All of us, at one time or another, have pondered over an
immense operations order or plan {(OPORD, OPLAN).
Whether it was writing one in an officer advanced course or
the Command and General Staff Course or reading some
-olume published by higher headquarters, we had to marvel
at the amount of information such an order contained.

Our Army has a specific format for these OPORDs and
OPLANs, and it is indeed the mark of a skilled staff officer
(commissioned or noncommissioned) when he can prepare one
“by the book.”” Remembering what comes first (is it annex-
appendix-tab or annex-tab-enclosure?) and recalling how to
number the pages (1-N-1-A-1) rakes a special knack—most
of us have to have an example nearby to be sure we have it
right,

Although these monstrosities are uscful when time is plen-
tiful, a “*field order”’—written in a tent or the dimly lit in-
terior of an M577 extension and reproduced on a mimeograph,
“Jelly rell,” or diazo machine— is an entirely different matter.

One problem with this type of order is the time available
for preparing it. All ARTEPs and staff manuals prescribe how
much time an echelon of command can spend in preparing its
order. Any staff operator, from the division G-3 to the tank
battalion’s operations sergeant major, can tell you his echelon
has one-third of the total remaining planning time to prepare
and issue its order. Thus, if the mission execution time is 30
hours away, the brigade may use [0 hours of that time. The
battalion then may use a little less than seven hours of the re-
maining 20 to produce its OPORD. with similar time breaks
for the company, platoon, and even squad. This one-third, two-
thirds rule is known throughaut the Avmy as the standard by
which the preparation of orders is measured. This standard
15 not tough enough, though, and in most cases leaders at com-
pany level and below end up with less time than they nced
to plan adequately for their operations.

In the 3d Brigade, 4th Infantry Division, aperations over
the past 18 months or so have indicated that a tougher stan-
dard of one-fifth, four-fifths is in order. This tougher stan-
dard is atimed primarily at the brigade and the battalion or task
force leveis. And our experience during a REFORGER
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deployment, a rotation to the National Training Center (NTC),
a three-week off-post deployment to a maneuver site, and
numerous tocal Fort Carson exercises indicates that it can be
met at those levels and at some lower levels as well.

[f the brigade meets this tougher standard, a battalion’s plan-
ning time is increased by at least 21 percent, This extra time
benefits the task force elements even if they follow the old
standard. But if the battalion can also conform to the one-fifth,
four-fifths rule, the company commanders are the major
benefactors, as their planning time increases almost 45 per-
cent (see table), This rule may be too stringent to be used at
the company level, but if the higher echelons follow it, a com-
pany still gains considerable planning time.

1/5-4/5 RULE

a

1/3-2/3 RULE

Time | Time Time Time

Avallahle " . Uséd Ayailable Used

Bde 08 33 100 24

Bn/TF 66 - a2 80 16

Co 45 15 64 12-13
Pit 30 . 51

But how does a brigade or battalion staff officer go about
reducing the total time he needs to prepare orders? The four
major methods discussed below permut this to happen. One
involves the quality of the desired product and how 10 make
the most of the resulting order. The second method makes it
possible to display much useful information rapidly and con-
cisely. The third method involves producing, reproducing, and
issuing the order, and the fourth suggests some iniproved coor-
dination procedures,

In most planners, there is an ingruned desire o produce
the A+ plan,” the “*schoot sofution,” or the *perfect plan.™
A highly detailed staff estimae, a carcfully selected course
of action, a thorough analysis of enenry avendes and actions,
and a totally comprehensive warganing 1esolution will usually
result in such a plan Unfortunately . performing these tasks
completely and by the book just eats up too much time! The
“perfect plan'™ can be written, but it a st ff produces one con-
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sistently, that plan may be available for 1ssue only to the enemy
who overruns the unit’s tactical operations center.

