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I. Introduction


Marine Corps Strategy 21, (MCS 21) published 3 November 2000, provides the vision for the Marine Corps of the future.  Expeditionary Maneuver Warfare, (EMW) published 10 November 2001, further refines MCS 21 and articulates our “capstone concept.”  These documents provide the conceptual basis for identification of needed capabilities that must be developed in order to conduct Expeditionary Maneuver Warfare.  


This campaign plan identifies the capabilities required for the command element to exercise command and control of the MAGTF in the year 2015.  It provides a vision statement that articulates, in concise yet meaningful language, the end state we are pursuing.  It also outlines a functional concept for the 2015 command element that imparts the framework for detailed planning and force development.


After establishing “where we are going” the plan focuses on “how we will get there.”  One of the keys to “getting there” is a thorough understanding of the Expeditionary Force Development System (EFDS).  In order to maximize effectiveness, all personnel involved must understand how the conceptual foundation established in MCS 21 and EMW is translated into the Command Element Advocate’s input into the EMW Capabilities List (ECL).  They must understand how that input is refined into doctrine, organization, training, materiel, leadership, personnel, and facilities (DOTMLPF) requirements, and then prioritized, resourced and eventually transitioned to the operating forces as fielded capabilities.


Similarly, it is imperative that Marines understand, shape, and leverage command and control developmental efforts conducted by the Navy and the Joint establishment.  EMW clearly reaffirms that Marines will continue to operate within a naval and joint context.  We must therefore synchronize our respective efforts to achieve the maximum mutual benefit.  

This campaign plan concludes with Annex A, the Command Element Advocate’s Input to the EMW Capabilities List (ECL).  The information within this annex fulfills the primary purpose of this campaign plan.  It articulates the goals for command and control capability development, and identifies the organizations leading the effort to attain each of them.  Annex A provides the guidance that will generate unity of effort for what will be a lengthy and complex undertaking, while also providing the necessary formal input to the first phase of the force development process.  

The Capstone Concept

As mentioned above, Expeditionary Maneuver Warfare provides the conceptual foundation for capability development.  This capstone concept identifies five broad “…capability enhancements required to continue the evolution of the MAGTF.  These capability enhancements include joint/multinational enabling, strategic agility, operational reach, tactical flexibility, and support and sustainment…” They describe what must be accomplished to make the EMW vision a reality:

Joint and Multinational Enabling:  In addition to the obvious requirement of performing tactical tasks in support of the joint or multinational force commander’s campaign plan, Marine forces must be ready to perform command and staff functions at all echelons.  These include the capability to serve as the lead element of a joint or multinational force, and the ability to fulfill land, air or maritime functional component responsibilities.  

Strategic Agility:  Marine forces must be ready to rapidly transition from a pre-crisis state to full operational capability in a distant theater.  This requires uniformly ready forces that are sustainable and easily task-organized for multiple missions or functions.

Operational Reach:  Marine forces must be able to project and sustain relevant and effective power across the depth of the battlespace.

Tactical Flexibility:  Marine forces must be able to conduct multiple, concurrent, dissimilar missions, rapidly transitioning from one task to the next, providing multi-dimensional capabilities (air, land, and sea) to the joint team.

Support and Sustainment: Marine forces must provide focused logistics to enable power projection, independent of host nation support, against distant objectives across the breadth and depth of a theater of operations. 


These five capability enhancements provide guidelines for the development of the detailed capabilities associated with the MAGTF command element’s exercise of command and control.  Before doing so, however, it is important to review the Marine Corps doctrinal base for this warfighting function in order to ensure a common understanding of how we as a service view command and control. 

The Maneuver Warfare Perspective on Command and Control


In recent years there has been a proliferation of terms and acronyms that are similar, or related, to command and control.  This proliferation has created some confusion with respect to terminology.  Additionally, emerging technology has often generated the misguided belief by some individuals that uncertainty can be removed from, and absolute control imposed over, the battlespace.  To alleviate misunderstanding, the following excerpts from joint and Marine Corps doctrinal publications are provided:

“command and control--The exercise of authority and direction by a properly designated commander over assigned and attached forces in the accomplishment of the mission.  Command and control functions are performed through an arrangement of personnel, equipment, communications, facilities, and procedures employed by a commander in planning, directing, coordinating, and controlling, forces and operations in the accomplishment of the mission.” 

