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INTRODUCTION








(05 Min)

1.  GAIN ATTENTION.    How many of you have read or written a five-paragraph order? That is what you are writing when you develop an order during the orders development step of the MCPP.  Think of the order developed during MCPP as a five-paragraph order on steroids.  It’s the same type of order you’re used to seeing only it’s plused up with annexes.  After this class you will understand what goes into developing an order for an amphibious operation.

(SLIDE #2)  

2.  OVERVIEW.  The purpose of this class is to show you what goes into orders development.  I will do this by covering the purpose of orders development, the orders development process, and who is responsible for orders development. 
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3.  INTRODUCE LEARNING OBJECTIVES.

TERMINAL LEARNING OBJECTIVE  

1.  With the aid of references, develop an order for an amphibious operation per MCWP 5-1. 

ENABLING LEARNING OBJECTIVES 

1.  Without the aid of references, identify the information derived from the previous four steps of the MCPP that goes into each paragraph of an order. 

2. Given a list of orders definitions, identify the three principle types of orders.  

3.  Without the aid of references, identify the type of intelligence collected by the various MAGTF intelligence assets per MCWP 2-1. (7502.01.06c)

(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)
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PURPOSE.  The purpose of developing an order is to: 

Implement operations derived from a higher commander’s plan or order
Permit subordinates to prepare supporting plans and orders  

Focus a subordinate’s activities: They allow the commander to express his visualization, intent, and decisions; focusing on the results he expects to achieve—endstate.

Provide tasks and activities, constraints and coordinating instructions: Method by which the commander synchronizes military actions of his subordinates.

DO NOT inhibit agility, speed and initiative: The role of the plan is it give the subordinate an understanding of the overall purpose of the operation and how his task contributes to mission accomplishment.  He can then exercise initiative and accomplish the purpose if events force him to deviate from the plan. 

Communicate instructions in a standard, recognizable, clear, and simple format: Again, orders are not produced for those who write them.

(SLIDE #6)  

DOCTRINAL GUIDANCE.  Doctrine dictates that directives should be clear, simple, and concise and that plans and orders exist for those who are to receive and execute them.  
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MCPP.  While Orders Development is described as the fifth step in the MCPP, in practice it is not a separate, distinct step but the integration of the process and products, which the first four steps generated.  
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MCPP. In other words, all those butcher-block sheets taped to the bulkheads will become the meat of an order.  The fruit of our labor during the first four steps is tied together during step five into a major output, which is either an operation plan, an operation order, or a fragmentary order. 
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 CHARACTERISTICS.  Orders will contain the following:  five paragraphs; task organization and scheme of maneuver; clear, concise mission statement based on the mission assigned by the higher headquarters; execution time and date; commander’s intent and concept of operations; usually includes an overlay.  
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PRINCIPLE TYPES OF OREDERS.  The three principal types of orders are the: warning order-A preliminary notice of an order, which is to follow.  It’s a heads-up that you’re going to do something.  Operations Order-A directive issued by a commander to subordinate commanders for the purpose of effecting the coordination of an operation. This would be a five-paragraph order generally with annexes attached.  Fragmentary order-An abbreviated form of an operation order, usually issued on a day-to-day basis, which eliminates the need for restating information contained in a basic operation order.  FRAGOs do not take the place of an OPORD. A FRAGO determines timely changes to an already existing order.  The important point here is that a frag order is issued based on the basic operation order and is not a “stand alone” directive.  It will normally state the changes from the basic order such as enemy situation and new taskings.  We’ll talk more about the misuses of the frag order later in this presentation.       
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OPLAN vs OPORD.  OPLANs are generally used as the basis for developing an OPORD.  OPLANs are pre-established plans for major regional contingencies.  They follow the same format as an OPORD with the following additions: an overview of the politico-military environment and assumptions. Since an OPLAN is based on assumptions, those planning assumptions that were critical for the development of the plan are listed in subparagraph 1.f. 
 An OPLAN becomes an OPORD when conditions of execution occur and an execution time is determined.  
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TRANSITION: So far we’ve covered the purpose, characteristics and types of orders.  Are there any questions? Why do we develop and issue orders? (ANSWER-So that everyone who is involved in the execution of the mission has a clear understanding of what to do to accomplish the mission).  Knowing why we develop orders we can now look at the orders process.
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PROCESS.  The heart of the orders development step is the transfer of the products produced during MCPP steps 1 through 4 to the appropriate part of the order.  Some of these products will be lifted intact directly to the order, while others will require some refinement.  The format for the orders development will require the MCWP 5-1 and the JOPES VOL II.
(SLIDE #14)

