherent strategic communications 
programme. Radical groups are not the only ones who understand the 
importance of dominating the media message.  

- The CNN effect . Furthermore, as the images of internal war are 
broadcasted or e-mailed around the world, awareness rises and, with it, 
demands for action or intervention (it is the so-called “CNN effect”, driving 
intervention and accelerating decision making processes); the days are 
gone when tens of millions could die in civil wars with barely a whisper to 
the outside. 
 

d. Local population 
In armed conflicts civilians must not become targets of military attack and the 
local population in the operational area must  be protected. Experience shows, 
however, that it’s often the civilian population that suffers the most. Wars and 
conflicts create very difficult living conditions for those living in the area. 
Civilians are often in great stress due to illness and loss of family members, 
their sources of income, homes and access to basic needs. In such situations, 
events that might in our eyes seem trivial can have serious repercussions 
expressed, perhaps, in the form of aggression, rioting and acts of violence. 
Particularly important is the idea that if and when terrorism can realize a linkage 
with the mass of local population (and draw these masses) towards its own 
purposes and goals, a shift may take place between isolated terrorist acts and 
spread insurgency. People who experience stress and insecurity will, naturally, 
hope for a rapid improvement in the situation. This means that there will often 
be fertile ground for populism, with deviant charismatic leader’s figures gaining 
a large following, or those parties to the conflict who promise a swift 
improvement in local living conditions will win support. Dealing with the local 
inhabitants, requires a general insight into how human relations are affected by 
stress and a specific understanding of the culture and traditions of the area 
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concerned. We could therefore see insurgency as one phase composing the 
revolutionary war. In order to win the revolutionary war, fighting terrorism alone 
is not enough. What is needed is to avoid terrorist ideas to infect the mass of 
local population with their ideas. Doing this would allow denying the existence 
of a recruiting basin as well as logistical support; furthermore, winning the 
support of the local population would allow a better operational information 
gathering in order to develop counter-terrorist operations. We could then affirm 
that in modern scenarios, the local population role can be seen as a Center of 
Gravity (CoG) for all parties in conflict. 
 

e. Aid organisations 
Organisations which operate in conflict areas are a wide and varied group, but 
can be divided into roughly into International Organisations (IO), Non-
Governmental Organisations (NGO) and Organisations that have a State 
affiliation (Governmental Organisations-GO). A common feature of these 
Organisations is that their work is based on the principles of humanity , 
impartiality  and neutrality . Humanity implies stopping human suffering. 
Impartiality implies that all individuals, irrespective of gender, ethnic 
background or religion, have a right to support, and that the prioritisation of 
support should be based on the need. Neutrality means not taking sides for or 
against any of the parties in conflict. A good cooperation between the military 
force and Aid Organisations requires mutual knowledge of one another, honest 
dialogue and a mutual respect for the various mandates, identities, priorities, 
time perspectives and organisational cultures that military organisations and 
Aid Organisations represent. 
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3. COUNTER INSURGENCY OPERATIONS (COIN) 
a. Introduction  

At its heart, a counterinsurgency is an armed struggle for the support of the 
population. This support can be achieved or lost through information 
engagement, strong representative government, access to goods and 
services, fear, or violence. This armed struggle also involves eliminating 
insurgents who threaten the safety and security of the population. However, 
military units alone cannot defeat an insurgency. Most of the work involves 
discovering and solving the population’s underlying issues, that is, the root 
causes of their dissatisfaction with the current arrangement of political power.  

b. Insurgency  
This is an organized movement aimed at the overthrow of a constituted 
government through use of subversion and armed conflict. The key distinction 
between an insurgency and other movements is the clear and declared 
decision to use violence to achieve specific political goals. An insurgency is 
typically an internal struggle within a state, not between states. It is normally a 
protracted political and military struggle designed to weaken the existing 
government’s power, control, and legitimacy, while increasing the insurgency’s 
power, control, and legitimacy. The majority of insurgencies have been limited 
to local regions or specific countries. However, today’s instant communications 
allow insurgent groups and leaders to communicate worldwide to find financial 
and political support for their cause, and to support causes they view as 
compatible with their own goals. External forces, including nation-states, may 
support directly and indirectly an insurgency for their own benefit. They may 
also oppose a competing nation-state that supports the existing government. 
As a result, modern insurgencies can often cross multiple countries. 
� Prerequisites : 

There are three prerequisites for an insurgency to be successful in an 
area—a vulnerable population, leadership available for direction, and lack 
of government control. When all three exist in an area, an insurgency can 
operate with some freedom of movement, gain the support of the people, 
and become entrenched over time. 
1. Vulnerable Population : A population is vulnerable if the people 

have real or perceived grievances that insurgents can exploit. The 
insurgents can exploit the population by offering hope for change as 
well as exploiting political, economic, or social dissatisfaction with the 
current government. A gap between population’s expectations and 
the capability to meet these expectations may cause unrest within 
the population, including turning to insurgency. The larger the gap, 
the greater the population’s perceived, or relative, sense of 
deprivation between what they have and what they perceive they 
should have. Similarly, the larger the gap, the more susceptible the 
population is to insurgent influence through promises to close the 
gap.  

2. Leadership available for direction : A vulnerable population alone 
will not support an insurgency. There must be a leadership element 
that can direct the frustrations of the population or give the 
population the promise for better living conditions. If insurgents can 
recruit, co-opt, or coerce local leaders or the local leaders are part of 
the insurgency, these leaders can direct the frustrations of the 
populace. 

3. Lack of Government control: Real or perceived lack of 
governmental control can allow insurgents to operate with little or no 
interference from security forces or other agencies. The greater the 



 

68 
 

control the government has over the situation, the less likely are the 
chances for insurgent success. The opposite is also true. If the 
governments not providing what the people believe their government 
should, insurgents may provide an alternative government, or 
“shadow” government, or they may merely nullify governance to 
allow freedom of action and movement, depending on their end 
state. Host Nation failure to see or admit that there is an issue or 
outright refusal to change can further strengthen this prerequisite. 

