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I.  OVERVIEW

National Security Presidential Directive 44 (NSPD-44) provides that the Secretary of State is responsible for and may direct the Coordinator for Reconstruction and Stabilization to lead and coordinate integrated U.S. government (USG) efforts to prepare, plan for, and conduct reconstruction and stabilization (R&S) activities, including ensuring harmonization with any planned or ongoing military operations.
The Interagency Management System for R&S is designed to assist Washington policymakers, Chiefs of Mission (COMs), and military commanders manage complex R&S engagements by ensuring coordination among all USG stakeholders at the strategic, operational, and tactical/field levels.  The lessons learned from Iraq, Afghanistan, Bosnia, and Kosovo demonstrate that the U.S. must employ an approach in these types of engagements that draws upon the full range of diplomatic, development, defense, intelligence, and economic resources available to the USG.

The Interagency Management System is designed for highly complex crises and operations, which are national or security priorities, involve widespread instability, may require military operations, and where multiple U.S. agencies will be engaged in the policy and programmatic response.  It is not intended to respond to the political and humanitarian crises that are regularly and effectively handled through the current Washington and Embassy systems.

The system is designed to provide policymakers in Washington, COMs, and military commanders with flexible tools to ensure unity of effort as laid out through whole-of-government strategic and implementation planning for R&S.  The system is intended to facilitate and support: 

· Integrated planning processes for unified USG strategic and implementation plans, including funding requests; 

· Joint interagency field deployments; and, 

· A joint civilian operations capability including shared communications and information management. 

This system is a response mechanism.  It does not preclude interagency scenario-based, prevention or contingency planning, which may occur independently.  The system will draw upon such plans when they exist. 

When a significant crisis occurs or begins to emerge, the Secretary of State may decide to establish an Interagency R&S Management System based on a decision by the Principals’ or Deputies’ Committees and implemented at the  direction  of the NSC.  
The Interagency Management System consists of the following: 

· CRSG (Country Reconstruction & Stabilization Group): A Washington-based decision-making body (Policy Coordinating Committee—PCC) with a planning and operations staff;

· IPC (Integration Planning Cell): A civilian planning cell integrated with relevant Geographic Combatant Command(s) (GCC) or with equivalent multinational headquarters; and,

· ACT (Advance Civilian Team): One or more interagency field management and coordination teams to support COMs in the field.

These structures are flexible in size and composition to meet the particular requirements of the situation and integrate personnel from all relevant agencies.  Recruitment of personnel may require additional flexible hiring authorities, training, and resources not presently available.  International or coalition partners may also be represented.  Each team is designed to support and augment, not replace, existing structures in Washington, at the GCC, and in the field. 

Reconstruction and Stabilization Management Components

The Interagency Management System consists of the following components:

Washington

The Country Reconstruction and Stabilization Group (CRSG) serves as the central coordinating body for the USG effort.  The group will consist of a PCC co-chaired by the Regional Assistant Secretary, the Coordinator for Reconstruction and Stabilization and the relevant National Security Council (NSC) Director. It will be supported by a Secretariat. This PCC covers any country-specific concerns related to the R&S operation.  It augments any existing regional or country-specific PCC for the purposes of the operation. 

The group prepares the whole-of-government strategic plan.  The plan will include a common USG strategic goal, a concept of operations, the major essential tasks the USG must undertake, including with international partners, and resource requirements to achieve stability.  This can build off of earlier interagency scenario-based planning.  The CRSG manages the interagency process that prepares and forwards strategic guidance recommendations for decision by the Deputies’ Committee, and, as appropriate, the Principals’ Committee to ensure guidance and direction to U.S. civilians in Washington and the field. 

Once the USG integrated strategic plan is approved, the CRSG facilitates preparation and integration of interagency implementation planning.  It also facilitates operations support, information management, international/coalition partnership development, and resource mobilization.

Geographic Combatant Command Headquarters (or equivalent Multinational Headquarters)

An Integration Planning Cell (IPC) can be deployed to a Geographic Combatant Command (GCC) Headquarters (HQ).  The CRSG will establish and deploy an IPC at the request of the GCC through the Department of Defense (DOD), and by direction of the Secretary of State in consultation with the Regional Assistant Secretary.  The IPC assists in harmonizing the civilian and military planning processes and operations.  If DOD issues a warning/planning order to the GCC, the CRSG sends to the Command an Integration Planning Cell (IPC) made up of relevant interagency planners, and regional and sectoral experts.  The IPC supports the Commander in integrating the evolving civilian components of the U.S. strategic and implementation plans with the military plan for operations.  In the case of a multinational-led mission, an IPC could also be deployed to its HQ to advise and support as appropriate.

Embassy/U.S. Field Presence

To support existing field operations and/or establish new operations, the CRSG may recommend that the Secretary of State deploy an Advance Civilian Team (ACT).  The ACT forms the R&S interagency general staff under Chief of Mission (COM) authority to coordinate and support execution of U.S. R&S plans.  The team can operate with or without U.S. military involvement. 

As all U.S. civilian field operations are conducted under the COM’s authority, the ACT and its operations will be integrated at the COM’s discretion with any existing Embassy and U.S. Agency for International Development (USAID) mission structures and personnel.  In the absence of an existing USG civilian presence, the person designated as COM will lead the ACT, which will have the additional task of standing up a more permanent USG presence.

If the COM determines field units are necessary, the ACT can deploy a number of Field Advance Civilian Teams (FACTs), which provide the COM with maximum capacity to implement R&S programs at the provincial or local level.  When required, FACTs will integrate with U.S. or other military forces to achieve optimal USG/coalition unity of effort. 

