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ABSTRACT

How to intervene in crises and conflicts? How to cope with complex challenges in the field of defense,
security and stability? Questions like these are difficult to answer due to amongst others the invol vement of
multiple stakeholders that contribute to these complex challenges and need to cooperate and align their
efforts. In recent civil-military missions in Iraq and Afghanistan the answer was a comprehensive approach.
But how can multiple stakeholders cooperate in unity of effort to plan and execute activities in a complex
and changing crisisor conflict environment?

To cope in unity of effort with a complex and changing crisis or conflict environment TNO developed the
Collaborative Decision Making (CDM) process, a flexible process to support multiple stakeholders on all
levels. The CDM process found its origin in the devel opment of the Uruzgan Campaign Plan, an integrated
long term plan for the province of Uruzgan during the civil-military ISAF mission in Uruzgan in 2009. After
the use of a preliminary version of CDM in Uruzgan, the process was improved at TNO and has now been
applied several times.

Now, five yearslater, it istime to reconsider the CDM process. To what extent does CDM contribute to unity
of effort in the planning and execution of activities? To what extent is CDM suitable for complex, multi-party
challenges? What are important prerequisites for applying CDM? How could CDM be improved? To
answer these four questions three different applications of CDM were analyzed. Lessons identified and best
practices of three different CDM cases were collected and formed the base for improvements of the CDM
process. Based on the lessons identified and best practices it can be concluded that CDM is a useful process
for creating unity of effort in complex, multi-party challenges in the field of defense, security and stability,
but only when the CDM processistailor made and essential prerequisites are met.

1.0 INTRODUCTION

How to intervene in crises and conflicts? How tpeavith complex challenges in the field of defense,
security and stability? Questions like these afficdlt to answer, especially in a changing and pter
environment with multiple stakeholders. Due to tinversity of the stakeholders and their differenites
interests, objectives, political and/or strateggersdas, processes and cultures, it is a challemge t
cooperate and to align efforts effectively in a poemensive approach. A comprehensive approach
concerns the cooperation of different organizationshe understanding, structuring and solving of a
common problem or challenge. In civil-military mimss the comprehensive approach often pertairtseto t
cooperation of civilian and military organizationthe ministries of Defence, Foreign Affairs and
Development, Security and Justice, coalition pastndnternational Organizations, Governmental

STO-MP-HFM-236 15-1



Sal

CDM Process for Complex Defense, Security and Stability Challenges organization

Organizations, (local) Non-Governmental Organizatidocal government and local security fortés.
relevant question in a comprehensive approachow. ¢tan multiple stakeholders cooperate in unity of
effort to plan and execute activities in in a coexphnd changing crisis or conflict environment?

Traditional military planning processes do not segtaquate for these complex multiparty environments
because they are often end-state driven and dosuafliciently take the continuously changing
environment and the multiple stakeholder objectimés account. Also, the traditional planning preses
are ‘military’, and as such not suitable or accbklgafor most other stakeholders. Therefore, TNO
developed aCollaborative Decision Making (CDM) process that helps stakeholders to cope with
complex, multiparty environments and to create maghtain unity of effort.

The CDM process found its origin in the developmeinthe Uruzgan Campaign Plan during the Dutch
contribution (2006-2010) to the civil-military ISARission in Uruzgan. The Uruzgan Campaign Plan is a
comprehensive plan, developed by the civilian ftamy staff of the Netherlands-Australian Task Forc
Uruzgan (TFUY. After three years of operations and activitiet/mzgan the civilian military cooperation

in the field was established. However, most acéisitvere planned and executed as parallel instead o
integrated activities. Despite useful earlier agiesran overall, integrated long-term plan that stohthe
coherence of the different activities and lineopérations was lacking. The commander and theianivil
representative of thé"@otation of Task Force Uruzgan wanted more cotmrémtheir activities and they
wanted to create unity of purpose and unity of efém all levels. They believed that the developtran

an integrated plan, the Uruzgan Campaign Plangddoeip?

The development of the Uruzgan Campaign Plan watedlby a preliminary version of the CDM process
and facilitated by operational analysts (reser¥ieafs), deployed within the Task Force UruzganJF

All civilian and military elements in the Task Ferstaff and representatives of sub-units and iatemnal
partners participated in the CDM process. The m®ceontributed to unity of effort of Task Force
activities throughout the province of Uruzgan. Afseiccessfully applying the preliminary CDM process
in Uruzgan the process was further developed angrawed by the TNO organization, where e.g.
knowledge on multiparty decision making and cobgicalysis was added. The improved CDM process is
described in theCDM guide and CDM methods and became applicable for complex problems and
challenges in other complex environmehthie CDM process has been applied several times.

Now, five years later, it is time to reconsider BBM process. To what extent does CDM contribute to
unity of effort? To what extent is CDM suitable foomplex, multiparty challenges? What are important
prerequisites for applying CDM? How could CDM bepmoved? To answer these four questions lessons
identified and best practices were collected oédéhdifferent CDM cases: 1) CDM for the integrated
police training mission in Kunduz, 2) CDM for thiwitmilitary exercise ‘Borculo 2012, and 3) CDMirfo
the future Network Information Infrastructure (N4j the Ministry of Defense. The observations, ¢ess

! Rietdijk, W.S. (2008). De ‘comprehensive approachUruzgan, schaken op vier borden tegehjklitaire Spectator, 177 (9),
pag. 472-486;

Mollema, P. & Matthijssen C.J. (2009). Uruzgan: dp goede weg, civiel-militaire samenwerking in eeosmplexe
counterinsurgency operatidilitaire Spectator 178 (7/8), pag. 399-413;

Soldaat, P.B. (2009). Observaties rond operati@ggghanistan (I en Il)Militaire Spectator 178 (5), pag. 252-178; (6), pag. 340-
349.

2 The Provincial Reconstruction Team was part offthgk Force Uruzgan and led by the civilian repregere.

3 Bemmel, Maj (R), Drs. I. van & Eikelboom, Maj (R), D., Comprehensive Planning in Uruzg&moceedings of the 15th
International Command and Control Research and Technology Symposium, Santa Monica, CA, June 22-24, 2010.