� Elements of insurgency 
Insurgent organizations vary considerably, but are typically made up of 
five elements supported by a military wing and a political wing. The 
proportions of each element depend upon insurgent strategy and the 
degree of active support obtained from the populace. If the existing 
government presence is eliminated in any particular area, these elements 
can exist openly. If the HN government presence is strong in a particular 
area, the elements of an insurgency will maintain a clandestine existence. 
The five elements of an insurgency are—leaders, guerrillas, underground, 
auxiliaries, and mass base (Figure below). 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
� Objectives 

Insurgencies normally seek to achieve one of three objectives: to 
overthrow the existing government in order to reallocate power, to expel 
whoever they perceive to be “outsiders” or “occupiers," or to seek to 
create or maintain a region where there is little or no governmental control 
that they can exploit. Insurgents’ objectives include struggles for 
independence against colonial powers; the rising up of political, ethnic, or 
religious groups against their rivals; and resistance to foreign invaders. 
The central issue in an insurgency is the reallocation of power. Usually, 
an insurgency mounts a political challenge to the existing state through 
the formation of a counter state, which is promoted as an alternative to 
the existing state. Understanding the root causes of the insurgency is 
essential to analyzing the insurgents’ objectives. Effective analysis of an 
insurgency requires knowing its strategic, operational, and tactical 
objectives. These objectives can be psychological in nature, physical in 
nature or a combination of the two. 

14/48ISSMI / OPP./ ISSMI / OPP./ ISSMI / OPP./ ISSMI / OPP./ MajMajMajMaj . COCCIA. COCCIA. COCCIA. COCCIA

INSURGENCY
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c. Counter Insurgency 
COIN involves all political, economic, military, paramilitary, psychological, and 
civic actions that can be taken by a government to defeat an insurgency. COIN 
operations include supporting a Host Nation’s military, paramilitary, political, 
economic, psychological, and civic actions taken to defeat an insurgency. 
Avoiding the creation of new insurgents and forcing existing insurgents to end 
their participation is vital to defeating an insurgency. COIN operations often 
include security assistance programs such as foreign military sales programs, 
the foreign military financing program, and international military training and 
education programs. Counter guerrilla operations, on the other hand, focus on 
detecting and defeating the armed insurgent or guerrilla, without solving the 
society’s underlying problems. Military efforts alone, however, cannot defeat 
an insurgency.  
� Goal of COIN Operations: 
The end state of counterinsurgency operations is a legitimate Host Nation 
government that can provide effective governance. This includes providing for 
their populace, eliminating the root causes of the insurgency and preventing 
those root causes from returning. Counterinsurgent operations can 
successfully defeat an insurgency; achieve unity of effort along multiple lines 
of effort; isolate the insurgent from the people; and increase the legitimacy of 
the Host Nation government. 
� COIN Main Principles 

1. Security:  Most insurgencies use coercion and terror to gain support 
from the people, and to inhibit the people’s support of the 
government. The target of this coercion and terror is frequently the 
people connected to the government—police, local administrators 
and teachers. As such, if the counterinsurgent wishes to receive the 
support of the people they must not only protect their supporters and 
their families, but also their communities. Often, protecting and 
controlling the people enables the counterinsurgent to achieve the 
other conditions. 

2. Effective Government:  Counterinsurgents must always focus on 
strengthening the Host Nation Government’s ability to defend itself 
and its populace from the insurgency. 

3. Isolate Insurgents: Isolating the insurgent from the people will 
increase the legitimacy of the Host Nation government 

4. Comprehensive approach:  There is no decisive battle in 
counterinsurgency operations. Often, it takes years to create an 
environment where a Host Nation government can and will defend 
itself and its people. 

d. Changing our mind set 
An insurgency is unlike a conventional military threat. The insurgent’s attack is 
a secondary effort to discredit the Government and provoke a 
counterinsurgency response that alienates the people. Corruption and abuse 
of power by government officials feeds into insurgent narrative. Behind the 
smoke of battle, the insurgents are principally focused on political and social 
activities, to include information operations, designed to gain control over the 
population. In doing so, they displace the government’s legitimacy. We must 
understand how the insurgents compete in order to combat their strategy. 
They adapt to local conditions. They influence the population through both 
intimidation and attraction. 
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An insurgency cannot be defeated 
by attrition, on the contrary, 
insurgents play their game with a 
long term vision; its supply of 
fighters, and even leadership, is 
effectively endless. Vast 
unemployment, illiteracy, and 
widespread political and social 
disaffection create fertile ground for 
insurgent influence and recruiting.  
We need to think and act very 
differently to be successful. The 
will of the people (winning hearts 
and minds) is the 
counterinsurgents objective.  
One of the best means to defeat 
insurgency is to shrink the mass 
base causing the “offensive” 
operation in counterinsurgency therefore, is one that takes from the insurgent 
what he cannot afford to lose “control of the population”. At the same time, it 
would be naïve to ignore the fact that the enemy often gets a vote on how we 
focus our time and energy. This is certainly the case in times of kinetic activity 
as well as in the areas where the “shadow governments” influence the 
population. There is clearly a role for precise operations that keep the 
insurgents off-balance, take the fight to their sanctuaries, and prevent them 
from affecting the population. These operations are important but, are not 
necessarily decisive. They can be effective when the insurgents have become 
so isolated from the population that they are no longer welcome, have been 
kicked out of their communities, and are reduced to hiding in remote areas and 
raiding from there. 
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4. A Holistic Approach to Revolutionary Warfare 
 

If we look at today’s main conflicts, highly characterized by asymmetry and 
subversion, terrorism and insurgency  might appear as independent and 
unrelated phenomena. The reality is, though, they are connected and, together, 
they are ways to an end of a much larger nature: the rev olutionary war. 
This is a well-defined and refined form of fight (firstly formalized in Marxist and 
Leninist theories) in which a State actor and a non-State actor compete for power. 
And terrorism, subversion and guerrilla are the three tactical ways in which a 
revolutionary war may develop. 
Although revolutionary wars have been known for a very long time, nowadays they 
are considered a new discovery rather than a historically documented 
phenomenon. This is due to the fact that, since the end of World War II, our focus 
has been mainly on a force-on-force type conflict. This has negatively affected our 
capacity to counter a non-State actor, and it is at the origin of the lack of 
preparation with which the western world has tried to face and resolve this type of 
conflicts. 
A thorough understanding of the development process of a revolutionary war, 
together with a deep comprehension of its root causes, are therefore essential to 
become effective in our attempts at countering such an opposition.  

 
THE “BRAMBLE BUSH” OF THE REVOLUTIONARY WAR 
Historically the revolutionary war has had many prophets and theorists, each with 
their own causes, actions and outcomes. If we look at each war carefully, though, 
we will find a lot of similarities and recurrent traits that underline the existence of a 
well-established “path” common to every revolutionary design. 