This system ensures that all U.S. R&S participants at all levels have a common operating picture, that the COM has a coherent framework for R&S decision-making, and that all agency activities are synchronized in time, space, and purpose, limiting duplication of effort. 
The roles and responsibilities of each of these components are outlined below. Once approved, a guide will be developed to provide detailed operational procedures for each component. 
II. COMPONENTS OF THE INTERAGENCY MANAGEMENT SYSTEM FOR RECONSTRUCTION AND STABILIZATION 
A.  WASHINGTON, DC: COUNTRY RECONSTRUCTION AND STABILIZATION GROUP (CRSG)

The CRSG is made up of two components: an augmented PCC established for the specific country response, and  an interagency planning, operations, and coordination staff (CRSG Secretariat). 

When the Secretary of State establishes the Interagency R&S Management System, a CRSG will be formed based on recommendations from: the Coordinator for Reconstruction and Stabilization (S/CRS), the Regional Assistant Secretary of State (A/S), the relevant regional PCC, the Reconstruction & Stabilization PCC, the relevant Chief of Mission (COM), the Secretary of Defense, or a Geographic Combatant Command (GCC) requesting through of the Secretary of Defense (OSD) Under Secretary of Defense, Policy. 

CRSG (Augmented PCC)

With the decision to activate the Interagency R&S Management System, a new situation-specific PCC will usually be established as the CRSG; however, however it may be appropriate to designate an existing PCC to take on these expanded functions.  This designation signals a change in status for the country and requires an assessment of current USG activities and plans, and additional staff to support an increased workload.  In accordance with NSPD-44 and NSPD-1, the CRSG will have the role and responsibilities provided to a PCC.  The CRSG, on behalf of Principals’ and Deputies’ Committees, will coordinate interagency crisis response and provide recommendations on strategic guidance to Deputies’ and Principals’ Committees on all policy and resource issues related to the specific country or crisis.  This includes recommendations on lead roles between all elements of the interagency.  It is chaired by the Regional A/S and/or Special Envoy, the NSC, and S/CRS and includes A/S-level membership from all relevant agencies and offices.   Interagency representation on a CRSG makes this body the focal point for overall planning and program integration, though all agencies provide detailed guidance to their own staff on specific programs. 

The CRSG works within the context of the State Department Regional Bureau’s foreign policy lead and the Secretary’s foreign assistance structure.  The State Department’s Director of Foreign Assistance (F) is tasked with leading the effort to ensure that foreign assistance funds are aligned with foreign policy goals and that there is coherence across all foreign assistance accounts and entities, to include planning, budget, and management authority over foreign assistance funds.  While the relationship will be further delineated, the CRSG will work closely with F, in particular with the relevant F core country team.

CRSG Secretariat

The Secretariat functions as the CRSG staff.  The Secretariat is drawn from the interagency as necessary to provide expertise in strategic assessment and planning, operations support, knowledge management, resource mobilization, and strategic monitoring, as well as field team support and partner coordination. 

The CRSG:
· Informs and Presents Options: Channels interagency input and provides recommendations to Principals’ and Deputies’ Committees (PC and DC) in the form of a country-specific R&S Strategic Plan; ensures that Principals’ and Deputies’ Committees understand the full range of interagency consensus, interests or divergence of opinion; 

· Unifies Effort: Integrates all relevant regional and functional capabilities across the USG into one focused process for planning and implementation; 

· Identifies and Mobilizes Resources: Uses integrated planning to identify, mobilize, and coordinate human resources and funding as well as additional resource requirements to meet the needs of the evolving mission.  Works closely with the F country core team, which currently serves as the focal point for all foreign assistance prioritizing and programming for a given country as well as other agencies which do not fall under F.  Works also with agency budget, legal, Congressional, and  human resources offices to facilitate any necessary flexible personnel authorities, supplemental requests or legislation;

· Manages Strategy: Ensures that the range of diplomatic, development, defense, economic and trade strategies, Congressional consultations, resources decisions, and public affairs strategies are integrated and managed as part of overall engagement efforts; 

· Drives Implementation: Drives implementation of policy decisions by Principals’ and Deputies’ Committees through appropriate interagency actors in close coordination with the COM and military commanders; 

· Resolves Disputes: As needed, resolves disputes among interagency partners (or raises disputes to higher decision-making authority, i.e. DC or PC); and,

· Monitors Security: Working closely with the COM, assesses evolving security environment, assists the Department of State’s Diplomatic Security (DS) to alter security requirements/support and review safety of civilians on the ground in coordination with DS, and the Regional Security Officer (RSO), taking into account any military assessments.

A CRSG does not direct field operations.  The COM retains control of all USG activities in country not under the GCC. 

The CRSG Secretariat:

· Plans: Develops with the interagency for senior decision an overall U.S. R&S Strategic Plan.  This plan lays out policy goals, program requirements, institutional responsibilities, base funding requirements, and supporting plans for diplomatic engagement (including Public Diplomacy) and intelligence support.  From the Strategic Plan, the CRSG secretariat staff works with agency planners and the COM to develop and update a U.S. interagency R&S implementation plan.  This plan includes the concept of operations for the IPC and ACT, as required 

· Informs: Ensures widespread situational awareness within USG of all agencies’ activities and of the field perspective, coordinating assessments, and disseminating information (including situation and progress reports) through the Washington community, Congress, and the field; 

· Supports the PCC: Supports  decision-making and activities of the CRSG through organizational support (agendas, papers, records, paper preparation, and clearance), PC/DC meeting preparation, management of sub-PCCs and teams charged with developing the Strategic Plan’s major mission elements (i.e. strategic objectives), and dissemination of information; 

· Supports Operations: Supports mobilization, activities, and policy requirements of IPCs and USG field elements.  Provides support for these teams in information management, incorporating best practices, policy review and guidance, and logistical support;

· Facilitates Partnerships: Facilitates international relationships and partner coordination; and,

· Monitors and Evaluates: Establishes and tracks strategic-level metrics, assumptions, and other trend indicators to assess progress.