-JP 01-02

 “Command and control is the means by which a commander recognizes what needs to be done and sees to it that appropriate actions are taken.”                                   
–MCDP 6

“The commander commands by deciding what needs to be done and by directing or influencing the conduct of others.  Control takes the form of feedback—the continuous flow of information about the unfolding situation returning to the commander—which allows the commander to adjust and modify command action as needed.”  


–MCDP 6                               

“The basic elements of command and control are people, information, and the command and control support structure.”

                                                
–MCDP 6

“Without the information that provides the basis of situational awareness, no commander—no matter how experienced or wise—can make sound decisions.  Without information that conveys understanding of the concept and intent, subordinates cannot act properly.”
–MCDP 6                                            

“Given information-gathering capabilities today, there is the distinct danger of overwhelming commanders with more information than they can possibly assimilate.”       



–MCDP 6

“The critical thing is not the amount of information, but key elements of information, in useful form, which improve the commander’s awareness of the situation and ability to act.” 

–MCDP 6

“Decisionmaking requires both the situational awareness to recognize the essence of a given problem and the creative ability to devise a practical solution.”                      

–MCDP 1


These excerpts go beyond mere definition to place the topic of command and control within the context of our maneuver warfare doctrine.  They portray command and control fundamentally as interaction between humans.  The role of technology is to support that human interaction.  The philosophy embodied within our doctrine forms the basis for our Command Element Vision. 

II. Command Element Advocate’s Vision 

Just as our maneuver warfare doctrine shapes our view of command and control, it will shape our detailed development of the capability enhancements outlined in Expeditionary Maneuver Warfare.  To focus that effort, all participants in the development of command element capabilities must be oriented on a common end state.  That end state is embodied in the Command Element Advocate’s Vision:

Commanders will be better able to gain/maintain situational awareness, make decisions, and exercise authority and direction over assigned and attached forces via a flexible, distributive, and seamless system that facilitates mission accomplishment. Commanders at every level will be able to focus available resources while providing increased freedom of action to subordinate commanders for adaptive planning and dynamic execution.

III. Command Element Functional Concept 

By the year 2015, the MAGTF command element will normally be located aboard, and exercise command and control from, the sea base in order to conduct Expeditionary Maneuver Warfare.  Retention of the command element afloat will reduce support and force protection requirements ashore, thereby making more resources available to those elements conducting, or directly supporting, ship to objective maneuver.  Should the MAGTF commander desire to do so, he will have the capability to exercise command from a small, highly mobile forward command post while the major portion of his staff remains afloat.

The MAGTF commander will be supported by a single, integrated, “blue-green” staff conducting streamlined functions once performed by dual Navy and Marine Corps staffs.  This consolidation of staffs and streamlining of functions will enhance unity of effort and increase the tempo of operations.

Command and control of the ground combat element may be conducted from afloat, enroute, or ashore, as the commander deems appropriate.  Command and control of the aviation combat element and the combat service support element will be exercised from the sea base or from forward bases, as determined by the commanders.

If sustained operations ashore make the transition of command and control assets ashore desirable, strategic lift will be used to deliver the additional resources required for the MAGTF to do so.

Regardless of whether MAGTF command and control is conducted from afloat, ashore, or from various collective locations, it will be supported by a single command and control system.  That command and control system will be interoperable with joint and selective multi-national systems, scaleable to mission requirements, easily deployable, and capable of providing commanders the type of support articulated in the Command Element Advocate’s Vision.