 

 
Phase 1 – non-violent preparation: from dissent to dissidence. 
When popular discontent reaches a critical threshold, we can usually observe the 
formation of spontaneous gatherings and aggregations (sometimes even political 
parties) aimed at representing the dissent  and, possibly, solving the underlying 
problems. If properly supported, such movements may even aspire to become a 
political opposition  and a viable alternative to the existing government. However, 
if this minority is still dissatisfied with the status quo, the political opposition might 
evolve into a non-violent phase, characterized by civil disobedience. Should this 
evolution fail to achieve the desired end state, a dissidence  phase might then 
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start. This is the result of a strong will to destabilize the existing government, with 
the intent to topple it, exile it and replace it through the use of non-violent, yet 
illegal ways. 
The process that goes from dissent to dissidence can be seen as the preparation 
of a revolutionary war and the use of violence, although occasionally present, is 
not (yet) systematic. 
Phase 2 – systematic use of violence: insurgency. 
When dissidence spreads down to the popular masses, it then becomes an 
insurrection. Violence is now a means  to an end  (the annihilation of the governing 
class and its supporters) and the ways  in which it is used are the painfully known 
triad: subversion, guerrilla and terrorism . 
This is the core phase and it concludes with the military and political defeat of the 
ruling government and its replacement. 
Phase 3 – consolidation: from political and militar y success to mystification . 
With the opponent out of the picture, in case of victory of the insurrectional forces, 
the revolutionary leadership will put every effort into fulfilling its political design. 
Violence still plays a role in marginalizing (when not suppressing) that part of the 
population reluctant to conform to the “new way”. What follows in this phase, 
usually, is an effort to mystify the facts, reinterpreting the revolutionary process 
with the intent to create a national “myth”. 
The process just described resembles the growth of a bramble bush. 

 

 
 

Out of the humid and fertile ground springs a first bud from which the plant will 
develop. This is the phase during which we move from the open dissent to the 
violent confrontation. Subsequently, in the second phase, the main branches of 
guerrilla, subversion and terrorism grow larger and interweave. As the plant 
matures, the branches reach the ground where new roots are created and new 
buds will be born. This is the consolidation phase, during which the revolutionary 
design is completed and everything that has contributed to create that success 
becomes a secret protected by an inextricable tangle. 
Understanding this process is the necessary condition to counter a crisis caused 
by a revolutionary war. However such crisis is only the outward symptom of deeply 
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using the promise of emancipation from the current state of need. On the other 
hand, if the status quo is not particularly unfavorable to the population, and the 
revolutionary will is rather the result of an aggressive and disruptive ideology, a 
state of need might have to be induced in the population, in order to elicit a 
mobilization. In this case the use of violence will, most likely, be bidirectional: 
- upward, to destabilize the governing class; 
- downward, to generate fear and get participation of the masses to the 
revolutionary cause. 
This second factor leads to the conclusion that mobilization ways (and the use 
of violence) are strictly linked to the development  of a people’s state of 
satisfaction. 
With this in mind, it is clear that in order to effectively countering this type of crisis, 
a deep and thorough comprehension of the dynamics at the base of the 
satisfaction of people’s needs must be developed. 

 
REVOLUTIONARY WAR DEVELOPMENT 
The main ingredients of a revolution – a frustrated people, an inept governing 
class and/or a subversive leadership – are elements with a “territorial” connotation. 
The causes of the dissent (the unfulfilled needs of the population) are, in fact, a 
direct consequence of the “geography” of the place of origin. It is worth noting, 
though, that in recent time, due to the acceleration in the development of 
information technologies, revolutionary movements have accelerated as well. As a 
side effect of this acceleration, an ever so wide number of dissatisfied individuals 
can be reached on a “global” scale. We observed this phenomenon time and again 
over the past few years, when local conflicts have quickly become, thanks to the 
internet and the power of blogs, world-wide issues. 
Our effectiveness has been affected twice by this magnification of the 
confrontation. First the so called “battle of the narratives” has become as important 
an aspect as military operations themselves; secondly, the virtually infinite 
widening of any conflict, represent a clear advantage for any ill-intentioned 
subversive network with access to modern information technologies. They can, de 
facto, relay on an immense recruiting pool and hit us in many more exposed weak 
spots than ever before. 
 
FROM BRANCHES TO ROOTS 
As already mentioned, the focus of a stability intervention should be the root 
causes of the ongoing crisis: the nature of the unsatisfied needs of the population 
as well as the mechanisms that characterize the origins of perceived 
dissatisfaction. However, in the frame of the major modern conflicts, we often find 
ourselves facing a crisis only when it is fully developed; when the bramble bush of 
the Revolutionary War has created such an interweaving of secrets, deception and 
violence that makes it impossible to "attack" the root causes of conflict without 
addressing the visible part of the "bush" terrorism, guerrilla and subversion. The 
complexity of current revolutionary scenarios, and moreover, our unpreparedness 
to face this kind of phenomena, often led us to confuse the symptoms of the 
problem with the problem itself, creating conceptual misunderstandings and 
ineffective contrast. The most obvious consequence of this is that the military 
repression of insurgencies has become, in many cases, the primary objective of 
the campaigns, if not the only target. This is the basis of the major failures that 
punctuate the history of counter-revolutionary efforts. Targeting with military 
means the symptoms of a revolutionary war (terrorism, subversion, guerrilla 
warfare) without going to the roots, leads, in fact, to the inevitable consequence of 
missing the desired effects in the long term. 
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Despite the predictable military successes, which will create a state of apparent 
calm, caused by the presence (within the area where the crisis has developed) of 
huge military forces, the" bush "of insurgent violence will return, in fact, to grow 
lush. 
To address this limitation, and achieve long lasting results, in modern scenarios of 
operation, we are developing a philosophy that calls for the simultaneous and 
coordinated use of various instruments of power (Diplomatic, Information, Military 
and Economic –DIME), which is called holistic (or global) approach or, to use the 
internationally recognized term of “Comprehensive Approach” (CA). We would like 
to highlight that this CA should not be seen as the aim of intervention, but just a 
means, in order to achieve the development of a tailored strategy, capable of 
coping with the complexity of irregular warfare environments. This strategy, as 
argued below, should aim to "defuse" the process at the base of the revolutionary 
war, which sees the population as the focus of all activities (its Center of Gravity).  
We will therefore need to develop what we might call a "Comprehensive 
Development", a holistic or global development of the intervention area. The 
Comprehensive Development should progress through a careful study of the 
actors involved, the causes of the crisis and, more importantly, the dynamics of the 
unmet needs of the population. 
 