Structure of the CRSG Secretariat

In order to perform these tasks, the Secretariat may form the following groups, drawing on personnel from across the interagency:

· Strategic Planning: An interagency (including F) team which develops the integrated strategic plan, as well as any required budget proposals outside the regular F/Resource Management and Office of Management and Budget (OMB) cycles for the PCC, Deputies’ Committee and Congress;

· Planning Integration: While most specific implementation planning will occur within individual agencies, this group will coordinate with the strategic planners and work closely with the COM to integrate these programs and operations into a single U.S. R&S implementation plan, which will include the scope and requirements for deploying IPCs and ACTs;

· Operations Support/Information Management: This group is responsible for coordinating with agency operations centers to ensure the CRSG has a single common operating picture and civilians in the field receive the required operations support. It also monitors and reports strategic-level metrics;

· Resource Mobilization: A resource management team that coordinates resource planning; expedites recruitment, flexible hiring waivers and authorities, mobilization, and deployment; facilitates interagency logistics; and informs budget and legislation development.  A supply chain management team that identifies key reconstruction material requirements, facilitates relationships with global suppliers, and promotes efficient logistic networks; and,

· Partner Development: A team which works to establish or leverage partnerships for R&S with coalition, multilateral, bilateral partners, international financial institutions, and the United Nations (UN). 

The State Department Executive Secretariat and Operations Center, as well as agency watch centers, will continue to function as necessary by their guidelines and to stand up short-term task forces and/or monitoring groups as needed.  The CRSG Secretariat coordinates closely with and draws upon the State Department’s Operations Center staff and expertise; the two could be co-located in some instances. 

Staffing of the CRSG

PCC-level: Co-chairs will include the appropriate State Department Regional A/S and/or Special Envoy, S/CRS Coordinator, and NSC Director.  All agencies with involvement in programs or policy relating to the crisis should be represented on the CRSG at the Assistant Secretary-level including DOD, USAID, the Department of State, Department of Justice, and other agencies as appropriate.  Agency representatives to the CRSG must be able to speak authoritatively on behalf of their agencies or bring issues for decision to their leadership. 

Secretariat: The Secretariat is jointly managed by a Policy Director (State Department Regional Bureau) and a Chief Operations Officer (S/CRS).  Interagency staff for  the Secretariat should include:

· Regional experts (ideally the desk officer or agency equivalent) from all participating agencies.  The State country desk officer shall be considered the COM’s representative on the CRSG Secretariat, except when other officers are designated;

· S/CRS planning and operations staff; 

· Agency planners, sectoral and resource experts including the Department of State’s  F and DS staff, DOD, USAID, Department of Justice and others;  

· Additional full-time and part-time staff, including interagency technical experts provided as the situation requires; and,

· Interagency team members to be deployed in the IPC or ACT, as necessary, prior to deployment.

The CRSG will seek members with recent experience in the affected country, taking advantage of USG personnel who may have been evacuated from the country.  In some cases staff working part- or full-time on a CRSG may continue to reside in their regular offices and contribute to the interagency process and products as agreed with each agency.  

The Secretariat can be located in an expanded country desk or elsewhere within the Department of State.  It will be operational as required during low-intensity periods, ramping up to 24 hours a day and 7 days a week if required.  The staffing schedules and procedures for after-hours coverage will be worked out and communicated in advance. 

Activation of the CRSG
Interagency planning is necessary for effective conflict or crisis response.  Therefore, in the case of an emerging crisis, even if a CRSG is not yet established, the core Secretariat planning staff must be immediately identified with clear lines of communications and guidance.  S/CRS and the Regional A/S may decide in advance, in expectation of a formal decision, to establish the core Secretariat planning staff in consultation with NSC staff.  A CRSG should be established as soon as possible while follow-on staffing arrangements are made. 

Establishing a CRSG must take into account any international or political sensitivity surrounding prospective interventions and steps must be taken to minimize any potential negative implications of public knowledge of the effort.  In exceptional cases, the planning and resource mobilization procedures envisioned in this paper may be conducted under a PCC in order to avoid the higher profile that might result from establishing a formal CRSG. 

A CRSG and its Secretariat does not necessarily need to remain in place throughout the entire U.S. engagement; rather, it should be in place for coordination during the intensive phases of planning and early implementation, allowing for downsizing or transition to a traditional PCC. 

Generally, a CRSG Secretariat could be disbanded by the NSC when U.S. involvement has ‘normalized’ such that: agencies are focusing on longer term program and policy implementation; standing U.S. institutions have sufficient management or resources capacity for the effort; and program resources are integrated into regular budgeting processes.  A PCC-level body should oversee completion of the plan and any follow-on activities.  Regular budget planning will continue so that essential programs will be resourced as the strategic R&S plan phases out.

B.  GEOGRAPHIC COMBATANT COMMAND: INTEGRATION PLANNING CELL (IPC)

The IPC is an interagency team of R&S specialists; empowered by the Washington-based strategic planning process and the CRSG, it can deploy to support integration of civilian and military planning at a GCC, or at an equivalent multinational headquarters.  The size and composition can be adjusted to the circumstances.  The purpose of the IPC is to facilitate effective integration of civilian and military R&S efforts designated by the CRSG.