IV. Expeditionary Force Development System 

On 27 September 1999, the Commandant of the Marine Corps (CMC) signed Policy Memorandum 1-99, directing that an “Advocate” represent each element of the MAGTF plus the supporting establishment.  CMC Policy Memorandum 1-02, dated 17 Jan 2002, modified Advocate assignments, which are now:

Assistant Commandant of the Marine Corps (ACMC) for Headquarters Marine Corps 

Deputy Commandant, Manpower & Reserve Affairs (DC, M&RA) for the Marine Corps Recruiting Command

Deputy Commandant, Aviation (DC, AVN) for the Aviation Combat Element

Deputy Commandant, Plans, Policies and Operations (DC, PP&O) for the Ground Combat Element, Chemical/Biological Incident Response Force, Marine Corps Security forces, and Marine Security Guard Battalion

Deputy Commandant, Installations and Logistics (DC, I&L) for the Combat Service Support Element, Installations, and Material Command

Deputy Commandant, Combat Development (DC, CD) for the Command Element, Marine Corps Combat Development Command, and Science and Technology 

The assignment of Advocates resulted in a series of fundamental changes in how warfighting capabilities and requirements are developed, resulting in the creation of the Marine Corps Expeditionary Force Development System (EFDS).  EFDS promulgates a four-phased approach:

Force Capability Development Phase 

In this phase the conceptual foundation established in MCS 21 and EMW is assessed by the Advocates to identify and develop their input to the EMW Capability List (ECL).
  The Commanding General, Marine Corps Combat Development Command (MCCDC) will facilitate Advocate input and publish the ECL.  The ECL will form the basis for development of the Marine Corps Campaign Plan and result in the generation of Universal Needs Statements (UNS).

Requirement Development Phase

This phase begins when UNS submissions are entered into the Combat Development Tracking System (CDTS) by MCCDC.  MCCDC will develop courses of action, using the pillars of DOTMLPF, which satisfy the requirements needed to realize a given capability.  The lead Advocate will then select a course of action.  If the selected course of action includes a material solution, a Mission Needs Statement (MNS) and an Operational Requirements Document (ORD) are normally submitted to the Marine Requirements Oversight Council (MROC) for validation.

Prioritization and Resourcing Phase

During this phase the Advocates prioritize their respective requirements into Advocate Requirement Lists (ARL).  Marine Corps Systems Command (MCSC) uses these lists to produce Program Objective Memorandum (POM) Initiatives.   POM Initiatives then compete for resources within the Planning, Programming and Budgeting System (PPBS) established by the Deputy Commandant, Programs and Requirements (DC, P&R).  This process translates the Advocates’ priorities into Marine Corps priorities subject to validation by the MROC.  The MROC then submits the Tentative POM (T-POM) to the Commandant for approval.   

Capability Fielding and Transition Phase


Actions during this phase fall into two categories: material and non-material solutions.  Material solutions are administered by the developer (Marine Corps Material Command, Marine Corps Systems Command, Naval Air Systems Command, or Naval Sea Systems Command) in close coordination with the lead Advocate.  Non-material solutions (doctrine, organization, training, leadership, personnel, and facilities) are administered under the oversight of the lead Advocate with support from CG, MCCDC.  In either case, the Advocates, supported by MCCDC, develop transition plans.

V. Related Efforts 

Inasmuch as the Marine Corps is a naval service that normally operates as part of a joint force, it is important that our command and control developmental efforts be closely coordinated with similar efforts of those external organizations with whom we will be commonly employed.  The following is a recapitulation of those endeavors.

Naval

The Chief of Naval Operations (CNO) first made public his concept for the future of naval operations in a speech titled “Sea Power 21: Operational Concepts for a New Era,” delivered at the Naval War College on 12 June 2002.
  Sea Power 21 describes three interdependent and synergistic operational concepts: Sea Strike, Sea Shield, and Sea Basing.

Sea Strike is the projection of offensive power against key enemy targets using a wide array of lethal and non-lethal means, including aircraft, missiles, information operations, Special Operations Forces and Marines.  It advocates enhancing the MAGTF’s ability to conduct Ship-To-Objective Maneuver (STOM) by reallocating a portion of the Navy’s strike capability to complement and support Marines embarked in amphibious shipping.  These force packages of surface combatants, submarines and Marines would be called Expeditionary Strike Groups (ESG). 