FROM A “ SITUATONAL AWARENESS” TO A “ NEEDS AWARENESS”  
We have seen how the instrumental use of the state of need of the population is 
the foundation of all revolutionary strategies. This should be given the utmost 
consideration in the context of intervention in which the crisis can be traced back 
to a stage of the Revolutionary War. Accurate knowledge of the operating 
environment (situational awareness) is a pre-condition to operate effectively in any 
context. In operations against the Revolutionary War, it becomes essential to 
develop an equally thorough knowledge of the needs of the population (needs 
awareness), which are, in fact, the real center of gravity of both the revolutionary 
leadership and the intervention force. 
To reach such a level of awareness we must first carefully "map" the state of 
needs of the local population. For this purpose we suggest the following model. 
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Motivation area. This is the area laying in-between the satisfied needs of a higher 
level and the first unsatisfied needs. It represents both the first level of 
contentment of the population, as well as the soil where the motivational leverages 
will need to be applied in order to motivate the population to action. If, for example, 
the population already has granted access to basic means of subsistence (food, 
shelter, etc..) then, the next basic need that the population will aim at achieving, 
will be security. The actor who will be able to provide first (or better) this need, will 
use that leverage for his own purposes. In case of the revolutionary forces, this 
purpose will be mobilization. 
Enabling actors. Obviously, given the complexity of the scenarios under analysis, 
the actors contributing (either directly or indirectly) to the satisfaction of the 
population needs will be different in nature. In particular, they could be grouped 
into three categories: own forces, opposing and neutral forces. Each of the actors 
belonging to these groups will act in order to pursue their own objectives satisfying 
the needs of the population. In a particularly intricate situation, we could identify 
the following scenario. 
� Criminal organizations (opposing forces) achieve conspiracy of silence and 

acceptance by the population (own objectives) due to the support provided to 
local economies (need for survival). 

� Revolutionary Forces (opposing forces) achieve support and followers (own 
objectives) in exchange of physical security provided to local villages (need for 
survival). 

� Religious communities (neutral forces) achieve participation and charity (own 
objective) due to the spiritual comfort (need for affection) and the support 
offered to the population (survival needs). 

� Reconstruction Teams (own forces) achieve consensus (own objective) by 
building hospitals and distributing basic goods (need for survival).  

Spoilers. Among these we find the same groups just analyzed, with some 
distinctive considerations. If, in fact, it is reasonable to expect that the opposing 
forces will act to keep the population in a state of need in order to have proper 
motivational leverages, the role of own and neutral forces, acting as spoilers, is 
deemed to be an undesirable consequence of respective lines of operations. If, for 
example, decisions are made about the destruction (or confiscation) of private 
property, goods, resources and economic activities of the guerrillas, we may 
inadvertently feed a state of dissatisfaction of basic needs, whenever the proceeds 
of these activities should be a critical source of income for the livelihood of the 
population. 
 
TOWARDS AN INTERVENTION STRATEGY  
Once drawn the map of needs, it will be easier to orient own efforts towards the 
center of gravity (the needs of the population). In particular, we must develop a 
strategic design based upon six strategic objectives, each one aimed at 
influencing the behavior of all actors (enablers - spoilers) acting on the two sides. 
Objective #1: substitute  opposing forces which are providing needs to the local 
population. In the above example, if the revolutionary forces contribute to the 
security needs of the population, we will have to replace the subversive network, 
providing a better "service", more effective and in line with the needs of the local 
people. 
Objective #2: support  neutral forces which are satisfying the needs of the 
population. Neutral actors who work in favor of the population are a valuable 
resource for achieving the goals of the intervention forces, provided that their 
efforts are in line with the objectives of the operation and that these players 
"accept" this role without too much opposition. 
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Objective #3: enable  own forces satisfying the needs of the population. These 
activities are aimed at generating consensus and resize the mass base of the 
revolution, helping to raise the level of fulfillment of the population (going up along 
the Maslow pyramid), depriving the opposing forces of those easy leverages 
related to the basic needs. 
Objective #4: monitor  the actions of neutral forces in order to avoid negative 
spillover effects. If, for example, activities performed by neutral actors are not in 
line with the social heritage of the local population, this difference may be 
perceived as an attempt towards cultural conditioning and, therefore, as a threat to 
the sense of belonging (need) of that community. 
Objective #5: counter  activities of opposing forces that fuel the state of need. The 
line of operation leading to this objective will be one where we could see a more 
kinetic engagement of opposing forces. The tools to be used, therefore, will be 
most typically military; nevertheless it will be essential to act according to the 
following point. 
Objective #6: avoid  creating an undesired state of need within the population. Any 
kind of interference or intervention by external actors (especially in the form of a 
military intervention) abroad, is capable of triggering a feeling of self-defence 
amongst the civilian population, which will see the intervention as something to 
oppose since it is contrary to normality. It follows that all means and methodology 
should be put in place to clarify since the very beginning of the operation (and to 
all segments of the population, especially illiterate inhabitants of rural and isolated 
areas), the usefulness of the operation itself and its non-offensive or permanent 
character. Furthermore, offensive military operations, carried out by our 
contingents and directed toward the guerrilla, must take place in places far away 
from urban areas (where the neutral civilian population may suffer unnecessary 
casualties or collateral damage) and using well-trained troops, capable of 
maintaining the right degree of cold blood in situations of uncertainty. 
 
CONCLUSIONS  
Insurgency is very different from a conventional military threat. In this conceptual 
framework, an armed attack by guerrillas, should be considered just as a visible 
effect of a strategy with the aim to discredit the government of the country and 
cause the reaction of those who are responsible for providing the counter-
insurgency (by alienating the support from the civilian population). 
Beyond the "fog of war", therefore, the insurgents will be mainly focused on 
political and social activities, including information activities (local but also regional 
and global), with the aim of gaining control over the local population and influence 
public opinions. This is, in short, the strategic design common to all revolutionary 
wars. 
To act properly and effectively in this framework, it is therefore essential to 
understand the rules of insurgency, keeping always in mind that insurgency will 
always be a means in order to achieve the goals of the revolutionary warfare. The 
exploitation, by the leaders, of the root causes (generated by the unmet needs of 
the population) is the main driver of the insurgency and plays as a main source of 
power. 
The insurgents will therefore manipulate the local population locally, while acting 
on the world public opinion globally: hence the understanding that an insurgency 
cannot be won simply by attrition. In this case indeed, the time factor will be 
favorable to the revolutionaries. If the military contingents and their commanders 
foresee periods of duty and Units rotations that are fairly short, this is not true for 
the insurgency. For this reason, the insurgents generally will have a long-term 
approach with an almost unlimited availability of fighters and expert leaders. 
To conclude we can say that to win a revolutionary war, it is necessary to change 
our mindset and our way of acting. The intervention strategy must be based on the 
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only possible center of gravity: the unmet needs of the population. Famine, fear, 
unemployment, illiteracy, lack of trust in institutions, bad politics and lacking social 
structures, in fact, do create fertile ground on which the revolutionary forces have 
easy access and that can be used as an easy leverage to accomplish their plans. 
Furthermore we should always keep in mind that fighting terrorism guerrilla and 
subversion with military means is just a way to identify (and then attack) the deep 
roots of the crisis and that our ultimate goal must be, to quote few well-known 
words, the attainment of a Safe and Secure Environment (SASE) where the 
legitimate ambitions of the local population can be met.  
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5. Systemic approach to Operations Planning 
 
