Appendix B 

CONSIDERATIONS FOR ARFOR OPERATIONS
Division responsibilities are significantly increased in an ARFOR role.  As an operational level headquarters, the ARFOR’s responsibilities range from the strategic to the tactical level.  During contingency operations the division as ARFOR may be required to plan and support the deployment, RSO&I, and redeployment of non-divisional as well as divisional forces assigned to the ARFOR.  If the ARFOR is also designated as the theater ASCC, it must execute both Army Service and combatant command responsibilities in accordance with Title 10 of the US Code. 

The ARFOR as the ASCC has three major operational tasks to perform: 

· Executing the link among joint, multinational, interagency, nongovernmental organizations (NGOs), public voluntary organizations (PVOs), or UN operations.

· Executing functions to support continuous operations by subordinate Army forces. 

· Planning and executing operations to support the joint campaign when designated as an operational commander by the CINC.

As the ARFOR, the division has a number of expanded responsibilities and other tasks not normally performed at the division level.  These responsibilities greatly surpass the division’s organic capability.  The division staff will be involved in developing the TPFDD and monitoring the flow for ARFOR assigned forces.  An essential division responsibility is to identify augmentation requirements based on a METT-TC analysis.  It is an absolute that the G3 will require augmentation in the form of highly experienced GCCS and JOPES operators.  The DTO must have staff augmentation for the DTO office (e.g., movement control personnel, transportation planners) to meet the increased transportation planning and operational level requirements.  LNO augmentation from supporting commands, particularly USTRANSCOM, will be essential.  LNOs from the division can be positioned at key nodes such as APOEs and SPOEs to ensure that the commander’s intent is met for deploying forces and sustainment.  As well as personnel, there is a need for equipment such as GCCS terminals to manage the force flow.  Other key division as ARFOR deployment responsibilities include:

· Determining what capabilities are required in theater.  This responsibility includes developing a force organization to meet both theater tactical and operational level missions.  A key support responsibility at the operational level is RSO&I.  The Army normally has the greatest requirements for providing RSO&I capability for its own as well as joint forces.  The capability of the other Services to support RSO&I must also be considered.  The ARFOR staff should work closely with the supported command Joint Logistics Readiness Center (JLRC) to conduct a thorough logistics preparation of the battlefield, and with the Joint Movement Center (JMC) for theater throughput capability and theater transportation planning and operations. 

· Developing a TPFDD.  The ARFOR HQ is responsible for developing and submitting the ARFOR TPFDD to the joint force commander (JFC) for validation.  The division/ARFOR G3 normally has primary staff responsibility for developing the TPFDD and managing its execution.  The mix of forces for force projection operations must be properly sequenced to meet the mission, support RSO&I, and sustain the deploying forces.  The ARFOR HQ should solicit input from subordinate commanders on how to best flow their units into theater. 

The DTO is a critical player in ARFOR planning for force projection operations.  It is essential that the DTO be able to articulate force projection concepts to the commander and staff.  To accomplish this the DTO must be actively involved with the G3 and other division staff in the development and management of the TPFDD. 

In contingency operations simultaneous development of the OPORD and TPFDD is critical due to the crisis nature of most contingencies and the short time available for planning.  The division staff must have in place standard procedures and staff organization that can answer the commanders critical information requirements (CCIR) for force and sustainment projection into the theater.  This includes immediately requesting augmentation and assistance in those areas of expertise required to develop the ARFOR TPFDD. 

For the division as ARFOR, an ad hoc division staff organization would normally be required during crisis action planning for OPORD and TPFDD development and for future planning.  The exact composition of this organization is based on planning requirements.  These organizations are commonly referred to as crisis action teams, or operations planning teams.  Joint Pub 5-00.2 Joint Task Force Planning Guidance and Procedures recommends a joint planning group (JPG) organization to conduct crisis action planning.  While the JPG in Joint Pub 5-00.2 is designed for JTF crisis planning, it could be used as the basis for forming the ad-hoc division planning group or cell.   A typical JPG composition for a JTF is shown in the figure B-1.  Note the deployment cell depicted in the figure.  This cell is organized to develop and manage the time phased force deployment list in JOPES.  Also note the planning cell.  This organization consists of core staff personnel who perform crisis action planning. 

