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By Wing Commander Mark Attrill, 
royal Air Force
sFJT 12 Lead Planner
Joint Warfare Centre The reQUireMenT For A 

neW nATo CoMMAnd 
sTrUCTUre (nCs), to better 
reflect the ongoing changes and 

challenges to the World’s security and mili-
tary landscape, was ratified during the 2010 
nATo summit in Lisbon. in a somewhat 
cruel and ironic twist, the new structure 
confirmed the reduction of nATo’s opera-
tional Joint Force headquarters capabili-
ties from three to two with the announce-
ment that Joint Force Command Lisbon 
would be closed by 2013. shortly after this 
news, it was announced the next nATo re-
sponse Force exercise, sTeAdFAsT JoisT 
12 (sFJT 12), would be used primarily as a 
conceptual exercise to develop, assess and 
analyse key elements of the new nCs and 
in particular the deployable Command and 
Control capability. 

To their immense credit and notwith-
standing the future of their own headquar-
ters, Lieutenant General Philippe stoltz, 
Commander Joint Force Command Lisbon 
(JFC Lisbon), supported by his staff, agreed 
to be the “lead” agency for the concept de-
velopment and undertake the role of officer 
Conducting the exercise (oCe). As always, 
the Commander Joint Warfare Centre was 
cast in the role of officer directing the exer-

cise (ode) with responsibility for designing 
the exercise and providing a suitable vehicle 
to support the concept development, on be-
half of both the Allied Commands and the 
Joint Force Commands, who would ulti-
mately inherit the concept. 

This placed the JWC in a unique posi-
tion to be at the core of early discussions 
regarding the development work of the new 
concept. At the same time, the freedom of 
movement, in exercise design terms, al-
lowed the JWC to examine the empirical 
and anecdotal evidence gathered on previ-
ous nrF exercises with a view to influenc-
ing and assisting with the new nCs develop-
ment work. We were further helped by the 
fact that neither the nominated Joint Force 
Command nor any of the supporting Com-
ponent Commands required nrF certifica-
tion or formal training during sFJT 12. 

Unlike previous nrF exercises, much 
of the time spent at the early exercise Plan-
ning Conferences involved gaining an un-
derstanding of the nCs development work 
and how to support it through the exercise 
design. early challenges included a require-
ment to gain individuals’ understanding 
that sFJT 12 would be a very different ex-
ercise to previous sTeAdFAsT exercises, a 
phrase that would come back to haunt the 
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officer with Primary responsibility (oPr) 
throughout the next 15 months! A second 
challenge was to determine where in the ex-
ercise planning cycle to converge with the 
nCs development work and take the exer-
cise design forward without detriment to 
either the concept development or the exer-
cise. The nCs development work, of course, 
would continue throughout 2012 and the 
exercise design was adjusted when possible. 

The early nCs concept development 
discussions and workshops determined 
that much of the existing structure could 
be retained in one form or another albeit 
with different terminology in true nATo 
fashion. There was, however, one new piece 
of the construct that attracted considerable 
attention and enthused many to think we 
could collectively make a real difference to 
nATo’s ability to provide an even more ef-

fective deployable Command and Control 
capability. The so-called Forward Coordi-
nation element (FCe) emerged from this 
early work. The problem was determining 
precisely where this new element would fit 
in the new nCs and its principle roles and 
responsibilities. 

The questions posed by the creation of 
this “new” element provided the JWC with 
a natural culminating point to conclude the 
early part of the exercise design and plan-
ning process. An FCe seminar was subse-
quently hosted by the JWC in early February 
2012 to provide a venue allowing for high 
level discussions on the roles and responsi-
bilities of the FCe, as the deployed element 
of the Joint Force Commander. A secondary 
aim of the seminar confirmed the exercise 
design and optimized the opportunity to 
use sFJT 12 as an effective assessment and 
analysis tool for the new nCs concept. 

The seminar brought together a distin-
guished group of senior nATo Command-
ers and military/civilian subject Matter 
experts, including General (ret.) sir John 
reith, a former dsACeUr, Lieutenant 
General Bouchard, former Commander 
operation Unified Protector (Libya), Un 
special representatives and Ambassadors. 
As Commander JWC stated in his open-
ing remarks the seminar allowed “the JWC 
to become an enabler in the concept devel-
opment of the deployed Joint hQ (dJhQ) 
model and the FCe. it is our mission to fully 

support both ACT and ACo in this trans-
formation effort and it is a privilege to be 
at the core of this effort to develop the new 
nATo Command structure”. 

