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2-85. Planning activities occupy a continuum ranging from conceptual to detailed as shown
in figure 2-3. Understanding an OE and its problems, determining the operation's end state,
establishing objectives, and sequencing the operation in broad terms all illustrate conceptual
planning. Conceptual planning generally corresponds to the art of operations and is the focus of
a commander with staff support. The commander's activities of understanding and visualizing are
key aspects of conceptual planning.
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2-86. Detailed planning translates the broad operational approach into a complete and practical
plan. Generally, detailed planning is associated with aspects of science, such as movement tables,
fuel consumption, target list, weapon effects, and time-distance factors. Detailed planning falls
under the purview of the staff, focusing on specifics of execution. Detailed planning works out the
scheduling, coordination, or technical problems involved with moving, sustaining, synchronizing,
and directing the force. Detailed planning does not mean developing plans with excessive control
measures that impede subordinate freedom of action. Planners develop mission orders that establish
those controls necessary to coordinate and synchronize the force as a whole. They leave much of
the how to accomplish tasks to the subordinate.
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2-87. The commander personally leads the conceptual component of planning. While they are
engaged in parts of detailed planning, commanders leave most specifics to the staff. Conceptual
planning provides the basis for all subsequent planning. The commander's intent and operational
approach provide the framework for the entire plan. This framework leads to a concept of
operations and associated schemes of support, such as schemes of intelligence, maneuver, fires,
protection, and sustainment. In turn, the schemes of support lead to the specifics of execution,
including tasks to subordinate units and detailed annexes to the OPLAN or OPORD. However,
the dynamic does not operate in only one direction. Conceptual planning must respond to detailed
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constraints. For example, the realities of a deployment schedule (a detailed concern) influence the
operational approach (a conceptual concern).
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2-88. Successful planning requires the integration of both conceptual and detailed thinking.
Army leaders employ several methodologies for planning, determining the appropriate mix based
on the scope of the problem, time available, and availability of a staff. Planning methodologies
include-

e Army design methodology.

® The military decision-making process.

e Troop leading procedures.

e Rapid decision-making and synchronization process.

e Army problem solving.
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2-89. Army design methodology is a methodology for applying critical and creative
thinking to understand, visualize, and describe problems and approaches to solving them.
ADM is particularly useful as an aid to conceptual planning, but it must be integrated with
the detailed planning typically associated with the MDMP to produce executable plans
and orders. There is no one way or prescribed set of steps to employ the ADM. There are,
however, several activities associated with ADM including framing an OE, framing problems,
developing an operational approach, and reframing when necessary as shown in figure 2-4.
While planners complete some activities before others, the understanding and learning within
one activity may require revisiting the learning from another activity. Thus, ADM is iterative in
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2-90. When problems are difficult to identify, the operation's end state is unclear, or a COA
is not self-evident, commanders employ ADM. This is often the case when developing long-
range plans for extended operation or developing supporting plans to the CCP and associated
contingencies. The results of ADM include an understanding of an OE and problem, the initial
commander's intent, and an operational approach that serves as the link between conceptual and
detailed planning. Based on their understanding and learning gained during ADM, commanders
issue planning guidance-to include an operational approach-to guide more detailed planning using
the MDMP. (See ATP 5-0.1 for techniques for employing ADM.)
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2-91. ADM includes interconnected thinking activities that aid in conceptual planning. By
first framing an OE and its associated problems, ADM helps commanders and staffs to think about
the situation in depth. This in-depth thinking enables them to develop a more informed approach
to solve or manage identified problems. During execution, ADM supports organizational learning

through reframing. A reframe is a shift in understanding that leads to a new perspective on the
problem or its resolution. Reframing is the activity of revisiting earlier hypotheses, conclusions,
and decisions that underpin the current operational approach. In essence, reframing reviews what
the commander and staff believe they understand about an OE, the problem, and the desired end
state.
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THE MILITARY DECISION-MAKING PROCESS
HEHPURTEFF(MDMP)

2-92. The military decision-making process is an iterative planning methodology to
understand the situation and mission, develop a course of action, and produce an operation plan or
order. It is an orderly, analytical process that integrates the activities of the commander, staff, and
subordinate headquarters in the development of a plan or order. The MDMP helps leaders apply
thoroughness, clarity, sound judgment, logic, and professional knowledge to develop situational
understanding and produce a plan or order that best accomplishes the mission.
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2-93. The MDMP consists of seven steps. Each step of the MDMP has inputs, a series of
sub-steps, and outputs. The outputs lead to an increased understanding of the situation facilitating
the next step of the MDMP. Commanders and staffs generally perform these steps sequentially;
however, before producing the plan or order, they may revisit several steps in an iterative fashion
as they learn more about the situation. The seven steps are-

o Step 1 - Receipt of mission.

