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INTRODUCTION
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1.  GAIN ATTENTION.    How many of you are football fans?  As a coaching staff for a football team, what do you come up with prior to playing a game?  A game plan.  The game plan is the course of action you will use to help you win the game.  As in football, Marine Corps planners develop a game plan for military operations.  The Marine Corps does this by going through a process called course of action development.  After this class you will understand the importance of COA development in planning military operations.

(SLIDE #2)  

2.  OVERVIEW.  The purpose of this class is to show you what goes into course of action development.  I will do this by covering the purpose of COA development, the COA development process, and the outputs of COA development. 

(SLIDE #3)  

3.  INTRODUCE LEARNING OBJECTIVES.

TERMINAL LEARNING OBJECTIVE  

1.  Without  the aid of references, correctly develop COAs within the framework of a selected exercise scenario per MCWP 5-1. 

ENABLING LEARNING OBJECTIVES 

1.  Without the aid of references, identify the purpose of the COA development process per MCWP 5-1. 

2.  Select from a list the required inputs for proper COA development per MCWP 5-1.  

3.  Select from a list the validation criteria of a properly developed COA per MCWP 5-1.

4.  Select from a list the required outputs for proper COA development per MCWP 5-1.

(SLIDE #4)  

METHOD / MEDIA.  This lesson will be taught by lecture supported by computer-generated graphics.

                   EVALUATION.  Material in this class will be testable as part of the multiple-choice exam at the end of the course.

TRANSITION.  Are there any questions on what will be covered, how this class will be taught, or how you will be evaluated?  To understand how to properly develop an order we must first understand why orders are developed.    

BODY










(40 Min)

(SLIDE #5)  

PURPOSE.  The idea for developing COAs is to ensure that we develop options for the commander that are truly different and that achieve the commander’s intent and comply with the commander’s planning guidance - issued at the beginning of COA Development.  
(SLIDE #6)  

COA DEVELOPMENT.  COAs will be developed based on the Commander’s Plan Guidance.  The planning guidance helps frame COA development but shouldn’t stifle creativity.  
(SLIDE #7)

TTP FOR COA DEVELOPMENT.  The tactics, techniques, and procedures for COA development are done in the following order.  We will look at these TTPs in the class. 
(SLIDE #8)

ORIENT ON THE ENEMY.  Before we can develop friendly COAs, we must first orient on the enemy and analyze how the enemy fights.  We have to evaluate the threat, estimating adversary capabilities and intent, accounting for threat doctrine and TTP, as well as what current intelligence indicates the enemy will do and how he will react to our plans.  During mission analysis, in the process of supporting planning with intelligence the G-2 will develop the HVTs.  
As the G-2 advises the commander regarding the enemy’s high-value targets and coordinates this with Force Fires, the targeting process begins to mature.

(SLIDE #9)

IPB DEFINITION.  Intelligence Preparation of the Battlespace is an integral component of the commander’s battlefield area evaluation.  By definition, IPB is a systematic and continuous approach to analyzing the enemy, weather, and terrain in a specific geographic area.  (99.01.14a).  It is systematic, because it is a step by step process.  One step supports another step.  It is continuous because, the IPB products are updated as the planning process progresses through its steps.  IPB products will always have to be updated, because the initial products are usually built using archived data that may be inaccurate or outdated.  As new information comes in, the original products will have to be updated to remain current and accurate in order to support the decision making process.  IPB integrates enemy doctrine with information on the weather and terrain as they relate to the mission and specific battlefield conditions.   IPB takes a lot of data and depicts it in graphic form.  It paints a picture of the battlefield environment in which you will be operating.  This picture gives commanders a foundation on which they can build when making tactical decisions.   

(SLIDE #10)

THREAT DOCTRINE.   Threat doctrine is analyzed using a threat model.  The threat model evaluates the threat’s preferred tactics based on the doctrine and past and current operations.  It consists of the enemy’s doctrinal template, a description of the threat’s tactics and options to counter friendly operations, and identification of HVTs.  The threat model helps in the development of the threat’s COA.   

      (1).  High Value Targets (HVT). HVTs are assets the threat commander requires for successful completion of his mission.  HVTs are identified from the evaluation of the threat database, the doctrine templates, and the use of tactical judgement.  After the HVTs have been identified, they will be ranked in order with regard to their relative worth to the threat’s operation and they will be recorded as part of the threat model.  For example the commander may rank C3, Arty, and armor units as the top 3 HVTs.

(2). Description of Threat Tactics and Options. Addresses the  operations of the major units or elements portrayed on the  doctrinal template, contains a listing or description of the options available to the threat to counter friendly operations, and gives an evaluation of the threat’s doctrine & past or current operations.

