Modification of the Planning Process for Sustainers Part 3:

Orders Production,
Rehearsals, and
Sustainment Assessments

m By Dr. John M. Menter and Benjamin A. Terrell

he planning process, be-
ginning with Army design
methodology and continu-

ing with the military decisionmak-
ing process, helps the planner pre-
pare to create the operation order
(OPORD). Once the staff produces
an order, it must be rehearsed and
assessed. In this article, we will dis-
cuss the orders production, rehearsal,
and assessment processes.

The doctrine describing  the
OPORD format is most applicable
to corps-level orders production.
This causes a bit of consternation
for the sustainment planner. For
sustainment commands, battalion
and higher, Paragraph 4 (Sustain-
ment) and Annex F (Sustainment)
of the OPORD or operation plan
describe the internal concept of sup-
port. Paragraph 3 (Execution) and
Annex C (Operations) detail sup-
port operations and elaborate on the
supported unit’s internal concept of
support.

Order Production Responsibilities
Order production is the respon-
sibility of the ]J/G/S-3 (operations)
section. This section compiles the
components of the order and issues
it to subordinate units. It also creates
the portions of the order that deal
with missions of higher and adjacent
units, subordinate units’ tasks, coor-
dinating instructions, command in-
formation, and control information

(the main body of the order). The

operations section is also responsible
for the parts of the order that cover
decision support products, rules of
engagement (Annex C [Opera-
tions]), protection (Annex E), civil
affairs operations (Annex K), and
information collection (Annex L).

The theater sustainment com-
mand has a G5 (plans) section. This
section facilitates planning, but the
responsibility for issuing the order
still rests with the J/G/S-3.The G-5
facilitates the development of draft
plans that can be rapidly converted
into orders. It also writes Appen-
dix 1 (Design Products) of Annex
C and, as the lead of the plans cell,
helps develop plans for branches and
sequels.

'The support operations division is
responsible for developing the con-
cept of operations.

'The J/G/5-4 (logistics), with assis-
tance from the J/G/S-1 (personnel),
the staff judge advocate, the chap-
lain, and the finance officer, prepare
Paragraph 4 of the main body of the
operation order, Annex F, and An-
nex P (Host Nation Support).

The staff engineer position, which
varies in section depending on the
echelon, is responsible for Annex G
(Engineering) and engineering sub-
jects in the main body of the order
and Annex F.

OPORD Format
In the main body, Paragraph 1.e.
(Missions of Adjacent Units), fol-

lows the prescribed format. Include
customers and suppliers who are not
in your chain of command. Then,
relist customers and suppliers and
describe their concept of support in
Annex C, Paragraph 1.d. (Friendly
Forces).

The expeditionary sustainment
command recounts the concept of
support from strategic partners and
division-equivalent  organizations.
Sustainment brigades describe cus-
tomer brigade support battalion, or
equivalent, concepts of support. Bri-
gade support battalions specify sup-
port concepts of the battalions they
support by phase. Details include lo-
cations, Department of Defense ac-
tivity address codes, and geographic
routing identifier codes.

The format of Paragraph 3.b.
(Concept of Operations) and Annex
C must differ from Army Tactics
Techniques and Procedures (ATTP)
5-0.1, Commander and Staff Officer
Guide, in order to present the infor-
mation required to describe support
operations and meet the intent of
the doctrine. This variance does not
take away from, but adds to, pre-
scribed formatting. See figure 1 for
our recommended format for the
main body of the OPORD.

A technique to limit the number
of pages in the main body is to pro-
vide a simple paragraph narrative for
Paragraph 3.c. The narrative should
focus on major hubs, routes, prior-

ity of effort, and priority of support
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3. (Classification) Execution.

Management.

Outline for the Main Body of the OPORD

a. (Classification) Commander’s Intent.
b. (Classification) Concept of Operations.
(1) (Classification) Phase [#] (Title).
(a) (Classification) Decisive Operation. Task(s) and purpose.
(b) (Classification) Shaping Operations. Task(s) and purpose.
(c) (Classification) Sustaining Operation. Task(s) and purpose.
c. (Classification) Scheme of Support Operations. This subparagraph
replaces the traditional “Scheme of Maneuver.” It does not
address the schemes of mobility and countermobility or obscuration;
address these in paragraph 3.e. (Scheme of Protection), if
necessary. The subordinate paragraph order follows the format of
paragraph 4 (Sustainment) in Annex F (Sustainment):
(1) (Classification) Scheme of Material Readiness.
(2) (Classification) Scheme of Transportation.
(3) (Classification) Scheme of Supply.
(4) (Classification) Scheme of Field Services.
(5) (Classification) Scheme of Distribution.
(6) (Classification) Scheme of Contracting.
(7) (Classification) Scheme of Human Resources.
(8) (Classification) Scheme of Financial Management.
(9) (Classification) Scheme of Sustainment Automation System

(10) (Classification) Scheme of Surveillance and Reconnaissance.
d. (Classification) Scheme of Intelligence.

The paragraph should continue in accordance with doctrinal guidance.