a. Understanding the need for a systemic approach 

Problems faced by military planners are increasingly complex. The 
environment in which military interventions take place is characterized by 
many actors, acting with extreme freedom of movement, in pursuit of interests 
and ambitions that are sometimes legitimate ones, other times quite the 
opposite. 
In this inextricable tangle of actions and influences, the relationships between 
cause and effect are increasingly hard to predict. What can be observed is, 
usually, but a mere inconsequential and inconsistent series of events, or 
symptoms of an underground situation that sickens the environment. 
When a military planner is asked to solve such ill-defined problems, the way 
these complex problems are framed, explained and, possibly, understood, is 
paramount, to the point that framing the problem becomes even more 
important than solving it! 
Solving a problem with an over-simplified vision of its defining elements can be 
(and usually is) the origin of more and more serious problems in the long term 
(sometimes even in the short term). 
The Roman philosopher and politician Seneca, in his “de ira” (on rage), wrote 
that “…the man who […] wishes to find easy the tasks he approaches, is often 
disappointed.” So it is vain, if not dangerous, the common tendency, amongst 
long course planners, who grew up in a time of “easy” force-on-force 
scenarios, to dismiss a more analytical and thorough way of approaching 
military planning as “too complex”. 
The truth of the matter is that, if the problem we face are so complex and ill-
defined, why should the solutions be any easier? And, in fact, they aren’t! 
What we observe is that symptoms of a problem are often separated from the 
actual problem by time and space. And when we set about solving problems, 
we realize that complex systems often behave counter to human intuition. This 
means that intervention in complex systems can generate short-term 
successes but long-term failure, or the reverse. 
History is full of examples of how, a problem tackled with an unsuitable 
understanding has reacted with a behavior in the opposite direction than 
expected. Trying to learn from past mistakes, and therefore gaining a deeper 
insight into the complex situations we are called to solve (in our favor, of 
course!), a systemic approach to military planning has been introduced in 
most, if not all, Armed Forces of developed countries and alliances. The NATO 
Comprehensive Operations Planning Directive is, possibly, the most 
representative doctrinal production in this sense. 
 

b. System structure and behavior  
When we say system structure, we refer to the ensemble of relations, 
interactions and influences between the main actors and the actions and 
behaviors they perform while pursuing their objectives. 
One feature that is common to all systems is that a system’s structure 
determines the system’s behavior. By understanding and defining the structure 
of a system, it is possible to trace out the behavior over time of the system, 
based upon its structure. 
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The diagram in the figure 
shows how the underlying 
structure of a system 
determines the system’s 
behavior. The top arrows 
symbolize the relationship. The 
bottom arrow indicates the 
deeper understanding that is 
gained from analyzing a 
system structure. Full 
understanding can only come 
when one dives beneath the 
behavior to understand the 
structure causing the behavior. 
The discipline that aims at unveiling the underlying structure of a system in 
order to explain (and forecast) its behavior is generally referred to as “System 
Dynamics”. 
System dynamics can also be used (and most of the time is used) to analyze 
how structural changes in one part of a system might affect the behavior of the 
system as a whole. Perturbing a system allows one to test how the system will 
respond under varying sets of conditions. As an example, referring to an 
ecosystem, one can test the impact of a drought on the ecosystem or analyze 
the impact of the elimination of a particular animal species on the behavior of 
the entire system. 
 

c. Key elements of systems  
The main conceptual elements of a system are: stocks, flows, control variables 
and information link. In the following paragraph we will analyze each one in 
turn. 
• Stock. Element of a system where a certain entity accumulates over time. 

Stocks are accumulations. They define the current state of the system. 
They provide a snapshot of the system. As an example, think of the water 
that accumulates in a bathtub; the accumulated volume of water is a stock. 

• Flow. Element of a system that carry the entity in and out of an existing 
stock. Flows do the changing. They define the changes in the state of the 
system. They increase or decrease stocks not just once, but every unit of 
time. Continuing on the example above, the entire time that the faucet is 
turned on and the drain unplugged, water will flow in and out. As an 
effective simplification, just think that all systems that change through time 
can be represented by using only stocks and flows. 

 

 
 

• Control variable (converter). Element of a system that influence the value 
of a flow and/or is influenced by other system elements (stock, flow or 
control variable). 
 

• Information link (connector). Elements that carry information (influence) to 
and from other elements of a system. 
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The figure illustrates the relations amongst the four elements of a system. 
Many words could now be used to explain in detail how this works, but a 
real life example might be more effective. 
Let’s consider our bank account as a stock: the money we deposit into it is 
the in-flow, while the withdrawals are the out-flow, like in the figure: 
 

 
  

Our monthly paycheck will determine the amount of money we deposit into 
the account; likewise our grocery shopping needs (amongst many other 
things)  will determine how much we have to withdraw. Graphically it looks 
something like this: 
 

 
 

The size of our family (amongst other factors) will determine our grocery 
shopping requirements. On the other hand, if we work some extra hours, 
our paycheck will be bigger. Bothe variables (family size and work hours) 



 

82 
 

will have an influence on how much we deposit in the bank and how much 
we withdraw, like in the figure: 

 
  
Lastly, we can also argue that the size of our family will influence our 
decision to work some extra hours. In addition to this, the balance of our 
bank account (the stock of money we have!) will influence how much we 
withdraw (if balance is low, we might “tighten the belt” and try to spend 
less) and also how many hours we decide to work (if we need more 
money, we may be induced to work more). When put all together, it looks 
like this: 
 

 
  
This simple example should help understand how systems can be 
understood and, therefore explained. 
As far as the dynamic behavior of systems, we can introduce now what is 
referred to as the Principle of Accumulation : 
 

all dynamic behavior in the world occurs when flows 
accumulate in stocks. 

