
TOPFAS
tools for operational Planning  
Functional Area Service: what is this?

 by ltC (itA A) Sergio tAMAi

What is toPFAS
tOPFaS is an acronym that stands 

for “tools for Operational Planning 
Functional area Service”, and those are 
the data and planning support tools for 
natO operational planning.

the objective of the tOPFaS is to pro-
vide natO operations planners with 
software tools to support their operations 
planning and assessment activities.

these tools will provide the capabili-
ties required to support the preparation 
and evaluation of planning products and 
to conduct concurrent collaborative and 
distributed operations planning by mul-
tiple HQs and staffs from different func-
tional areas.

the overall intent is to enhance infor-
mation sharing; improve the availabili-
ty, quality and timeliness of information 
exchange; and to achieve a common situ-
ational awareness and a better planning 
synergy and synchronization (abstract 

from SHaPE SHJ5PLanS/7750-73/09 – 
207589 dated 23 September 2009 con-
cerning tOPFaS implementation).

Short history of toPFAS
the concept to provide natO with a 

computer based functionality for a tool 
to support the natO Operational Plan-
ning Process started in 1998 as part of 
the SHaPE Scientific Program of Work 
and continued until 2003 when the pro-
gram passed to act that continued the 
development of the software through 
nc3a, to arrive to this year when the so 
called “industrialization” started after 
several field test conducted during vari-
ous exercises (StrOnG rESOLVE and 
arrcadE FUSIOn), natO experi-
ments and on real operations (ISaF).

now, according to a SHaPE directive, 
tOPFaS will be implemented through 
the natO HQs and became a fundamen-

A short history and a small explanation on this software that G5 and the 
Operational Planning Group (OPG) at HQ NRDC-ITA will implement and start 
to use next year.
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tal support and package of tools for the 
operational level planning and not only.

What can toPFAS 
provide us

tOPFaS provide us an integrated sys-
tem analysis, planning and assessment 
capability where via a Web based infor-
mation sharing all information created 
by analysts, planners and assessors can 
be made available to those who need it.

One of the tOPFaS capabilities is 
then to have this information available 
and to easily transform them into brief-
ings (MS PowerPoint) and formatted 
documents (MS Word) in order to let 
planners, analysts and assessors to con-
centrate on the substance.

A short digression
as we learned during the last natO 

Operational Planning course organized 
by G5 at HQ nrdc-Ita from a Mobile 
team of the natO School from Oberam-
mergau, to plan an operation, we follow 
the “Guidelines for Operational Plan-
ning” also known as GOP.

there are now new development in 
those guidelines that will be shortly im-
plemented throughout natO with the 
distribution of the new “comprehensive 
Operations Planning directive” (cOPd) 
that will include relevant aspects of 
emerging concepts such as comprehen-
sive Operations Planning and Execution 
capabilities (also known as Effects 
Based approach to Operations – EBaO) 
and the comprehensive approach (ca).

In few words, in the new planning 
guidelines, the well known 5 stages of 
planning will pass to 7 and will include a 
“comprehensive approach” (“a means to 
ensure a coordinated and coherent re-
sponse to crisis by all relevant actors” – 
where the actor is: “a person or organiza-
tion, including state and non-state enti-
ties, within the international system that 
uses its power to influence others in pur-
suit of its interests and objectives”, so in-
cluding also us), the study of the “En-
gagement Space” that encompasses the 
air, land, sea, space, and associated ad-
versary, friendly, and neutral systems 
(political, military, economic, social, in-
formational, infrastructure [PMESII], 
legal, and others), which are relevant to 
the crisis, Effects base planning and as-
sessment.

the question is, tOPFaS: will this 
software support this new planning 
guidelines? the answer is yes, tools are 
available inside the software in order to 
support both, the so called “traditional” 
OPP and the new cOPd.

What do we have inside 
toPFAS

tOPFaS is divided into 3 main sets of 
tools:
-  System analysis tool (Sat): it can de-

scribe the “Engagement Space” as a 
system with system design and influ-
ence relationship diagrams. System el-
ements can be ranked according to 
their centrality using network analysis 
techniques.
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this tool supports the initial estimate 
of the situation and is able to produce 
an accurate initial understanding and 
assessment of the environment (Opera-
tional area/Joint Operational area/
area of Interest).

-  Operations Planning tool (OPt): a 
campaign planning tool that helps an-
swering, what, where, when, who in a 
campaign planning.
With this tool the revision of the Higher 
command guidance and the process of 
factor/deduction/conclusion of the Fac-
tors analysis, centres of Gravity, Mili-
tary end-state etc. are simple “drag and 
drop” from the tool itself to create the 
own lists.

task analysis and Mission essential 
tasks folders are prepared and the Op-
erational design with its decisive Points, 
lines of operations and objectives are 
linked up in a logical sequence to each 
objective and finally to the desired end-
state which creates the basis for the re-
alisation of the Operational design tim-
ings and Synchronization Matrix (all 
those data are presented in MS Excel).
a database with available units is avail-
able in order to conduct the initial Force 
Estimate and then the units to be 
tasked.
Moreover, this part of the software is 
providing the tool for the creation of a 
series courses of action (cOas) and the 
tool for the comparison according to 
what is required from the GOP/cOPd.
Finally when the selection of the cOa 
is concluded, there is the possibility to 

transform the selected cOa in a plan 
(in MS Word).

-  campaign analysis tool (cat): this 
tool supports the analysis of the planned 
end-state through the Measure of Ef-
fectiveness (MoE) and Measure of per-
formances (MoP). It allows assessment 
planning, metric data collection and re-
porting as well as statistical data anal-
ysis including casualty and trend anal-
ysis. those data will and can be used by 
Operational analysts in order to pre-
pare the campaign assessment.

-  MarIa MaPS: this is a set of multilayer 
maps that give the possibility to the user 
to insert data, graphics and units on a 
map according to the requirements.

Conclusion
tOPFaS is a software that support-

ing the planning at strategic, operation-
al and tactical level that according to the 
last SHaPE directive is going to be im-
plemented throughout natO in the very 
near future.

Sharing information and knowledge 
at all levels of command, will allow G5 
and the OPG members to speed up the 
planning process because all needed in-
formation will be already available on 
the net and, if not at least the software 
should support to speed up the planning 
process allowing the user to produce 
from the tools directly the requested 
briefings and documents.

a challenge for HQ nrdc-Ita that 
will start next year, tOPFaS will be im-
plemented starting March 1st 2010……….
and G5 will be supporting along with 
OPG members this revolution. 
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