Figure 1. Recommended format for the main body of an operation order (OPORD).

for support operations. In this case,
include the “Scheme of Mobility”
subparagraph and an overview of
distribution operations. Also in-
clude the “Scheme of Information
Collection.”

Detail information in Paragraph
3.a. (Scheme of Movement and
Maneuver) of Annex C. Rename it
“Scheme of Support Operations”
and follow the subparagraph for-
mat listed above, but this time omit
“Scheme of Information Collection.”

Considerations for Annexes

In Annex A (Task Organization),
consider including contractors, cus-
tomers, and suppliers as appendices.
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Include location, contact informa-
tion, and identifiers (such as De-
partment of Defense activity ad-
dress codes and geographic routing
identifier codes).

In Annex B (Intelligence), focus
on information most pertinent to a
sustainer.

In Annex C, include the support
operations overlay. Use multiple
overlays as needed to clearly depict
support operations. Include suppli-
er and customer graphics as much
as possible. Always include the sup-
port operations synchronization
matrix and decision support tools.
Omit the appendices that do not
apply to the situation. If gap cross-

ing, air assault, airborne, amphibi-
ous, or special operations apply, ad-
dress the support operations plan
for each operation in detail.

Annex D (Fires) can typically be
omitted when information about
fire support is covered in the main
body of the OPORD.

Annex E (Protection) refers to in-
ternal operations but should discuss
coordination with outside agencies
(such as the base defense operations
center) as required. Reference other
documents, such as the personnel
recovery plan dictated by the ma-
neuver unit that controls the area of
operation, rather than repeating it.
Ensure that the referenced docu-
ment is available to subordinate
units. Appendices usually will not
be required.

Annex F (Sustainment) follows
the doctrinal format. This annex
applies to internal operations. Use
appendices, tabs, and enclosures as
required, but avoid detailing stan-
dard operating procedure informa-
tion. Also, reference higher head-
quarters’ guidance, such as legal and
financial management information,
rather than repeating it.

Annex G (Engineering) should
be omitted if Annex B and Annex F
cover required engineering subjects.

Annex H (Signal) references in-
ternal signal operations. Address
sustainment automation systems
management in the main body of
the order and Annex C.

Use Annex ] (Inform and Influ-
ence Activities) only when neces-
sary. Typically, all required informa-
tion is available in the main body of
the OPORD under “Themes”in the
“Coordinating Instructions” sub-
paragraph of Paragraph 3.

Annex K (Civil Affairs Opera-
tions) may require a lot of detail if
the sustainment unit is a primary
supplier of class X (materials for
nonmilitary programs). If not, con-
sider discussing any details in Para-
graph 1.f. (Civil Considerations) of
the main body of the OPORD or
Annex C and omit this annex.

Annex L (Information Collec-



tion) may be omitted because sus-
tainment personnel do not normal-
ly have the training and resources to
conduct reconnaissance and surveil-
lance. If the unit does have desig-
nated information collection tasks,
then include the annex.

Annex M (Assessment) is critical
to the process. We will discuss as-
sessment in detail later.

Annex P (Host Nation Support)
and Annex V (Interagency Coor-
dination) address different topics
but are similar in that they deal
with organizations with which the
sustainer must coordinate. In a sus-
tainment OPORD, Annex P ad-
dresses host nation contracting on
a large scale. Similarly, Annex V de-
tails coordination with sustainment
partners but has only an overview of
other agencies operating in the area.

In Annex R (Reports), use the
appendices to detail the battle
rhythm, report formats not found
in Field Manual 6-99.2,U.S. Army
Report and Message Formats, and
board and meeting agendas (some-
times referred to as “7-minute
drills”).

Annex S (Special Technical Op-
erations) and Annex U (Inspector
General) are for echelons above
brigade; omit them. Occasionally
higher orders may contain perti-
nent information in these annexes.
If so, incorporate that information
into “Coordinating Instructions.”

Rehearsals

Sustainment is a highly complex
operation. Without a rehearsal, the
sustainment commander is stand-
ing on blind luck and the ingenuity
of his subordinates to accomplish
the mission. As sustainers, we have
to ask a great deal from our subor-
dinates. Let us not do them the dis-
service of failing to rehearse.

'The military decisionmaking pro-
cess step of the course of action
analysis provides for wargaming.
ATTP 5-0.1 defines wargaming as
an “attempt to visualize the flow of
the operation.” Wargaming is the
first rehearsal that a unit conducts.

'The object is to coordinate and syn-
chronize events and identify enemy
and civilian impacts on operations.

Following the issue of an order,
the sustainment unit should con-
duct an internal rehearsal with sub-
ordinate elements at least two levels
below. This rehearsal verifies the
subordinate units’ understanding
of the order and timing required. It
provides a great deal of assistance in
supporting the planning effort and
clarifies required coordination.

As with planning, the sustain-
ment commander and staff must
consider the advantages and disad-
vantages of integrating directly into
the maneuver customer’s rehearsal
schedule, conducting a completely
separate rehearsal, or doing both.
In a time-constrained environment,
the integrated rehearsal is best. In
a high operating tempo operation,
conducting two rehearsals (inte-
grated and sustainer specific) is best.