To successfully plan and execute the deployment, the DTO and G3 would need to create an ad hoc organization that melds the deployment and employment planning effort.  This facilitates rapid, simultaneous development of and OPORD and TPFDD that meets the JFC’s intent and closure requirements.   Division staff participating in this organization could include the permanent division staff (G3 operations, plans; G4 plans), LNOs (including subordinate command LNOs), and functional experts such as the DTO, and required deployment augmentation personnel such as GCCS and JOPES operators. 
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Figure B-1, Joint Planning Group Composition

Following are activities and considerations to assist the DTO/division staff in planning ARFOR deployments for force projection operations. 

· Conduct thorough backward planning of the deployment using realistic estimates of lift, lines of communication, and RSO&I capabilities.  Coordinate with transportation operating activities for actual lift and facility capabilities.  This includes strategic and operational lift assets such as airlift, sealift, and rail lines, and facilities such as ports and staging areas.  Consider competing demands on movement support facilities and systems.  Host nation commercial and government interests, as well as competing demands of NGOs and other services or multinational forces in theater, must be addressed.

· Integrate RSO&I capability and sustainment into the flow.  Reception and staging area management and operational capability must be balanced into the flow along with maneuver forces to maximize deployment flow.  Sustainment of the force begins immediately upon deployment and is built into the TPFDD.  Up front integration of sustainment in the flow allows flexibility in movement of routine as well as unexpected logistics requirements.
· Integrate TPFDD development into the operational planning process of crisis action planning.  The objective is to produce a TPFDD that: (1) meets the commander’s intent for force employment, and (2) can be effectively managed to accommodate TPFDD changes.  During course of action development and analysis, TPFDD feasibility estimates can be conducted using modeling tools such as the Joint Flow and Analysis Simulation Tool (JFAST), and their results communicated to the operational commander.  (See Chapter 5 for more information on JFAST capabilities.)

Once deployment begins, the flow of forces and sustainment must be managed to facilitate changes and enable the employment of forces.  This requires an understanding by the DTO and ARFOR staff on the impact of making TPFDD changes during deployment execution, and the resultant impact on the overall force flow.  TPFDD changes that are not thoroughly analyzed can result in port congestion or other RSO&I problems, and ultimately delay the overall force employment capability.  Other activities/considerations during this phase include:

· Developing and employing force capabilities based on actual movements and mission developments.  This requires proactive TPFDD management.

· Using available technology and communications systems to enhance force tracking.  GTN and GCCS provide force, cargo, and passenger in-transit visibility.  Movement control teams should deploy early with necessary communications and computer support to facilitate force tracking and to provide the operational commander with deployment information. 

· Using LNOs at key nodes. 

· Leveraging joint deployment community expertise and resources for in-theater operational movement.

· Ensuring that force deployment is synchronized and nested in planned operational maneuver.

FM 100-7, Decisive Force: The Army and Theater Operations; FM 100-16, Army Operational Support; and the FM 100-17 series provide more information on ARFOR and ASCC responsibilities.  There are also a number of joint publications applicable to ARFOR deployment planning and operations.  They include:

JP 3-35, Joint Deployment and Redeployment Operations 

JP 4-0, Doctrine for Logistic Support of Joint Operations 

JP 4-01.1, Joint Tactics, Techniques, and Procedures for Airlift Support to Joint Operations
JP 4-01.2, Joint Tactics, Techniques, and Procedures for Sealift Support to Joint

Operations

JP 4-01.3, Joint Tactics, Techniques, and Procedures for Movement Control
JP 4.01.4, Joint Tactics, Techniques, and Procedures for Joint Theater Distribution 

JP 4-01.5, Joint Tactics, Techniques, and Procedures for Water Terminal

Operations

JP 4-01.6, Joint Tactics, Techniques, and Procedures for Joint Logistics Over-the-Shore (JLOTS)
JP 4-01.8, Joint Tactics, Techniques, and Procedures for Joint Reception, Staging, Onward Movement, and Integration
JP 4-04, Joint Doctrine for Civil Engineering Support
JP 5-00.2, Joint Task Force Planning Guidance and Procedures
JP 6-02, Joint Doctrine for Employment of Operational/Tactical Command, Control, Communications, and Computer Systems
Additional information concerning responsibilities and considerations for the ARFOR staff in planning, executing and managing force projection operations is available from the Battle Command Training Program, Operations Group Delta, Combined Arms Center, Ft Leavenworth, KS.  Telephone is DSN 552-8728/8732 or commercial (913) 684-8728/8732. 
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