e Step 2 - Mission analysis.
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e Step 3 - COA development.

o Step 4 - COA analysis.

o Step 5 - COA comparison.

e Step 6 - COA approval.

e Step 7 - Orders production, dissemination, and transition.
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2-94. Commanders initiate the MDMP upon receipt of, or in anticipation of, a mission.
Commanders and staffs often begin planning in the absence of an approved higher headquarters'
OPLAN or OPORD. In these instances, they start planning based on a warning order (WARNORD),
a planning order, or an alert order from higher headquarters. This requires active collaboration with
the higher headquarters and parallel planning among echelons as the plan or order is developed. (See
FM 6-0 for detailed instructions for conducting the MDMP.)
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TROOP LEADING PROCEDURES
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2-95. The MDMP and TLP are similar but not identical. Troop leading procedures are a
dynamic process used by small-unit leaders to analyze a mission, develop a plan, and prepare for
an operation. TLP extend the MDMP to the small-unit level. Commanders with a coordinating staff
use the MDMP as their primary planning process. Company-level and smaller units lack formal
staffs and use TLP to plan and prepare for operations. This places the responsibility for planning
primarily on the commander or small-unit leader with assistance from forward observers, supply
sergeants, and other specialists in the unit.
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2-96. TLP enable small-unit leaders to maximize available planning time while developing
effective plans and preparing their units for an operation. TLP consist of eight steps. The sequence
of the steps of TLP is not rigid. Leaders modify the sequence to meet the mission, situation,
and available time. Leaders may perform some steps concurrently while performing other steps
continuously throughout the operation. The eight steps are-

e Step 1 - Receive the mission.

e Step 2 - Issue a warning order.

o Step 3 - Make a tentative plan.

o Step 4 - Initiate movement.

e Step 5 - Conduct reconnaissance.

e Step 6 - Complete the plan.

e Step 7 - Issue the order.

o Step 8 - Supervise and refine.
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2-97. Leaders use TLP when working alone or with a small group to solve tactical problems.
For example, a company commander may use the executive officer, first sergeant, fire support
officer, supply sergeant, and communications sergeant to assist during TLP. (See FM 6-0 for a
detailed discussion on conducting TLP.)
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RAPID DECISION-MAKING AND SYNCHRONIZATION PROCESS
PR R A D R e

2-98. The rapid decision-making and synchronization process (RDSP) is a decision-making
and planning technique that commanders and staffs commonly use during execution when
available planning time is limited. While the MDMP seeks an optimal solution, the RDSP seeks a
timely and effective solution within the commander's intent. Using the RDSP lets leaders avoid the
time-consuming requirements of developing decision criteria and multiple COAs. Under the RDSP,
leaders combine their experiences and intuition to quickly understand the situation and develop a
COA. The RDSP is based on an existing order and the commander's priorities as expressed in the
order. The RDSP includes five steps:

e Step 1 - Compare the current situation to the order.

e Step 2 - Determine that a decision, and what type, is required.

e Step 3 - Develop a course of action.

e Step 4 - Refine and validate the course of action.

o Step 5 - Issue the implement the order.

(See chapter 4 for a more detailed discussion decision making during execution and the
RDSP.)
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ARMY PROBLEM SOLVING
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2-99. The ability to recognize and effectively solve problems is an essential skill for Army
leaders. Where the previous methodologies are designed for planning operations, Army problem
solving is a methodology available for leaders in identifying and solving a variety of problems.
Similar in logic to the MDMP, Army problem solving is an analytical approach to defining
a problem, developing possible solutions to solve the problem, arriving at the best solution,
developing a plan, and implementing that plan to solve the problem. The steps to Army problem
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solving are-
e Step 1 - Gather information.
o Step 2 - Identify the problem.
e Step 3 - Develop criteria.

e Step 4 - Generate possible solutions.

e Step 5 - Analyze possible solutions.

e Step 6 - Compare possible solutions.

e Step 7 - Make and implement the decision.

(See FM 6-0 for a detailed discussion of Army problem solving.)
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KEY COMPONENTS OF A PLAN
Al RS 2R

An order should not trespass on the province of a subordinate. It should contain everything
which is beyond the independent authority of the subordinate, but nothing more.