PROCESS.  This paragraph deals with the Politico-Military environment of the operation and will always exist in an Operation Plan. It would normally be included at the JTF, Component, or MEF level, but would probably be unnecessary in the MSC order. If it is included it can be a direct lift from the HHQ order’s paragraph 1.a. 
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PROCESS.  The battlespace assigned to the commander will be assigned and delineated in the HHQ order.  This will be evaluated and, if necessary, refined during Mission Analysis.  
This would normally include not only the AO assigned to the MEF by HHQ, but also the AO of the HHQ and adjacent commands.  In addition, the commander’s area of influence and area of interest might also be refined and inserted into this sub-paragraph.
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PROCESS.  As we focus on the enemy, many of the elements of this sub-paragraph can be produced or distilled from the HHQ order and intelligence products.  Although much of the higher commander’s focus may be at the strategic or operational level, it can help the MEF commander identify the tactical enemy center of gravity and critical vulnerabilities to exploit this COG.  
The doctrinal and situational templates can help identify the enemy’s capabilities, whether he will defend, reinforce, attack, withdraw, or delay.  In addition, the CBAE and the mission analysis steps also include center(s) of gravity analysis that can be refined and inserted into this sub-paragraph.  It is important to note that we have barely begun mission analysis, yet we can already write the shell of the order of these first three sub-paragraphs.
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PROCESS.  Much of the additional information provided by the HHQ order can be refined with our own analysis and placed directly into the Situation paragraph.  
Of particular note, for the friendly forces sub-paragraph, MCWP 5-1 discusses the inclusion of non-military organizations such as the Red Cross, NGOs, PVOs, or other governmental agency tasks and organization locations.
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PROCESS.  Paragraph 2, Mission, simply is a “direct lift” from the Commander’s approved mission statement, the output of the mission analysis step.
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PROCESS.  During CBAE, the commander communicates his initial intent that is refined during the Marine Corps Planning Process.  By the end of step four, comparison and decision, the commander has probably identified his “vision”, his purpose, method and end state for the operation and this can be inserted into this sub-paragraph.
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PROCESS.  The concept of operations should be a direct lift from the COA narrative, fleshed out by the war gamed sync matrix, that identifies the main effort, supporting efforts, and the reserve.
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PROCESS.  The work we did during the mission analysis identifying the specified and implied tasks can now be emphasized during task assignments.  We need to go back to these products and ensure that a unit has been assigned to accomplish these tasks.  Additionally, the decision support template and matrix and, subsequently, the synchronization matrix tend to identify additional tasks or requirements.  These should also be thoroughly reviewed.  
These specified and implied tasks will include “in order to” and “be prepared to” statements that have resource implications for the tasked units.  It is essential that appropriate terminology is used and that tasked units are adequately sourced for mission accomplishment.  
MCWP 5-1 mentions that tasks should be listed in the order of the priority of accomplishment.  Some TTPs for task assignments include underlining the tactical task, including an “in order to” statement that will be followed by the purpose of the task.  This “in order to” segment can be written “IOT” so that it provides a visual cue that the purpose will be immediately following.  Finally, there should be no tasks buried in other parts of the order, such as the annexes or appendices.  As much as practical, the tasks should all be included here in sub-paragraph 3.c.
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PROCESS.  Notice that CCIRs are important enough that they are included in Paragraph 3 of the basic order. These are information requirements that are important for the commander to make timely and informed decisions during the execution of the mission.  
Coordinating instructions are applicable to two or more elements of the command and are necessary for proper coordination of the operation.  The conditions for execution of the operation should be established here.
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PROCESS.  Paragraphs 4 and 5 are taken from the staff estimates that have matured during the Marine Corps Planning Process.  Included in paragraph 5 are the locations of HHQ CP, adjacent units’ CPs and those CP locations that will change during execution, to include when and where the new locations will be.  Also, paragraph 5 should include a “succession of command.”
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PROCESS.  Annexes and appendices are developed from running staff estimates throughout the Marine Corps Planning Process.  MCWP 5-1 mentions that “usually” the written operation order will include Annexes A, B, C, D, J (Command Relationships) and K (Command, Control, Communications Systems), but these will be driven by the situation, the commander, and the chief of staff.  
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PROCESS. Finally, the Chief of Staff will review the orders through a method of steps called “orders reconciliation” and “orders crosswalk.”  
First, the orders reconciliation requires the chief of staff and the staff principals to ensure that there are no disconnects internally within the order.  The basic order needs to be in agreement with the annexes and appendices.  The concept of operations needs to be in agreement with the commander’s intent.  
An orders crosswalk ensures that the order is in agreement with adjacent and  HHQ, to include that the order coincides with HHQ commander’s intent.  It is important to emphasize that the level of detail directly related to the amount of time available for the orders reconciliation and orders crosswalk.  
