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WG 4 Approach

Provide overviews to set the stage.

— MAJ Francisco Baez. Cultural Modeling and Support to Pakistan-
Afghanistan (PAKAF) SMA.

— LTC Scott Crino Army Asymmetric Warfare Group (AWG).

— MAJ Scott Seidel Emplacement of Combat Outposts (COPS) to

Maximize Population Security in a COIN
Environment.

— Cpt Arun Shankar ORSA — MNF-W C-IED.

— MAJ Maria Vedder ORSA TAC - Application of ORSA at the Tactical
Level.

— LTC Dixon Dykman Tactical IW Tactical Wargame and Tasks,

Events, and Outcomes.

Discuss the following questions:
— What tactical operations analyses are currently being performed?
— What OA approaches should be emphasized?
— Given limited resources, what key tactical OA should be conducted?
— What are the best practices for these analyses?
— What is the way ahead?


Presenter
Presentation Notes
The workgroup used a two-phase approach.  The first phase was to set the foundation for answering the discussion questions.  There were six briefings that emphasized current tactical OR support that shaped subsequent discussions.  The first briefing was from MAJ Francisco Baez on Cultural Modeling and Support to Pakistan-Afghanistan (PAKAF) SMA.  It discussed the support of GEN McChrystal and MG Flynn on better understanding certain districts in Afghanistan from the citizen’s point of view.  The second brief from LTC Scott Crino discussed what the Army AWG is doing to help identify vulnerabilities of the threat that friendly forces could exploit to weaken the threat center of gravity.  The third briefing from MAJ Scott Seidel discussed applying a network optimization approach that identified the best locations for combat outposts.  The fourth briefing from Cpt Arun Shankar highlighted what a USMC analyst at the tactical level focused on during their deployment.  It was an interesting discussion since Arun was present during the retrograde operations.  The fifth brief from MAJ Maria Vedder discussed employment techniques an analyst should use at the tactical level so they are relevant in the eyes of the commander and their staff.  The final briefing from LTC Dixon Dykman discussed the TEO or task-event-outcome breakdown of key tactical tasks that are routinely performed by not only coalition forces, but also threat forces.
After these briefings, the focus was then on the key five questions of: 
What tactical operations analyses are currently being performed? 
What OA approaches should be emphasized? 
Given limited resources, what key tactical OA should be conducted?  
What are the best practices for these analyses? 
What is the way ahead?




Definitions

» Analysis vs. Assessment.
— Assessment.
- Requires an analysis.
- More holistic in application.
- Typically composed of multiple parts.
- Example:
Informs commander on [progress along] campaign plan.

» Tactical vs. Operational.
— Doctrine:
- Tactical is DIV and below.
— COIN:
- “Tactical’ can be conceptualized as BDE (perhaps BN) and below.
— Action-oriented.
- Soldier-focused = tactical.
- AO vs. Al.
— Definition is fuzzy.
- Higher-echelon actions/decisions can impact local population/leaders.
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Before a discussion of the questions, we wanted to provide a framework for distinguishing what we meant by analysis and assessment.  There was not formal concurrence among the group.  However, to simplify ensuing discussion we agreed that assessment was a focus on key MOE and MOP that supported lines of effort and analysis were components or building blocks to this assessment.  Although not a satisfying definition, it was sufficient for the group to frame discussion.  The other key definition was distinguishing between tactical and operational (or even strategic).  During MCOs, doctrinally a division is considered tactical and corps the operational element.  However, in an IW or COIN environment, these delineations are blurred and not entirely useful.  Again, although no formal agreement was reached, it was decided for the sake of this discussion, that a BCT was the focus of tactical operations although any element could be tactically or operationally employed.


= What Tactical Operations Analyses
are Currently Being Performed?

Majority of current analyses are lethality-focused.

In many cases, analyst use is personality-driven.

Impact of operations on populace.

Tied to entire staff, but focused on intel and opns support.

Includes
« Exemplar; non-exclusive list: Current Operations
— |ED and C-IED analysis. Planning
— ldentifying threat vulnerabilities. Future Operations
— ldentifying potential threats to friendly forces. Logistics
— Target identification. Intelligence
— COA analysis.