Field Service Regulations (1905)

WART BN E fE R ME AT RS BAT NIRRT RH

EEERP - ¥ ¥4 32 15 5(1905)
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2-100. The mission statement, commander's intent, and concept of operations are key
components of a plan that serve as the framework for an operation. Commanders ensure
their mission and commander's intent nest with those of their higher headquarters. While the
commander's intent focuses on the end state, the concept of operations focuses on the way or
sequence of actions by which the force will achieve the end state. The concept of operations
expands on the mission statement and commander's intent. Within the concept of operations,
commanders establish objectives as intermediate goals toward achieving the operation's end
state.
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2-101. The mission is the task, together with the purpose, that clearly indicates the action to
be taken and the reason therefore (JP 3-0). Commanders analyze a mission based on their higher
commander's intent, specified tasks, and implied tasks. Results of that analysis yield the essential
task-the task that when executed accomplishes the mission. The essential task becomes the "what"
of the mission statement-a clear statement of the action to be taken and the reason for taking it. The
five elements of a mission statement answer these questions:

e Who will execute the operation (unit or organization)?

e What is the unit's essential task (normally a tactical mission task or tactical enabling task)?

® Where will the operation occur (AO, objective, engagement areas, or grid coordinates)?

® When will the operation begin (by time or event)?

o Why will the force conduct the operation (for what purpose)?
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2-102. The "who," "where," and "when" of a mission statement are straightforward. The
"what" and "why" are more challenging to write and can confuse subordinates if not stated
clearly. The "what" is a task and is expressed in terms of action verbs. (See ADP 3-90 for a
list of tactical mission tasks.) These tasks are defined and measurable and can be grouped as
"actions by friendly forces" or "effects on enemy forces." The "why" puts the task into context by
describing the reason for performing it. The mission's purpose facilitates initiative in changing
circumstances.
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COMMANDER'S INTENT
TR ELE

2-103. The commander's intent succinctly describes what constitutes success for the operation.
It includes the operation's purpose, key tasks, and conditions that define the end state. When
describing the purpose of the operation, the commander's intent does not restate the "why" of the
mission statement. Rather, it describes the broader purpose of the unit's operation in relationship to
the higher commander's intent and concept of operations.
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2-104. Key tasks are those activities the force must perform as a whole to achieve the desired
end state (ADP 6-0). During execution-when significant opportunities present themselves or the
concept of operations no longer fits the situation-subordinates use key tasks to keep their efforts
focused on achieving the desired end state. Examples of key tasks include terrain the force must
control or an effect the force must have on the enemy.
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2-105. The end state is a set of desired future conditions the commander wants to exist
when an operation ends. Commanders describe the operation's end state by stating the desired
conditions of the friendly force in relationship to desired conditions of the enemy, terrain, and
civil considerations. A clearly defined end state promotes unity of effort among the force and with
unified action partners.
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CONCEPT OF OPERATIONS
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2-106. The concept of operations is a statement that directs the manner in which subordinate
units cooperate to accomplish the mission and establishes the sequence of actions the force will
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use to achieve the end state. The concept of operations describes how the commander sees the
actions of subordinate units fitting together to accomplish the mission. At a minimum, it includes a
scheme of maneuver and scheme of fires. Where the commander's intent focuses on the end state,
the concept of operations focuses on the method by which the operation uses and synchronizes the
war-fighting functions to translate the vision and end state into action.
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2-107. The concept of operations describes the combination of offensive, defensive, or
stability operations and how these tasks complement each other. It describes the deep, close,
support, and consolidation areas; decisive, shaping, and sustaining operations within those areas;
and main and supporting efforts.
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2-108. In developing the concept of operations, commanders and staffs ensure their concepts
nest with that of their higher headquarters. Nested concepts is a planning technique to achieve unity
of purpose whereby each succeeding echelon's concept of operations is aligned by purpose with
the higher echelons' concept of operations. An effective concept of operations describes how the
forces will support a mission of the higher headquarters and how the actions of subordinate units fit
together to accomplish a mission.

2-108. 55t FE A ARG - FEHEE B Rt L0 e DR A S B ERRFE RS — 2 - — U=

TR — R (A AR ISR (R AR R 1 M — H BRI B0 - —(EE %K
FITEEAE AR - SR RE AR 5238 BB FR AR e - DU Ml AL e AN {mT a8 )
ETEEUES -

2-109. The operations overlay-part of Annex C (Operations) to an OPLAN or OPORD-
supplements the concept of operations by depicting graphic control measures used to direct
operations. A graphic control measure is a symbol used on maps and displays to regulate forces and
warfighting functions (ADP 6-0). Graphic control measures include symbols for boundaries, fire
support coordination measures, some airspace control measures, air defense areas, and obstacles.
Commanders establish them to regulate maneuver, movement, airspace use, fires, and other aspects
of operations. (See ADP 1-02 for instructions depicting graphic control measures.)