General George S. Patton, Jr., 15 credited with saying, " A
good plan today is better than a perfect plan tomorrow,’” and
it is to this idea that this first methodology is directed. An A+
plan’’ delivered late, not fully coordinated, and inadequately
executed will often fail. Cn the other hand, a good, solid, tac-
tically correct ‘B plan’’ that is issued early enough to allow
for complete coordination and capable execution has a greater
chance of succeeding,

The crunch usually comes at the company commander level;
it is he who eventually controls troop movements, executes
cross-attachments, and directs the firepower that kilis the
enemy. No matter how talented he may be, he will do betrer
if he has more time. And the more lead time he has the better
the outcome will tend to be,

The one component that can assure the successful implemen-
tation of a good plan are the “‘Commander’s Intent’
paragraphs. These paragraphs are as important as all the con-
cept statements, fire support plans, and specific instructions
combined, In this brigade, we habitually include our higher
echelon commander's intent as part of the “*Friendly Forces
(Higher)”’ of our paragraph | (Situation). By providing
“higher’s” intent along with a clear-cut statement of the
brigade commander’s intent, we have found that our subor-
dinate leaders have a much clearer concept of the overall pic-
ture and of how their battalion or task force's actions fit into
the total scheme.

When subordinate commanders also follow this procedure,
the result is squad leaders and tank commanders who can carry
out their commander’s intent even though they may not be able
to communicate with an officer-leader. (The informed NCO
has always been a strong point of our Army; with this
methodology he can be even moreso.)

Our experience at the NTC and other major deployments
has indicated that successful operations can be conducted with
clear useful graphics, an execution matrix, and the com-
mander’s intent alone! Although this is certainly not the goal
of operations personnel, it does point out the importance of
this sub-paragraph. At any level, a clear understanding of the
boss’s desires often outweighs the mass of specific and coor-
dinating instructions that normally accompany an order.

Another way of getting a field order out fast involves modi-
fying the way information is presented to subordinate units.
A traditional brigade order includes a long list of annexes to
support the basic order, with intelligence, fire support, Army
aviation and others having their own individual annexes or ap-
pendixes. The current manuals describe what should and
should not be included in these enclosures and clearly defines
the acceptable format. Thus, a “*school solution®” fire support
annex will always include a sub-paragraph on naval gunfire
even if the unit is maneuvering at Fort Irwin-—with a nicely
worded **None’” or ‘‘Not Available® next to it. These for-
mats, strictly used, make the order correct, but long, ungain-

ly, and difficult to digest.
The concept of the mission or exccution matrix, as described

in Chapter 4 of FM 71-21, The Tank and Mechanized Infan-
try Battalion/Task Force, was 4 beginning, and most units have
T . ‘
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developed a matrix of their own for offensive operations. From
there, it was only a small step to the combat team matrices
this brigade has developed.

These matrices do a number of important things. First, they
sombine like systems or related systems into a single annex
or matrix. Thus, for example, one single matrix includes the
information normally contained in the fire support annex, the
Army aviation annex, and the close air support paragraph. This
information is put on a single page, if possible, to permit com-
manders and staffs to see it all at one glance. Because the
matrix makes the important data easy to find and eliminates
some of the *“None/Not Available™ comments, it is much more
functional and useful. No longer will a tired, bleary-eyed staff
officer miss his assets on page 6 of a 10-page annex.

Several of the matrices developed for use in this brigade
are shown here, but as examples only—other units can modify
them to meet their own specific needs.

Air Defense

The air defense matrix provides battalion-level air defense
elements with all the information they need to perform their
mission and to pass orders to their subordinate elements (see
Figure 1). The units to which ADA assets are assigned are
shown across the top of the matrix, while the actual assets and
information data are along the left side.

The first section lists the ADA weapons that are present in
the brigade and the elements that are task organized to units.
The unit designation and the number of operational systems
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Figure 1. ADA Matrix. (Prepared by Lieutenant Willie Merrick,
brigade Air Defense liaison officer.)

appear bencath the appropriate task force. The support rela-
tionship (DS, GS) is also shown as well as the grid coordinates
of any brigade general support system tocated within a task
force sector, with the number of weapons positioned there
located by grid.
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Figure 2. Englneer Matrix. (Prepared by Caprafn Bob Slock-
bower, brigade engineer.)