— ldentifying and analyzing relevant MOE and MOP; progress assessment.
— Location of combat outposts.

— Retrograde support.

— Ground and air traffic scheduling.

— Ground safety incidents.

— Decision support tools (i.e., VBA).

— Data development.

— Geospatial analysis.

— Self-initiated analysis vice command directed.

— Narrative analysis.

— IW TWG / Task-event-outcome (TEO) development.
— Polling data analysis.
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The first question addressed is looking at what OA is currently being done.  There were some key overarching principles of what we found about this analysis.  We found that the majority of current analyses are lethality-focused, but there is definite recognition that the non-lethal (governance and economic) are important.  For example, there is significant attention to the impact of operations and the effect of actions on the population.  Much of the analysis was driven by the individual analyst.  We found that 80% of analysis done was self-initiated as the analyst would listen to the commander, interact with the staff, and follow current and future operations and decide where best to apply themselves.  The analyst should also understand the other staff elements so as best to see where they can integrate themselves.  There is some variance where analysts are assigned, but typically under operations or plans or in limited cases, under the chief of staff or executive officer.
The types of analyses fall under one of five key areas including current operations, planning, future operations, logistics, and intelligence.  The list on the slide includes some of the specific analyses performed, but is not meant to be inclusive.  They are representative of the analyses conducted.  The group concluded that the analysts would not have extensive time to brief the results to decision makers so had to ensure their results were succinct and included actionable recommendations.  Some of the types of analyese include:
IED and C-IED analysis.
Identifying threat vulnerabilities.
Identifying potential threats to friendly forces.
Target identification.
COA analysis.
Identifying and analyzing relevant MOE and MOP; progress assessment.
Location of combat outposts.
Retrograde support.
Ground and air traffic scheduling.
Ground safety incidents.
Decision support tools (i.e., VBA).
Data development.
Geospatial analysis.
Self-initiated analysis vice command directed.
Narrative analysis.
IW TWG / Task-event-outcome (TEO) development.
Polling data analysis.


.

What OA Approaches Should be Emphasized?

The art as well as the science of analysis (make it resonate with warfighter).
Critical thinking.

Understanding the OE, to include robust human, social, culture, behavior (HSCB)
considerations.

Understanding 2" and higher order effects (many HSCB-related).

Actionable recommendations — ensure we provide the “so-what.”

Lower-echelon current operations analysis (e.g., support a company to identify
where to place TCPs, personnel logistics analyses, etc.).

Lower-echelon geospatial, excel (e.g., pivot table), etc. training.

Support to plans development (i.e., within the G/S-5) to support campaign metrics
identification, etc.

Geospatial analyses.

Methods, models, and tools (MMT) in support of deployed and pre-deployment
units/analysts; e.g., TTP development/training.

Trend analyses; forecasting (as “predictive” as possible).

Expanded COA analysis (e.g., disciplined approach, problem definition, etc.).

Being a smart consumer of existing data; a smart driver of needed data.
|dentification of the critical common factors between disparate AOs/OEs.
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Clearly there is no shortage of tools the analyst can use, but we wanted to determine which OA approaches should be emphasized at the tactical level.  First and foremost, the analyst must not only understand the science of OR, but also the art of being given a question, seeing if it is the right question, understanding the problem, apply the right methodology, answer the question, and then speak to the warfighter the result in the warfighter language vice OR language.  Also, the analyst should ensure instead of just telling the decision maker about the problem and proposed solution, also provide a recommendation for how to implement the solution.  Due to the current environment, the analyst cannot solely focus on lethal operations, but must understand the impact and effects of HSCB data and information.  This knowledge will give the analyst the ability to look beyond first order effects.
Specifically, there are certain approaches that should gain more attention from the analyst since we believe they will be of significant benefit to the commander and their staff.  These include:
- Lower-echelon current operations analysis (e.g., support a company to identify where to place TCPs, personnel logistics analyses, etc.).
- Lower-echelon geospatial, excel (e.g., pivot table), etc. training.
- Support to plans development (i.e., within the G/S-5) to support campaign metrics identification, etc.
- Geospatial analyses.
- Methods, models, and tools (MMT) in support of deployed and pre-deployment units/analysts; e.g., TTP development/training.
- Trend analyses; forecasting (as “predictive” as possible).
- Expanded COA analysis (e.g., disciplined approach, problem definition, etc.).
One of the key drivers for any analyst is the data.  Although covered in working group 1, this group did recognize the problems with getting relevant data, understanding and analyzing that data, storing the data, and sharing it with others.  However, at the tactical level, the analyst can ensure they use existing data smartly and more importantly, determine what data is needed that they are not getting and identifying the best way to get that data.  Remember that asking troops on the ground to get your data is a burden on them so be judicious in your requests.  Finally, an analyst should be aware of more than just their AO and communicate with other analysts in theater (or even different theaters).  We understand that each AO or even neighborhood is different from another and there are few universal truths in IW and COIN operations.  However, there are likely similarities that can be exploited and a good analyst will look for those.