2-109 /EEREVE — VFEE 5 B FEkay < HU B #RCHER I3 (1R — DU fig =AY i e
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GUIDES TO EFFECTIVE PLANNING
ARG

Now the general who wins a battle makes many calculations in his temple ere the battle
is fought. Sun Tzu
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2-110. Planning is an inherent and fundamental part of command and control, and
commanders are the single most important factor in effective planning. Effective planning requires
dedication, study, and practice. Planners must be technically and tactically competent within
their areas of expertise and understand basic planning concepts. The following aids in effective
planning:

e [ncorporate the tenets of unified land operations.

e Commanders focus planning.

e Develop simple, flexible plans through mission orders.

e Optimize available planning time.

e Focus on the right planning horizon.

e Determine relevant facts and develop assumptions.
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INCORPORATE THE TENETS OF UNIFIED LAND OPERATIONS
TR B Ay St T R 25 S AU AR &

2-111. Tenets of operations are desirable attributes that should be built into all plans and
operations and are directly related to the Army's operational concept (ADP 1-01). Tenets of unified
land operations describe the Army's approach to generating and applying combat power across the
range of military operations. Commanders and staffs consider and incorporate the following tenets
into all plans:

e Simultaneity.
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® Depth.

e Synchronization.

o Flexibility.
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Simultaneity [F]/7:

2-112. Simultaneity is the execution of related and mutually supporting tasks at the same
time across multiple locations and domains (ADP 3-0). Army forces employing capabilities
simultaneously across the air, land, maritime, space, and cyberspace domains present dilemmas
to adversaries and enemies, while reassuring allies and influencing neutrals. Planners consider
the simultaneous application of joint and combined arms capabilities across the range of military
operations to overwhelm threats physically and psychologically.

2-112. BRI - 2taes 2 L EANSEE - [RIRFE T AHBR B BorH 2 HY SZ iR (85 (ADP
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2-113. Simultaneous operations across multiple domains-conducted in depth and supported
by military deception-present the enemy with multiple dilemmas. These operations degrade
enemy freedom of action, reduce enemy flexibility and endurance, and disrupt enemy plans and
coordination. Such operations place critical enemy functions at risk and deny the enemy the ability
to synchronize or generate combat power. The application of capabilities in a complementary and
reinforcing fashion creates more problems than the enemy commander can solve, which erodes
both enemy effectiveness and the will to fight.

2-113 P52 (AR RISV, — L A R S4B — G A RS - 5578
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Depth it

2-114. Depth is the extension of operations in time, space, or purpose to achieve definitive
results (ADP 3-0). Commanders use depth to obtain space for effective maneuver, time to conduct
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operations, and resources to achieve and exploit success. Planners develop ways for forces to
engage the enemy throughout their depth, preventing the effective employment of reserves, and
disrupting command and control, logistics, and other capabilities not in direct contact with friendly
forces. Operations in depth can disrupt the enemy's decision cycle. They contribute to protection by
destroying enemy capabilities before the enemy can use them. In operations, staying power-depth
of action-comes from adequate resources. Depth of resources in quantity, positioning, and mobility
is critical to executing operations.

2-114. e e (R IRF AR T ] ~ Z22(H] ~ B E AR AR B K - DU B E M R
(ADP 3-0) - FEHIEHEMMECE - AE22 0TS DL G RCRAETTHEE) - 7R [H 5 T8 E A SRR
TTRE  JEG AP LUE RO EARER - A BEAS/E TR Rt Fraikik
HECA B 5HG - SRR SR T BT R - WO ERE ~ IREDE EAEL ) - BEH AR
R E AR o ARt T RGHEE - ] DR R R RIS EER - RO B @ A
HERR HASTERE T  MEORIRFH ) & - AEVFRP ORI T — MEERTTEY — R B YR B IR
RENEFEFEYIHE - R EIRETT - FE/FE T BRI EE -

Synchronization [&]2

2-115. Synchronization is the arrangement of military actions in time, space, and purpose to
produce maximum relative combat power at a decisive place and time (JP 2-0). Synchronization is
not the same as simultaneity; it is the ability to execute multiple related and mutually supporting
tasks in different locations at the same time. These actions produce greater effects than executing
each in isolation. For example, synchronizing information collection, obstacles, direct fires,
and indirect fires results in destroying an enemy formation during a defense. When conducting
offensive tasks, synchronizing forces along multiple lines of operations temporarily disrupts the
enemy organization and creates opportunities for an exploitation.