Adjacent ADA units are listed in the second section followed
by current and projected forward area alerting radar (FAAR)
locations. The air defense warning and weapons control status,
with any restrictions or modifications, is then described, and
airspace control orders are listed next. These might include
low-level transit routes, minimum risk routes, high density
airspace control zones, or weapons free zones with appropriate
location data. Class V ammunition transfer points are then
listed, if they are known.

This matrix can be further expanded, or used in conjunc-
tion with an overlay, if necessary, Specific instructions may
be included to describe non-standard data or to assist units in
their missions. This section might also be used to describe on-
order missions.

Engineer

The engineer matrix provides a rapid way of arganizing the
critical information necessary for directing the engineer ac-
tivities performed in support of brigade combat team opera-
tions. The matrix reduces or eliminates the need for prepar-
ing the traditional narrative engineer annex.

In the basic engineer matrix (see Figure 2), the task forces
and elements under brigade control are listed across one axis
and on the other are the specific elements of information need-
ed to define engineer-related mission requirements. The items
included in the matrix are tailored to the specific mission re-
quirements of the basic order. The determination of these is
a critical step that must be performed by the brigade engineer
in conjunction with the combat team staff.

In the sample matrix, the essential items were determined
to be the engineer task organization, priority of engineer ef-
fort, priority of engineer support, number of planned
FASCAMs (family of scatterable mines}, engineer equipment,
engineer-related Class IV and V requirements, directed
engineer obstacles, and task force enginecr command and con-
trol. For those items that require more specific coordinating
instructions, appendixes to the basic engineer matrix can be
prepared to provide the necessary details. These are also
prepared in matrix form,

The engineer task organization includes the specific alloca-

tion of engineer platoons, combat engineer vehicles (CEVs),
- . .

and armored vehicular launched bridges (AVLBs); and th
priority of engineer effort in the performance of the bis
engineer missions of mobility, survivability, and coune
mobility are delineated for each task force, It is not unus..
for the priority of engineer effort to differ among the vario
task force engineer support elements. The priority of engin.
support for each task force is annotated by consecut s
numbers, with 1 indicating the highest priority,

The brigade engineer matrix can be modified to suit speci?
rmission requirements, incloding hasty and deliberate rive
crossing operations. These brigade level matrices also forn
the basis for preparing detailed execution matrices by the tasl
force engineers.

NBC

The NBC matrix (see Figure 3) is designed to provide essen-
tial information on chemical or nuclear support in a conve-
nient, quick-reference format. Units are arrayed across the
top, with informational data displayed on the left side.

Mission-oriented protective posture (MOPP) is the first item
listed. Since MOPP is not a fixed or rigid system, flexibility
is the key to providing maximum protection with the lowest
risk possible for a given mission, Flexibility allows the subor-

Figure 3. NBC Matrix. (Prepared by Captain Greg Schlechta,
brigade NBC afficear,)

dinate commanders to adjust the amount of MOPP protection
required in their particular situation and still maintain combat
effectiveness. Directed MOPP levels are prescribed in the
matrix. Subordinate commanders may exceed these levels
without approval but must request any lower level or an
reduction in MOPP.

Operational exposure guidance (QEG), described next, i»
determined on the basis of the unit’s previous exposure and
the risk that the commander is prepared to take. OEG ma}
differ between task forces, Decontamination assets are di--
cussed next with unit designation, location, and command rel.:-
tionship shown.

Smoke assets are listed in a similar manner with command
relationships described and the number of operational
generators and gallons of fog oil on hand. Any NBC recon-
naissance missions tasked by brigade are also listed with
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AGENCTES: v indicates possibie tasking by bhde.

0 andicates actual tasking by bde.
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Figure 4, NAl Tasking Matrix. (Prepared by Capfain Gus Greene, brigade 5-2.)

prescribed routes and appropriate turnback rates and dosages.
A remarks section permits special instructions to be given,
if any.