An IPC may be established in response to an emerging crisis potentially requiring military intervention or support, a DOD request for assistance with R&S planning or a request from an equivalent multinational HQ.  Integration of interagency civilian-military planning is not limited to the establishment of an IPC, and working relationships between civilian and military planners should be developed before crises.  The IPC will be established in conjunction with the development of a U.S. strategic plan.

The purpose of the IPC is to ensure planning integration and ongoing communication between civilian and military R&S implementation planning teams.  This mechanism is not designed to create a USG civilian R&S operations/tactical plan.  R&S operations that do not involve significant military engagement may not require the establishment of an IPC.  
The IPC Provides:

· Country-specific expertise and analysis; 
· R&S functional expertise; 
· Insight on policy guidance and assumptions; 
· Liaison with Washington agencies and civilian field elements; and, 
· Assistance drafting relevant aspects of the military plan.  
If the crisis does not involve the U.S. military, but does involve a multinational military or peacekeeping force, the IPC can help coordinate planning.

The team assigned to the IPC should have appropriate sectoral and regional experts empowered to represent their agencies.  If agencies are not able to provide personnel to the IPC, they should designate a member of the IPC to represent their interests and act as liaison. 

Organization of the IPC

The size and composition of the IPC can be determined and adjusted with the approval of the CRSG and participating agencies as requirements dictate.  The team will perform the following functions:

· Leadership: Senior level officer responsible for setting priorities and communicating with the CRSG and COM.  This officer must have direct access to the Geographic Combatant Commander;

· Operations and Information Management: Management of the IPC, information flow, and coordination with the host HQ’s staff; ensure IPC’s integration with host networks;

· Plans: Coordinates interaction with all relevant planning teams, boards, working groups, or cells;

· Support: Management of administrative functions for the team to include coordination of travel, billeting, meals, transportation, office space, supplies, and communications; and,

· Provision of Sectoral and Regional Expertise.

The IPC leadership should be of an appropriate civilian rank that allows peer interaction with the commander or leader of the organization with which the IPC intends to integrate and plan.  The experts may include specialists in the country/foreign policy, transitional security/policing, rule of law, governance, economic stabilization, administration and logistics, communications, education, health, strategic communications, migration and internally displaced persons, infrastructure, urban planning, finance and banking, diplomatic security, and legal issues. 

S/CRS will maintain rosters of potential team members and develop supporting Memoranda of Understanding (MOU) with appropriate State Department bureaus and other federal agencies.  When possible, U.S. personnel with recent experience in the country in question (such as those evacuated/drawn down from a U.S. embassy) will be attached to the IPC to provide country-specific expertise.  The IPC team members’ agencies will be responsible for providing funds for appropriate housing, transportation and per diem when the IPC is deployed.
Authorities of the IPC

The IPC reports to the CRSG.  It has neither oversight of nor control over USG field operations.  The IPC will have a coordinating relationship with the relevant COM. 

If deployed to a foreign country with the GCC or equivalent multinational HQ, the IPC will fall under COM authority in the country of deployment. 

Establishment of an IPC
The CRSG, or in the absence of it, the Coordinator for Reconstruction and Stabilization identifies the necessary capabilities for the IPC in consultation with the Embassy and other relevant agencies and bureaus with required knowledge and expertise appropriate for the developing crisis. 

The IPC will work closely with the GCC, Joint Interagency Coordination Group (JIACG), and the Political Advisor (POLAD) to ensure coordination and unity of purpose.  The JIACG and POLAD will facilitate the integration of the IPC into the GCC.

Deployment of an IPC

IPC members should prepare to deploy to the GCC HQ as long as necessary to complete initial planning integration.  Estimates range from one to six months, depending on the scale and complexity of the crisis and associated planning.

The IPC leadership should continuously evaluate the size and composition of the team in the context of the host HQ’s requirements and IPC needs.  The IPC will maintain the intensity of its efforts until the locus of planning shifts to field-level management (subordinate headquarters) and the normal (steady state) functions can be fully supported by existing structures.
As necessary, the State Department will develop an MOU with each GCC or multinational HQ to ensure effective and timely attachment of the IPC to the headquarters as well as MOUs between the State Department and supporting departments and agencies to identify security requirements expected by each agency.  In the case of an international deployment, specific security arrangements will be identified.  While deployed, members will fall under the security rules of the appropriate host HQ based on the signed MOUs, but will otherwise fall under the authority of the COM in country of deployment.   

When major planning is accomplished, individual team members may either:  

· Return to Washington; 

· Deploy to join the ACT staff, with COM approval; or, 

· Remain at the host HQ to continue advising planning cells and boards on ACT activities, inform HQ elements of other agency plans, modify planning, and otherwise assist the host HQ mission.

Integration of the IPC

When time allows, the IPC will deploy with a full understanding of the approved USG strategic plan and resources available to implement it.  Ideally, this will include a national policy goal and major mission elements (i.e. strategic objectives), and performance indicators, based on an assessment of conflict drivers. 

In the absence of an approved plan or plan in progress, the IPC will identify potential policy issues and make recommendations for major mission elements (i.e. strategic objectives) of the strategic plan to the CRSG, in consultation with the host HQ leadership.  These recommendations will take into account military and agency objectives, and resource capabilities.  Key to achieving success in this process is working from a common interagency planning framework.

To fulfill these functions effectively, IPC members ideally should participate in Washington-based strategic planning processes prior to deploying to the military command or multinational agency headquarters. 