Formal Rehearsal

Some rehearsals are more impor-
tant than others. During an upsurge
of forces or a theater closing, sus-
tainment operations become the
decisive operations. In such cases,
senior commanders (division level
and above) become very interested
and request rehearsals of concept in
order to ensure coordinated, syn-
chronized, and effective execution
of the operation.

To execute a formal rehearsal,
allow appropriate time. Subordi-
nate units must have time to pre-
pare their portions of the operation.
The executing command must plan
on conducting collaboration meet-
ings and at least three prerehears-
als. Subordinate units must submit
products on time, and the executing
command must complete the qual-
ity review before the rehearsal and
effectively manage versions of the
briefing.

There are important points to con-
sider for effective presentation. The
executing commander establishes
certain themes that each participant
addresses throughout the rehearsal.

During collaboration meetings and
prerehearsals, the participants de-
velop “linkages” among presenters,
reduce friction points, and elimi-
nate conflicting information.

The executing command nests its
themes into higher headquarters
plans and includes adjacent units
(suppliers and customers) in the
rehearsal. Mastery of material and
confidence in presentation lead the
recipients of the rehearsal to trust
the participants to be able to execute
as presented. Use of a common font,
color scheme, and backgrounds in
the presentation material makes the
presentation easier to digest.

Preparations include the briefing
area and administrative require-
ments. Briefing area preparations
include the sand table (or equiva-
lent), wall maps, graphics, unit
icons, seating, sound, projector,
videography, and telephones. Ad-
ministrative preparations include
security (facility, gates, doors, and
transportation), parking, refresh-
ments, location, clean-up, driv-
ers and transportation, billeting,
meals, and protocol (VIP guest
list and invitations, escorts, social,
formal dinner, flags, placards, and
special instructions).

As a final note, think of rehearsal
as the alter ego of wargaming. The
more thorough the unit conducts
the course of action wargaming, the
smoother the rehearsal. If wargam-
ing is conducted quickly or merely
as a “check the block” action, the
quicker the rehearsal will degener-
ate and ultimately desynchronize
the OPORD or operation plan.

Sustainment Assessment

Failure to assess is tantamount to
planning to fail. Assessments begin
with indentifying tasks. Through
analysis of the tasks required of
a unit and the commander’s de-
sired end state, the sustainment
planner determines measures of
effectiveness (IMOEs) and associ-
ated indicators. An MOE states a
measurable condition; the civilian
equivalent of the term is “metrics.”
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Indicators provide the observable
means for measuring the MOE.
These indicators are very similar to
the evaluation criteria described in
ATTP 5-0.1.

Using inspiration from the infor-
mation collection matrix, we have
added a “Means of Evaluation” col-
umn to the indicator description to
identify the collection method. (See
figure 2.) MOEs and indicators
identified during mission analysis
become the evaluation criteria used
during course of action analysis and
continue throughout mission ex-
ecution.

Sustainment  planners  derive
MOEs directly from task require-
ments deduced during mission
analysis. Tactical and hazardous
risks originate in factors that may
lead to the failure to meet an MOE.
These factors have a negative effect
on the systems that contribute to
success. This link between MOE
and risk focuses protection efforts
of critical asset identification, vul-
nerability analysis, and protection
(or mitigation) efforts.

Sustainers use assessment con-
tinuously. Current operations assess
mission progress. Support opera-
tions branches assess the statuses of
the tasks within their functional ar-
eas. At times, leaders find it difficult
or inconvenient to define “right” or
how to measure it. There are many
excuses available to crawl into such
a rut, but none are valid. Sustain-

ers must define their tasks and the
means by which to measure prog-
ress and success. This is logistics
analysis.

High quality logisticians conduct
analysis and assessment so that
their commanders have a thorough
understanding of their operational
environment and what decisions
are required. Sustainers conduct
logistics analysis and assessment in
such detail that the supported com-
mander is never caught unaware
with a critical shortage or failure of
systems. Sustainers deal daily with a
data deluge.

As a rule, sustainers are adept at
using charts and graphs to mold
data into information. Compar-
ing the information to assessment
criteria provides the sustainer with
the knowledge needed to provide
the sustainment commander with
situational understanding. Com-
paring information to assessment
criteria also provides sustainers
with evidence of a variance from
the anticipated flow of events and
alerts them to the possibility of the
need for a branch, sequel, or full
revision of the plan. The standard-
ized tool to conduct assessment
and analysis is the running esti-
mate. (See part 2 of this series in
the May—June 2013 issue of Army
Sustainment for a discussion of the
running estimate.)

Sustainment planning, rehearsal,

and assessment conform to doc-
trine. As with all functional ar-
eas, sustainers should feel free to
modify formats to fit their specific
needs. Doctrine provides a stan-
dard process, but planners must
still effectively analyze and plan
for their individual situations.
Doctrine works. It is time proven,
but it is also flexible—a founda-
tion and framework, not a prison.
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Figure 2. Measure of effectiveness matrix.



