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Effects based planning:

Applicable to Emergency Management 
And USACE FEMA response planning?
Today’s response and recovery environment consists of a network of complex, interconnected, adaptive systems that extend beyond the domain of historic operations. Planning and execution of future operations must expand across Agency stovepipes and integrate fully with other military, government and nongovernmental agencies and potentially with other multinational partners. Success in future operations may require a reexamination of the operational environment, adapting a broader perspective of the situation, problems, local and state victims, the nation and the rest of the world. Fully integrated operations-service, civilian, military, joint, interagency, and multinational (the combined team) - are required in this expanding operational environment to most effectively meet current and future response and recovery challenges.

This perspective is the basis for effects based operations (EBO) concept development, its associated processes, and its enablers. EBO are characterized by a commonly shared system understanding of the issues and problems and the operational environment by all members of the team. Effects-based operations seek to promote synchronized, overlapping, near simultaneously executed actions conducted in combined operations, closely integrated with the team to achieve local, state, and national objectives.
To tie EBO to domestic response one must incorporate effects other than those directly associated with mission execution- effects that are often not given their proper due since the effects are not fully appreciated. For example, the information campaign can be critical to a mission’s success, but is often given short shrift. 

Another example of an effect given short shrift is the economic campaign. Cost sharing, especially where the guidance is unclear and local and state governments have a misunderstanding with the federal system has had negative effects. 
EBO increases the commander’s flexibility and agility in planning and executing operations that are clearly linked to strategic and operational objectives, fully integrated with other instruments of power, and effectively assessed. Operations that are planned, executed, assessed, and adapted based on a holistic understanding of the operational environment in order to influence or change system behavior or capabilities using integrated application of selected instruments of power to achieve directed policy aims.
 In effect, the ancillary campaigns such as information and economic become just as important to mission execution as logistics, operations in assessing mission success.
In planning during domestic incidents, an incident action plan (IAP) is developed by the incident commander and the joint, local entity, state, federal team. The Incident Action plan is intended to achieve synchronization of objectives, effects, measurements, indicators, and criteria. The incident Action Plan or process is similar to developing an operation order and fragmentary orders (at the tactical level) during a “change of mission” during combat. An overarching process used at the national level by the interagency community would be helpful. However, one must remember that the domestic incident management system is designed to start and solve issues at the lowest possible level first and build its way up to state and then federal involvement. A premise of domestic incidents is to obtain the local’s desires (immediately before or during the event) and blend the desires with a State’s needs and programs and eventually with federal programs.  In essence, the NRP, NIMS, and ICS are used to head start EBO. 
As part of the IAP, we need a range of movements representing instruments of government action that connect individual actions with node-effect pairs derived in the effects-development process. Also, there should be an examination of potential consequences of effect-node-action linkages in the form of secondary and unintended effects. The system must develop Diplomatic, Informational, Military, and Economic (DIME) Options and link options to Effect-Node actions. The Operational Net Assessment (ONA) Supervisor, again in coordination with working group leads, convenes the ONA Working Group and other available participants to select from a standing list of DIME actions pertinent to the incident, or to develop from scratch a focus area specific action list. The ONA Effects Planner presents a straw-man list of actions to provide a start point for this process.  Once the action list is complete, the ONA Supervisor forms six teams in each PMESII (political, military, economic, social, information, infrastructure) area of 3- 5 persons per team to develop particular DIME actions for specific effects and their linked nodes. From the results of the node-effect linkage effort, the ONA Supervisor determines the predominant PMESII area for each effect and assigns them appropriately to one of the six teams to develop actions for nodes associated with each effect pair. The respective Systems of Systems Analyst and a Joint Interagency Coordination Group (JIACG) representative will be on each PMESII team.  Once teams have developed action-node linkages for their assigned effects, they collaborate with other teams to determine to what extent nodes are influenced by actions relative to effects in other PMESII areas. Each team accordingly modifies its DIME action linkages based on input from other teams.
While ICS is built from the bottom-up, traditional military planning comes from top down and is somewhat unilateral in nature as it is easier to deal with executing simple (unilateral) operations. EBO is trying to change the unilateral operations. As an operation starts to include multiple sources of concerns, the plan becomes very difficult to develop, write, and finally execute. 
The EBO (IAP) needs to be developed, approved and implemented in a 12 hour period for the EBO effect to be realized in a timeframe (24 hours) acceptable to disaster victims, politicians, and the US culture.
The Effects Based Approach to planning & operations includes the following working groups, cells and boards: Interagency (IA) Working Group, Blue / Red Cell (BRC), Joint Collection Management Cell (JCMC), Requirements Working Group (RWG), Effects Working Group (EWG), ONA Working Group, Effects Assessment Cell (EAC), Systems of Systems Analyst (SoSA), Joint Coordination Board (JCB), 
How do we work the cells and boards into our current incident command system of:  Operations, 
Planning, Logistics, Finance/Admin? 