Coordination of the IPC

The IPC leadership will have frequent communications with and seek guidance from the COM and CRSG regarding: 

· The strategic plan and its integration with the military operational plan; 

· Identifying and addressing gaps and deficiencies between the civilian and military plans; 

· Identifying impacts of planned military operations on future R&S efforts; and, 

· Recommending processes and criteria to ensure a smooth transfer of military to civilian lead, if appropriate, by function and region as the environment is stabilized. 

The IPC leadership will keep the host HQ leadership apprised of communications with the CRSG.  The IPC and DOD representatives on the CRSG will keep the CRSG informed of military planning and operations so that the planning process can take into account the military operations and their potential effects.  The IPC will also coordinate with the ACT through the COM.  Coordination between the IPC and CRSG does not obviate the defense policy guidance and plan approval process as established by DOD procedures.

The IPC may require frequent coordination with and guidance from key implementing agencies.  Ideally, such communication should be channeled through the CRSG to implementing agencies in order to facilitate the development of timely, field-informed recommendations for program development, and supplemental budget requests.  Recommendations should be based on an understanding of the host HQ plans, field-identified R&S conditions and requirements.  If necessary, disputes among interagency partners within the IPC or between the IPC and the host HQ can be referred to the CRSG.
IPC leadership will determine which information and policy guidance requests from the host HQ have sufficient importance or interagency implications that they should be channeled through the CRSG.  The IPC will maintain regular communication with the COM to ensure the host HQ leadership is informed of field assessments, program status, new requirements, and other related R&S issues.      

Training the IPC

It is essential that core IPC staff develop planning expertise through professional training and regular exercise participation with military commands, and multinational equivalents as appropriate.  S/CRS will offer a basic and intermediate R&S curriculum and provide opportunities for potential IPC members to participate in planning seminars/workshops, iterative planning exchanges, and selected military exercises to refine IPC procedures, hone civilian-military planning processes, become familiar with military planning templates, and develop habitual relationships with the GCCs.  IPC members must also be familiar with the capabilities of their own agency as well as other USG capacity in their field of expertise in relation to R&S operations.
C.  ADVANCE CIVILIAN TEAMS (ACT)

ACTs are rapidly deployable, cross-functional interagency teams that are flexible in size and composition. ACTs are formed to quickly set up, coordinate and conduct field R&S operations, in conjunction with Country Teams where extant.  This can include performing assessments, and coordinating and conducting USG operations in semi- and non-permissive environments.  They serve under COM authority and can operate with or without a U.S. military deployment.  An ACT HQ may deploy alone or with one or more Field Advance Civilian Teams (FACTs), which can assess, coordinate, and conduct USG operations from provincial and local levels (field/tactical).

For unity of effort, ACTs integrate and coordinate the execution of the U.S. R&S Implementation Plan with existing USG civilian and military operations.  Where gaps in existing civilian operations are identified, ACTs initiate or manage a response.  ACTs provide core R&S implementation planning and operations expertise to COMs and military commanders.  They also may extend the USG’s civilian presence via FACTs reporting to the ACT HQ.  ACTs will work to ensure that U.S. efforts focus on supporting joint USG and host nation’s goals and interests. 

FACTs are usually deployed outside of the ACT HQ to establish a U.S. presence, provide direct information about conditions on the ground and support those R&S operations conducted at a provincial and local level.  In this regard, FACTs build upon the lessons learned from Provincial Reconstruction Teams (PRTs) and provide assessments, first-response, and management of the full range of R&S operations.  They must be equipped and trained to perform in non-permissive environments, including combat.  While remaining under COM authority, FACTs may integrate with U.S. or foreign military forces when appropriate to maintain maximum U.S./coalition unity of effort.  As required, they may coordinate the field execution of projects that involve not only USG resources, but also UN, other international organizations, non-governmental organizations (NGO) or host nation activities.

The CRSG will delineate lead roles between civilian and military elements, and possible benchmarks for identifying when these relationships should shift.  The COM and Joint Forces Commander (JFC) should be empowered to decide to adjust lead relationships in the field, based upon joint recommendations from FACT and subordinate military leaders.  Leadership roles may vary in different areas of responsibility depending on local conditions.

Tasks of the ACT Headquarters

The ACT HQ, located at the Embassy, Joint Task Force (JTF) HQ or alternate site, serves as the COM’s general R&S staff, supporting the COM, as s/he deems appropriate, in executing the USG Interagency R&S Implementation Plan.  The ACT HQ is strategic and operational in nature, assisting the COM to direct R&S planning and operations.

As directed by the COM, primary tasks may include: 

· Coordinate and Conduct R&S Operations: Working with Embassy staff and as directed by the COM, coordinates and conducts nation-wide U.S. R&S operations with all U.S. elements, host-nation and international officials based in country (i.e. NGOs, other donors, the UN, etc.);

· Field-HQ Direction: In support of the COM, directs and synchronizes the activities of the FACTs and/or other national and local level USG civilian and military R&S units in time, space, and purpose; 

· Knowledge Management: Consolidates and transmits regular ACT/FACT reporting, including planning and programming recommendations, to the Embassy, military JTF, IPC, and CRSG; and,

· Progress Monitoring: Performs monitoring and evaluation and recommends program adjustments as necessary to support implementation of the U.S. interagency strategic plans.