NAI

The named areas of interest (NAI) tasking matrix (see Figure
4} replaces a sizable portion of what was previously in the
intetligence annex and its appendixes. Specitic enemy unit in-
formation is included on the operations overlay and the writ-
ten five basic paragraphs. The NAI matrix and a separately
developed S-2 overlay that depicts target areas of interest
(TAls), decision points (DPs), time phase lines for anticipated
enemy movement, key and decisive terrain. and enemy
avenues of approach are the major items issued to units when
they receive the OPORD.

The 5-2's responsibility before the battle 15 to conduct an in-
tetligence preparation of the battlefield. (It is important 1o note
that not one field manual explains in sufficient detail how the
collection taskings are made at brigade and battalion levels.)

In the past, to accomplish this task, lengthy intelligence an-
nexes to an operations order were written. These annexes
generally contained a gencric list of priority information re-
quirements (PIR}—*‘Will the enemy attack and it 30 where
and at what strength?""—and information requirements (IR)—
“Will the enemy employ chemical weapons?*—along with
specific taskings for information that were also standardized
depending on the mission at hand. The end resuit was that the

- . .
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annex was mostly ignored by staffs and commanders. Then,
when an intelligence annex was written with real “*meat”” in
it, out of habit, it too was often disregarded.

The fact remains, however, that the intelligence annex did
not tie the collection requirements to a tasking requirement.
The NAI tasking matrix does this. It is simply a collection
plan used to task the commanders of subordinate units with
the surveillance of specific areas on the ground where the com-
mander must make a decision or react as planned. Each NAI
must be chosen carefully since the collection resources within
a brigade are limited.

Brigade assets include combat observation and lasing teams
(COLT) from the direct support artillery battalion, aviation
units, ground surveillance radars (if under brigade control),
and tasked assets from higher headquarters. As is usually the
case, the assets are always outnumbered by the information
required, and it is unreasonable to task a battalion with more
than five brigade-dirccted NAls, as more would deplete all
battalion assets and prevent a unit from designating and survey-
ing its own NAls, As a result, NAIs have to be assigned a
priority based on their importance 10 the outcome of the bat-
tle. This priority is required not only becausc ol the limited
assets but also to account for comibat losses that will change
the number of assets available,

The matrix displays tasked agencies (all units, not just
“line™” battations) across the top and numbered brigade priority
NAls down the left side.”Specific information desired is on



ne with a particular NAT to clarify the information actually
desired. Possible and actual taskings are indicated by NA[ so
that units may identify their tasked requirements and on-order
requirements. This matrix permits battalion intelligence per-
sonnel to prepare their reconnaissance and surveillance plans.

This matrix and a decision support temptate are prepared
at the same time as the OPORD so they will be available to
‘he units when the order is issued. Although the matrix is not
complete at this point—changing enemy situations may require
NAls to be retasked or modified—it is a point of reference
from which changes can be made. These new NAIs are usualty
transmitted by FM radio.

The NAI tasking matrix, when used with the enemy situa-
tion paragraph and the decision support template, has become
w effective replacement for the intelligence annex to an opera-
uons order by translating the commander’s PIR/IR into specific
intelligence requirements tied to a piece of terrain where ac-
tivities are expected to occur.

Fires

The fires matrix replaces several annexes and appendixes.
It addresses subjects from the traditional fire support annex—
specifically, artillery organization for combat, priority of fires,
close air support allocation, and a modified controtled supply
rate (CSR). In addition, it includes information usually shown
in a separate Army aviation annex. This data is displayed in
a matrix whose design is unique (see Figure 5).

Informational data is depicted down the left side of the
matrix. Along the top are shown phase lines or graphic con-
trol measures from the operations overlay. The use of phase
lines permits all data on fires to be depicted phasc by phase
for the entire operation, This unique feature makes it easier
to show changes in priorities of fire, altocations of ammuni-
tion, and all other features. Phase lines are shown from right
to left or left to right to correspond with control features of
the operation. Therefore, the basic matrix can be read from
either direction, depending on the mission,

The information categories down the left side of the
brigade’s matrix includes such items as the commander's at-
tack criteria, priority of fires, allocation of close air support,
Army attack aviation, FASCAM, and special instructions.

