Chapter B-5

CTF HEADQUARTERS CONCEPT OF OPERATION

 AND 

ORGANIZATIONAL CONCEPTS 

A. Purpose.  The purpose of this chapter is to outline the CTF HQs concept of operation and organization.
B. CTF Focus and Operational Start Points for Initial Response.  
1.  Operational Start Points:  Unity of effort is the foundation for CTF mission accomplishment.  Part B, Chapter B-1 also outlines the Operational Start Points (shown below).  These start points are the means by which the CTF maintains operational focus.  
  #1: Common Command Relationships and Control / Coordination Relationships 

  #2: Lead Nation Concept (or Tailored Concept). 

  #3: Standardized CTF HQs Organization.  

  #4: Standardized Planning & Military Decision Making Processes.  

  #5: Clear Understanding and Clarity of Terminology 

2.  Operational Focus:  The operational focus of a CTF is to facilitates planning and execution  of tasks to ensure mission accomplishment  This operational focus is applicable to the entire spectrum of operations (see Part A, Chapter A1).  An effective CTF operation requires synchronized strategic, operational, and tactical planning and execution within a framework of unity of effort.  

The annexes listed below describe  the CTF framework that will enhance mission accomplishment.


Annex A: CONCEPT OF OPERATIONS 


Annex B: CTF HQS ORGANIZATIONAL CONSIDERATIONS & ESSENTIAL BATTLESTAFF SECTIONS   

      Annex C: MULTINATIONAL PLANNING AND AUGMENTATION TEAMS (MPAT)
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Annex A

CONCEPT OF OPERATIONS

Chapter B-5 COALITION / COMBINED TASK FORCE (CTF) FRAMEWORK

Concept of Operations
A. Phasing of Operations. The concept of operations should reflect the principle of Operational Phasing to assist in defining requirements in terms of forces, resources, and time.  The benefit of phasing is that it allows commanders to focus on and achieve major objectives (which cannot be attained all at once) by planning manageable portions of the operations with available resources. A five-phase concept of operations will normally be employed for MOOTW / SSC. These phases serve as a starting point for planning and employment of CTF forces and resources.
Phase Flexibility: Some specific operations may not be conducive to exact campaign phasing terminology outlined below.  It is important to recognize that phase terminology is flexible; it can be tailored or renamed to reflect actual phase intentions.  Sub-phases can be established, such as Phase 1a and Phase 1b, as required to add operational flexibility.  

1. Phase I - Pre-Crisis. The pre-crisis phase (including predeployment activities) addresses deterrence actions or seeks to set conditions for managing the crisis.

2. Phase II - Lodgment. The lodgment phase is movement and build-up of decisive forces in the AO.

3. Phase III - Decisive Operations. The decisive operation phase focuses on rapid build-up of force capabilities and conduct of decisive operations .

4. Phase IV  Stabilization. The stabilization phase is the follow through and synchronization of CTF activities to bring the operation to successful termination. 

5. Phase V Post-Crisis. The post-crisis phase (including redeployment) is the transition to another authority and redeployment of CTF forces.

B. Interoperability.

1. Interoperability of multinational military forces is crucial for effective CTF operations and should be pursued through establishment and validation of standard procedures and compatible equipment. In many cases there areestablished standardization and interoperability programs or agreements among MNF participating nations. Examples of such programs are the Multinational Interoperability Council (MIC), America, Britain, Canada, Australia (ABCA) Armies’ Standardization Program, the Technical Cooperation Program, the ABCA Naval Quadripartite Standardization Program, the Air Standardization Coordination Committee, the Combined Communications Electronics Board, and the Command and Control Interoperability Board.  During activation of a CTF, such programs should act as a basis for furtherance of interoperability. 

2. Ideally, integration of various nations’ forces wi thin a CTF structure should be seamless at operational and tactical levels.  Interoperability needs to be enhanced through workshops, exercises, and deliberate planning events.  Regular dialogue, planning, and exercises with participating nations in the MPAT program are key for improving interoperability.  Such events build understanding and confidence among respective nations’ commanders and units.  The acceptance of common terminology and doctrine may be advanced within these fora, recognizing that even disagreements on such issues are steps in the right direction for addressing interoperability issues.   