2-115. [P BAEHEFATE R - FRIRFR ~ 22 B EAS 718 - JRAH R R £ o 8 st BRI
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2-116. Commanders determine the degree of control necessary to synchronize their operations.
They balance synchronization with agility and initiative, never surrendering the initiative for the
sake of synchronization. Excessive synchronization can lead to too much control, which limits the
initiative of subordinates and undermines flexibility.

2-116 $5HE DU BB TEN AP AL - RERTRERVE ST B - MMHERZD B Eays ~ L&)
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Flexibility B}:

2-117. Flexibility is the employment of a versatile mix of capabilities, formations, and
equipment for conducting operations (ADP 3-0). To achieve tactical, operational, and strategic
success, effective commanders adapt to conditions as they change and employ forces in multiple
ways. Flexibility facilitates collaborative planning and decentralized execution. Leaders learn from
experience (their own and that of others) and apply new knowledge to each situation. Flexible
plans help units adapt quickly to changing circumstances during operations. Flexible plans
provide options to commanders for addressing new or unforeseen circumstances during execution.
Ultimately, flexibility enables commanders to mitigate risk.

2-117 VR T RN - B6ETT ~ #il ~ 2065 - REDIZ T 2R & BEH(ADP
3-0) - THEFIRANT ~ FRAATREME Ry - TR T B ERZ S Er i IR - S R BRIk B A
FSHEAE 5% BT RER T BN RERTT - FEARIR(E CAS M AR EEE - 11
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Tenets in Action: OPERATION JUST CAUSE
1TENFEHI - BEENIER A TE)

Late on 19 December 1989, a joint force of 7,000 Soldiers, sailors, airmen, and
marines deployed from U.S. bases bound for Panama. During the early morning
hours of 20 December, this force-supported by the United States Southern Command
(USSOUTHCOM) forward-deployed forces in Panama-simultaneously hit targets at 26
separate locations across the depth of the country.

1989412 H19H LAt » 7,000+ e Syig s ~ 22 s B e Bi - Peidiid 5
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The success of the attack against key Panamanian Defense Force (PDF)
strongholds required the synchronization of multiple actions by an assortment
of U.S. special operations forces and elements from the 82d Airborne
Division, the 5thMechanized Division, the 7th Infantry Divisions, and Marine
Corps. These were supported by the Air Force and Navy in various ways,
including airlift and sealift, suppression of enemy air defense, and AC-130
gunship strikes. Subordinate initiative during execution contributed greatly
to the ability of the joint force to rapidly paralyze PDF response capability.

PRI B R S J B S (PDF) EE ZE R BRI SHE - AEFY2K H 8222 [BR Al ~ RSBk AL
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COMMANDERS FOCUS PLANNING
TERE BT EE R

2-118. The responsibility for planning is inherent in command. Commanders are planners-
they are the central figure to effective planning. Often with the most experience, commanders
are ultimately responsible for the execution of the plan. As such, the plan must reflect how
commanders intend to conduct operations. Commanders ensure the approaches to planning meet
the requirements of time, planning horizons, level of detail, and desired outcomes. Commanders
ensure that all plans and orders comply with domestic and international laws as well as the Army
Ethic. They confirm that the plan or order is relevant and suitable for subordinates. Generally,
the more involved commanders are in planning, the faster staffs can plan. Through personal
involvement, commanders learn from the staff and others about a situation and ensure the plan
reflects their commander's intent.

2-1BEIEEEHEMAEEMT - HEEREHEBEALR —HEERESEIGTENETA
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DEVELOP SIMPLE, FLEXIBLE PLANS THROUGH MISSION ORDERS
EREEH < > BEEME - HERvETE

It is my opinion that Army orders should not exceed a page and a half of typewritten text
and it was my practice not to issue orders longer than this. Usually they can be done on one

page, and the back of the page used for a sketch map. General George S. Patton, Jr.
ABPARE RIS L T RERE- FEOLRE D TR REER R FOEL AN
DA b - TR DEY TG 29 HETRE v A H-E

2-119. Simplicity-prepare clear, uncomplicated plans and clear, concise orders to ensure
thorough understanding-is a principle of war. Effective plans and orders are simple and direct.
Staffs prepare clear, concise orders that communicate understanding of the operation by using
doctrinally correct military terms and symbols. Using the correct terms and symbols minimizes
chances of misunderstanding and aids with brevity. Developing shorter plans helps maintain
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simplicity. Shorter plans are easier to disseminate, read, and remember.