& Given Limited Resources, What Key Tactical Operations
Analyses Should be Conducted?

» Continue to focus on what the commander wants/needs.
— Typically this will include threats to own forces (e.g., IEDs, etc.).
— Support operational analysis throughout the command.

e Conduct MOE/MOP development and assessment.

» Conduct geospatial analyses.

» Execute the full range of data development (identify data requirements and
sources, data collection/research, management, analysis, and storage).

— Ensure HSCB is included.
— Survey/poll question specification (support), results access, and analysis.
o Support ONS development/analysis.
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We recognize that there are not enough analysts or time in the day to answer every question.  However, there are key ones that should be the focus at the tactical level.  Of most importance, the analysts needs to answer what the commander wants.  Recall that likely only 20% of less will be commander requested, but this can increase as the analyst illustrates what they can do.  It is also up to the analyst to be self directed to identify the critical analyses that should be performed that will be of benefit to the command.  Avoid working on what you want to do, but focus on the important questions that should be asked, but are not being asked.  The analyst should focus on giving the commander and the staff good situational awareness (and actionable recommendations).  Addressing the MOEs and MOPs and where the command is and where they are going is important.  In order to effectively do this, the analyst should be integrated with other staff elements (and subordinate commands).  One of the key points discussed throughout was geospatial analysis and a good ability with the Microsoft products.  The geospatial analysis is a good visualization tool for the command.  The other important consideration for analysts is the full range of data development.  This is more than just being a consumer of data.  The analyst also needs to identify requirements, determine economical (yet sufficient) ways to collect the data, ways to analyze the data, store the data, and share with others.  Lethality data is something most analysts have experience with and comfort, but the realm of HSCB is another dimension that cannot be overlooked.  It is our opinion that there is still much to do in this area.  Finally, operational needs solutions must be included and this may involve material solutions.  Working with the command, the analyst should again integrate with the staff to identify requirements and where an ONS should be submitted.


.

What are the Best Practices for Analyses?

Develop a thorough understanding of environment; must include robust HSCB.
— Use (comparative) historical analyses/situations.
Provide actionable recommendations — give the so-what.
Establish “smooth” data transference processes between networks.
Execute a triangulation of analysis (don’t rely on one thing; as possible).
Know who the decision maker is and what they expect; answer the question asked.
OK to provide a simple approach if it answers the question. KISS; don't over-analyze.
Understand the commander’s intent; integrate with the staff.
Build and maintain trust and credibility.

Understand capabilities and vulnerabilities of friendly and threat forces.
Identify the most relevant problems; answer the right question.
— Structured problem evaluation.
— Employ both art and science of (OR) analysis; includes agility/adaptability in using
new/other/novel/even paradigm-shifted concepts and methods.
Speak to warfighters in their language; operationalize results.
Know ARCGIS, Microsoft Office, and statistical software package(s).
Understand data sources and examine/suggest how to improve them (data development).
— Avoid loss of digital data.
— Proactively influence data collection.
Learn what is common that can be transferred between different districts or theaters.
— E.g., common “PMESII traits” between AOs.
Know what it takes to be a good staff officer.
Avoid “not-invented-here” mindset.
— Be willing to use near-term, previous analyses.
Implement wider use of the ORSA toolbox.
— Every deployed ORSA should attend pre-deployment ORSA course and deploy with ORSA Toolbox.