Three factors determine this condition: 
(1) Stocks have memory. If the inflow to the stock is shut-off, the number 

of entities in the stock will not decrease. 
(2) Stocks decouple flows. Inflows and outflows are different and are 

controlled by different sources of information. 
(3) Stocks create delays. Stock will continue to accumulate after a flow 

starts decreasing. 
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Before we proceed and use this knowledge to “map” complex systems 
through the instrument of “influence diagrams”, we need to introduce two 
more concept that concern system structure: feedback loops and time 
delays. 

d. Feedback loops and time delays 
These are not elements of the system in themselves, as they are not used to 
build its structure. They can be considered as conditions that exist as a 
consequence of the system structure and that have an impact on the behavior 
of the system. Before explaining any further, let’s briefly define them. 
Feedback loops. A close circuit of causes and effects, where the information 
about the effect travels back (somehow) at the original cause, influencing the 
next iteration. Let’s consider a simple example. 
When the body needs food, the brain sends a signal: 
I get hungry. When I’m hungry I will eat. When I eat, 
my stomach fills up. As the stomach fills up, the brain 
receives this information and sends out a signal that 
decreases the appetite. I stop eating. 
Quite simple, indeed. 

If we look at our 
bank account 
example, we observe that one similar 
feedback loop exists between the amount of 
work hours and the bank account. This is 
how it works in detail: 
the more I work�the more I get paid�the 
more I deposit in the bank account�the 
bigger my balance grows�the less I feel I 
need to work. 

When the relation  between two elements is of the type: “the more…, the 
more… ” like in the iterations between working hours and paycheck (the more I 
work, the more I get paid), we call this a positive influence . When the relation 
is of the kind: “the more…, the less …” as in the relation between balance and 
working hours (the bigger the balance, the less I need to work), we call this a 
negative influence . Positive and negative have no connotation of merit. They 
just indicate if the cause and effect are in the same direction or not. 
 
When a feedback loop contains an odd number 
of negative influences, it’s defined as a negative 
(or balancing) loop. Both examples above are 
negative (balancing) loops, since they both 
contain one negative influence 
(stomach�appetite; balance�working hours). 
When a feedback loops contains an even 
number of negative influences (or no negative 
influences) it’s called a positive (or reinforcing) 
loop. Here is an example of a positive (reinforcing) feedback loop containing 

zero negative influences. 
This is the positive loop of a cool trend or a 
particular fashion, spreading through word-of-
mouth. It works like this: the more a product 
sells, the more satisfied customers there are. 
The more satisfied customers talk about the 
product, the more potential customers are 
influenced and the more products are sold… 

Appetite

Food 
intake

Stomach 
fills up

working 
hours

paycheckdeposits

account 
balance
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With reference to system behavior, feedback loops introduce the element of 
“non-linearity”, because, due to the presence of information that travels back 
to the originating cause of events, systems are aware of their own 
performance and, therefore, influenced by their past behavior. 

Negative feedback

System behavior

35/XX

Feedback loops are the origin of non-linear behavior

Positive feedback

 
 
When in a system two or more loops are present, and for complex systems 
this is the norm, this will add unpredictability to system behavior. The overall 
performance of a system will depend upon: 
• the relative loops intensity; 
• prevailing loops vs. succumbing loops; 
• loops direction. 
 
Time delays. 
Two self-evident statements can be made about systems structure and 
behavior: 
(1) Information requires time to travel within a system 
(2) Effects of our actions take time to fully manifest 
The implications of these two simple facts, when it comes to system behavior, 
are immense, as they introduce oscillatory trends that only add to the 
unpredictability of system behavior. 
Just consider the following example: we are having a shower. We turn the 
faucet to the desired water temperature. The water takes time (delay) to heat. 
We turn the faucet to full hot to “speed up” the process. The water starts 
getting warmer. Then it becomes too hot. We turn the faucet to full cold and 
the water, in its time, gets cooler. Before it gets too cold, we try to set the 
faucet at the desired position again and so on, until eventually we get under 
the shower. 
The delay between the action and the expected effect is perceived as a non-
effective action. The intuitive, and often practiced, approach is to increase the 
magnitude of the action. And when the system finally delivers the desired 
output, we inevitably overshoot and have to correct back to track. 
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e. Influence diagrams  
Having covered all the defining elements and conditions that can help us 
understand the structure of a system, we can now venture in the field of 
“mapping” a system’s structure. The way System Dynamics (SD) achieve this 
result is, as an initial step, through the creation of an “influence diagram” or, as 
it is more commonly referred to amongst SD specialist a “causal loop 
diagram”. 
You may be familiar with the infamous “spaghetti bowl” describing the Afghan 
insurgency problem, a copy of which is provided on the next page. 
What most people ignore though, is that this “indecipherable mess” is just an 
intermediate product toward a final output which also comprises other 
fundamental steps: 
• transforming all the identified influences in plausible equations, describing 

the phenomenon they represent; 
• feeding all the equations into a dedicated software platform; 
• running multiple simulations, varying multiple variables, to explore system 

responses to changing conditions; 
• drawing deductions and conclusion from the simulations that are then 

taken into account in the planning process. 
These phases, in addition to creating the map,are what really give this tool its 
added value. It is still with a bit of reluctance that military planners are 
incorporating deductions drawn from the simulations into their analysis, but the 
complexity of the situations we are called to deal with is such that a pure 
intuitive approach is no longer satisfactory. 
These steps, obviously, we will not perform, but instead we will give a few 
guidelines on how to produce a sensible influence diagram that explains the 
main influences within a system whose behavior we are trying to modify in our 
favor. 
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BASIC STEPS TO CREATE AN INFLUENCE DIAGRAM 
 
(1) Identify the main actors and their objectives. 

This is nothing different from what is carried out normally during the early 
stages of military planning. The filters through which actors and objectives 
must be studied are the domains in which they live and operate: political, 
military, economic, social, information and infrastructure (PMESII). The 
goal is to understand who is doing what and why . This will greatly help 
later the identification of variables that control flows within the system. 

(2) Identify the stock variables (and respective flows) that define the problem 
situation. 
Stocks in a system are virtual points where something (material or non-
material) accumulates. When we study a system with a problem (this is 
usually the condition of a military planner), the name of the problem we 
study will normally define the main stock variables of our system. If the 
problem is insurgency in Afghanistan, than the main stock variable of this 
system is the quantity of Afghan people that support the insurgency. If we 
study atmospheric pollution, then the quantity of pollutant in the 
atmosphere is our stock. 
To better identify stock, as a military planner, it may help to associate 
stocks with the main variables upon which decisions are made. If that 
particular thing reaches a level that I judge not tolerable, then I will do 
something about it. As an example: if an opposer’s will to invade  (stock) a 
friendly country reaches a level of warning, I will then have to do something 
about it. 
Subsequently, I have to correctly identify what are the flows in and out of 
system’s stocks. The number of supporter of insurgent (stock)  will be 
increased by people who are convinced to join the cause (in-flow ). The 
will to invade is increased by the motivations at the origin of that will. 