The fires matrix is the most complex of all the matrices that
accompany the order, But being able to display the mass of
information contained in this one matrix on one page makes
it a remarkably useful tool.

Through the use of these matrices, and the one-fifth, four-
fifths rule, an operations order can be composed more rapid-
ly than traditional methods permit. But the time saved will
translate into more time for subordinate leaders only if the
composed order is then rapidly produced, reproduced, and
issued to units. A number of techniques can be used to decrease
the time it takes for the composed order to be turned into an
order in the hands of subordinate units.

A combination operations overlay and a simplified five-
paragraph operation order, for instance, can be reproduced
simultancously. A standard operations graphic, produced on
an acetate master, is the basis for the basic order. Written
alongside the graphics are the cssential paragraphs of the
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Figure 5. Fires Matrix. (Prepared by Captain Terry Sharp,
brigade fire support officer.)

operations order, abbreviated where possible. The sub-
paragraphs are reduced to the essential informatjon and writ-
ten on the margin of the graphics. Spartan language, heavily
abbreviated, is used to describe task organization, friendly
forces (including the high headquarters commander's intent),
enemy forces, and the mission. Under **Execution,'” the com-
mander’s intent is augmented by an execution matrix or by
simple unit instructions. Any coordinating instructions not in-
cluded in matrices are shown next. The service support matrix
is then referenced followed by command and signal
information.

This acetate overlay is then reproduced using field tech-
niques, The fastest and best method uses a diazo reproduction
machine (NSN 3610-01-061-0621 or LIN84904, R8468%),
which uses an ammonia process with light sensitive paper
technology to produce a paper copy of the acetate original,
Numerous copies can be made from the acetate master. A
backup method of reproduction involves the veteran ‘jelly
roll,"" which can produce multiple copies, but more slowly
than the diazo process. A third method, much slower but ade-
quate for limited copies to units, is merely copying the
graphics, abbreviated order, and execution matrix on other
acetate “*drops.”

Pre-printed matrices are simultaneously filled out by staff
officers and NCOs. Their matrices may be hand printed on
precut mimeograph stencils and reproduced on a hand crank
or electric mimeo machine, or pre-printed matrices may be
layered with carbon paper and reproduced by hand four or
five copies at a time. Staff members reproduce their own
matrices independently from the overlays, thus reducing the
total time required to produce the entire order.

The overlay, with order and graphics included, is then col-
lated with individual matrices and intelligence and logistics
overlays and combined into a packet for subordinate units and
the appropriate staff members. Total production time is thus
reduced significantly from that of traditional methods.

The final step of this sequence is the actual issuing of the
now fully produced order. A completed order that sits in the
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TOC for two hours awaiting the arrival of unit liaison officers
defeats the entire purpose. Two sumple optons ensure that the
“fust fieid order’’ can now be delivered quickly [ heiicopters
are available (probably only at brigade level) and the enemy
situation will permit it, orders may be flown forward to unit
command groups, TOCs, or TACs by a "battle captain™ who
can explain the order.

A more reliable, though less timely, mecthod 15 to rely on
unit liaison officers and NCOs (LNOs). These [LNOs are called
to the TOC when the orders group convenes so that they will
be there before the order is complete. LNOs are briefed on
the order by the battle captains or staft officers and questioned
in an informal “‘briefback’ before 1t is released. Questions
are cleared up, and the LNOs then return to their units to
deliver and explain the order.

It is easy to see how a “‘good plan’” prepared according to
the one-fifth, four-fifths rule can be more effectively coor-
dinated, But no plan can succeed if the efforts of every ele-
ment are not coordinated, or if the subordinate units are not
given the time they need to properly execute the plan,

[f the plan follows the rule deseribed above. however, unit
staffs will have additional time to coordinate their efforts.
Whether at brigade or battalion level, staffs with more coor-
dination time generally produce better products. A staff of-
ficer can begin his coordination, of course. before the order
is begun by his headquarters with some general guidance—
““We think we are going to. . .”" and “*One plan puts you here
while the other places you over there.”” But this type of coor-
dination frequently causes more problems than it solves when
people misunderstand.