(SLIDE #11)

INTEGRATE WEATHER, TERRAIN, THREAT.  Once you have done a thorough analysis of the weather, terrain, and threat, you are now ready to provide the commander with potential enemy courses of action.


(SLIDE #12)

 UPDATE INTEL AND IPB.  COAs are developed based on the enemy’s capabilities and probable intent. 
By integrating all previous IPB and maintaining a focus on the enemy’s potential COAs, planners stay focused on the enemy and maintaining common situational awareness among the OPT. We not only display how the enemy will execute these capabilities based on this doctrine and tactics, we provide a COA narrative and list of high-value targets with each COA.  The G-2 will develop these COAs to the greatest extent possible;  the Red Cell is then convened to further develop them in the context of the MEF’s plan in order to provide the the OPT with the greatest degree of rigor possible during the war game. Finally, we’re also describing the opportunities and limitations imposed on him by terrain, weather, and hydrography as before.  IPB is dynamic and continuous; at every step in the MCPP even very subtle changes to the enemy’s potential COAs must be briefed to the OPT in a timely manner. 
You can’t develop COA’s without IPB.  

(SLIDE #13)

TRANSITION: So far we’ve covered how intelligence is used in COA development.  Are there any questions? Why is it  important to develop and update IPB prior to developing friendly COAs?  (ANSWER- It helps us to determine how best to go about accomplishing our stated mission).  Now that we understand how intelligence drives operations, lets take a look at how we go about COA Development.

(SLIDE #14)

REVIEW APPROVED MISSION STATEMENT.   First you have to review that mission statement.  Make sure that everyone understands the mission and what are the tasks that we have to accomplish to achieve mission success.  
Our commander approved the above mission during mission analysis.  The commander will also give us his CBAE and planning guidance.  Certainly, based on  mission analysis, he may have added to his CBAE so we have to review that as well to ensure that the OPT is on the same sheet of music.

(SLIDE #15)

ESSENTIAL TASK AND PURPOSE.   You have to ensure that all the COAs that you develop fulfill the essential tasks and the purpose of the operation.  
(SLIDE #16)

ENEMY CENTER OF GRAVITY.  We will not dwell on the specifics of a COG Analysis here. The COG Analysis helps the commander orient on the enemy an compare his strengths and weakness to those of the enemy.  The staff needs to take what the commander has given them review it and then focus on the HVTs (go over the definition) and the subsequent HPTs (go over the definition) that are required to focus on specific units or enemy capabilities.  
 (SLIDE #17)

FRIENDLY/ENEMY CENTER OF GRAVITY.  Analyze COG based on CCs, CRs, and CVs.

(SLIDE #18)

FRIENDLY CENTER OF GRAVITY.  By looking at our own vulnerabilities, the OPT will become keenly aware of the capabilities of their own force and those critical vulnerabilities that will require protection, and or may be the main effort that will be applied against the enemy to be decisive.  Protection resource limitations will probably require that the OPT not build into the plan a scheme to protect each asset individually, but rather that overlapping protection techniques be utilized.  The strength of one asset or capability may provide protection from the weakness of another.  
The Red Cell can be very helpful in determining what the enemy may view as our strength and weakness.

(SLIDE #19)

RELATIVE COMBAT POWER ASSESSMENT.  Relative combat power helps the commander and the staff size the force, resource the force,identify risks, and and identify ways to attack the enemy asymmetrically.  This is a En Order of Battle relative combat power comparison.  The numbers do not take into account the effects of shaping.  Go over the macro elements of combat power and ask the audience what these mean?  
Discuss that relative combat power help to determine:

• What type of operation possible

• How and where the enemy may be vulnerable

• What additional resources may be required

• How to allocate existing resources

(SLIDE #20)

RELATIVE COMBAT POWER ASSESSMENT.  Discuss the intagible aspects of combat power. There are many ways to come up with numbers and ratios, as we develop our COA we will see how to use these numbers.  
Normally you see an OPT gloss over this part, and even if the do a relative combat power assessment, they don’t use it developing COAs.

Now that we have looked at the numbers, we need to display our forces on the MAP.  The G-2 will provide a sit template depicting enemy positions.  We need to add where our forces are located (or will be located) in relation to enemy forces.

(SLIDE #21)

DISPLAY FRIENDLY FORCES.  Based on our discussion of CBAE and guidance, you are familiar with the enemy force. On the friendly side we have the following forces to use in developing our COA.
Once we have done this it is important to briefly discuss the Battlefield Framework  which is a way to apply the commander’s guidance.
(SLIDE #22)

COMMAND AND CONTROL.  Once we have nested our COA we have to develop a detailed task org two levels down so we can adequately command and control and sustain the force to accomplish the mission.
(SLIDE #23)

CONTROL MEASURES.  Once we have synchronized the concepts timing with the tasks and purposes assigned to subordinate units we need to look at how best command and control the single battle. 
The control measures we develop are going to impact on the Commanders ability to command and control.

