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1.  GAIN ATTENTION.    How many of you drove to work today?  Whether you consciously thought about it or not, you went through a type of planning process before leaving your house.  You decided what you had to do, go to work, you decided the best way to get to work, you made the decision to take your chosen route to work, and you executed by actually driving to work.  That’s essentially the same process that we as Marines do when planning a mission.  Good morning my name is…The purpose of this class is to give you an overview of the Marine Corps Planning Process (MCPP).  I will do this by covering the purpose of planning, the MCPP tenets, and the inputs, process, and outputs of each of the six MCPP steps.    
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2.  PURPOSE OF PLANNING.  Having a planning process is important because it facilitates:

Coordinated action: it results in instructions to those within the unit on what to do and to those outside the unit how best to provide support. 

Shared situational awareness: it provides a common understanding of the problem and, thus, a basis for unity of action.

Common expectations: it promotes a shared understanding of how actions will evolve and affect the desired outcome, to include recognition of failure and success.

Exercise of initiative: it helps all to recognize when expectations are not realized and the resultant action needed that deviates from the original plan.

Shaping of the planner’s thinking: it develops a disciplined framework for approaching all problems.
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3.  TENTS OF MCPP.  The tenets of the MCPP are derived from the doctrine of maneuver warfare.  The tenets are: Top-down planning, The single battle concept, Integrated planning. Let’s take a look at each one.
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TOP DOWN PLANNING.  Top-down planning means that the MCPP centers the planning effort on the commander.  The commander’s intent and subsequent guidance became central to the planning effort.  The commander must be involved in the planning process from its inception through its completion.  It is only through top-down planning that planners can ensure that the commander’s intent and guidance will be efficiently and effectively translated into a design for actions by subordinate commanders that will accomplish the mission.    
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THE SINGLE-BATTLE. The single-battle concept means that during planning and execution a commander must view the battlespace as a single entity.  It effectively focuses all the elements of the force to accomplish the mission.  While a battlespace may be conceptually divded, into deep, close, and rear areas to simplify planning and decentralize execution, a commander must always view the battlespace as an indivisible entity.

Operations or events in one part of the battlespace can have a profound and often unintended effects on operations or events in other parts of the battlespace.  Commander’s intent, based on this concept, ensures a single entity battlespace view by providing unity of effort.  
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INTEGRATED PLANNING. Integrated planning means the staff actively participates in planning vice independently planning.  It accomplishes this through the warfighting functions: command and control, intelligence,fires, maneuver, logistics, and force protection.

Warfighting functions in their simplest form are a collation of critical functions that a commander and his staff must consider and coordinate when planning operations.  Elements of each of the warfighting functions interact with one another.  Warfighting functions are the means by which a force plans and executes operations.  The key to integrated planning is to ensure that during planning appropriate representation across the warfighting functions exists.  This representation should be within the command via representatives and between commands via liaison officers.  The use of warfighting functions helps the commander more effectively organize his vision and develop his concept of operations.  

To ensure integrated planning an operational planning team (OPT) is used.  The nucleus of the OPT is the future operations section of the G-3.  The OPT will include: warfighting function representatives appropriate for the mission, other staff representatives, such as the PAO and SJA, if needed, liaison officers from other commands, and subject matter experts (SMEs) when advice from knowledgeable experts in specialized areas is needed.  
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MARINE CORPS PLANNING PROCESS. The MCPP organizes the planning process into six manageable, logical steps:  Mission Analysis, Course of Action (COA) Development, COA Analysis, COA Comparison and Decision, Orders Development, and Transition.  The steps of the process are linked—the products from one step of the process become the inputs for the following step.  Let’s take a look at each step.
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MISSION ANALYSIS.  In this step, planners will determine the unit’s mission.  If the wrong mission is determined, everything else the planners do will be useless.  The planners first unite to form a working team and begin generating tempo that will set the tone for the rest of the planning.  The aim in mission analysis is to analyze what the command needs to do based on the orders and guidance of its higher headquarters (HHQ).
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MISSION ANALYSIS.  The purpose of mission analysis is to analyze orders, guidance, and other information provided by HHQ to produce your command’s mission statement.  Mission analysis begins with direct communication from the commander to orient the staff relative to “the big picture”.  With an understanding of HHQ missions and commander’s intent (two levels up), the commander orients the staff by issuing commander’s battlespace area evaluation (CBAE) and initial guidance. 

The CBAE is used to identify the commander’s vision of the battlespace and to develop a vision of the future battle.  The commander passes this vision to his staff, OPT, and subordinate commands.  It is primarily comprised of: 

Battlespace Geometry: Battlespace defined by the parameters of length, width, height, and time.

Commander’s Intent:  The commander’s purpose for doing the mission.

Centers of Gravity (COG), both friendly and enemy: A COG is a source of mental, moral, or physical strength, power, and/or will.  COGs exist at each level of war: strategic, operational, and tactical.  Once identified by the commander, COGs serve to focus the efforts of the planning staff and the subordinate commands.  

Commander’s Critical Information Requirements (CCIR):  Information elements absolutely necessary to the commander’s decision making.  CCIR are broken down as follows:

Priority Intelligence Requirements (PIRs):  Intelligence requirements associated with a command decision that impacts mission accomplishment.