In the absence of a functioning host country government, the ACT supports the management of transitional administration and governance with the objective of rapidly developing legitimate local capacity.  Additionally, ACTs may be provided to support multinational operations.  In this instance, the CRSG will provide guidance regarding the ACT’s relationship vis-à-vis the COM in that country.
In the absence of an existing COM, the individual designated as COM shall be dual-hatted as ACT leader, and shall establish a platform for diplomatic and R&S operations as directed by the Secretary of State.

Tasks of the Field ACTs
Acting under the authority of the COM, FACTs’ primary tasks may include, but are not limited to:

· Direction of R&S activities: Based on the Plan, synchronizing, integrating, conducting, and advising on U.S. civilian and military R&S operations in its area of responsibility, in coordination with host nation authorities, international organizations, NGOs, other donors;  
· Assessments: Assessing conditions for implementing the U.S. R&S country strategy and monitoring existing plans and programs to ensure that they are consistent with U.S. strategy and reflect ground realities;

· Negotiations and Support to Local Governance: Based on COM guidance, leading negotiations or political discussions with local leaders to advance R&S operations and support/develop local governance capacities; and,

· Information: Providing situation reports directly to the ACT HQ, and responding to ACT HQ guidance and requests for information.

ACTs may also be deployed in support of an international mission or in regional operations covering more than one country.  These missions have additional requirements for authorities, logistics, security, and guidance beyond the scope of operations described above.  These requirements will be laid out in additional annexes following further consultation. 

ACT/FACT Staffing

The ACT/FACT structure and composition should be adapted to conditions on the ground in order to meet objectives of USG R&S plans.  ACT/FACT personnel may be drawn from the State Department, U.S. Agency for International Development (USAID), other USG agencies as required, military personnel, members of a civilian reserve (if formed), and contractors, as well as international and host nation personnel when appropriate.  ACT/FACT deployment may require additional flexible hiring authorities, training, and resources not presently available.

Ordinarily, both ACT HQ and FACTs will organize themselves in similar structures.  Both should have a Headquarters staff covering the following functions:

· Leadership: Providing a leader and a deputy;

· Sectoral Expertise: Providing expertise to manage the implementation of major mission elements (strategic objectives) of the U.S. R&S plan;

· Operations: Conducting and coordinating current ACT/FACT operations;

· Plans/Evaluation: Maintaining and revising the R&S implementation plan as appropriate, and monitoring and reporting on implementation; 

· Support: Managing logistics, information technology, contracting and administration;

· Knowledge Management: Maintaining and disseminating a common operating picture throughout the ACT/FACT;

· Strategic Communications: Supporting public affairs, public diplomacy, and information operations associated with R&S operations; and,

· Security: Managing safety and security of ACT/FACT personnel and resources.

These functions will be performed by trained and qualified personnel from appropriate U.S. agencies (including the U.S. military).  Depending on the magnitude of the operation and resources available, these tasks could be divided among a few officers in a small organization, or each could be a separate staff office with multiple personnel in a very large organization.  When appropriate, other U.S. staff present in-country may assume some of these duties if properly trained and/or qualified.

ACT/FACT Structure

Tasked with executing the U.S. R&S plan, ACTs/FACTs will structure their operations based on major mission elements (strategic objectives), rather than by individual separate agencies.  Each objective should have a single team coordinator selected from any one of the participating agencies.  This integrated structure supports unity of effort in operations, while simplifying integration of operations with military, international, and host nation organizations working to achieve similar objectives. 

As an example, the hypothetical strategic objective “Increased internal security and consolidated territorial control,” might assign various U.S. implementation tasks to the State Regional Bureau, State’s Bureau of International Narcotics and Law Enforcement (INL), USAID, DOD, Department of Homeland Security (DHS), and the Department of Justice.  All of these agencies and bureaus may assign personnel to the ACT and its FACTs to execute or oversee their particular tasks as defined in the R&S Strategic Plan.  The Plan will identify one lead agency for each strategic objective.  The lead agency will select a representative to ensure program coordination and unity of effort for achieving the strategic objective within the appropriate ACT or FACT. 

ACT/FACT Authorities
The COM is responsible for the execution of all elements of the U.S. R&S Implementation Plan tasked to agencies operating under COM authority.  The ACT works under COM authority to support and enhance the COM’s effort.  The ACT both conducts R&S operations and synchronizes and integrates operations conducted by its members, the participating agencies.

COM Authority and the ACT: Because of the centrality of the COM’s role in the execution of U.S. policy, in countries without an existing U.S. presence the ACT will take direction from an individual designated by the Secretary of State.  In such conditions, the individual designated as COM will also hold the position of ACT Leader until a more normal mission structure is established.  Under any circumstances, the COM is responsible for the safety and security of all ACT/FACT personnel.

The ACT HQ derives its authority by being the COM’s R&S general staff.  It assists him/her in implementing R&S plans by organizing interagency operations around the strategic objectives, and synchronizes and integrates the field implementation of interagency programs through the FACTs.  The ACT HQ also serves as the mechanism by which the COM, IPC and CRSG can be informed of the progress of plan implementation, or of any changes required to the plans.

An ACT leader reports directly through the DCM to the COM as a member of the country team.  FACT leaders, regardless of agency affiliation, report to the ACT HQ and through it to the DCM and/or COM.  ACT HQ and FACT members are under the operational control of the ACT/FACT leader, though they may remain in contact with their parent agencies and may still be rated/ evaluated by their parent agencies, with input from the ACT/FACT leader.  Alternately, if agreed in advance, ACT/FACT members may be rated directly by the ACT/FACT leadership and reviewed by their parent agency.