Bemmel, |.E., Eikelboom, A.R. & Hoefsloot, P.G.F. {2). ‘Comprehensive and iterative planning’ in Uyag, de ontwikkeling
van het Uruzgan Campaign Pla#filitaire Spectator, 179 (4), 196-209

“ Both authors were at that time deployed as operatimnalysts in Taskforce Uruzgan.

° Bemmel, Ingrid van; Eikelboom, Aletta & Thénissehod¥ (2012).CDM Gids, Collaborative Decision Making in 8 stappen.
TNO, ISBN: 978-90-5986-415-3.

Bemmel, Ingrid van; Eikelboom, Aletta & Thdnissenlpd¥ (2012). CDM werkvormen, Creatieve werkvormen voor het
Collaborative Decision Making proces. TNO, ISBN: 978-90-5986-417-7.
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identified and best practices come from the cdlleatxperience of the authors who have been indoive

all of the CDM implementations described. Interseand discussions with participants from government
departments are also reflected here. The obsemgatiessons identified and best practices fornmbtse

for suggestions for improvement of the CDM process.

In this article first the CDM process is introducaad explained. Then three CDM cases are discussed.
Each case starts with a case description followedhk results of the CDM process and the lessons
identified and best practices. The article concdudigh suggestions for improvement of the CDM pesce

1.1 WhatisCDM?

Collaborative Decision Making (CDM) is a processttrsupports multiple stakeholders with the
development of a vision and long term ambition afitth the translation of that vision and ambitiotoira
specific approach and activities. Furthermore, CDBMpports multiple stakeholders in building
collaborative relationships. Often collaboratiorivieen multiple stakeholders is necessary to cople wi
complex problems and challenges. This means tla&elsolders have to become willing and able to
cooperate and synchronize their approach and &esivio such an extent that their effort becomes
mutually enforcing. CDM facilitates the collaborati between multiple stakeholders to enable them to
join their efforts and to act ianity of effort. Effective collaboration is not always a mattercolrse.
Often stakeholders may need to overcome differeicesiture, values, interests, backgrounds, belief
goals and/or procedures. Therefore the CDM proiesalso designed to assist the stakeholders to
overcome these differences through collaboratidlding or even teambuilding.

The CDM process results in a CDM document that aiosta mutual agreed vision and long term
ambition and also the translation into specificrapphes and activities. This CDM document (that ey
called a collaborative guide, plan, mission design,needs to provide an flexible base to cope with
complex challenges. Because of continuous chamgg®ienvironment, the CDM document needs to be
adjusted regularly in order to keep it aligned wiitle challenges at hand. The CDM document owes it
flexibility to the iterative, not end-state driven approach of the CDM process as is also the case for
design processes used by the military for campai@gmning’ The CDM process takes the current
situation as a starting point and facilitates tlewedlopment of different and adaptive paths towamnals
acceptable long term situation. Figure 1 offersteematic view of the iterative approach.
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Figure 1: Schematic view of the iterative approach.

% Collaboration building is focused on creating dodletion between different stakeholders withoutrfioig a team. Through
collaboration building stakeholders get acquairedsonally and with each other’s expertise and dihevork. Collaboration
building will increase the chance that stakeholdeits support each other in the field. Furthermaalaboration building is
believed to contribute to communication, decoriffict cooperation and integration among the stalisrsl

! McCauley, D. (2011). Design and Joint Operatiom®ilag. Canadian Military Journal, 12 (1) Winter 2011, p.30-40.
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The underlying assumption of the need of an iteeadipproach is that in a complex environment incvhi
different factors and stakeholders influence eattterocontinuously, it is undesirable and often not
possible to define a specific and definite futunel-state. By applying an iterative approach the CDM
process enables adjustments to the CDM documemtdbas effect assessmémnd changes in the
environment. As a result the CDM document is alwagsto date and continues to guide the multiple
stakeholders in their activities that contribute¢alizing the desirable or acceptable long tertumason.

In sum, the CDM process offers a base for contislyosynchronizing and adapting the CDM document
to such extent that the activities of all stakebaddcontinue to enforce, instead of oppose eadr.oth

1.2 CDM process

The CDM process as implemented to date consisgtight phases which are depicted in Figure 2 and has
been guided by and facilitated by TNO specialite process starts with the formation of a CDM team
that will jointly develop the CDM document, and cardes with writing the CDM document and setting
up the progress measurement (to assess the pragréshe effects during the execution of the CDM
document). Although a CDM team will often go backidorth among the phases of the CDM process, the
core of the process is the development of the qunaeéframework in Phase 4. The conceptual framkwor
is also the backbone of the CDM document.

PHASE 1: FORMATION COM TEAM

L ' PHASE 2: ORIENTATION

L

- T
b
Y - o
| Y oo e

 PHASE 8: PROGRESS MEASUREMENT

Figure 2: Collaborative Decision Making (CDM) process.

To develop the conceptual framework, the CDM tetarts with the formation of the team (Phase 1). In
this phase getting to know each other through médron sharing, collaboration building or even
teambuilding is essential. After the formation phatakeholders represented in the CDM team areeawar
of their differences in culture, values, intereftackgrounds, beliefs, goals and/or procedurey, dne
aware of what is and what is not debatable for tdemng the CDM process. After the formation phase
the CDM team continues with a thorough orientatiphase 2) that continues during the entire CDM
process. During the orientation phase the CDM tealinconduct several analyses to create a shared
situational awareness of the complex environmerantples of (problem) analyses that can be done by
the CDM team are a stakeholder (or key leader)yarsabr a conflict analysis. Based on the resudlthe
orientation phase the CDM team formulates its maissitatement (Phase 3). In general terms the missio
statement describes the problem or challenge at, hlh@ long term ambition, the approach in broachse

8 Effect assessment is defined as the combinationeafsurement, analysis and inference of possifeetsf
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and the roles of the different stakeholders reprteskin the CDM process. The results of the origria
phase and the mission statement are the basevelogenent of the conceptual framework (Phase 4). A
conceptual framework contains all relevant factamscerning the complex problem or challenge, didide
in development themes, factors to mitigate, factoesxploit and factors to influence:

» Development themes: factors that the CDM team wants to contribute to;

» Factors to mitigate: negative factors that should be mitigated to @né\a negative influence on the
progress of development themes;

» Factors to exploit: positive factors that should be exploited to emeathe progress of development
themes;

» Factorsto influence: factors that can have a negative or positivaigfte and should be influenced to
such extent that they have a positive influenctherprogress of the development themes.

