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INSTRUCTOR:  Mr. Rick Clark

DESCRIPTION: This lesson is an overview of campaign planning.  It outlines the relationship between campaign planning, deliberate planning, and crisis action planning. It also defines campaign planning and discusses who does it as well as where and when it is conducted.  Finally, it introduces a six-phase joint air estimate process as presented in joint and Air Force doctrine.  Instructional method is the informal lecture. 

OBJECTIVE:  The object of this lesson is for each student to comprehend campaign planning and its relationship to deliberate and crisis action planning.

SAMPLES OF BEHAVIOR: 

1.  Describe how campaign planning pertains to deliberate and crisis action planning.

2.  Know the definition of a campaign.

3.  Describe the purpose of each of the six phases of the joint air estimate process.

REQUIRED READINGS: None

OPTIONAL READINGS: None

REFERENCES:  Joint Pub 3-30 Command and Control for Joint Air Operations, Chapter III

TOPICAL OUTLINE 

1.  Overview:  This lecture provides an introduction to campaign planning concepts.  It discusses the interface between deliberate, crisis action, and campaign planning.  It also presents definitions of campaign planning and foundational concepts.  Additionally, the lecture presents a six-phase joint air estimate process as contained in joint and Air Force doctrine.
2. CAMPAIGN PLANNING’S RELATIONSHIP TO OTHER PLANNING PROCESSES

a. Deliberate Planning is a five-phase process primarily focused on identifying forces required for an operation, deploying those forces, and sustaining them throughout the operation.  Its results are plans that are held until a situation emerges similar to the planed scenario.

b. Crisis Action Planning is a six-phase, time-constrained process that modifies deliberate plans if available, or develops new plans if necessary, to react to current developments.  Its results are Operations Orders (OPORDs) that are executed to carry out national policy.

c. Campaign Planning is a process that focuses on how the forces will be used in execution to achieve the national policy objectives.  Therefore it provides operational direction to either deliberate planning or crisis action planning. They, in turn, arrange the deployment and sustainment of the forces required to carry out the operational concept developed by campaign planning.

3.  CAMPAIGN PLANNING CHARACTERISTICS

a. What is a campaign?

1) A campaign is a series of related military operations aimed at accomplishing a strategic or operational objective within a given time and space.  Joint Pub 1-02


2) Campaigns represent the art of linking battles and engagements in operational design to accomplish strategic objectives.  Joint Pub 1

b.  Why campaign planning?  Campaign planning is conducted for a variety of reasons including the following:


1) Combatant commanders may develop campaign plans as the result of specific, or inferred Joint Strategic Capabilities Plan (JSCP) taskings.

2) Campaign planning, like deliberate and crisis action planning is a basic command responsibility.  Campaign planning could be initiated because of contingency or emerging crisis situations.

3) While no plan survives first contact with the enemy, it makes sense to have a starting place to which modifications can be made as necessary in a contingency.

4) Working through the campaign planning process also provides opportunities to develop skills and insights that will be needed in a contingency.  
c. Who plans campaigns?  Operational-level commanders develop campaigns. 

1) During Iraqi Freedom, Gen Franks, acting as a Unified Commander, was responsible for developing the theater campaign plan.  Sub-unified commanders like Commander US Forces Korea and Joint Task Force Commanders like COM JTF Nobel Anvil may also be responsible for developing campaign plans.

2) The components and subordinate JFCs develop the detailed planning required for the actual use of forces and material within the operational area.

d.  When are campaigns planned? Campaign planning is required when:

1) The military actions are anticipated to be more than a single operation.

2) Once a campaign has been planned, if its objectives or strategy changes, campaign planning must be reaccomplished.

3) Campaign planning is done as a part of both deliberate and crisis-action planning.

e.  Where are campaigns planned? Campaigns can be planned at the following:

1) The organization’s peacetime location.

2) Its wartime location.

3) As in Desert Storm, they can also be done by other organizations at other locations.
4. JOINT AIR ESTIMATE PROCESS: This process consists of six phases.  It is not a sequential process since several stages may be conducted simultaneously.  Some stages may be conducted more than once as new information is learned or as decisions made in other stages require another iteration of some stages.

a. Phase I, Mission Analysis.  This phase consists of four items. 

1) Initial Intelligence Preparation of the Battlespace.  The goal is to get enough information about the environment in which the conflict will be fought, as well as the enemy and friendly capabilities and intentions in order to write the JFACC Mission Statement.

2) JFACC Mission Statement.  Consists of the answers to these questions: who will perform the action (the JFACC), what will be done (objectives), when will the action take place (timing), where will the action take place (location), why will the action occur (reason).

3) Mission Analysis Briefing.  A briefing to the JFACC that overviews the staff’s effort to this point and provides the information developed to date.  Its focus is on presenting the proposed JFACC Mission Statement for approval.