A common problem is that the commander signs the order, and then the disconnects are discovered.  The order should be presented to the commander for signature after the orders reconciliation and crosswalk are conducted.  
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TRANSITION: So far we’ve covered the orders development process.  Are there any questions? What step in the MCPP will have the biggest impact on the orders development process?  (ANSWER-Mission analysis because it will determine the information that goes into the rest of the order).  Now that we know the orders development process we will take a look at who is responsible for the actual work when developing the order.  
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PROCESS GUIDANCE.  The Chief of Staff, or Executive Officer, coordinates the staff in the production of the order.  He ensures that production responsibilities are clearly understood, determines the type of order and which annexes and appendices (if any) will be written.  He will set and enforce the development sequence and associated time limits.  
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WHO WRITES THE ORDER?.  The staff principals have the required subject matter expertise within their respective sections to produce a proper order.  They should have been in attendance whenever the OPT briefed the commander during the earlier steps in the process so that they have good situational awareness.  Many of their OPT members are their subordinate staffers and the staff principals can look to them as required for additional detail, insight and reasoning with respect to the plan development. Their interaction with their MSC counterparts similarly enhances understanding throughout the organization and facilitates concurrent planning.  Staff principal involvement with the development of the order will also facilitate the "orders crosswalk" later on.  The crosswalk is a process wherein the staff bounces the order that they have produced against the order received from higher HQ in order to ensure they are in consonance with each other as well as to identify and correct any internal problems.  Finally, the Staff Principals are the most experienced officers in the unit and have the greatest knowledge developing orders.  
Much of the work done by the OPT will go directly into the order.
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TACSOP.  This orders development matrix is a tool that should be found in a unit’s TACSOP.  It describes the responsibilities of the staff sections to produce their  respective part of the order.  It is important to emphasize that the chief of staff needs to identify these requirements early so the staff understands which parts of the order they will be responsible to produce as early in the Marine Corps Planning Process as possible.  
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DOES SIZE MATTER?.  What is the correct size of the order.  The answer is whatever is necessary for the commander to communicate his intent, guidance, and decisions to those who will execute his plan because every aspect of the order is important to some function of the command.  
In Desert Storm, General Boomer and his staff developed a basic order that was only 16 pages long, not including annexes and appendices.
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DOES SIZE MATTER?.  A comprehensive Tactical SOP can reduce the size of an OPORD. It is important to note, however, that an SOP is only effective when the force understands it.  It must be regularly trained to and exercised.  When forces are comprised of joint and coalition partners, this is increasingly difficult. 
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OBSERVATIONS. Some of the team’s observations in the last few years might lead one to conclude that order writing has become a lost art; only recently have formal schools begun to reemphasize formal orders writing.  Among the things we are seeing are an emphasis on briefs vice orders.  In some cases those briefs are either more detailed than or in conflict with the published order.  Remember an order is a communication  that conveys instructions from a senior to a subordinate; there is a command relationship there that isn't captured by a brief.  When in doubt, the published order should be the source document for the conduct of operations, not a bootleg copy of a brief.  Using FRAGOs without a basic OPORD is another issue that has surfaced.  Remember the definitions that we reviewed earlier.  A FRAGO is not a stand-alone document!  We are also seeing orders that are too long, saying in several paragraphs, or even pages, what can be expressed in a single sentence and confusing everyone in the process; don't forget the old maxim that "More is less."  Lengthy orders also have a tendency to become prescriptive, going beyond the "what" of the assigned tasks and into the "how."  Keep in mind that doctrinal guidance we looked at earlier, which warned against handcuffing subordinate commanders by being too prescriptive.  The improper terminology issue is a big one and I realize you've already received a class on the subject so I won't rehash it other than to say there is probably no other single source of confusion which can be solved as easily.  Before using a term, look it up!  This last bullet it also a small item with a big impact.  We must give subordinate echelons the "why" of the mission.  That "in order to" statement can't be overlooked or reduced to boilerplate.  Technology has also caused some problems.  We place lots of emphasis on our many methods of distributing information without always knowing that anyone has seen what we sent. 
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TRANSITION: So far we’ve covered who is responsible for writing an order.  Are there any questions? Whose input will have a big impact on the writing of an order? (ANSWER-OPT because they do most of the groundwork for mission analysis and developing the scheme of maneuver).  

SUMMARY











So far we have covered the format for orders development, identified the planning products incorporated into the various paragraphs and annexes of an order, discussed responsibilities for orders development, and observations of mistakes in writing orders.  Take a ten-minute break.
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