The factors in the conceptual framework form thekbane for the development of the CDM document.
For all factors in the conceptual framework the CB#dm will develop and formulate short-, mid- and
long-term objectives (Phase 5). Because of the tmdtyp of the problem and the environment the long-
and mid-term objectives can only be formulated #sason descriptions. However the short-term
objectives can be described as specific effectsedlize these objectives, the CDM team developsrak
approaches and activities (Phase 6). It is ofteraplex and time consuming puzzle to align all the
developed approaches and activities. Solving thiazle through co-creation will lead to an integral
collaborative approach.

When the CDM results are finalized and agreed upothe CDM team and/or the decision makers, the
writing process begins (Phase 7). All stakeholdepsesented in the CDM team contribute to the mgiti
process. During the writing process the focus ef @DM team slowly shifts to the development of a
measurement plan to be able to measure and akgepsogress of the mission. This measurement plan
will also be included in the final version of th®® document. Based on progress measurements (Phase
8) the CDM document can in time be adapted to obsrig the environment, goals, or participating
stakeholders. Through a regular update and rev{sibase 8) the CDM document will remain current and
recognizable to all and possibly new involved sheakeers.

Generally, The CDM process takes two or three nwatid then one or two months more for the writing
process of the final document. The CDM processirega substantial time investment of the participa

in the CDM team. Often there is one session (faur$) a week and sometimes even two sessions a week
Phase 2, 5 and 6 often take one or more sessioaiuf hours, depending on the complexity of the
subject and the collaboration within the CDM teadRecause the CDM process is meant to help
stakeholders with the challenges of complex, maityppenvironments and to create and maintain wofity
effort, the process needs to be guided by two ieddent facilitators with CDM experience and one
independent facilitator with expertise on the sobj&he facilitators do not only guide the CDM pees,
but also integrate the input of the CDM team in CpiMducts like the conceptual framework and inform
the CDM team of the progress of the CDM proces® Tdrilitators also provide the agenda for the
sessions and formulate some preparatory work opérticipants.

20 CDM CASES

Since the preliminary CDM process in Uruzgan in 2@@e improved CDM process was applied several
times. In 2011 CDM facilitated three ministries ¢8ety & Justice, Foreign Affairs en Defense) ireth
development of a comprehensive mission designriimee of their CDM document) for the Integrated
Police training Mission in Kunduz, Afghanistan.2011 elements of the CDM process were also used to
support the interagency working group, led by theistry of Foreign Affairs, that convened severalds
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for the exercise Common Effort of 1 German NethelaCorps (1 GNC) in Munster. Then, in 2012, the
CDM process was applied for the shaping and dewatop of the exercise of 1 CIMIC battalion and for
the development of an implementation plan to teesthe Network Information Infrastructure (NII)
vision of the Ministry of Defense into specific grams, projects and activities. Currently CDM isnge
applied for the development of a vision and a dlama new ICT system for command and control
(iCommand) of the Netherlands Defense Forces. Tifiereht cases show that the CDM process is not
only applicable for civil-military missions and @mwentions, but also for other challenges in tieddfiof
defense, security and stability. To evaluate thévigidocess the following three cases are described a
discussed in more detail: 1) CDM for the Integraadice Training Mission in Kunduz, 2) CDM for the
1CIMIC battalion exercise ‘Borculo 2012’ and 3) CLibt Network Information Infrastructure (NII).

21 CDM for thelntegrated Policetraining Mission in Kunduz

In January 2011, the Dutch government decided nolect an Integrated Police training Mission (IPM) i
Afghanistan for the 2011 to 2014 timeframe. The IRA% an integrated approach and a civilian characte
with civilian objectives to which the ministries @efense, Foreign Affairs and Security & Justice
contribute. The CDM process was used to supposgetmainistries to develop a Collaborative Mission
Design that provides a common ground for plannimdj executing the mission and ensures unity of effor
and coordination.

211  Casedescription

The Integrated Police training Mission supports titaasfer of the lead responsibility for securitgrh
ISAF® to the Afghan governmertAn important precondition for this transfer isiemproved functioning
of the Afghan police. However, the Afghan policen @nly function effectively if the entire rule cdw
chain has sufficient capacities to e.g. processs;anake judgment, ensure enforcement and prokale t
necessary checks and balances. Therefore, thedPidt ionly focused on training the Afghan policet b
includes a rule of law program (see Figure 3). Hr@gram entails the improvement of the link betwee
the police and the justice sector, the justicesetdelf and the implementation of rule of lawsiociety.

P

‘ 1. Police

\ Maintain civil security, law and order.

;' 2. Prosecution

& Investigate, indict and prosecute.

; 3. Advocacy

\ Defend the individual and collective/

corporate rights ]

A\ /" Netherlands contribution !

‘ | 4. Courts { To the RoL improvement in !
1
1

&] : Independent ruling and sentencing. N Afghanistan

{ | 5. Correctional system
\ Execute sentencing and reintegration
r/ into society.

Figure 3: Rule of law chain and the elements the integrated police training mission actively contributes to.

