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Context

ASCA LOE 1a & b will introduce Net-centric processes and protocols to a distributed group of SMEs that will enable the SMEs to develop a plan for complex crisis response. Net-centric processes and protocols will include guidance for planning in a Net-centric environment.  

Concept of Operation 

The Net-centric environment will enable development and visualization of the emergent plan in the form of a concept map(s)
 that all SMEs can asynchronously and collaboratively engage with and contribute to. The “Cmaplan” will provide a centralized perspective on the emergent plan without imposing centralization of the development process.

Precedent : Using concept maps to develop and represent orders, plans and intent

Precedent for the CONOPS can be found in the military planning and concept mapping literature. 

In an attempt to improve the basic process for creating, sharing and using operational orders (OPORDs) and operational plans (OPLANs) – the structured order format used by the US Army – Hoffman and Shattuck (2006) advanced the idea of using concept maps as the representation format for OPORDs. By organizing the five-paragraph OPORD as a concept map, and hyperlinking to other, more detailed concept maps that expand on the overarching order, they found benefits in comprehension and efficiency for information transfer. To mitigate the resistance to the new format, they developed templates that call out the essential components of the OPORD that could be filled in by planners.
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In early 2006, the United States Joint Forces Command (USJFCOM) marshaled a team of researchers and experienced operators from across the intelligence community to conduct a survey of the nine Combatant Commands’ (COCOM) efforts at transforming their intelligence operations, or their Joint Intelligence Operations Centers (JIOC). The survey team was comprised of a group of 14 -18 collectors who traveled to each COCOM to conduct interviews with key personnel involved in intelligence operations (hereafter, the “forward team”), and a group of 12 analyzers, four of whom were the primary analysis team (hereafter, the “rear team”), who worked in Norfolk, Virginia. The scope of the survey was broad. The intent of USJFCOM was to gather information regarding the COCOMs’ current and future intelligence operations that indicated how they were arranged (i.e., Organizational Structure), what their missions were (i.e., Functions), how they accomplished these missions (i.e., Processes), and what sorts of information technology systems and related policies they employed (i.e., Systems and Policies). USJFCOM was also interested in the relationships between COCOMs and other organizations. The overarching purpose of the survey was to identify best practices and their caveats, gaps and redundancies, overlaps between COCOMs, and comparisons between the COCOMs and concepts thought to be transformational. These findings, in turn, served as the basis for candidates for experimentation in future USJFCOM transformation efforts. 

In order to capture the entire scope of the survey, Moon (2006) – working with the JFCOM program managers and from various artifacts generated as the program developed – developed a concept map – the JIOC Survey Team Methodology Overview. The concept map explicitly indicated the organizations involved, the focus of the survey and its interacting dimensions, of the expected outcomes of the survey. The categories of information to be collected – i.e., around Organizational Structures, Functions, Processes and Systems & Policies – hyperlinked to additional concept maps that described them in greater detail.
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Fourie & van der Westhuizen (2008), in exploring the value and use of concept maps in the alignment process of the strategic intent of a business, found that “concept maps are a valuable tool to visually represent the strategic intent of a business, namely vision, mission and strategic objectives. Participants found the construction of the concept maps extremely helpful in refinement of their own concepts around strategic intent. When the various maps were compared concept maps proved particularly useful in showing miscommunication and misperceptions of the strategic intent amongst the various hierarchical levels. It can thus be concluded that concept maps is a valuable tool in the alignment of business strategy by visually representing the strategic intent, alignment and misalignment amongst the identified concepts by different hierarchical levels of the organization. Concept maps can visually represent the complex and abstract nature of business strategy, making it easier to plan, describe, define, craft, communicate, implement and measure.”

Outstanding Research Questions

While each of the noted precedents provide support for the notion of using concept maps to support planning, none provide comprehensive guidance for the envisioned use in ASCA. Hoffman & Shattuck’s use supported a hierarchical military planning team – the SMEs in ASCA will not be so arranged. Moon’s use provided a means for representation of the methodology based on information collected by Moon – the vision for ASCA is to decentralize the network and decision making. Fourie & van der Westhuizen showed value in strategic alignment within the context of familiar team relations – ASCA SMEs will need to go beyond alignment to operational planning within the context of a networked but non-intimate group. 

Thus, a number of research questions regarding the potential for using concept maps for planning remain open. It is not clear what sort of impacts distribution, asynchronicity, infamiliarity (both interpersonal and cross-cultural/domain), trust, and non-hierarchical group organization may have on the co-development of a plan in the Net-centric environment. It is presumed that concept mapping throughout the development of the plan will help to mitigate challenges and provide otherwise unavailable affordances. Specifically, concept mapping should:

· reduce uncertainty by encouraging clarity of the plan and its associated goals
· enhance trust by making explicit otherwise implicit assumptions about the plan

· enhance collaboration by enabling access to centralized, recorded versions of the plan

· reduce planning time by enabling ready access to and priming expertise in the context of the plan.
LOE 1a Implementation

LOE 1a will involve the first exposure of many of the SMEs to concept mapping. Thus, the focus for LOE 1a should be placed on introducing concept mapping for the purpose of developing a plan. The plan should be managed by Moon, who will provide guidelines and/or templates, as well as individual support, for each SME to follow in contributing their piece of the plan. Moon will integrate the pieces into a final plan. All concept mapping will be done with CmapTools, and all .cmap files will be stored and viewed via the CmapServer hosted by Perigean Technologies LLC. Each SME will only review their own concept maps, and the final concept map, and be provided opportunity to edit the final plan. Moon will be responsible for tracking changes to the plan.
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By the close of LOE 1a, the SMEs will have contributed to a plan. 

LOE 1b Implementation

Having gained familiarity with concept mapping, the focus for LOE 1b should be on developing an emergent plan without the benefit of a centralized plan manager. Moon will only support individual SMEs as they contribute to a centralized plan. Guidelines for collaborative and/or synchronous concept mapping will be provided. All concept mapping will be done with CmapTools, and all .cmap files will be stored and viewed via the CmapServer hosted by Perigean Technologies LLC. SMEs will have access to all versions of the plan, and will be responsible for tracking versions of the plan.
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By the close of LOE 1b, the SMEs will have co-created a plan.

LOE 2 Implementation

By LOE 2, the full-suite of collaboration and visualization tools will be available to all SMEs. Thus, the focus of LOE 2 should be on developing an emergent plan using the full-suite of tools. Moon will provide support to SMEs as needed. All concept mapping will be done with CmapTools, and all .cmap files will be stored via the CmapServer hosted by Perigean Technologies LLC. The emergent plan will also be viewable via Second Life, along with an historical view of the plan, providing direct access to all participants to the current and evolutionary view of the plan.
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By the close of LOE 2, the SMEs will have co-created a plan.
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� This White Paper presumes that the reader has some familiarity with concept maps.