If the **good plan’’ is produced quickly, it then permits the
staff to focus cleanly on final coordination and enables them
to nail down the details. This also permits the staff to discover
potentially serious problems early enough to correct them in-
stead of trying to just work around them. Aggressive staff
members will hunt down their subordinate counterparts and
make use of the valuable time this tougher time standard has
made available to them.

Since the OPORD is a living document, 1t usualfy requires
change or modification as more combat information becomes
available. Intelligence data, in particular, can cause a ptan 10
be modified or even changed completely before its final exe-
cution,

The *‘fast-good order’ is easier to modify, for several
reasons, Because there has been no attemnpt to make the order
“perfect,”” the writers and staff members end to accept
modifications to it with less resistance. On the other hand,
planners who have sunk lots of time and professional **face™
into a product tend to be overpowered by the specific details
of their plan.

The quicker plan also gives brigade and bataiion level staff
officers and NCOs the time and opportunity for face-to-face
coordination with their subordinate counterparts or with com-
bat support or service support leaders. This enables them to
focus on potential trouble arcas and identify them carly. Their
on-the-spot influence may salve a problem, or at least clevate
it to the level where it can be solved more expeditiously.
Although the upcoming battle cannot be won through the coor-
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dtnatron efforts of these staff members oniy, their presenc.
nfluence, and problem-solving abilitics may prevent deteur

An extremely useful tool for staffs to use in this quest ¢
the **War Stoppers ' list. After the order has been 1ssued and
staff officers and NCQs are cffecting their coordination, the
executive officer and assistant S-3, with the commander apg
the S-3 if they arc not forward, sit down and study the plan,
They look at all the coordination that must be done and seleg
key items that will severely affect the mussion if they are noy
completed—that is,"*war-stoppers,'* These critical items are
then listed on a board where they can be seen easily.

The format of this board is up to the individual, but it js
useful to group the issues by functional areas—artillery, close
air support, engineer, air defense artillery, and logistics. The
XO and the battle captain then decide where they will expen!
their personal efforts in resolving these issues. The XO ma,
elect to include the command sergeant major or other members
of the staff to pursue specific coordination issues. When the
commander and the $-3 return, 1if they do, they may also add
their concerted efforts in these areas.

Ag each war stopper is resolved, this 1s annotated on the
list so that the battle captain will know the status and be able
to double check during his tour of duty in the TOC. Befor
the commander, the XO, and the §-3 retire to rest, they go
over the war stoppers list one last time. Any additions are made
and the battle captain is advised on what coordination measures
must be taken. If the status of any of these significant items
should change, the batle captain is directed to inform the com-
mand group immediately.

The impoertance placed on this list helps to ensure that key
coordination items will not be overlooked or fargotten in the
usual TOC’s intense environment. The additional coordina-
tion time made available by the faster planning process and
the systematic approach to critical coordination tasks permit
brigade and battalion staifs to make the most of their staff ef-
forts. The writers of the order must undersiand that coordina-
tion issues must be initiated by the time the order is written
but not necessarily completely resolved. It is a bit uncomfort-
able the first time the members of an orders group work in
this manner, but the additional time they are given to com-
plete detailed coordination items pays impressive dividends.

The *“fast field order’” is not a complete solution to all the
problems of writing and producing good orders in the field.
But neither is it a half-hearted staff officer’s excuse for not
being able to produce orders “‘by the book.” Tt is a
methodology that will permit commanders and their staffs t¢
produce effective orders in a timely manner, thereby giving
their subordinates time to do the same thing.

Following the techniques described here in itself will not
guarantee success, but when followed consistently these tech-
niques will increase the opportunity for success at all com-
mand levels.

Major James A. Dunn, Jr., an Armor officer, was 5-3 of the 3¢ Brigade, 4t
Infantry Division when these procedures ware developed. He previously served
as S-3 of an armor Hrigade and an armor baltalion and as an assistant profes-
sor al geography at the U S Miitary Academy and 15 now assigned to a
delense altache office He has had several other arlicles published in vanous
miliiary journais