2-119.fE B 5 1 — FEIE LR - NMEMIETENEEN G2 MRAXHESE — ST
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2-120. Complex plans requiring intricate coordination or having inflexible timelines have
a greater potential to fail during execution. Operations are always subject to friction beyond the
control of commanders and staffs. Elaborate or complex plans that do not incorporate tolerances
for friction have more chances of something irrevocable going wrong. Simple plans are more
responsive to changes in enemy behavior, the weather, and issues with friendly forces.
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2-121. Simple plans require an easily understood concept of operations. Planners promote
simplicity by minimizing details where possible and by limiting the actions or tasks to what
the situation requires. Subordinates can then develop specifics within the commander's intent.
For example, instead of assigning a direction of attack, planners can designate an axis of
advance.
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2-122. Simple plans are not simplistic plans. Simplistic refers to something made overly
simple by ignoring the situation's complexity. Good plans simplify complicated situations.
However, some situations require more complex plans than others do. Commanders at all levels
weigh the apparent benefits of a complex concept of operations against the risk that subordinates
will be unable to understand or follow it. Commanders prefer simple plans because units can
understand and execute them more easily.

2-122 fEEEH I FE 2 G HALAYETE - Arée o i LS e ,u\lﬂ%%{kﬁﬁﬁ?ﬁ“ﬁ
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2-123. Flexible plans help units adapt quickly to changing circumstances. Commanders

and planners build opportunities for initiative into plans by anticipating events. This allows them
to operate inside of the enemy's decision cycle or to react promptly to deteriorating situations.
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Incorporating options to reduce risk adds flexibility to a plan. Identifying decision points and
designing branches and sequels ahead of time-combined with a clear commander's intent-helps
create flexible plans.

2-123 i ERYEHE v DU BB IR TR E B B RUAR T - TR E IR A B RFE S
WTEA R e B 8 5 S MM TENR v LR R SR IEER - T R LR RE
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2-124. Commanders stress the importance of using mission orders as a way of building
simple, flexible plans. Mission orders are directives that emphasize to subordinates the results to
be attained, not how they are to achieve them (ADP 6-0). Mission orders are not a specific type
of order but a reflected style or technique for writing OPLANs, OPORDs, and FRAGORDs. In
developing mission orders, commanders focus subordinates on what to do and why to do it without
prescribing exactly how to do it. Commanders establish control measures to aid cooperation among
forces without imposing needless restrictions on freedom of action.
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2-125. Mission orders clearly convey the unit's mission and commander's intent. They
summarize the situation, describe the operation's objectives and end state, and provide a simple
concept of operations to accomplish the mission. When assigning tasks to subordinate units,
mission orders include all components of a task statement: who, what, when, where, and why.
However, a task statement emphasizes the purpose (why) of the tasks to guide (along with the
commander's intent) subordinate initiative.

2-125 EF e S UIEEUE BB EEE - A5 ={dy < ¥HRIUEHEE - fitg/FEE
PREL T R R - AR e B R R SRR A - B IR TARRG TR - B &
BT RYIRTEEA LA~ 15~ fAIE ~ Al > DURCRfl - 2R - 35 S B SR i B
2 FI CRyfrD) LR Rl L Bh5e i 2 TAERfe B Bl fa i B R B S) -

2-126. Mission orders contain the proper level of detail; they are neither so detailed that they
stifle initiative nor so general that they provide insufficient direction. The proper level of detail
is situationally dependent. Some phases of operations require tighter control over subordinate
elements than others require. An air assault's air movement and landing phases, for example,
require precise synchronization. Its ground maneuver plan requires less detail. As a rule, the base
plan or order contains only the specific information required to provide the guidance to synchronize
combat power at the decisive time and place while allowing subordinates as much freedom of
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action as possible. Commanders rely on subordinate initiative and coordination to act within the
commander's intent and concept of operations.
2-126 (EB AW E TEERREARIE - (A SHIEI R 8 - A EH RS 2]
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OPTIMIZE AVAILABLE PLANNING TIME

= TSR
You can ask me for anything you like, except for time. Napoleon Bonaparte
TR A R RN R R L ERE- 2