C. CTF Critical Operational Planning Factors. The following planning factors may have significant impact on unity of effort and effectiveness of CTF planning and operations.  These need to be fully addressed and acknowledged in the planning process. 

1. Differences in strategic national interests, objectives and policies.



2.  Availability of forces.

3. Availability of strategic lift assets to deploy forces and equipment from national bases to the CTF AO.

4. Access to airfields and ports adjacent to the CTF AO.

5. Restrictions on movement of forces through sovereign territories, waters and airspace of non-participating countries.

6. Agreed upon coalition Rules of Engagement (ROE) and procedures for amending them.

7. Some degree of agreed upon SOPs for the CTF and its subordinate force components.  

8. Status of Forces Agreements (SOFA) / Visiting Forces Agreements (VFA) among MNF participating nations and the host nation(s).  
9. Command, control, communications, computers and intelligence (C4I) systems interoperability and connectivity, plus frequency spectrum mangagement and communication satellite channel availability.


10. Technical Agreements (TA) are especially critical for logistics coordination with MNF participants and the host nation.  While logistics support of MNF units is a national responsibility, existing acquisition and cross servicing and implementing arrangements should be used wherever possible.  This will simplify support of deployed forces and reduce duplication of support requirements in the CTF AO.  Shared support for basic logistics functions of movement, basic sustainment (water, base supplies, etc.), and infrastructure support (port operations, rail, highway, local security) should be pursued to the maximum extent possible.


11. Advances in information and network technologies (Internet, cryptologic and information assurance technologies, communication satellite, off-the-shelf equipment / technologies, etc.).  Such advances need to be built upon in partnership venues such as the MPAT program and other venues of dialogue, planning, and coordination.

Annex B

CTF HQS ORGANIZATIONAL CONSIDERATIONS AND

ESSENTIAL BATTLESTAFF SECTIONS

(MOOTW / SSC)
Chapter B-5 COALITION / COMBINED TASK FORCE (CTF) FRAMEWORK

CTF HQS ORGANIZATIONAL CONSIDERATIONS
A. Overview. This annex discusses the CTF HQs organization.  The organization of the headquarters determines, to a large degree, the level of integration, coordination , and synchronization success that the CCTF will be a ble to achieve at the operational level of planning and execution.

B. MOOTW / SSC Operational Environment.  MOOTW / SSC are not traditional military operations -- nothing is fixed, battlefield lines are almost nonexistent, and friendly and threat situations can be constantly changing.  Typically in these crises the affected country is in shambles. There is no operational government.  Hunger and starvation are present, diseases are on the rise.  Basic survival systems (water, sanitation, and infrastructure systems) are almost nonexistent.  Further, there are ethnic, cultural, and religious factions within the nation that have the potential for conflict; however, common interests among these factions can be identified.  The inhabitants desire some form of peace and stability.  Also, there may be terrorist groups that have no real concern for the peoples’ needs or the country's needs. Finally, refugee control and humanitarian support will be an ever-increasing issue.
In addition to these challenges, the following IOs and NGOs may be present in the country: the United Nations World Food Program, the United Nations Refugee Agency, International Rescue Committee, International Committee of the Red Cross, International CARE agency, Doctors Without Borders, and many other civilian relief agencies. These agencies need some level of coordination, security and support. 
Many world news services will also be demanding updates on CTF operations. 
There will also be also varying degrees of classified information sharing policies among coalition nations.  

C. CTF Broad Operational Functions – CTF HQs:  Based upon the typical MOOTW/SSC situation described above, there are major issues that the CCTF organization must address.  
#1: Operational Staff: The CTF has the normal operational staff responsibilities of Personnel, Intelligence, Operations, Logistics, Plans, Communications, and Civil-Military functions.

#2: Personal Staff: The CCTF requires a personal staff with the minimum functions of Legal , Public Affairs, Medical  and Military Police (CTF security police).  The CCTF may require some form of Inspector General (Investigative Staff for Special Investigation Actions) and possibly a Funds Officer to advise on funding issues. 
#3:  Coalition Coordination: Coordination of coalitions partners is required at operational and strategic levels.  This is the most significant difference between a Coalition Task Force and a single-nation Joint Task Force.  A Joint Task Force may be required to address all the complexities of a typical MOOTW / SSC scenario with the exception of this factor.  A Coalition Task Force will have to face all the same factors, and in addition, will always be required to address political and organizational challenges of maintaining coalition unity of effort.
#4: Civil-Military Coordination: There is a requirement for CTF coordination with the civilian population, affected nation government, IOs / NGOs, and interagency coordination among multiple nations. This is a separate function from that of coalition coordination above.