(3) Thinking in terms of actors and domains (PMESII), brainstorm main 
influences. This is carried out starting from the identified main variables 
(stocks and flows) and working from the inside-out, towards the most 
remote, yet fundamental, influences at the edge of our system. The logical 
flow is as follows.  
a. Actions/conditions and their influences on main flows. 

Starting from the main flows identified, and bearing in mind each actor’s 
objectives and actions, we assess how these actions influence the 
flows. Example: if the coalition forces increase the patrol activity in 
villages, how is that going to influence the flow of people who are 
convinced to join the insurgency? 

b. By what other actions/conditions are they influenced. 
Continuing on the example introduced: what other actions/conditions 
will influence our action to increase patrol in villages? Could the number 
of incidents be a factor? And what about presence of key interests, or 
key leaders, do these variables influence the level of patrol activity to 
perform? How? 
We repeat as many passages as we can, for each variable we identify, 
until our requirements to understand are satisfied. 

c. Influence of stock variables on variables that measure the problem. 
As stocks level grow (or decrease), some variables in the system are 
influenced. Highlighting such influences is particularly important 
because it is usually amongst these that we can find the variables that 
measure the problem. 
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If our car’s fuel tank is low (stock) it will influence the indicator in our 
dashboard and will alert the low fuel warning. This is a vital piece of 
information to have. Correctly mapping all the variables that are 
influenced by stocks, will greatly help in gaining and maintaining a high 
Situation Awareness. 

(4) Highlight main feedback loops and delays. 
Lastly, we highlight the feedback loops in the system, as these will add 
unpredictability to the system’s behaviors and the main delays that are 
responsible for oscillatory phenomena. Understanding how these 
fundamental interactions operate, can help to filter those actions that will 
have an undesired effect on the system. This is mostly true for those loops 
that contain a large number of variables, where the final effect can be 
observed after a long time and in faraway places of the system. 
Let’s examine an aspect about the insurgents. Start with territory not under 
the government control. This provides the insurgents with havens to 
recuperate and train, and an area from which to conduct operations. This 
increases their capacity to conduct effective operations. They clear and 
hold, just like we do. The more clear and hold operations they are able to 
execute, the more territory there will be not under the control of the 
government. 

 
The figure in the next page is taken from the U.S. Army Field Manual 3-24 
“Counter Insurgency”. It is an open source document and may be referred to as a 
guide for what an influence diagram should look like. 
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6. Glossario italiano degli elementi chiave dell’Ar te Operativa 
 

Il processo di pianificazione operativa si basa sulla comprensione e familiarità con 
alcuni principii che ne costituiscono una vera e propria ossatura. L’insieme di tali 
principii è solitamente conosciuto come Arte Operativa, ovverosia “l’abile impiego di 
forze militari per raggiungere obiettivi strategici e operativi, attraverso l’architettura, 
l’organizzazione, l’integrazione e la condotta di strategie, campagne, operazioni e 
battaglie” (AJP-01(D), 2010). 
Lo scopo del presente glossario è quello di offrire ai frequentatori, in italiano, una 
breve panoramica su questi principii. 
 
1. End state desiderato. 

Lo end state desiderato è una frase che sintetizza le condizioni che definiscono 
una situazione finale accettabile. Tale situazione finale dovrebbe essere in 
equilibrio non precario, capace di auto-sostenersi senza la presenza delle nostre 
forze e, soprattutto, deve soddisfare nel suo complesso gli obiettivi dell’autorità 
politica. Nei documenti di pianificazione militare vi è uno ed un solo end state: 
quello fissato dall’autorità politica. Da questo discendono la missione e gli 
obiettivi per i comandanti militari ai vari livelli, come sotto illustrato. 

2. Obiettivi Militari 
Un obiettivo militare è il risultato, chiaramente definito e raggiungibile, che 
un’operazione militare si prefigge di raggiungere, essenziale per lo sviluppo del 
piano elaborato e verso cui le energie devono essere dirette. Esiste tra gli 
obiettivi una sequenza logica e una ben definita gerarchia. 
• Obiettivi strategico-politici. Questi stabiliscono, nella cornice più ampia del 

comprehensive approach in seno all’Alleanza/Organizzazione, il significato 
strategico delle azioni portate avanti con tutti gli strumenti di potere disponibili 
(Diplomatico, Informativo, Militare ed Economico). 

• Obiettivi strategico-militari. Questi definiscono il ruolo dello strumento militare 
nel contesto più ampio fissato dagli obiettivi strategico-politici. Essi forniscono 
il giusto focus per la pianificazione delle operazioni da parte del Comandante 
Operativo (Joint Force Commander – JFC). Rappresentano le condizioni 
militari da perseguire per soddisfare gli obiettivi strategico-politici e lo end 
state da cui discendono. 

• Obiettivi operativi. L’analisi della missione che il JFC riceve dal Comandante 
Strategico, è alla base della determinazione delle condizioni da raggiungere e 
sostenere e quali comportamenti degli attori coinvolti nella crisi devono 
cambiare in tal senso. Gli obiettivi operativi definiscono, quindi, le  condizioni 
che devono essere raggiunte nell’area di operazioni (Joint Operations Area – 
JOA) al fine di supportare gli obiettivi strategici e, in ultimo, lo end state 
politico. 

3. Effetti generati al livello operativo 
Un effetto viene definito come “un cambiamento comportamentale o fisico di un 
sistema o suo elemento, risultante da una o più azioni o altra causa.” Durante 
l’analisi degli obiettivi operativi, dovrebbe risultare chiaro quali cambiamenti 
devono verificarsi tra gli attori di un determinato sistema. Tali cambiamenti 
divengo gli effetti da generare al livello operativo. 

4. Misura della Performance (MOP) 
Questa misura il corretto svolgimento delle azioni pianificate al fine di generare 
gli effetti voluti. MOP vengono definite ad ogni livello di pianificazione e 
discendono dalle azioni il cui progresso devono misurare. 

5. Misura dell’Efficacia (MOE) 
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Questa misura come il comportamento di un sistema è stato modificato in 
seguito alle nostre azioni. Opportune soglie di valore definite a priori, ci aiutano a 
valutare il progresso dei nostri effetti verso gli obiettivi e lo end state. 