® International Security Assistance Force (ISAF)
9 This transition process was expected to be coeley the end of 2014. However, the mission waspbeted July 2013.
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By making the deliberate choice to focus on théliaiv police and to support the justice sector, the
mission has a civilian and military character watkilian and military objectives. The contributioasd
activities of the participating ministries (miniss of Foreign Affairs, Security and Justice andiebse) to
these civilian and military objectives are highhtdartwined. Therefore, coordination and unity dgf
between the contributing departments is key. Basedjood experiences with the Uruzgan Campaign
Plan, the ministries involved decided to develawmlerent guidance to the mission at the beginninigeo
mission and on departmental level. The CDM procéss|itated by TNO, was used to develop this
common guidance. Important guidelines for the CDbCpss were:

« The CDM process should meet the need for cohergdagce to the mission and a translation of the
political aims into specific activities in the figl

* The guidance resulting from the CDM process neddgatovide long-term objectives and short-term
priorities for the mission on tactical level;

» This coherent guidance is to be expressed in a @diment, the comprehensive mission design;

* The departmental (political) level and the managenteam of the IPM (operational/ tactical level)
needed to develop the comprehensive mission dexigther;

» The comprehensive mission design has to integtetedecisions made by the Dutch government,
policies of the Government of the Islamic RepublicAfghanistan, ISAF, UNAMA, EUPOL and the
lead nation in Kunduz province, Germany.

After completion the comprehensive mission desigrs wssued to the executive management team in
theatre. To meet the level of detail required fee of the document at that level further develograed
completion of the mission design was needed inttbe®ecause of a continuously changing mission
environment the mission design required regulaatgsiduring the mission.

212 Result

On average 15 representatives of the three cotitrdbuministries (departmental and tactical level)
participated in the CDM process. During two morttiesy gathered every Wednesday for a CDM meeting
(Phase 1 to 6). After these two months a writirajrt€a representative of each ministry) was fornoed f
practical reasons and assigned to write the corepgebe mission design (Phase 7). The writing poces
was challenging because the document had to bgtadcen the political level and needed to provide
enough guidance to the executive management teatmeatre. Two months later the writing process
resulted in a comprehensive mission design forNkéerlands integrated police training mission in
Kunduz province.This comprehensive mission desigrisswith a description of the political contettte

aim of the document and the direction and contfohe document, followed by a short descriptionhaf
mission environment and the mission statement €rapand the long term objectives of the IPM.

In cooperation with international partners the IB¥pports GIRoA in improving the quality of the Afgheivilian police and
judicial system and institutions in Afghanistancdsing on Kunduz province. Therefore the IPM wilintribute to the|
improvement ofthe reinforcement of the Afghan civilian police through education, training and mentoring. Théofeing
elements support the reinforcement of the civilpdice: the improvement dfhe cooperation between the Afghan civil
police and thejudicial system; the quality of the Afghan judicial system andthe awar eness and acceptance of the Afghan
civil police and judicial system by the Afghan people in order to enable the tmsf security responsibility to the Afghg
government in the period 2011-2014.

>

Table 1: The IPM mission statement.

The backbone of the comprehensive mission designeixonceptual framework, developed in Phase 4
(Figure 4 and 5). Because of the specific charaxftéris mission visibility of the different elemisnof the
rule of law chain (Figure 3), the police and thstige sector was required. Therefore, the CDM team
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decided to divide the conceptual framework intorfdusters: 1) police capability, 2) cooperatiomvimen
police-justice, 3) judiciary and 4) rule of lawsnciety. The conceptual framework consisted ofhEsries
in total. For each theme an objective, guidelined directives, and short-term priorities for thessibn
were developed. The four clusters are interrelamhuse the police can only function properly winen
cooperation with the justice system is effectivefufictioning justice system and the acceptancéhef t
police and the formal justice system by the popaatontribute to the quality and effectivenesshef
civilian police.

Police Capability

sRecruitment & selection

« AUP training & operating level

«Management & specialist training and operating level
«Community policing

o| iteracy

sTracking & Tracing/Retention

eTraining curricula

e Equipment
Cooperation police-justice Rule of law in society
sCoordination mechanisms oCivic education/awareness
eCooperation within justice chain » Accessibility
sProtection of vulnerable groups
Judiciary

sFormal justice system
s Connection formal/informal sectors

Figure 4: The IPM conceptual framework development themes.

Figure 5 shows the factors to influence (basicqgipies), factors to exploit (enablers) and thedeto
mitigate (disablers). Due to the character of tR&| international partners will probably do most
activities related to these factors. ThereforepexHic objectives were formulated for these fastor

Basic principles Enablers Disablers
(to take into account) (to exploit) (to mitigate)
+ Afghan ownership » Security forces presence « Local conflicts
- Unity of Effort (perception) - Conservatism
(coordination, » Positive (key) leadership - Insurgency
synchronization, -+ NATO Rule of Law Field + Criminal activity
S
SR © Media » Negative (key) leadership
- GerEr squelty Natonal Pro . Underd.eveloped
g grams correctional system
» Tribal equality . LOTFA
+ Public opinion & support . APRP

Figure 5: Basic principles, enablers and disablers for the IPM themes.
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Summarizing, the comprehensive mission design geaviong term objectives and guidance, and short
term priorities for the mission. It offered a trit®n of the conceptual integrated approach ipcHic
directives for the execution of the mission. Theinmaurpose of the mission design was to provide a
common ground for planning and executing the missinod to ensure unity of effort and coordination
between all actors in the mission.

2.1.3 Lessonsidentified and best practices

A Dbest practice of the CDM process for the IntegglaPolice training Mission in Kunduz is the
cooperation between departmental and tactical .IéM@&lough participation of personnel of the tadtica
level in the CDM process on departmental levekds possible to develop guidance, long-term objesti
and short-term priorities that the tactical levelld actually specify and implement. Integrationboth
levels in the CDM process enabled the developmérth® comprehensive mission design that was
politically acceptable and at the same time sujpldoly the tactical level.

A lesson identified, related to the above, concétashand-over-take-over with successors. Succesgbr
not take part in the CDM process and thereforengidknow or understand the underlying thoughts and
decisions of the comprehensive mission design. €mently they did not always experience the
comprehensive mission design as a given or as @deghiat could steer their activities. To maintain
continuity in a mission and to prevent reinventthg wheel, it is desirable that all successors lshgo
through a CDM process during the preparation pesind during the first month of deployment. A CDM
process is necessary to ensure that successorbawél a similar thought process as their predecesso
Only then they will be able to understand the cahpnsive mission design, the underlying thoughts an
decisions. And only then they will be able to adéyet comprehensive mission design adequately to new
and changing circumstances. The comprehensiveanisisign is a document that is never finished and
always under construction, depending on circumssna the mission environment. This iterative
character of the CDM document is a best practic€DM and a necessity in an iterative approach to
complex defense, security and stability challenges.