#5: Logistics Coordination: There is a requirement for logistics coordination within the CTF to include host nation support coordination, foreign support, international support, transportation (inside and outside of the CTF AO), medical, engineer, contracting, and operational support coordination / integration.  

#6: Media Support: Media support is needed for international and national news services.  


Standard Battlestaff Sections and Headquarters Organization
D. Standard Battlestaff Sections and HQs Organization:  Figure B5-B1 outlines a standard CTF organization.  As shown, the traditional military staff functions are presented along with the special coalition coordinating functions critical for CTF operations.  
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1. Tailoring and Staff Integration:  The above organization is a starting point.  There are many ways to tailor the organization based on the situation.  The desired goal is integrated staff sections to the maximum possible.  The size of the task force, the number of nations participating, and the existence of pre-existing treaties or agreements will determine the level of integration possible.
2. Classified Information:  There will be varying levels of classified information within the CTF.  Nations may not want portions of their classified information shared with other nations.  At the same time, all MNF participating nations must feel they are equal partners within the CTF.  This is why the CCC and the CLCC must operate at a Multinational Releasable (MNF – REL) level of security.  Top level security (TOP SECRET to SECRET) may require that the Coalition Operations Center (COC) and staff coordination areas be restricted to selected nations.  For further discussion of this critical aspect of CTF HQs operation, see Chapter C-2 Intelligence, Chapter C-3 Operations, and Chapter C-5 Plans and Policy.


3. Essential Battlestaff Section Overviews: Outlined below are short summaries of essential battlestaff sections required for a CTF operating within MOOTW / SSC.

a. Primary and Personal Staff:  These staff are virtually identical to that of a single-nation Joint Task Force (JTF) staff.  Maintaining a close parallel to the JTF staff organizations allows for a quick transition from JTF to CTF operations for the Lead Nation’s military organization.  See Appendix 1, CTF Primary and Personal Staff to this Annex for details on staff positions. 

b. CTF Planning Process The CTF Planning Process consists of C5 Future Plans (PLANS), C3 Future Operations (FOPS), and C3 Current Operations (COPS).  The CTF Planning Process spans the entire CTF organization and is the means by which integrated cross-functional planning is conducted from the initiation of plans to execution of plans.  See Chapter B-6 for a detailed outline on the CTF planningprocess.

c. Coalition Coordination-Center (CCC):  CCCs are unique to the CTF organization.  Single-nation JTFs do not establish CCCs.  There will normally be two CCCs within a MNF operation; one at the strategic level, and one at the operational level.

	Note 1): Supported Strategic Commander CCC:  The CCC at the Supported Strategic Commander level focuses on strategic integration of coalition forces into the MNF.    The strategic end state is to have capablity to transfer to CCTF coalition forces that are ready for immediate employment.

	Note 2): CTF CCC:  The CCC at the CTF level  focuses on operational coordination between MNF participating nations forces .  The operational end state is integrated, coordinated, and synchronized mission execution.

	Note 3): Some readers may be familiar with the F2C2 (Friendly Forces Coordination Center) concept used by some commands for operational level coordination of warfighing operations within a coalition.  This is the same as the operational level CTF CCC .  This SOP will use one term for Coalition Coordination Centers for simplicity, maintaining the strategic and operational designations as noted above.