Control measures: Impose Restrictions, Provide Coordination, Facilitate Operations  and Tempo,  Delineate Responsibilities, and  Decentralize Execution. 
Now let’s discuss the use of boundaries in the COA that we developed.

(SLIDE #24)

CONTROL MEASURES.    Subordinates should be assigned a battlespace so the can accomplish the assigned tasks and protect their force from enemy action.  Once a battlespace is assigned, COAs may be developed.
 (SLIDE #25)

COA CRITERIA.  COAs that are developed must meet the following criteria: 

SUITABILE    Ensures each COA accomplishes the mission and complies with the commander’s guidance.


FEASIBILE   Ensures that each COA accomplishes the mission within the available time, space, and resource constraints.


DISTINGUISHABILE   Ensures a real difference in the COAs that have been developed.  


ACCEPTABILE   Ensures that each COA creates an advantage with respect to reasonable resource.


COMPLETE   Ensures the ability of each COA to satisfy all aspects of the mission, especially the specified and implied tasks, and answers the five Ws of the “how”.  No COA is complete unless you consider Intel, Fires, and Sustainment.
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DEVELOP SUPPORTING CONCEPTS.  To complete a COA we have to begin developing supporting concepts in COA Dev. These supporting concepts also allow us to synchronize all the essential functions within the battlespace.
(SLIDE #27)

CONCEPT OF INTELLIGENCE.  The concept of Intel should look at developing a collection plan that considers the RS plan, CTRECON plan, Intel support to fires, and the plan should also look at the collection assets and how will they be tasked to answer the CCIRs. 
In addition, the commander already told us that he was interested in the  102d Armored Bde, the G-2 needs to break that unit down further and start identifying the HPTs.  Let’s take a look at this. 

(SLIDE #28)

CONCEPT OF INTELLIGENCE.  As part of the initial event template, the G-2 needs to start identifying the HVTs.  With respect to the rest of the enemy, the G-2 needs to answer the simple question of how will the enemy fight. In our scenario, the enemy Fixes -- Kills--Finishes.  The enemy will fix you by using terrain and obstacles, so his engineers may become HPTs.  He will kill you with fires, so his firing units based on location and range may become an HPT, and lastly, the enemy will finish you with his CATK force, so these units may become HPTs. Now the challenge is to find them through Intel and then use our fires to gain a greater effect on enemy forces then the enemy can have on you.  You do this through fires. 
 (SLIDE #29)

CONCEPT OF FIRES.  The development of our concept of fires is an integrated TEAM effort.  It’s not the fires reps over in the corner working in isolation after a scheme of maneuver has been developed.  We use  D3A as our conceptual framework to ensure that we understand how our fires are synchronized with both our maneuver and Intel plans.  We begin by converting the HVTs into HPTs for the COA.  We focus on specific units and capabilities. Then we determine, task, purpose, method (of delivery) and effects of our fires. 

(SLIDE #30)

EFFECTS OF FIRES.  To integrate fires into our planning we need to understand conceptually what fires can do.  In the OPT we start with conceptual planning and begin to translate our concepts into functional plans, so we better have a firm grasp on what fires can conceptually do for us.  Fires produce effects that influence the enemy.  Effects are what we should be concerned with when we start forming our concept of fires.  If we use terms like “neutralize unit X to 50%”, we really haven’t defined what we are trying to do with our fires.  The desired effects are determined in wargaming.
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CONCEPT OF SUPPORT.  No COA is complete with out our ability to sustain it properly.
We may have to consider shifting of priorities, priority of work, support relationships, how our units are organized, and whether we have to displace sustainment forward prior to going into the attack. Lastly, it is better to plan an operational pause then have on creep on to you.

(SLIDE #32)

OTHER CONCEPTS.  Lets take a look at one other concept – Information Operations, specifically Military deception used to support our scheme of maneuver…
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PUTTING IT ALL TOGETHER.  This is a complete COA with all the functions integrated into a single battle. 
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RECORDING AND ARTICULATING A COA.  
•
• What does a MEF COA look like?
– A MEF COA is not a GCE CONOPS

– Forms of Maneuver and Types of Offensive Operations are not ground centric!