2-127. Time is a critical variable in all operations. Therefore, time management is important
in planning. Whether done deliberately or rapidly, all planning requires the skillful use of available
time to optimize planning and preparation throughout the unit. Taking more time to plan often
results in greater synchronization; however, any delay in execution risks yielding the initiative-with
more time to prepare and act-to the enemy.
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2-128. When allocating planning time to staffs, commanders ensure subordinates have enough
time to plan and prepare their own actions prior to execution. Commanders follow the "one-third,
two-thirds rule" as a guide to allocate time available. They use one-third of the time available
before execution for their own planning and allocate the remaining two-thirds of the time available
before execution to their subordinates for planning and preparation.
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2-129. Both collaborative planning and parallel planning help optimize available planning
time. Collaborative planning is two or more echelons planning together in real time, sharing
information, perceptions, and ideas to develop their respective plans simultaneously. This type
of planning speeds planning efforts as organizations share their understanding of the situation,
participate in COA development and decision making together, and develop their respective
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plans or orders as opposed to waiting for a higher echelon to complete the plan prior to beginning

planning.
2-129. 5 FR NI ATRTE - WA ARRERE ] FH AT SR A B i RS -~ i ER T e Wl
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2-130. Parallel planning is two or more echelons planning for the same operations nearly
simultaneously facilitated by the use of warning orders by the higher headquarters. In this type
of planning, several echelons developing their plans in parallel significantly shorten planning
time across the force. The higher headquarters shares information concerning future operations
with subordinate units through WARNORDs and other means. Frequent communication between
commanders and staffs and sharing of information (such as IPB products) help subordinate
headquarters plan. Parallel planning is used when time is of the essence and the likelihood of
execution of the plan is high.
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2-131. Commanders are careful not to burden subordinates with planning requirements too
far into the future, instead enabling subordinates to focus on execution. Generally, the higher the
headquarters, the more time and resources staff have available to plan and explore options. Higher
headquarters involve subordinates with developing those plans and concepts that have the highest
likelihood of being adopted.
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FOCUS ON THE RIGHT PLANNING HORIZON
B IERERE T #

The process of preparing combat orders varies widely to the situation. Days or weeks
may be devoted to the task by the commander and his staff. On the other hand, instant action
may be called for especially in the division and lower units. The commander and his staff must
be able to adapt their procedure to any situation encountered.

FM 101-5, Staff Officers Field Manual (1940)
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2-132. The defining challenges to effective planning are uncertainty and time. Tension
exists when commanders determine how far ahead to plan effectively without preparation and
coordination becoming irrelevant. Planning too far into the future may overwhelm the capabilities
of planning staffs, especially subordinate staffs. Not planning far enough ahead may result in losing
the initiative and being unprepared. Understanding this tension is key to ensuring that the command
focuses on the right planning horizon.
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2-133. A planning horizon is a point in time commanders use to focus the organization's
planning efforts to shape future events. Planning horizons may be measured in weeks or months or
in hours and days depending on the echelon and situation. Organizations often plan simultaneously
in several different horizons, especially division and above. To guide their planning efforts,
commanders use three planning horizons-short-range, mid-range, and long-range.
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2-134. The range of planning directly correlates with the certainty commanders have of
attaining the end state. Short-range planning is conducted under conditions of relative certainty
when commanders believe they can reasonably forecast events, assign resources, and commit
to a particular plan. Short-range planning normally results in an OPORD or FRAGORD for
execution. In conditions of moderate certainty, mid-range planning focuses on developing several
options to the base plan normally resulting in a branch plan or sequel. Beyond the mid-term
planning horizon, the situation is often too uncertain to develop detailed operational plans. Instead,
commanders develop broad concepts (for example, an OPLAN in concept form) addressing a
number of different circumstances over a longer period. These plans vary in level of detail based
on assumptions about the future that address "what if?" scenarios.

Note. In addition to planning horizons, commanders also prioritize planning efforts using

conceptual focus areas such as a line of effort, a specific objective, or problem set.
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DETERMINE RELEVANT FACTS AND DEVELOP ASSUMPTIONS
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Since all information and assumptions are open to doubt, and with chance at work
everywhere, the commander continually finds that things are not as he expected. This is bound

to influence his plans, or at least the assumptions underlying them. Carl von Clausewitz
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2-135. Commanders and staffs gather key facts and develop assumptions as they build their
plan. A fact is something known to exist or have happened-a statement known to be true. Facts
concerning the operational and mission variables serve as the basis for developing situational
understanding during planning. When listing facts, planners are careful they are directly relevant to
a COA or help commanders make a decision. Any captured, recorded, and most importantly briefed
fact must add value to the planning conversation.