Another lesson identified concerns the participaiod representatives of the ministries. Often tharkw
schedules of the participants cannot be freed ddiigipation at CDM sessions due to other meetarys
activities. On average 15 representatives of theetltontributing ministries (departmental and tadti
level) participated in the CDM process. During twwmnths CDM meetings were conducted every
Wednesday (Phase 1 to 6). The investment was exped as a heavy burden on available working time.
As a consequence participants of the CDM processesmes sent deputies or stand-ins. Especially
during the writing process this could cause a dedayne decisions needed to be reconsidered because
during the CDM process the participants with decignaking authority were absent when the decisions
had to be made. Helpful in the writing process thasfact that the CDM process started with a ‘gajob
discussion at the start of the CDM process. Byudising the agenda of the participants in the CDM
process, it becomes apparent which topics are iad®tand which are not. A constructive ‘go/no go’
discussion at the start of the CDM process ledrtmee effective and efficient CDM process, espécial
Phase 5, 6 and 7. With the agendas on the tablast easier to discuss objectives, approaches and
activities, and to understand the viewpoints ofeotbtakeholders. For this discussion to be suagessf
there needs to be a sense of trust among all ipanits, therefore special attention was paid to
collaboration building at the start of the CDM pees.
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2.2 CDM for Borculo 2012

221 Casedescription

Borculo is the name of a town in the Netherlands @so the name of a yearly civil-military exercefel
CIMIC (Civil Military Cooperation) battaliod® In 2012 it was the first time the exercise Borcuniduded

all elements of 1 CIMIC battalion (joint militarya$f and six networks with reserve officers, woxkiim

the field of small business development, civil asfructure, cultural affairs, education, humaretari
affairs, economy, employment, and civil administna}, a battalion of National Reserves (Natras)l a
Communication and Information Systems (CIS) baitaliTo increase unity of effort between the militar
staff and the networks and to improve cooperatigh the Natres and CIS battalion, the commandédr of
CIMIC battalion decided that the exercise Borcul6l2 should be planned and organized by
representatives of the staff, the networks, andstigporting Natres and CIS battalion. Considerhmgy t
differences in culture and background between th#, she networks, and the Natres and CIS batialio
the commander believed that CDM would be a usefotgss to shape, develop and plan the exercise.
Important directions for the CDM process were:

* It should provide 1 CIMIC battalion with a base fwganizing and executing the exercise Borculo 2012
including shared objectives for the exercise;

» It should make the staff and all networks of 1CIMb@ttalion visible in the exercise by ensuring a
mutual effort in cooperation with the Natres an& Ghttalion.

2.2.2 Result

The CDM process resulted in a CDM document: exerngian Borculo 2012. The exercise plan consists of
mutual expectations, success and no-go factotsegbarticipants in the CDM team (Phase 1), theoless
identified and best practices of earlier Borculereises, the scope of the exercise, the choicesoémario
and the location for the exercise (Phase 2), tlesion statement of the Borculo exercise (Phastéh8),
conceptual framework of Borculo 2012 (Phase 4)etkercise objectives (Phase 5) and exercise aesvit
and elements (Phase 6). The exercise plan was tdae as planning document in the preparation and
organization of Borculo 2012. To illustrate resulfsthe CDM process for Borculo 2012, the mission
statement and the conceptual framework are desciibenore detail. The mission statement of the
exercise Borculo 2012 is:

The exercise Borculo 2012 is focused on drafting@wice for civil authorities and institutions terform
reconstruction activities (when capable) aftersaslrous flooding in a fictitious area looking like city of
Rotterdam. To draft this advice (course of actibri§IMIC battalion performs assessments and analgses
cooperation with the still present civil stakehatdim order to:

* To improve the integrated performance (CIMIC staifl networks, Natres and CIS battalion) and|the
cooperation with strategic partners;

» To improve skills on assessment, analysis, decisi@aking and advice;
* To maintain skills on communication and informatgystems;

* To maintain skills on guarding and securing objecis areas;

* To influence the media and public image of 1 CiMi&ttalion, Natres and CIS battalion in a positive
way.

Table 2: mission statement exercise Borculo.

The conceptual framework for Borculo 2012 consigtd0 exercise themes and several factors to éxploi
mitigate and influence that should be managed deroto reach the objectives on the exercise thefes.

M Since 17 October 2013 1 CIMIC battalion is knowr &ivil Military Interaction (CMI) Command.
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CDM team chose 10 exercise themes (developmentet)efor the exercise Borculo 2012. The exercise
themes mainly pertain to tasks of 1 CIMIC battaleomd to the cooperation within and with 1 CIMIC
battalion. Objectives and exercise activities wiarenulated for all 10 exercise themes. Severaltpesi
factors needed to be exploited during the exer@ise.use of earlier experience with Borculo execiand
the use of expertise within the networks were fotanble important. Also, the presence of relevamsvlas
thought to offer chances for the support of 1 CIMi&talion. Exploiting these factors would conttéto
the success of the exercise. Besides factors toigxgso several factors to mitigate were idéadif Factors
that were expected to have a negative influenctherobjectives of the exercise themes and needbd to
mitigated, were low turn-out, turnover during theereise, fragmentation of the exercise, etc. Miligp
these negative factors should increase the pagsiiila successful exercise and the realizatioexafrcise
objectives.