6. Centro di gravità, capacita critiche, requisiti critici e vulnerabilità critiche. 
Un centro di gravità (Center of Gravity – COG) rappresenta la forza primaria 
attraverso cui un attore può raggiungere i suoi obi ettivi e/o impedire ad un 
opponente di raggiungere i propri . Al livello strategico, un COG è solitamente 
riferito all’elemento di potere fondamentale per raggiungere gli obiettivi strategici, 
come, ad esempio, il potere di un regime, la volontà della nazione, nazionalismo 
etnico, ecc. Al livello operativo, invece, un COG è solitamente un capacità 
dominante che mette un attore in condizione di raggiungere degli obiettivi 
operativi. Un comandante operativo (JFC) deve pertanto tenere in 
considerazione sia il COG strategico che quello operativo degli attori che 
operano nel sistema. 
In contesti particolarmente frammentati, può essere utile riferirsi ad un COG 
astratto. Ad esempio, nel caso di una Peace Support Operation (PSO) in cui 
molteplici attori combattono l’un l’altro, il supporto logistico e i rifornimenti da 
partigiani emigrati all’estero, potrebbe essere un valido COG. In condizioni 
particolarmente benigne (disaster relief, soccorso umanitario) è lecito ipotizzare 
l’assenza di COG significativi. 
Un COG è di solito l’origine di alcune capacità tangibili che ne esprimono la 
forza. Tali capacità vengono definite critiche (Critical Capabilities – CC) e 
possono essere interpretate come “cose” che il COG rende possibili, come ad 
esempio la capacità di colpire con precisione, la capacità di operare in maniera 
covert, la capacità di resistere ad un attacco, ecc. Per ognuna di queste capacità 
critiche esistono delle condizioni necessarie che ne supportano l’esistenza e ne 
garantiscono il sostentamento: queste vengono dette requisiti critici (Critical 
Requirements – CR). Considerando la capacità di colpire con precisione, alcuni 
requisiti critici potrebbero essere: la disponibilità di coordinate accurate, la 
conoscenza della posizione di obiettivi, la presenza di “illuminatori”, ecc. Ognuno 
di questi elementi (capacità o requisito critico) può presentare delle debolezze, 
carenze, deficienze che possono essere influenzate, sfruttate e neutralizzate, 
contribuendo all’inabilitazione del rispettivo COG: queste vengono chiamate 
vulnerabilità critiche (Critical Vulnerability – CV). 

7. Condizioni Decisive 
Una condizione decisiva (Decisive Condition – DC) è una combinazione di 
circostanze ed effetti, o un singolo elemento/fattore che, quando raggiunta 
permette ad un comandante di guadagnare un marcato vantaggio su un 
opponente o che contribuisce materialmente al raggiungimento di un obiettivo 
operativo. Come derivata dell’analisi sistemica, una condizione decisiva può 
anche essere intesa come una combinazione intermedia di valori che le variabili 
di un sistema assumono, durante il percorso di trasformazione che porterà il 
sistema alla condizione finale descritta nello end state. 

8. Linee di Operazione (Lines of Operation – LoO) 
Queste rappresentano degli approcci concettuali verso gli obiettivi operativi: 
lungo diverse linee di operazione vengono distribuite le condizioni decisive (DC) 
che contribuiscono al raggiungimento degli obiettivi operativi. 

9. Sequenzialità e divisione in fasi 
Le condizioni decisive da raggiungere, unitamente agli effetti da creare per 
conseguirle e le azioni identificate per generare tali effetti, devono essere 
organizzate cronologicamente lungo le linee di operazione e successivamente 
raggruppate in fasi, in modo da costituire un guida permanente durante la fase di 
esecuzione del piano in merito a dove deve essere applicata la forza in ogni 
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momento. Tale delicatissimo compito è guidato da alcuni principii di validità 
generale. 
o Sincronizzazione, sinergia ed effetto leva 

La sincronizzazione è data dall’organizzazione delle azioni e dei loro effetti 
attesi in tempo, spazio e significato, al fine di raggiungere il massimo 
vantaggio. La sinergia è lo scopo della sincronizzazione. Questa rappresenta 
il risultato cumulativo di ogni singolo atto discreto ed è maggiore del risultato 
dei singoli atti. L’effetto leva si ottiene quando l’impatto di un’azione è più che 
proporzionale rispetto alla forza applicata. Le vulnerabilità critiche di un COG 
sono un tipico esempio di effetto leva. 

o Simultaneità e profondità. 
Quando necessario, nel fronteggiare un’opposizione, si deve sempre 
perseguire l’intento di colpire simultaneamente in maniera da sopraffare 
l’avversario, cercando di non rivelare mai la direzione del proprio sforzo 
principale. 

o Manovra 
Complementare rispetto all’applicazione della forza, la manovra cerca di 
ottenere una posizione di vantaggio da cui impiegare la forza. Si può 
utilizzare la manovra pe creare effetti, per ottenere delle condizioni decisive 
e, quando possibile, per colpire direttamente il COG avversario. 

o Tempo operativo 
Questo rappresenta il ritmo con cui si susseguono le attività, in rapporto 
all’avversario. Per mantenere il proprio tempo, è necessario pianificare in 
anticipo le risposte a potenziali intenzioni dell’avversario, al fine di mantenere 
l’abilità di decidere ed agire velocemente e convogliare le proprie energie al 
conseguimento delle condizioni decisive. 

o Sforzo principale (Main effort). 
È la concentrazione delle forze intorno ad un’idea fondamentale. Vi è di solito 
un main effort per ogni fase o sub-fase. Tale concetto offre il giusto focus alle 
attività che il Comandante ritiene cruciali per il successo.  

10. Piani di contingenza (Branches and sequels) 
Per ogni azione messa in campo vi è un ventaglio di possibili risultati che 
possono, o meno, rispecchiare quelli voluti. Nel caso di risultati che eccedono le 
aspettative, si possono presentare delle opportunità da sfruttare. Nel caso 
opposto si possono avere dei rischi da mitigare. In ogni caso, la capacità di 
sfruttare le opportunità e mitigare i rischi dipende dalla capacità di prevedere tali 
situazioni e pianificare anticipatamente delle opzioni alternative al piano 
originale. Un branch plan serve per elaborare un’alternativa per raggiungere gli 
obiettivi di una specifica fase, mentre un sequel plan offre delle alternative al 
termine di una fase. 

11. Punto culmine 
Questo è il punto (non necessariamente geografico) in cui una Forza Militare 
non può più continuare con successo un’operazione. La pianificazione delle 
proprie azioni deve cercare di far raggiungere all’avversario questo punto ben 
prima di noi. 

12. Approccio diretto e indiretto 
Un approccio diretto tenta di colpire direttamente il centro di gravità avvesario. 
Questo è percorribile in condizioni di forza superiore, avversario debole e rischi 
accettabili. Più spesso è invece percorribile la strada dell’approccio indiretto, che 
cerca di sfruttare vulnerabilità critiche, evitando di confrontarsi con i punti di forza 
dell’avversario. 
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