2-135 E e E NS EBUERT S - LU ERE R EI AV RERH - FEHMEE
AAEEE R — TR A S B Y - fEat 2SI - BYFRN TS B B ER R - AR
fie g AL o R A B HMG EEEY K - KRG B TEY T E R - BiEHa
FEIRIRAE AT B  (RRGECEE ~ Bdik - DU B Ee s & B R R E - AR
SR IEHERR A -

2-136. An assumption provides a supposition about the current situation or future course
of events, presumed to be true in the absence of facts. Assumptions must be valid (logical and
realistic) and necessary for planning to continue. Assumptions address gaps in knowledge that
are critical for the planning process to continue. Staffs continually review assumptions to ensure
validity and to challenge if they appear unrealistic.
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2-137. Commanders and staffs use care with assumptions to ensure they are not based
on preconceptions; bias; false historical analogies; or simple, wishful thinking. Additionally,
effective planners recognize any unstated assumptions. Accepting a broad assumption without
understanding its sublevel components often leads to other faulty assumptions. For example,
a division commander might assume a combined arms battalion from the continental United
States is available in 30 days. This commander must also understand the sublevel components-
adequate preparation, load and travel time, viable ports and airfields, favorable weather, and enemy
encumbrance. The commander considers how the sublevel components hinder or aid the battalion's
ability to be available.
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2-138. Commanders and staffs continuously question whether their assumptions are valid
throughout planning and the operations process. Key points concerning the use of assumptions
include-

e Assumptions must be logical, realistic, and considered likely to be true.

® Assumptions are necessary for continued planning.

e Too many assumptions result in a higher probability that the plan or proposed solution may
be invalid.

e The use of assumptions requires the staff to develop branches to execute if one or more key
assumptions prove false.

e Often, an unstated assumption may prove more dangerous than a stated assumption proven
wrong.
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PLANNING PITFALLS
AT EAIFERE

In war, leaders of small units are usually no more than one or two jumps ahead of
physical and mental exhaustion. In addition, they run a never-ending race against time. In such
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conditions long, highly involved orders multiply the ever-present chance of misunderstanding,

misinterpretation, and plain oversight. Infantry in Battle (1939)
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2-139. Commanders and staffs recognize the value of planning and avoid common planning
pitfalls. These pitfalls generally stem from a common cause: the failure to appreciate the
unpredictability and uncertainty of military operations. Pointing these out is not a criticism of
planning, but of planning improperly. Common planning pitfalls include-

e Attempting to forecast and dictate events too far into the future.

e Trying to plan in too much detail.

e Using the plan as a script for execution.

e [nstitutionalizing rigid planning methods.
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2-140. The first pitfall, attempting to forecast and dictate events too far into the future, may
result from believing a plan can control the future. Planners tend to plan based on assumptions that
the future will be a linear continuation of the present. These plans often underestimate the scope
of changes in directions that may occur and the results of second- and third-order effects. Even
the most effective plans cannot anticipate all the unexpected events. Often, events overcome plans
much sooner than anticipated. Effective plans include sufficient branches and sequels to account
for the nonlinear nature of events.
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2-141. The second pitfall consists of trying to plan in too much detail. Sound plans include
necessary details; however, planning in unnecessary detail consumes limited time and resources
that subordinates need. This pitfall often stems from the desire to leave as little as possible to
chance. In general, the less certain the situation, the fewer details a plan should include. However,
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planners often respond to uncertainty by planning in more detail to try to account for every
possibility. Preparing detailed plans under uncertain conditions generates even more anxiety, which
leads to even more detailed planning. Often this over planning results in an extremely detailed plan
that does not survive the friction of the situation and constricts effective action. A good plan only
includes details needed to coordinate or synchronize actions of two or more subordinate units.
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2-142. The third pitfall, using the plan as a script for execution, tries to prescribe the course of
events with precision. When planners fail to recognize the limits of foresight and control, the plan
can become a coercive and overly regulatory mechanism. Commanders, staffs, and subordinates
mistakenly focus on meeting the requirements of the plan rather than deciding and acting
effectively.
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2-143. The fourth pitfall is the danger of institutionalizing rigid planning methods that leads to
inflexible or overly structured thinking. This pitfall tends to make planning rigidly focused on the
process and produces plans that overly emphasize detailed procedures. Effective planning provides
a disciplined framework for approaching and solving complex problems. Taking that discipline to
the extreme often results in subordinates not getting plans on time or getting overly detailed plans.
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