Factors to exploit Factors to mitigate Factors to influence
Experience Borculo’s *  Weather * Quality end product
VIP presence + Low turn-out * Involvement
Support FS » Budget networks
Positive energy * Turnover during * Image and familiarity
CIMICbat exercise with CIMIC battalion
Quality time with * Isolated exercise * Interest civilian
battalion * Fragmentation in actors
Flexible and high exercise * Media
grade expertise * Tunnelvision + Starting level
Expertise within participants
networks

1. Integrated action (networks, staff, CIS, Natres)
2. Connection with strategic partners

Q‘ 3. Guard and secure

% 4. Learn each others language (who can do what?)

g. 5. Liaison

= 6. Assessment, analysis and advice

‘3" 7. Evaluation of own effort

o 8. Command (leadership, decision making, control)
9. CIS on more than one location
10. Strategic communication / contact with media

Figure 6: Conceptual framework of the exercise Borculo 2012.

The conceptual framework also contains severabfadb influence that needed to be managed to such
extent that they would have a positive influencetton exercise. Important factors to influence wéhe:
experience level of participants, the image of MITI battalion, the media and the interest of canli
actors. For all factors to exploit, mitigate anfliance, activities and precautions were formulated

223 Lessonsidentified and best practices

It was the first time the CDM process was usedsfuiping and developing an exercise. Although the
CDM process was helpful and delivered the bas¢hfmexercise Borculo 2012, it seemed not essdotial
apply the CDM process. The cooperation betweendifferent elements of 1 CIMIC battalion was
complex because of the different stakeholders &eddifferences in culture and background, but the
(three-days) exercise itself was not complex endaglkequire a sense of urgency for the CDM procass.
straightforward project approach with an emphasizeteambuilding activities would have sufficed as
well. However, a large civilian-military exercisé several weeks, like the exercise Common Effodym
benefit more from a CDM process in the preparatibase. A lesson identified is that CDM should only
be applied to civil military exercises with a complnature and a lot of participants with different
objectives.
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A second lesson identified concerns the turnarcafnd CDM process. The CDM process for Borculo
2012 took four meetings of 4 to 8 hours in only wweeks in March and April 2012. If all informatios
available a short turnaround can be beneficial. &l@r, often the phases of a CDM process take time.
Time is necessary to be thorough and to deliveDM@ocument of high standard and mutual agreement.
Often a mission statement and conceptual framewmkadapted several times during the CDM process.
In our opinion the ideal turnaround of a CDM praeissapproximately 3 months with 1 or 2 sessiom$ ea
week. It is possible to go through the CDM prodessvo weeks, but only if the challenge or probliesm
already well understood by the different stakehadén that case, the CDM process would have the
character of a military exercise or an extendeckimgrconference.

2.3 CDM for Network Information Infrastructure (NI1)

231 Casedescription

In 2012 the CDM process was used to develop a pdatranslate the Network and Information
Infrastructure (NII) vision of the Ministry of Defise into specific programs, projects and activities
would support the implementation of the NIl visidrhe NIl vision offers a future image of a flexible
well administered, generic ICT infrastructure tpatvides information management services rapidly an
cost effective, but the vision does not offer speg@rograms, projects and activities to realizis theneric
ICT infrastructure. Because several stakeholdevith different ideas and interests are involvedthia
complex NIl vision, a CDM process was started tooatmodate the different ideas and to develop a
mutual agreed development plan that could bridgegtip between the NIl vision and the NIl realizatio
The objective of the development plan was to idgrtie steps to realize the NIl. Several aspectewe
important:
» The development plan should be used to shape prdidffam and to create the necessary conditions for
NII;

» The development plan should provide a scope tHiaacially and technically feasible;

» The development plan should provide insight indblerence of projects and activities for the saond
long term;

* The development plan should provide insight inithpact on current programs and projects within the
Ministry of Defence.

The final development plan needed to be submitietirectors within the Ministry of Defense that @bu
support and facilitate decision-making related ddllaprogram.

232 Resault

The CDM process (Phase 1 to 6) took two months.Witittng process (Phase 7) took three months. The
CDM process for NIl resulted in a NIl developmetdarpthat provides a bridge from vision to realiaati

of NII. The development plan consists of a thorougtroduction (background, objective, need for
development plan and scope of NII), a descriptibaewen NIl development themes, several factors and
the integral approach to realize short and longntebjectives on NIl development themes. Three
appendices were added with short term objectivedemelopment themes and factors to exploit, miigat
and influence, and specific approaches to realiped short term objectives. To illustrate resuftshe
CDM process for NI, the conceptual framework isatéed in more detail.

Related to the NIl vision are multiple interpretais and opinions. The NIl development plan showsrse
development themes to develop the NIl in an iteeatinanner and in unity of effort. Most of the
development themes (NIl security, information iméggpn and information sharing, NIl systems and
system integration, connectivity and any device)rafated to aspects of the NIl. Objectives antVidiets
are developed for all these themes. The developrtterhes ‘Control of NII' and ‘Management,

12 Several parties within the Ministry of Defense a@mvolved: Royal Netherlands Army, Navy, Air forddarechaussee, the
Military Intelligence Service, Direction Plans (b2 established), Direction Operational Managemenbé established), Joint
Information Provision Command (to be establishe@¥eDse Materiel Organization (department CA4l).
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conservation and life cycle management’ are of aensmiministrative and organizational nature. The
development theme ‘Control of NII' is focused oritisgg up a NIl program for managing projects and
activities related to realizing aspects of the Nlhe NIl program works in an iterative manner oa th
realization of the NIl and adopts a Concept Develept & Experimentation (CD&E) approathThe
development theme ‘Management, maintenance andyidke management’ is focused on connecting the
realization and maintenance of the NII. Life cyelanagement should be an integral part of the irtreova
process.

Factors to exploit Factors to mitigate Factors to influence
Necessity for « Complexity + Acceptance of NIl
renovation » Compartmentalisation + Direction and
Necessity for * Realizing capacity management of
communication and (people and processes) Defense
cooperation * Invisibility of results and * International and

+ Of the shelf successes ministerial

developments
Effects on weapon
systems

1. Control NIl

2. Management and administration / Life Cycle Management

3. NIl security

4. Information integration and information sharing

5. NIl systems and system integration

6. Connectivity

7. Any device

[ saway) Juswdojenaq }

Rfvﬁfv Rv RV RV 7

Figure 7: Conceptual framework of the Network Information Infrastructure.