Key words are “linkage of actions to effects to objectives”. The existing USACE-FEMA response structure employs near-simultaneous planning at all echelons of command: HQ, NRCC, and Joint Field Office. If the communications are robust and liaisons are vigorously used, near simultaneous and integrated operations are possible. However, the idea of having objectives, effects, measurements, indicators, and criteria all synchronized is wonderful in concept, but tough in real practical application.

Summary: 
EBO may provide new techniques to assist execution of the intergovernmental, joint, intent of the NRP, NIMS, and ICS, but EBO should be brought forward to DHS as a program to assist in a difficult area where DHS is already trying to achieve success- and not as a new idea (which it is not) that will fix DHS lack of planning. Otherwise, EBO will look like a stick DOD is using to poke DHS in the eye with.

The goals of applying effects based planning to USACE-FEMA response planning are laudable and are worth pursuing. However, even a robust planning organization such as DOD is struggling with incorporating effects based planning in its response planning. 
One should expect a bumpy road.
The following definitions amplify key terms associated with the working definition of EBO:

1. The Joint Forces Command definition of Effects Based Planning (EBP) is an operational planning process to conduct EBO within RDO. EBP is results-based vice attrition-based. EBP closely mirrors the current joint planning process, yet focuses upon the linkage of actions to effects to objectives. EBP changes the way we view the enemy, ourselves, and what is included and emphasized in the planning process. EBP uses a flexibly-structured battle rhythm that leverages a collaborative knowledge environment and capitalizes on the use of fewer formal joint boards. It employs virtual, near-simultaneous planning at all echelons of command.
2. Effects Based Operations (EBO) - A process for obtaining a desired strategic outcome or "effect" on the enemy, through the synergistic, multiplicative, and cumulative application of the full range of military and nonmilitary capabilities at the tactical, operational, and strategic levels.
3. Effects Tasking Order (ETO) - Formalizes output of JTF virtual collaborative planning. It is the means to task and synchronize the actions and orders required to achieve the commander's intent. ETOs replace the current operations orders (OPORDs) and Fragmentary Orders (FRAGOs) issued as required to support current and future operations. They do not replace component execution planning and execution orders.
4. Effects Based Strategy - The coherent application of national and alliance elements of power through effects-based processes to accomplish strategic objectives. 

5. An effect is the physical and/or behavioral state of a political, military, economic, social, infrastructure, and information system that results from a military or nonmilitary action or set of actions.
6. The operational environment is a composite of the elements, conditions, and influences that affect the employment of resources and capabilities and that bear on the decisions of the unit commander.
7. A system is a functionally, physically, and/or behaviorally related group of elements that interact together as a whole. To facilitate a system-of-systems analysis, EBO currently considers that the operational environment is comprised of political, military, economic, social, infrastructure, and information (PMESII) systems. Analysis of these systems and their interrelationships provides the “holistic understanding” mentioned in the definition.
8. The integrated application is the harmonized operation that results from an adaptable effects-based planning, execution, and assessment process.
9. Instruments of power include all ways and means-diplomatic, informational, military, economic, and others-available to the President to influence the operational environment.
10. Directed policy aims are the President’s objectives that comprise the desired national end state relevant to the operation at hand,
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