Operational Control: As an interagency body, the ACT, as directed by the COM, exercises operational control over interagency personnel assigned or attached to it.  Operational control in no way denies or alters any officer’s right and duty to remain in communication with his/her parent agency, to exchange information and recommendations with that agency, and to appeal to more senior parent agency representatives when necessary.  While formal R&S guidance, decision-making, and reporting will move through the CRSG-Embassy/ACT HQ-FACT chain, informal communications are essential for rapid implementation and reporting on R&S operations. 

A COM may delegate, in writing, specific authorities as appropriate to FACT leaders within their geographic areas of operation.  FACT leaders are most effective when viewed as field directors for R&S operations within their area of responsibility, reporting to the COM through the ACT leader and DCM. 

All U.S. R&S operations in country will be coordinated through the ACT HQ and, when appropriate, the FACTs, to maintain unity of effort.  In this manner, challenges requiring interagency resolution can be identified and resolved at the lowest possible level.  Every agency involved in the R&S operation should have the capability to keep informed of and control field-level operations within their sectoral area of responsibility, while keeping those operations coordinated within the overall U.S. effort.  

In supporting the COM in the execution of the R&S plan, all agencies and programs retain their existing legal authorities and responsibilities for the commitment of the funds controlled by that agency and the implementation of that agency’s programs.  Existing U.S. funds and programs, as well as those created under the aegis of a particular agency to execute the implementation plan, will be managed by officers of the responsible agencies assigned/attached to the ACT HQ or FACTs, in accordance with appropriate agency procedures and regulations.  

Within the area of responsibility of an ACT and its FACTs, control of resources and programs is the responsibility of the implementing agencies.  Depending on R&S program requirements, agencies may conduct activities centrally from the ACT HQ (with FACT personnel handling monitoring and evaluation), or may delegate implementation authority to their representatives on the FACTs. 
It is an agency’s responsibility to ensure it has sufficient personnel to implement, monitor, and/or oversee agency projects.  Failing this, agencies need to consider what other FACT personnel may have the most appropriate qualifications to implement, monitor, and/or oversee an agency’s operations on its behalf.  For example, when a FACT officer from Agency A has an additional task of monitoring a project funded/implemented by Agency B, that officer shall receive his/her guidance regarding that project’s implementation from an officer designated by Agency B at the ACT HQ/Embassy.  Within the approved R&S plan, responsibility for implementing individual programs lies with the agency funding the program.

Formation of ACTs
Although interagency teams may deploy under a variety of circumstances, an ACT requires that a CRSG has been formed in Washington to develop interagency strategic and implementation plans, and that the CRSG has concluded that an ACT will be required for the implementation of R&S plans.  Establishment of an IPC is not a prerequisite to the formation of an ACT and may not be required if the ACT is deployed without a military presence.  The strategic planning process will task agencies with personnel requirements and establish mission-specific roles, responsibilities and relationships.

Considerations for ACT formation may include:

· Mandate: The USG has determined that an enhanced R&S effort is in the national interest;

· Plans: The CRSG has developed a comprehensive R&S Strategic Plan and R&S Implementation Plan (or is in the process of developing one), which assesses that field platforms for R&S activities will increase the effectiveness of U.S. efforts to achieve stability and begin reconstruction;

· Deployment Mechanism: The plans have determined that field platforms for R&S activities will facilitate coordination with multinational operations; and,

· Host Nation Support: The host government (when appropriate) supports the concept.

ACTs and FACTs deploying into a country to work with military units should join those units at their home base whenever possible prior to deployment for orientation, integration and mission planning.  Given differing tours of duty and the desirability of maintaining strong, consistent relationships with host nation governments, deploying with a military unit does not necessarily imply redeploying with that unit.  

Operations In-Country
The COM has ultimate responsibility for the effective allocation of personnel for the accomplishment of those elements of the R&S plans under COM authority.  In consultation with the COM, the ACT leader shall review the R&S plans and recommend what, if any, allocation or exchange of personnel may be necessary between the ACT and other sections/agencies of the Embassy.  Ideally, many of these issues may be decided during pre-deployment planning.  While this will be very mission-specific, the following guidelines may be useful:

· Reporting: An ACT Leader reports directly through the DCM to the COM as a member of the country team; 

· Where a country team lacks a representative from an agency now participating in the R&S operation, the ACT HQ’s representative from that agency may, in addition to their responsibilities to achieve their specific strategic objective, be dual-hatted as their agency’s senior representative in-country, reporting directly to the COM in this capacity;  

· Conversely, where an Embassy already has an agency representative, that agency’s officer/s on the ACT HQ (if required) may focus their efforts on implementation of their strategic objective;

· When appropriate, previously evacuated or drawn-down embassy personnel may be attached to the ACT as it deploys into country; 

· Existing Embassy personnel with appropriate skills may be designated the lead for specific strategic objectives;

· Where an ACT requires more area expertise, an Embassy may attach officers or local hires to support the ACT HQ or FACTs, as needed;

· Other Deployed Elements: Where there are other U.S. civilian and military field teams in operation, the COM may authorize the ACT or FACTs to synchronize the operations of those teams in time, space, and purpose in support of the R&S plans.  This requires careful consideration as to whether these other teams are conducting operations related to implementation of the R&S plans.

Military/ACT Integration 

When operating with military forces, ACT HQ/Embassy and FACT delineated areas of responsibility should mirror those of the military forces deployed, so that each area of responsibility has a dual U.S. civilian and military leadership structure, starting at the COM-JFC level and working to the lowest tactical level feasible/necessary. 

When appropriate, U.S. civilian and military headquarters at each level should be co-located for maximum coordination and effectiveness.  ACT personnel will remain under COM authority throughout their deployment.