Besides the seven development themes, the contéptuagwork also shows factors to exploit, factars
mitigate and factors to influence. These factongeha significant influence on the realization of tKll.
The advantages (factors to exploit) should be mepedhand the disadvantages (factors to mitigateyine
to be minimalized. The development plan descriloéisiges to achieve this.

2.3.3 Lessonsidentified and best practices

CDM for NIl was a first attempt to apply the CDMagess for purposes other than a civil-military
mission, operation or exercise. The CDM processnedesuitable for translation of the NIl vision into
programs, projects and activities. The challenge emnplex enough and multiple stakeholders withé t
Ministry of Defense are concerned with the NII. Hower, because most participants already knew each
other via earlier projects, it was not necessargay as much attention to teambuilding as is prexvioh

the CDM process. During the first sessions, it bezapparent that the participants needed lessttimet
acquainted. They wanted to start with the concépizanework quickly. Therefore, it is a lesson
identified to assess the need for teambuildingetbieginning of a CDM process.

Although teambuilding was not really needed fortipgrants in the CDM process for NIl, early in the
process it became apparent that a thorough stalehahalysis was however very essential, even swre
than the participants thought at the beginninghef €DM process. The CDM process for NIl coincided

13 wiel, W.M .van der, Hasberg, M.P. Weima, |., Haiskp, W., Concept Maturity Levels Bringing structucethe CD&E
process.Proceedings I/ITSEC 2010: Interservice / industry training, simulation and education conference, Orlando, Florida
November 29 - December 2, 2010.

STO-MP-HFM-236 15-13



Sal

CDM Process for Complex Defense, Security and Stability Challenges organization

with Defense reorganization processes. A very itgodrstakeholder, helint Informatie Voorzening
Commando (JIVC)** was founded during the CDM process. JIVC commandegre occupied with
reorganization processes and did not support thigl @D NIl process. Although essential, the trarisiat

of the NIl vision was not one of their main prieg#. Consequently, the result of the CDM procdss, t
NIl development plan was embraced by almost athel@s under JIVC, but not accepted and adopted by
JIVC commanders. At the beginning of and during@i@M process we should have invested more time
and effort in support of the JIVC commanders. Unifioately, the NIl development plan is now only used
by several elements within Defense, not as a dontitoecreate coherence between the many initiatives
related to the NIl vision. The lesson identifiedttimt a CDM process can only bring unity of effiort
initiatives and activities, when the higher leveppgorts the CDM process and functions as ambassador
for the CDM results, in this case the NIl developinglan. Ultimately the lack of support of highevéls
was the reason that the CDM process for NI faiteitis objective. In short, a CDM process shoultl e
started without support of the higher level, beeawghout their support the CDM document will never
form the base for activities.

The support of the higher level is also importanehsure presence of participants and continuithef
CDM process. Often the work agendas or schedulpantitipants are not only filled with CDM sessipns
but also with all kinds of other projects and atitsg. With support of the higher level it beconessier
for participants to clear their work schedule amhtdbute with full attention to the CDM process.
Continuity during the CDM process benefits the dyalf the final CDM document. An important lesson
re-identified is therefore to have conversationghveill participants before the beginning of the CDM
process. In these conversations the support of thgierior, their agenda and their role in the CDM
process is discussed.

3.0 CONCLUSION AND DISCUSSION

Five years ago the Collaborative Decision MakindpkQ process provided the answer to the question
‘how can multiple stakeholders cooperate in unitgffort to plan and execute activities in the céemp
and continuously changing environment of crises @ndlicts?’ After the use of a preliminary versioh
CDM for the development of the Uruzgan CampaigmPRIiiTaskforce Uruzgan, the process was further
developed at TNO and described in @€2M guide andCDM methods. Since 2009 the CDM process has
been applied six times. In this article CDM is nesidered by describing and discussing the lessons
identified and best practices of three CDM cas@<CDM for the Integrated Police Training Mission in
Kunduz, Afghanistan, 2) CDM for the exercise of IMCC battalion and 3) CDM for a development plan
of the Network Information Infrastructure of Defend he first case concerns a civil-military missiixe

the mission in Uruzgan, the second case concerivdl-anilitary exercise and the third case has nughHo

do with the operational process, but with an infation and communication technology challenge in the
field of defense, security and stability. The casage in common that they are complex in two wéys:
content of the challenge and the cooperation witlitipte stakeholders. The three cases were analyzed
with four research questions in mind:

» To what extent does CDM contribute to unity of dffa the planning and execution of activities?

* To what extent is CDM suitable for complex, mulify challenges?
» What are important prerequisites for applying CDM?
* How could CDM be improved?

Based on the analysis lessons identified and bastipes were identified for all three cases. THessons
identified and best practices offer an answer éofthur research questions.

¥ Translation: Joint Information Provision Command
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3.1 Towhat extent does CDM contributeto unity of effort?

To what extent CDM contributes to unity of effantthe planning and execution is a difficult questio
answer. However, in all three cases the final CDdduinent was experienced by the participants in the
CDM team as ‘their’ document. This means that tiEMCprocess facilitated co-creation and that the
participants of the different stakeholders becan@Dd/ ‘team’. We believe that a best practice of the
CDM process is the fact that CDM combines teaminglar collaboration building with actually working
together towards a common goal: the CDM documedttia@ actual challenge they hope to tackle with the
CDM document. By combining collaboration buildingthvactually working on a challenge together, we
believe, unity of effort is created.

Unity of effort is not only important on the tadal¢ but also on different levels of command. In the
Kunduz case participation of personnel of the tatfievel in the CDM process on departmental |eveed

a best practice. Integration of both levels in@i&M process made it possible to develop a compsihen
mission design that was politically accepted andhat same time supported in theatre. Unfortunately
successors did not use CDM in theatre to updat€bd document. This jeopardized the unity of effort
created at the start of the mission. An importaetgruisite for unity of effort is therefore notlypithe
cooperation between the different levels of commandtl also the cooperation with successors. Suoress
should go through a similar CDM process during pheparation period and during the first month of
deployment to understand the comprehensive misiesign, the underlying thoughts and decisions and t
be able change the comprehensive mission desigjuatidy to new circumstances. Only then continuity
and unity of effort in the planning and executidractivities is possible.