4. Civil-Military Operations Center (CMOC):   The CMOC coordinates and interfaces military forces with local population, humanitarian organizations, IOs, NGOs, and affected nation agencies.  See Chapter C-3, Annex F for an outline of CMOC organization and operation.

a. Effective civil military operations (CMO) planning and execution will be an important factor in CTF operations.  The CMOC staff may have to seek out and influence many of the civilian organizations within the CTF AO: (1) Many IOs / NGOs will not necessarily come to a military coordination center of any sort; (2) They may view the military as an obstacle to their operations; (3) They may have NO awareness of the military aspects of the situation; and last, (4) They may not see a NEED for any military support or involvement in their operations. 

b. Many relief agencies may require some degree of military support and protection.  Their activities should be integrated, or at least deconflicted, with CTF operations to eliminate fratricide and establish mutually support.  TheCCTF needs to ensure that agencies outside the CTF command are a ble to accomplish their missionssmoothly and with the right s upport from the command.  Consensus building, partnership creation, effective liaison, and personal trust are key principles behind an effective CMOC


5. Coalition Logistics Coordination Center (CLCC): The mission of the CLCC is to provide coordination of multinational logistics support for the CTF.  The C4 is responsible for developing t he initial logistics guidance, planning for logistics support, and promulgating logistics policies on behalf of the CCTF.  The CLCC director is responsible for implementing the guidance, policies, and plans developed by the C4 and approved by the CCTF.
a. The CLCC should be established early in the activation of the CTF.  The common functional elements within the CLCC are: engineering coordination center, joint transportation control center (JTCC) , medical activities coordination center (MEDCC), theater contracting office (TCO), host nation support activities center (HNSAC), and the joint logistics coordination center (JLCC). 

b. The CLCC coordinates operational logistics issues.  Effective coordination of logistics operations requires staffing the CLCC with skilled personnel in these functional areas. (See Chapter C-4).

6. Coalition or Joint Information Bureau: A Coalition or Joint Information Bureau should be established early to act as a single point of interface between military and news media representatives.  The early establishment of an information bureau is an important step in responsively facilitating media operations.

Today’s news services will be immediately on site demanding information and briefings from the CTF.  The CCTF is responsible for expeditious flow of accurate information concerning MNF operations and the operations of respective MNF participating nations within the CTF AO.  Planning of daily briefs and interviews, the security of media personnel, and arrangement of media support are essential factors of CTF operations.  Information provided by the CCTF should be consistent with national and operations security.

Appendix 1

CTF Primary and Personal Staff 

Annex B CTF ORGANIZATIONAL CONSIDERATIONS

AND


STANDARD BATTLESTAFF SECTIONS

(MOOTW / SSC)

12. CTF Primary Staff.  The CCTF’s staff forms the nucleus of the CTF HQs.  The CTF staff is complemented by the addition of necessary personnel and equipment from the Supported Strategic Commanders and MNF participating nations.  The CTF staff will normally consist of a deputy (DCCTF), a Chief of Staff (COS), personal staff, and seven joint and combined staff divisions.  A brief summary of each of these staffs is outlined below.  The personal staff is outlined at paragraph 2 of this Appendix.

1. DCCTF.  The DCCTF will normally be from a different nation than that of the CCTF.  The DCCTF is responsible to the CCTF for:
a. Management and supervision of the CCTF Battle Staff.


b. Chairing the Coalition / Combined Target Coordination Board (CTCB).

c. Duties as assigned by the CCTF.

d. Command of the CCTF Forward HQs if deployed.

7. Chief of Staff (COS).  The COS is responsible for CTF staff operations at the broad and detailed levels.  Specfically, the COS coordinates and directs the work of the staff divisions and supervises the preparation of staff estimates, plans, or operations orders. Directly supports DCCTF.  Duties are assigned by CCTF.

8. Manpower & Personnel (C1). The CTF C1 is the principal staff assistant to CCTF on manpower management.  The C1 will be responsible for coordinating overall manpower and personnel issues from each nation.

9. Intelligence (C2). The CTF C2, Director for Intelligence, ensures availability of reliable intelligence, timely indicationss and warnings, and sound information on area characteristics, threat location, threat activities and capabilities. 

10. Operations (C3). The CTF C3 assists the commander in directing, coordinating and controlling assigned CTF forces operations.  The C3 supervises the Future Operations Staff (FOPS) and the Current Operations Staff (COPS) which are part of the CTF Planning Process.  The C3 supervises the Coalition / Combined Operations Center (COC), similar to the Joint Operations Center (JOC) within a JTF to ensure situational awareness within the headquarters.  The C3 may have supervision over the Civil-Military Operations Center (CMOC) if the CMOC is not broken out as a separate section (see Figure B5-B1 of this Annex), and if there is not a separate C7.  He may also be responsible for setting up and managing the Coalition Coordination Center (CCC), but this is situation-dependant. Normally the C5 will have staff supervision of this center.  