Deploy ORSAs as cells/teams.
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There are many best practices that can be employed at the tactical level.  A key overarching concept is that the analyst should be vested in the problem meaning they need to understand the environment, understand the commander, and be able to give actionable recommendations.  They must be versed in the ability to know where data resides and quickly get it from one network to another so information can be shared.  The analyst cannot rely on one piece of evidence, but must look for multiple sources.  This again implies the analyst should speak to others within the staff (not only internally,  but higher and lower) to see how they are viewing a problem.  The analyst must answer the question.  Do not answer the question you want, but answer what is asked.  If you do not think it is the right question, then clarify prior to doing the analysis.  It is acceptable to have a simple approach to a problem.  The problems are complex, but a solution may not have to be.  It is up to the analyst to build their credibility.  If a previous analyst has built up a reputation, it is your job to make it better.
The analyst must understand capabilities and vulnerabilities of friendly and threat forces.  Ensure that you employ a structured problem evaluation and use both art and science of OR so that you can operationalize results that speak to the warfighter.  The analyst must have a good understanding of ARCGIS and Microsoft Office, but should also have working knowledge of at least one statistical software package.  Using the ORSA toolbox is of significant benefit.  As noted earlier, the analyst should determine what is common that can be transferred between different districts or theaters.  The value of being a good staff officer should not be underestimated.  
There should be consideration to partnering ORSAs and not having them work as individuals.  Each analyst has strengths and weaknesses and teaming them gives excellent results.  


What is the Way Ahead?

Short-Term Actions:

Provide inputs to Phalanx article.
Inform follow-on Deployed Analysts Seminar.
Provide inputs to follow-up CSA Army Executive IW Conference.

Provide Conference outbriefs to Deployed ORSA Course and to ORSA cells at both the
COCOMs and Corps/Div.

Attendees continue collaboration with key efforts/personnel for current mission(s).
Prepare overall MORS IW outbrief and give desk-side brief to MORS sponsors.

Continuing Actions - Work Solutions to Following Questions:
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How can we best expose ORSA capabilities to leaders (e.g., during CGSC, pre-
command course, etc.)?

Where are ORSAs best located and in what number?

How do we distinguish tactical, operational, and strategic or does it matter?

What are best practices for reachback?

How are we capturing what has been done so training and doctrine can be influenced?
How do we best capture, manage, and maintain original integrity of data?

How can we best optimize the use of (MIL, CIV, CTR) operations analysts?

How do we capture what units have done (where does their data go when they re-
deploy)?

What can we do to anticipate future IW/COIN contingency operations?
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There are several actionable items that should be done.  This brief will help feed the Phalanx article.  TRAC hosted a deployed analysts seminar in Oct 09.  This MORS session has built significantly upon that workshop.  In Aug 09, the CSA hosted a IW conference.  This session has built upon those results.  There is going to be a follow-on CSA session and these results will be informative.  The outbriefs should not only be provided to various ORSA courses and cells, but MORS should prepare an overall brief that can be provided to MORS sponsors.  There has been excellent dialogue between attendees and that should be continued and built upon.
The group also identified a series of questions that should be addressed in future workshops or by service proponents.  These include:
- How can we best expose ORSA capabilities to leaders (e.g., during CGSC, pre-command course, etc.)?
- Where are ORSAs best located and in what number?
- How do we distinguish tactical, operational, and strategic or does it matter?
- What are best practices for reachback?
- How are we capturing what has been done so training and doctrine can be influenced?
- How do we best capture, manage, and maintain original integrity of data?
- How can we best optimize the use of (MIL, CIV, CTR) operations analysts?
- How do we capture what units have done (where does their data go when they re-deploy)?
- What can we do to anticipate future IW/COIN contingency operations?



Questions?
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