4) Commander’s Intent.  The JFACC gives guidance to focus the staff’s efforts during the remaining phases by presenting the purpose of the operation and its desired end state

b. Phase II, Situation and Course of Action (COA) Development.  This phase consists of four items.

1) Refine and expand IPB.  The goal is to build on the initial IPB to understand the theater, the enemy, and friendly nations as thoroughly as possible.  Sun Tzu said, “Know the enemy an d know yourself; in a hundred battles you will never be in peril.”  Areas to be researched for both enemy and friendly countries include: Society, Forces, Geography and Weather, International Factors, Domestic Considerations, and Adversary Course of Action.

2) Center of Gravity (COG) Analysis.  A COG is a point which is successfully attacked produces decisive effects.  A particular level of effort applied against a COG will produce greater results than that same effort applied anywhere else.  We use COG analysis to determine vital target sets so we can have the greatest strategic and operational effect for the effort expended.  We also analyze friendly COGs to determine what we need to defend.

3) Course of Action (COA) Development. A COA is a potential plan the JFACC could use to accomplish the mission assigned by the JFC.  It outlines the sequence of tasks and activities required to accomplish the JFACC’s mission statement.  The mission statement included the who, what, where, when, and why of an operation.  The COA statement adds the “how” (methodology) of the operation.  Developing the “how” requires a refinement of the objectives.

a) There is a hierarchy of objectives starting with national objective to JFC objectives to operational air objectives to tactical air objectives and finally tactical tasks.  Each level is tied to the level above such that even tactical tasks are directly traceable to national level objectives.

b) The tactical air objectives and tactical tasks constitute the method or “how” portion of the JFACC COA statement.

c) Courses of action are divided into logical pieces called phases.  A phase is a period of time during which a large portion of the forces are involved in similar or mutually supporting activities. 

4) Risk Analysis.  Campaigns can suffer from two kinds of risk—threat form enemy actions and the hazards posed to mission accomplishment by our action or inaction.  Risk analysis becomes a cost versus benefit examination. Risk Analysis logistical and operational considerations.

a) Combat Support issues including such things as: the deployment schedule, force beddown, airbase defense, logistic and support capabilities (like munitions and POL).

b) Operational issues include: operational assumptions, force protection measures, fratricide prevention, the effects of collateral damage, and coalition considerations.

c) COAs are built on assumptions.  To the extent those assumptions are incorrect, they pose risk to the success of the COA.  It is important to make the JFACC and the JFC aware of the risks the assumptions pose so they can assess their willingness to accept those risks.

c. Phase III, Course of Action Analysis.  COA analysis involves “wargaming” each COA.  Wargaming can be very involved or as simple as a recorded “what if” session.  It is designed to visualize the flow of the battle and evaluate each friendly COA by attempting to foresee the dynamics of the operation and identify its advantages and disadvantages.  

1) COA analysis identifies key decision points, task organization adjustments, data for COA comparison, branches and sequels, high value targets, and Commander’s Critical Information Requirements.

2) COA analysis stimulates ideas and provides insights into the strengths and weaknesses of the COA.  The analysis may causes changes to the COA or may spawn new COAs.  

d.  Phase IV, Course of Action Comparison.  COA Comparison involves evaluating each COA against predetermined criteria to identify the best option.  

1) Includes comparing the advantages and disadvantages of the COAs identified in the previous phase.

2) The COA comparison process includes: determining the criteria to compare the COAs against, developing and constructing the comparison method, conduct the comparison, and determine which COA to recommend.

3) Several comparison methods have been used such as the decision matrix, the advantage and disadvantage matrix, and the objective-risk timeline.

e. 
Phase V, Course of Action Selection. 

1) COA Selection begins with a briefing of all the proposed COA to the JFACC.

2) Then the staff presents their COA recommendation and their rationale for selecting it.

3) Finally, the JFACC decides which COA is selected and gives guidance for its further development into a JAOP.

f.
Phase VI, Joint Air and Space Operations Plan (JAOP) Development

1) Details how joint air and space forces will support the JFC’s campaign.

2) Integrates joint aerospace power.

3) Identifies target sets and levels of destruction or desired effect.

4) Prioritizes objectives and target sets.

5) Identifies levels of effort.

6) Provides for synchronization and integration with the Combatant Commander’s plan and with other components and non-DOD agencies.

7) Identifies force structure and capability requirements

a) Deployment, beddown, redeployment

b) Sustainment assessment

c) Reachback

d) National assets

5.  SUMMARY:  This lesson described the relationship between campaign planning, deliberate planning, and crisis action planning.  It also defined campaign planning and discussed who does it as well as where and when it is conducted.  Finally, it introduced the six-phase joint air estimate process.
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