11. Logistics (C4). The C4 coordinates logistics support within the CTF.  Typically, logistics support of forces assigned to a CTF is a national responsibility; however, multinational logistics within the CTFis a collective responsibility and requires coordination for efficient and effective use of resources.  The C4 oversees the Coalition Joint Logistic Coordination Center (CLCC) and sequences and tracks the flow of support from various nations and host nation support channels.  The following guidelines apply to CTF logistics support:

a. Logistic support functions suitable for common sourcing should be provided by the nation best suited to do so, based on regional proximity or preponderance of forces.

b. Logistic support units from the nation providing common logistic support will function under their respective national component element (NCE) commander.  If such units are assigned to a CTF component commander, TACON or Coordinating Authority would be the appropriate command authority for the commander to whom they are assigned.

c. The CCTF authority over logistics needs to be carefully identified during initial activation of the CTF.  The two primary authorities are: (1) Directive Authority (can redistribute / reallocate nations logistics to support the overall CTF operation); or (2) Coordination Authority (normally inherent in OPCON of forces, but needs to be confirmed in planning phases). 
d. Centralized coordination centers for common functions should be established.

12. Plans and Policy (C5). The C5 assists the commander in long-range planning, preparation of campaign and operational plans, and associated estimates of the situation.  In addition, the C5 provides assessments of the current politico-military situation and international policies, and coordinates policy issues for the command.  The C5 is usually responsible for directing the C5 Future Plans (PLANS) cell within the CTF planning system and is the lead for future plans, contingency plans, and sequel plans.  Additionally, the C5 is responsible for the CCC.  C5 foreign area policy specialists assist in running the CCC. 

13. Communications (C6). The C6 supervises the planning and operation of communications and automated data and network systems, to support the CTF HQs and CTF coordination centers.  This includes responsibility for secure and non-secure voice communications and network systems,  communications interoperability, communications security, Internet and intranet planning, collaboration systems (video teleconferencing , voice, media, and data) and frequency management.  The C6 will also be responsible for coordinating the communications plans and frequency management for national forces within the CTF.

14. Civil Military Operations (C7).   The C7 is responsible for planning, integration, and coordination of civil military operations and activities within the CTF AO.  Depending on the level of CMO activities in CTF operations, the functions of the C7 may be conducted by the C3 staff instead.

15. Personal Staff:  The CCTF will normally require the following special staff:

a. Legal Officer:  The legal officer provides legal advice to the CCTF and oversight on legal issues regarding the CTF.  The primary focus is operational law / international law with secondary focus of administrative law to support the COC, CCC, CMOC, and the CLCC.  He/she assists the CPG by integrating legal advice in all plans and OPORDS.  The Legal Officer advises the CCTF on specific special plans as required.  Special attention will be required on the Law of Armed Conflict (LOAC), ROE, law of the sea, airspace law, and general international law.

b. Public Affairs Officer (PAO):  The PAO is responsible for the flow of accurate and timely information about CTF activities to public and internal audiences.  Information given to news media representatives must be consistent with national and operations security (OPSEC) considerations and must respect the privacy of CTF members.  The PAO oversees the CCTF PA program that outlines responsibilities for conduct of media relations, internal and command information, PA planning, community relations, and operation of the Coalition / Combined Media Pool.

c. Medical (Staff Surgeon):  The CTF Surgeon is responsible for Health Service Support (HSS) to the CTF.  The surgeon provides advice to the CCTF on health related issues for the command and CTF AO, and coordinates additional HSS for national forces assigned to the CTF (based upon their individual medical support assets).  The CTF Surgeon is also responsible for planning, organizing, and executing HSS functions for the CTF.  The Surgeon needs to be closely linked to the COC, CCC, CMOC, and the CLCC for coordination of HSS planning, and advice. 

d. Military Police (Provost Marshal): The Provost Marshall is responsible for supervision of applicable law enforcement issues for CTF units.  The Provost Marshal oversees law enforcement with the CCTF and MNF participating nations’ forces.  He coordinates with the local host nation’s military and civilian police and assists with the handling of detainees, force protection and physical security policies.

e. Optional Personal Staff:  

(1) Inspector General (IG) – Internal Investigation Section: The CCTF may require some form of internal auditing / inspection team capability for the CTF  to monitor the areas of unit readiness, economy, efficiency, discipline, and morale of CTF level and subordinated units.  The IG can be the CTF’s unbiased consultant for evaluating management and leadership procedures and practices.  This is a situation-dependent requirement.