–MEFs develop CONOPS by using everything available (GCE, ACE, and CSSE)

– Exploitation and Pursuit are ideal for the ACE (e.g. Highway of Death)

• At the MEF level, you must think in terms of Main Effort, Supporting Effort, Reserves, Boundaries, and FSCMs in order to fully exploit the MEF’s capabilities

• Additionally:
– Assign appropriate tasks considering resources, weather, and duration

– Consider assembly areas 

– ACE beddown and CSSA locations

– Terrain Management - a lot of people at the joint level do not recognize that the MEF has 450 aircraft and a robust CSS capability

• Key Point:  A MEF fights as a MAGTF

– You have to apply the tactical fundamentals at the MEF level

– You have to think in all dimensions
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COMPLETE COA GRAPHIC.  Next, you have to have a complete graphic depicting all the units, tactical tasks, and control measures.  
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COMPLETE COA NARRATIVE.  This is complete narrative that supports the graphic and discusses the COA in the framework of a single battle and the battlefield framework.  It discusses deep, close, rear operations, with main effort, reserve, and security.  
A technique that works well is to put both on one slide.
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COA GRAPHIC AND NARRATIVE.  This technique works well for briefs.
(SLIDE #38)  

COA TASK ORGANIZATION.  You begin with the task org that was used in COA DEV.  This frames for the commander the forces used for each COA and allows him to think through the sizing and resourcing considerations.
(SLIDE #39)  

COA DEVELOPMENT.  Each COA is briefed to the commander and his primary staff separately.  Each COA should be discussed in enough detail to answer the five W’s (Who, What, When, Where, Why and as much of the how  as is necessary to ensure coordination and understanding), and provide a basic understanding of each COA’s approach to solving the problem.  At the conclusion of this step, each COA must be of sufficient detail to withstand the scrutiny of COA wargaming that follows.  Although the COA Development backbrief will be tailored to suit the needs of the commander, this format is a starting point that will help to focus the brief and serve to prevent omission of essential information. As with all MCPP backbriefs, the brief is focused on the commander and begins by reviewing the knowns and unknowns that have been carried forward to this point in the process. The items listed here are nothing more than background information to set the stage for the briefing of the COAs later. 
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SYCRONIZATION MATRIX.  Each COA is presented referencing the graphic and narrative that have been developed for each. The COA narrative is the focus of the brief with the sketch used to portray the actions as they will take place within the battlespace. The synchronization matrix is a tool used by the OPT to ensure the arrangement of actions in time and space are focused on accomplishing the mission. However, this tool is only used by planners and is not meant to be used as a briefing tool itself.  The matrix does, however, display the plan’s cohesion and provides details not found in either the graphic or the narrative.  It will be up to the individual briefer and his or her understanding of the commander’s needs in order to ensure a common understanding of what was planned for in each COA.  
A synchronization Matrix is not a script!!!  JP 1-02 defines it as “The arrangement of military actions in time, space, and purpose to produce maximum relative combat power at a decisive place and time.”


An advantage of using the synchronization matrix is the fact that it can be used as a start point for initial actions during the wargaming step.  Many groups have had a problem determining what actions to begin the Action-Reaction-Counteraction with, and this solves that problem by simply pulling the friendly actions off the sync matrix and letting the Red Cell proceed from their. This will speed the whole process by ensuring consistency of terminology as well as consistency with the COA as developed and agreed to by the OPT.

(SLIDE #41)  

RECOMMENDATION FOR WARGAMING.  As part of the brief the planner should be ready to provide  recommendations for wargaming.   This will be in the recommended wargaming guidance and evaluation criteria for the commander.
(SLIDE #42)  

SYCRONIZATION MATRIX.  Each COA is presented referencing the graphic and narrative that have been developed for each. The COA narrative is the focus of the brief with the sketch used to portray the actions as they will take place within the battlespace. The synchronization matrix is a tool used by the OPT to ensure the arrangement of actions in time and space are focused on accomplishing the mission. However, this tool is only used by planners and is not meant to be used as a briefing tool itself.  The matrix does, however, display the plan’s cohesion and provides details not found in either the graphic or the narrative.  It will be up to the individual briefer and his or her understanding of the commander’s needs in order to ensure a common understanding of what was planned for in each COA.  
A synchronization Matrix is not a script!!!  JP 1-02 defines it as “The arrangement of military actions in time, space, and purpose to produce maximum relative combat power at a decisive place and time.”


An advantage of using the synchronization matrix is the fact that it can be used as a start point for initial actions during the wargaming step.  Many groups have had a problem determining what actions to begin the Action-Reaction-Counteraction with, and this solves that problem by simply pulling the friendly actions off the sync matrix and letting the Red Cell proceed from their. This will speed the whole process by ensuring consistency of terminology as well as consistency with the COA as developed and agreed to by the OPT.

SUMMARY











So far we have covered COA development.  Take a ten-minute break.
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