Sea Shield is the projection of defensive power by using forward deployed forces to buy additional time and space for the detection and tracking of threats to homeland security.  It also includes enhancement of force protection capabilities in the littoral environment, such as theater air and missile defense and mine countermeasures.   

Sea Basing is the projection of sovereignty around the world by using naval vessels as a base for the conduct of combat operations anywhere, anytime, independent of any host nation support.  Platforms contributing to Sea Basing include aircraft carriers, logistics ships, Maritime Preposition Force (Future) vessels and the land attack capabilities of the DD(X) destroyer.  

In Sea Power 21 the CNO described “FORCEnet” as the initiative to tie together naval, joint, and national information grids in support of these operational concepts. FORCEnet is the key enabler to exercise command and control of Sea Strike, Sea Shield, and Sea Basing.  Subsequent to his speech the CNO approved a definition of FORCEnet as:

"…the operational construct and architectural framework for Naval Warfare in the Information Age which integrates Warriors, sensors, networks, command and control, platforms and weapons into a networked, distributed combat system, scalable across the spectrum of conflict from seabed to space and sea to land."
 

The operational concepts introduced in Sea Power 21 were formalized in the Naval Transformation Roadmap (NTR) signed by the Secretary of the Navy, CNO, and CMC in August 2002.
 This document restates the roles of the Naval Services in the Nation’s defense, describes the transformational capabilities needed to support the operational concepts, and lays out in general terms how the Navy and Marine Corps will bring about this transformation.  
The concepts and capabilities embodied in the NTR have significant command element implications.  It is anticipated that, when published, the Naval Operating Concept will describe how the Navy and Marine Corps will integrate command and control functions.  This integration will then drive FORCEnet development.  The C2 Integration Division, Expeditionary Force Development Center (EFDC), MCCDC, has the lead for coordinating Marine Corps participation in FORCEnet development.  

Joint


In September 2001 the Quadrennial Defense Review established several pillars to guide the transformation of the Department of Defense (DoD).  Among them are the strengthening of joint operations via improvements to joint force command and control, to include the establishment of standing joint task force (JTF) headquarters.   

To facilitate these improvements the Defense Planning Guidance (DPG) for fiscal years 2003-2007 directed a number of studies, to include one by the Joint Staff on the establishment of standing JTFs, and two by U. S. Joint Forces Command (USJFCOM) concerning a prototype for a Standing Joint Force Headquarters (SJFHQ) and standardization of JTF HQ Operating Procedures.  Experimentation with the prototype SJFHQ was conducted by USJFCOM during Millennium Challenge 02 (MC 02).  The DPG also directed the Regional Combatant Commanders to establish SJFHQ by FY 2005 in accordance with standards established by USJFCOM based on lessons learned in MC 02.

In early 2002 the Chairman, Joint Chiefs of Staff reiterated within his Strategic Plan that the SJFHQ is a key to transformation.  Subsequently, he promised the Commander, USJFCOM, guidance on SJFHQ development in the form of a Joint Requirements Oversight Council (JROC) approved operational concept.  As a result, the JROC tasked the Information Superiority Joint Warfighting Capability Assessment Team (IS JWCA) to develop an “Operational Concept for Joint Force Command and Control for FY 2005 and Beyond.”  


The C2 Integration Division, EFDC, has the lead for monitoring the development of the “Operational Concept for Joint Force Command and Control for FY 2005 and Beyond” and providing input for consideration when the Marine Corps reviews the document within the JROC process.  The Marine Corps’ Joint Concept Development and Experimentation JCDE) Operations Center (JOC) will interact with USJFCOM’s J8/Joint Interoperability and Integration (JI&I) Directorate to represent our service interests in conjunction with SJFHQ.  