Specific leadership relationships between civilian and military organizations will be established initially in the planning process based on the requirements of the particular mission.  Regardless of the particular relationship, it is essential that civilian leaders and military commanders at the ACT, FACTs, and their corresponding military units exchange liaison officers.  Liaison officers must have the authority to speak on behalf of their leadership.  Additionally, they must come equipped with the full range of communications capabilities required to maintain contact with their parent organization.  When co-located with military operations, agreements should be made to share basic communications infrastructure.

When necessary to support implementation of the R&S plan, ACT personnel may be attached directly to military units, and military units or personnel may be attached to the ACT, at the discretion of the appropriate level of civilian-military leadership.
Coordination with Host Nation

The primary objective in any R&S operation is to identify and work to reduce drivers of conflict and instability and build host-nation government capacity sufficient to put the country on a path towards sustainable peace.  Although specific ACT and FACT operations could range from direct governance to advisory missions to reporting and program-implementation functions, all ACT and FACT operations should be conducted with a view towards creating local host government capabilities to sustain stable and functional governance.

Operational Tempo

The pace of R&S operations, particularly in the initial weeks and months and when operating with military forces, far exceeds that of conventional U.S. overseas operations.  It is incumbent on ACT HQ and FACT leaders to balance activities to meet planning and reporting requirements, while also providing for adequate rest.

Interagency “Contingency Fund” Programming

When available and authorized, program funds may be directly managed by an ACT/FACT, or by an agency participating in an ACT/FACT for small-scale local programs to enhance R&S efforts.  For the purpose of this document, these funds will be termed “Contingency Funds.”  These funds would be distinct from operating funds the ACT/FACT may have for internal operations and management.  They would also be distinct from program funds for centrally-managed programs which FACTs may evaluate or monitor, but not directly control.

Any ACT/FACT allotted Contingency Funds for use within its area of responsibility shall allocate such funds through a consultative process involving representation from all agencies involved in the ACT/FACT.  

The ACT/FACT shall regularly review the progress of ongoing projects, and review project proposals for use of Contingency Funds under their direct control.  By doing so, ACTs/FACTs can synchronize the activities of disparate funding streams, draw upon the knowledge of team personnel who have relevant expertise but not direct funding of their own, and ensure that all projects are synchronized in time, space, and purpose to execute the implementation plan.  

Decisions to use Contingency Funds should be consensus-based, relying on a shared understanding of the common operating picture, the R&S plans and the military operational plan.  All decisions and disputes should be put in writing and can be raised to higher levels for resolution as required.  To ensure rapid program implementation, ACTs/FACTs, in coordination with appropriate military units, may agree to set parameters or thresholds on programming Contingency Funds, such as:

· Dollar thresholds: Only programs exceeding a certain agreed amount should be consulted on;

· Timing: Projects need not be referred to the ACT/FACT in the first 30 days (for example); or

· Key Priority: A certain issue is so time-sensitive that projects directed to addressing it need not be referred to the ACT/FACT.

The ACT/FACT shall review projects and resources to determine which type of available Contingency Funds would best fill the gap.  The ACT/FACT may identify which agency may be the most appropriate to fund and perform a particular project.  In any case, agencies retain their own program and financial authorities.

Phase-out

ACTs are organized to assist the COM in implementing the U.S. R&S plans, which are based on a 2-3 year time span.  Planning should anticipate some level of ACT/FACT involvement in the country over this time period.  This presence may, if appropriate, transition into a more traditional U.S. presence.  Factors to influence the phase-out of ACTs/FACTs may include:

· Achieving benchmarks set in the R&S plan which justify phasing out relevant elements of the ACTs/FACTs; and,
· An improved security or transportation environment allows the embassy or other capital-based U.S. presence to visit and/or influence a local area on a sufficiently regular basis as to render a field presence there unnecessary.
In addition, the COM or appropriate State Department Regional Assistant Secretary may recommend that the ACT/FACTs should be phased out and responsibility for implementing the R&S plans transferred to regular Embassy staff.
It is essential that steady-state country planning continue in order to ensure the conventional budget process be ready to support normal operations.  
Additional work is required to determine how ACTs will operate in conjunction with multinational operations and for regional deployments.

III.  ANNEX 1

Acronym List

ACT



Advance Civilian Team

A/S



Department of State Assistant Secretary

COM



Chief of Mission

CRSG



Country Reconstruction and Stabilization Group

DAS



Department of State Deputy Assistant Secretary 

DC



Deputies’ Committee

DFA



State Department Director of Foreign Assistance

DHS



Department of Homeland Security

DOD



Department of Defense

DOS



Department of State

DS



Department of State Diplomatic Security

F



State Department Director of Foreign Assistance

FACT



Field Advance Civilian Team

GCC



Geographic Combatant Command

HQ



Headquarters

INL
State Department Bureau of International Narcotics and Law Enforcement

IPC



Integration Planning Cell

JFC



Joint Forces Command or Commander





JIACG



Joint Interagency Coordination Group

JTF



Joint Task Force

MOU



Memorandum of Understanding

NATO



North Atlantic Treaty Organization

NGO



Non-governmental Organization

NSC



National Security Council

PC



Principals’ Committee

PCC



Policy Coordinating Committee

PM



State Department Office of Political-Military Affairs

POLAD


Statement Department Political Advisor

R&S



Reconstruction and Stabilization

RSO



State Department Regional Security Officer

S/CRS



Office of the Coordinator for Reconstruction and Stabilization

UN



United Nations

U.S.



United States

USAID


U.S. Agency for International Development

USG



United States Government
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