3.2 Towhat extent isCDM suitable for complex, multi-party challenges?

Based on the lessons identified and best praatictse three CDM cases it can be concluded that GOM

a suitable process for complex, multiparty chalesnm the field of defense, security and stabiliziaM
facilitates collaboration building or teambuildindeveloping visions, objectives and approaches, and
decision-making in a multiparty setting. CDM engutieat all stakeholders involved may contributarin
equal manner. For challenges that are less congplegncern fewer stakeholders, CDM is not necessary
and perhaps too elaborate. For example a thorougfiigon analysis and an elaborate development of
objectives for a relatively easy challenge likepshg the exercise of 1 CIMIC battalion is not mating

for a team. A project approach may suffice in thesses.

CDM may even have negative consequences for clgaethat do not require teambuilding. In these
cases the focus on getting to know each other aachliuilding may be experienced as a nuisance by
participants that know each other already and wadevelop a vision, objectives and approach as aso
possible. This was the case in the CDM procesthiintegrated Police training Mission in Kunduzlan
for the CDM process for the Network Information radtructure. In other words, teambuilding may
unwillingly distract and slow a team down from amtastically focusing on the content of the chajken

In short, the teambuilding aspects in the CDM psecghould be tailor made and meet the needs of the
CDM team. In practice Phase 1 (the forming of ti@MCteam) will often only comprise collaboration
building and information sharing (goals, agendaigrests, go/no go topics, ...) and not teambuilding.

3.3 What areimportant prerequisitesfor applying CDM?

Although CDM contributes to a large extent to urdfyeffort within a CDM team, unity of effort is ho
enough. In order to embed the result of a CDM msceritten in a CDM document, support of a broader
community is often essential. This broader comnyundnsists of the stakeholders, represented in the
CDM team, and also of stakeholders that are workinthe same field, but are not participating ie th
CDM process. Unity of effort of this broader comrniyns a challenge. Often this challenge can ordy b
tackled by ensuring two prerequisites before tlet sif a CDM process: 1) support of the higher lleve
officials that function as ambassadors and who rasponsible for the decision-making, and 2)
involvement and support of all members of the dtaldgers (in the background) that are representéuokin
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CDM team. Without paying attention to these preigites before the start of and during the CDM
process, the objective of the CDM process, ‘crgaéind maintaining unity of effort’, is more diffituo
realize in crises and conflicts and will probakdy.f

Without support of the higher level and the broactenmunity a CDM process will often not realize its
objective. To get the support of the higher letatiimportant to distinguish between a commandntea
and a CDM team. The command team consists of comenan directors, chiefs of the different
participants in the CDM team. The command teamreffeiidance and directions to the CDM team and
decide over the final CDM document. Furthermore,mimers of the command team function as
ambassadors for the CDM process and the CDM doadurierget all members of the command team and
the CDM team on board it is important for the fismibrs to have conversations before the beginning
the CDM process about the objective of the CDM ess¢ the turnaround of the process, the participati
and commitment of CDM team members, the politiggtradlas and so on. In these conversations with
members of the command team and CDM team expetsatice managed and support for the CDM
process and document is created. Based on thesersations facilitators can shape a tailor made CDM
process that supports the realization of the CDMailve.

34 How could CDM beimproved?

The CDM process could be improved by integratiregléssons identified and best practices in the CDM
process, but also by developing tools to supperfalilitation of CDM. CurrenthCDM methods is used

to support the facilitationCDM methods is a book with all kinds of workshop methods (bsadrming,
analysis, problem structuring and solving, etc)cdbsd for the different Phases of CDM. By us{tigM
methods it is possible to tailor the CDM process to thedsof the CDM team. However, more support of
tools is desirable, especially for analysis andbjgm structuring and solving. TNO already developed
MARVEL, a method/tool that offers analytical suppor structuring and analyzing the dynamics of the
problem. Furthermore, TNO is developing a tool ipmort distributed collaboration building across
multiple location, called iCOBUS (intelligent CQtiaration_BUilding Suite).

CDM could also be improved by developing a so dal®M light process. Because the work schedules
of the participants are often not only filled wietibM sessions,, the 8-10 CDM sessions are expelience

a heavy burden on available working time. A CDMtigrocess could help to speed up the processoand t
decrease the turnaround. In a CDM light proceseethell be less time for collaboration building or
teambuilding. A CDM light process will only be salile for stakeholders that already know each other,
have a lot of context knowledge and want to codpeara a certain challenge. In other words, CDMtligh
is suitable for a command team and CDM team that ik the prerequisites for a CDM process.

To close, Phase 8 of the CDM process, progressureraent and assessment of the execution of the
CDM document, is difficult to realize. Directly aftthe CDM process it is only possible to prepare a
measurement and assessment plan. The actual meastrand assessment should take place later in
time, but is often dismissed. Furthermore, TNOasalways involved in the measurement and assessmen
process. However, progress measurement is essiemtigbrking in an iterative manner and for updagtin
the CDM document to changing circumstances in aptexnenvironment. However, in practice it seems
difficult to perform progress measurement and tapadhe CDM document accordingly. Research is
needed to identify, structure and solve the problestated to progress measurement, or effect aseass
and to understand why almost none of the CDM tdaame actually performed a progress measurement to
update the CDM document. The Uruzgan Campaign iBldre exception and was updated three times.

To conclude, more research is needed to develop Glort tools, CDM light and an effective method
for CDM assessment. Nevertheless, by integratiegléssons identified and best practices in the CDM
process, as discussed in this article, we beliese@DM is an adequate process for complex, maltiyp
challenges in the field of defense, security aatbiity. Moreover, experience shows that the tait@de
application of CDM satisfies the needs of the C[&¢nh and contributes to unity of effort.
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