(2) Funds Officer:  The CCTF may require some form of macro oversight on funding management and contract negotiation.  The Funds Officer provides advice and oversight for all monetary actions within the command.  This is a situation-dependent requirement.
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A. Purpose.  This Annex describes how Multinational Planning Augmentation Team (MPAT) personnel deploy, join, and assist a CTF headquarters in Crisis Action Planning (CAP).  Further, this annex provides information on MPAT capabilities and procedures for coalition and combined planners (military and civilian).   These planners participate in periodic MPAT workshops to learn from each other and rehearse the crisis action planning process. 

B. Background.   CTF headquarters and commands are normally built around a headquarters provided by the lead nation.  Lessons learned from numerous recent small-scale multinational contingencies (peacekeeping, humanitarian assistance, disaster relief, search and rescue, and evacuation operations) underscore the “need to improve” multinational planning, decision-making processes, and execution, to increase reaction speed, effectiveness, and interoperability.  MPAT cadre augmentation assists in carrying out activation of the CTF, crisis action planning, and initial response.  MPAT augmentation assists the CTF staff in moving from a “national perspective” to a “multinational” perspective for effective mission accomplishment.      

C.  Concept.
C. MPAT is one of many sources of augmentation for a CTF headquarters.  Some participating countries have identified their MPAT cadre that can augment a CTF in event their nation participates in MNF/CTF operation.  When a crisis occurs the lead nation/CTF can identify  and request MPAT cadre to fill some CTF augmentation requirements.  The lead nation can request assistance from the MPAT Secretariat (presently resides with U.S.PACOM) to identify MPAT augmentation capabilities using the normal diplomatic and Pol-Mil coordination processes.  Each nation independently decides whether to deploy MPAT personnel and which personnel to deploy.  The MPAT Secretariat will assist the Lead Nation, Supported Strategic Commander, and CCTF in obtaining the “right mix” of staff expertise based upon crisis action requirements.  Conducting periodic MPAT workshops prior to an actual contingency develops an experienced cadre of trained and ready MPAT personnel.  
D. Mission.  When requested by the lead nation , MPAT cadres/personnel augment CTF headquarters  to provide responsive coalition and combined staff expertise in crisis action planning, provide for rapid CTF activation, and perform  initial and follow-on crisis response.  MPAT cadres may also deploy to assist the Supported Strategic Command Headquarters with strategic level planning and coordination.
E.  Employment.

  MPAT personnel represent augmentation capability that a MNF Lead Nation can request to fill CTF billets throughout the CTF staff.  These personnel / cadres can provide a wide variety of crisis action planning expertise to the CTF staff and CPG/OPTs.  Certain members of the MPAT may also be asked to perform liaison functions for their respective countries.
E.   The primary focus of the MPAT program is to develop a cadre of trained planners for CTF augmentation.  MPAT cadres / personnel can greatly assist in the CTF planning procedss (PLANS, FOPS, COPS).  

F. Organization.  The MPAT is NOT a standing billeted organization or task force.  It is a cadre or pool of trained planners with multinational force operations planning expertise that have developed relationships from participation in MPAT events.  Outlined below is a list of key potential CTF staff billets or functional areas that can be filled with MPAT personnel from the various MNF participating nations.  

Civil-Military 

Medical 

Legal 

Public Affairs

PSYOPS

Operational Planners

Personnel Intelligence 

Logistics 

Communications

Engineer          

Force Movement/Deployment 

Force Protection

Ground Ops 

Maritime Ops Air Ops 

SOF Ops 

Marine Ops 

Sealift

Airlift 

Information Ops 

Air Logistics 

Network / Collaboration Technician
G. Reference. 
 For additional information on the MPAT concept refer to the “unclassified” MPAT web site.  URL:s  <  http://www.mpat.org/  >.  This web site has an updated copy of the MPAT ADMINISTRATION SOP.  Also, a wealth of MPAT reference materials on joint and multinational operations can also be found at this site.
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