Friendly Force Information Requirements (FFIRs):  Information about friendly forces a commander needs to make a decision.

Essential Elements of Friendly Information (EEFIs):  Information about friendly forces that, if discovered by the enemy, could jeopardize friendly mission accomplishment.  

During the mission analysis process, additional information requirements, assumptions, limitations, and tasks should be identified.  

Assumption: A valid assumption is one that is necessary so that planning can continue and the commander can decide on a COA.  Example: “weather will be good for the operation”.  Assumptions should not “wish away” an enemy capability; i.e., “I don’t have NBC gear so I will assume that the enemy won’t use NBC against me.”

Limitations:  Two types: Constraint: Things that you must do (Ex: Follow the ROE).  Restraint: Things that you must not do (Ex: Destroy cultural centers).

Intelligence Preparation of the Battlespace (IPB):  IPB is a systematic and continuous approach to analyzing the enemy, weather, and terrain in a specific geographic area.  Note that it is used throughout the MCPP.

The output of mission analysis is a clear and concise mission statement.  
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COA DEVELOPMENT.  The purpose of COA development is to generate options for follow-on analysis and comparison that satisfy the commander’s mission, intent, and guidance.  
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COA DEVELOPMENT.  The commander must issue planning guidance to the OPT for the development of the COAs.  Planning guidance could be to emphasize shock, speed, and stealth in one COA and maximum forces employed with a focus on force protection in another COA.  Each developed COA will contain a graphic which depicts the COA and a narrative that describes what is taking place in the COA.  Each COA must meet the following criteria:

Suitable:  Are they appropriate for the given operation?

Distinguishable:  Are they distinctly different from one another?

Feasible:  Can they actually be accomplished?

Acceptable:  Do they meet the commander’s guidance?

Complete: Do they include all phases of the operation?

The goal of COA development is to develop COAs for the war game step.
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COA WARGAME.  The COA wargame tests the COAs developed by the OPT against threat COAs.  It is important to note that the friendly COAs are not compared to each other at this point.  They are only evaluated against enemy COAs.  
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COA WARGAME.  In order to conduct the wargame, the commander issues war game guidance and evaluation criteria. War game guidance may be to evaluate each friendly COA against the enemy’s most likely and most dangerous COAs while evaluation criteria may be to evaluate each COA based on how well each employs the warfighting functions. 

During the wargaming process, Decision Support Templates (DSTs) will be developed and High Value Targets (HVTs) and High Payoff Targets (HPTs) will be identified.  

DST:  Provides a means to record potential threat reactions to friendly activities.  These become decision points during execution.

HVT: Enemy assets that are important to the accomplishment of the ENEMY mission.

HPT: Enemy assets whose destruction is important to the accomplishment of the FRIENDLY mission. 

The result of the COA wargame are COAs that may actually be used for the operation and are now ready for a comparison and decision by the commander.   
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COA COMPARISION AND DECISION.  The purpose of the COA comparison/decision step is to provide the commander a means to identify and select the COA that best accomplishes the mission.
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COA COMPARISION AND DECISION.  

During this step staff members will give their respective staff estimates for each of the COAs.  After evaluating and comparing all COAs, the commander synthesizes all information presented and decides on a COA.  The commander may:  select a COA as is, modify a COA, develop a new COA by combining favorable elements of multiple COAs, or discard all COAs and begin staff planning anew.  

Once a COA is chosen, a concept of operations (CONOPS) and a warning order for subordinates will be published.  
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ORDERS DEVLOPMENT.  The purpose of orders development is to communicate the commander’s intent, guidance, and decisions in a clear, useful form that is easily understood by those executing the order.    
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ORDERS DEVLOPMENT.  The order will be developed using the five paragraph order format.  To ensure that the order is complete, an orders reconciliation and and orders crosswalk will be done.  An orders reconciliation is done amongst the staff to ensure that there is continuity with all aspects of the plan.  Later, an orders crosswalk is done to ensure that the order is in consonance with HHQ and other units.  The order is not official until it is signed by the commander.
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TRANSITION.  The purpose of the transition is to ensure a successful shift from planning to execution.  A successful transition enhances the situational awareness of those who will execute the plan, maintains the integrity of the concept of operations, promotes unity of effort, and generates tempo.  
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TRANSITION.  Briefs and drills are used to ensure understanding amongst the executors of the plan.  The transition brief provides and overview of the mission, intent, task organization, and enemy and friendly situation.  Simply stated, the transition brief must ensure that all actions necessary for implementation of the plan are known and understood by those who will execute the plan.  A transition drill is a guided discussion of the envisioned flow of events and an execution drill is a rehearsal such as a sand table exercise.  A confirmation brief is  given from subordinates to the commander to confirm that they understand the plan.  

The outputs of the transition step are an understanding of the concept of operations and possible branch plans and sequels and subordinate units that are prepared to execute the plan.    
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PROCESS COMPARISON.  The six steps of the MCPP result in a standardized method for Marines to plan military operations and readily supports the requirements of joint planning processes. 
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SUMMARY
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So far we have covered the purpose of planning, the MCPP tenets, and the inputs, process, and outputs of each of the six MCPP steps. Take a ten-minute break   

.
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