The FCe seminar thus provided us with 
the opportunity to work closely with rep-
resentatives from shAPe, sACT and the 
three Joint Force Commands and allowed 
the sFJT12 exercise Planning Team to have 
a sound basis to further plan and execute 
the remainder of the exercise. 

having overcome the early challenges 
associated with exercise design and adapt-
ing to changes in terms of concept devel-
opment, the Planning Team were now pre-
sented with further potential challenges. 
exercise sFJT12 would be the first major 
exercise, of any type, to be hosted and run 
from the new JWC Training Facility at Jåttå, 
following the closure of our more familiar 
training site at Ulsnes naval Base north of 
stavanger. in addition, JWC learned that 
the JFC Lisbon core staff, augmented from 
elsewhere within the nATo JFC structure, 
would deploy in entirety to norway to ex-
ercise the early transition from the FCe to 
the full deployed Joint Force headquarters.

As one can imagine the three month 
period between the FCe seminar and the 
culminating execution Phase of sFJT 12 
passed very quickly. To accentuate the short 
timeline even more, the JWC supported 
two additional exercise events in Lisbon 
although these ultimately did much to pro-

The FCE Seminar participants at JWC with Major General Berger, Lieutenant General Stoltz, General (Ret.) Ramms, General (Ret.) 
Dr Olshausen, Rear Admiral Bauza, Rear Admiral Gilday, Rear Admiral Ruehle, Major General Reynes Jr, Brigadier General Weighill, 
Brigadier General Beulen, former Ambassador Peggy Mason and Mr. Victor Angelo. The Seminar provided a venue allowing for high level 
discussions on the roles and responsibilities of the FCE.

Sir John Reith
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vide the entire training audience and exer-
cise Control (eXCon) staff with a useful in-
troduction to the final phase of the exercise. 
Mindful of the administrative challenges 
that we were anticipating with a first use of 
the new training facility, it certainly helped 
to have an “away team” that were able to 
complete a highly efficient bed-in at Jåttå at 
the beginning of May in preparation for the 
all important test of concept.

The new deployable hQ concept is 
based upon a stepped, scalable and flexible 
Command and Control model providing 
for a progressive deployment of Command 
and Control capability “blocks” each main-
taining key operational functions tailored 
to the mission and situation. in order to fa-
cilitate this stepped approach, the FCe and 
dJhQ were physically separated upon their 
arrival in Jåttå with the FCe staff housed in 
a former bunker facility, to simulate their 
“deployed” status with the remainder of 
the deployed JhQ staff accommodated in 
the new JWC training facility. The first four 
days of the execution phase focused on pro-
viding the FCe Commander and staff with 
the environment and issues that they would 
most likely encounter in the early 
days of a Crisis response opera-
tion. The JWC remit was to deliver 
a scenario that would assess the ef-
fectiveness of the FCe to prepare an 
environment for the deployment of 
a more robust Command and Con-
trol infrastructure and a Joint Force.

on the fifth day of the exercise, 
the FCe was subsumed into the full 
dJhQ, which then worked through 
the early challenges associated with 
the initial arrival of a Joint Force 
Commander into a Theatre of op-
erations. There was a particular em-
phasis placed on the management 
of the transfer of authority from 
what was effectively a coordinating 
function, to that of commanding an 
operation through the deployment 
and employment of a deployed 
Joint headquarters. 

Another new element to 
sFJT12, and key to its success as 
a conceptual exercise, was the so-
called A2r Community. This group 
of analysts, drawn from the op-
erational Preparation directorate 
(oPd), Joint Analysis and Lessons 

Learned Centre (JALLC), and JFC Lisbon’s 
and JWC’s respective Analysis sections, 
provided broad coverage throughout the 
execution phase, assessing and analyzing a 
wide range of processes and activities asso-
ciated with the new Command and Control 
concept. Their collective efforts will prove 
invaluable as ACo and the remaining JFCs 

look to further development of the new con-
cept. The execution phase of exercise sFJT 
12 appears to have been a success judging 
from an early assessment from Lieutenant 
General stoltz who was quoted as saying 
“From my perspective, the Forward Coordi-
nation element achieved great results with 
a highly trained small core of staff working 

in a simulated environment. during 
sFJT 12 we were able to fully test the 
FCe’s ability to ‘connect’ and ‘under-
stand’ whilst beginning to look into 
the ‘preparation’ of the initial Com-
mand element, as part of the scal-
able C2 option”. 

From a JWC perspective, with 
over 800 personnel spread across 
the training audience and eXCon, 
coming from at least 12 different 
nATo organisations, the new train-
ing facility was put to the test and 
delivered, providing an effective 
and efficient venue to successfully 
assess and analyse the nCs, neatly 
summed up by Lieutenant General 
stoltz as JFC Lisbon’s “lasting legacy 
to the Alliance”.   

The visit of His Majesty King Harald 
V of Norway occurred while the 
exercise was running at the JWC with 
631 personnel. (Read about the visit 
on page 48). Photo shows the author 
with His Majesty and Major General 
Berger, prior to the tour of the training 
facility. Photo by MSgt Berger.

Lieutenant General Stoltz receiving media training from JWC’s media team