VI. Supporting Efforts


Several undertakings have been initiated to support the development of command element capability enhancements.  They involve the establishment of a forum to conduct integrated planning and the development of command and control architecture.
Command Element Integration Working Group

On 20 Feb 2002 the CG, MCCDC, established the Command Element Integration Working Group (CEIWG).  It is composed of O-4/O-5 level representatives from the Advocates and operational advisory groups as well as action officers from commands in the operating forces and the supporting establishment.  The CEIWG provides a forum for representatives from organizations throughout the Marine Corps to provide input to, and assist in resolution of, those issues under the Command Element Advocate’s purview. 

The CEIWG meets on a periodic basis with a mandate to develop a comprehensive roadmap that will lead to attainment of the command and control capabilities required to conduct EMW.  To date, this initiative has yielded the detailed analysis of each of the five capability enhancements contained in this document.  The CEIWG’s near term work will involve refinement of the metrics associated with implementation of those capability enhancements.  

The C2 Integration Division, EFDC, provides administrative coordination and support for the CEIWG.
Command and Control Architecture 

DoD has defined “architecture” as “the structure of components, their relationships, and the principles and guidelines governing their design and evolution over time.”
  An architecture description is a representation of a defined “domain” in terms of its component parts, what those parts do, how the parts relate to each other, and the rules and constraints under which the parts function.  A “domain” can be at any level, from DoD as a whole down to individual units or functional areas.  There must be a mechanism for the various domains to “plug and play” in a joint, global environment.  Architecture descriptions provide this mechanism for promoting interoperability and integration, incorporating information technology consistently, controlling the configuration of technical components, and ensuring compliance with standards. They also provide useful information for the planning, programming, budgeting, and acquisition processes. 


There are three major perspectives that logically combine to describe an architecture, the operational, systems, and technical views.


The operational architecture (OA) view is a description of the tasks and activities, operational elements, and information flows required to accomplish or support a military operation.  The primary purpose of an OA is to identify information exchange requirements.  An OA is normally linked with a specified time period or developmental phase (e.g., “as-is,” “to-be,” “baseline,” “planned,” or “transitional.”)  As mentioned above, establishment of a baseline Marine Corps OA that meets EMW requirements is a priority effort with the C2 Integration Division, EFDC, in the lead.
The systems architecture (SA) view is a description, including graphics, of systems and interconnections providing for, or supporting, warfighting functions.  The primary purpose of an SA is to enable or facilitate operational tasks and activities through the application of physical resources.  An SA maps systems with their associated platforms, functions, and characteristics back to the OA.  MCSC has cognizance over SA development.

The technical architecture (TA) view is the minimal set of rules governing the arrangement, interaction, and interdependence of system parts or elements, whose purpose is to ensure that a conformant system satisfies a specified set of requirements.  The primary purpose of a TA is to define the set of standards and rules that govern system operation.  MCSC also has cognizance over TA development. 

VII. Command Element Advocate’s Input to the ECL 

Section I restated the five capability enhancements required to make Expeditionary Maneuver Warfare a reality.  Subsequent sections provided our Command Element Advocate’s Vision, our Functional Concept, and a description of how the Expeditionary Force Development System will be employed to support the capability development effort.  Using the preceding sections to frame our approach, Annex A: Command Element Advocate’s Input to the ECL, provides the results of detailed analysis of each of the five capability enhancements.
  

VIII. Summary

This campaign plan identifies the “the way ahead” for development of the capabilities required for the command element to exercise command and control in the year 2015.  It is anticipated that the information contained in this broad plan will be further refined and revised after consolidation of the ECL and publication of the Marine Corps Campaign Plan.  

� Annex A of this campaign plan provides the Command Element Advocate’s input to the ECL.


� Sea Power 21 has been published in the October 2002 edition of the U. S. Naval Institute Proceedings and can be accessed at: www.usni.org


� CNO Strategic Studies Group XXI Report


� The NTR is available at: www.mccdc.usmc.mil





� Department of Defense C4ISR Architecture Framework, 18 Dec 1997.


� Supporting documents available at: www.mccdc.usmc.mil
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