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ABSTRACT
The Issue
According to the Netherlands Ministry of Defence (Defence Plan 2007-2016) “Modern war fighting concepts are not aimed at disrupting a Nation in a most destructive manner, but through threats and discouragements and if necessary proportional and precise force to inhibit the desire and capability of opponents to fight. The local population in a conflict area is given the promise of better times. The communication of the aims of the operation is of utmost importance, at the strategic level, but also local through information operations. InfoOps need to become a mature military capability.”

Internationally military organizations recognise the importance of understanding human behaviour with respect to strategic, operational and tactical support of military operations. Understanding how to recognise and interpret behaviour, and insight into its determinants and antecedents can pave the way to a better understanding of how behaviour affects the success of a mission and how to change undesirable behaviour if necessary. Fundamental scientific insights on behavioural change whether at the individual, group or organizational level are available in the scientific literature dispersed over a multitude of disciplines but they need to be translated into a tool military personnel can use in operational settings. With this tool an integrated approach to behavioural influence in a military setting can become a reality. This paper discusses the development of this Awareness Development across Perspectives Tool (ADAPT).

The Approach
Our research and development effort focuses on making a tool based on (1) knowledge developed within diverse scientific disciplines (e.g. cultural anthropology, social psychology, economics, etc.). and (2) our unique knowledge of influence activities. This project results in a practical and robust tool for commanders and their staff to apply within the processes of analysis, planning, intervening and evaluating. Importantly, the tool explicitly identifies and expounds non-military perspectives crucial for mission success.

The underlying theory of sense making based on the writings of Carl E. Weick
 suggests different perspectives have different corresponding actions, on which we can capitalize. The key is the possibility of switching perspectives and their corresponding actions but at the same time making explicit, or at the very least making aware how the perspectives are connected. Lacking in the operational reality of task force commanders is a tool that enhances insight into the interdependencies between factors that can be manipulated within the different perspectives. We provide means for identifying targets (individuals, groups, organizations, etc) and behaviours of interest and how these could be influenced at a specified level (strategic, operational, tactical and technical). The process of sense-making is critical in this respect. This process requires the formulation of hypotheses but also the testing thereof through smaller or larger probing actions.

Expected Results
ADAPT is: a “Wikipedia-like” electronic set of newly generated documents (text, tables, images, sounds etc.) with indexes, lexical search tools, “how-to” instructions and relevant links to existing knowledge bases. The envisioned embedded tools in this Wikipedia will include checklists, morphological fields, concept maps, forms, spreadsheets, etc. These do not require specific applications other than the standard Microsoft Office package (Word, PowerPoint, Excel) and an internet browser, preferably Internet Explorer (with some added plug-ins).

Consequences
ADAPT helps task force commanders and their staff to identify targets and clusters of behaviours that can be influenced. It also facilitates the formulation, implementation, and evaluation of interventions.

Introduction
Defence organizations have to deal with a changed focus in military missions towards asymmetric and irregular warfare and Stability, Security, Transition and Reconstruction (SSTR) Operations. A range of operations (e.g., psychological operations, humanitarian missions) is performed in a large variety of locations and cultures (e.g., Africa, Asia), requiring a diversity of courses of action (COA) on different domains. For example, inhibiting opium production, stimulating school attendance of girls, or preventing police corruption, are all typical behavioural changes that require non-military measures, though they fall within the current military scope. This implies that commanders of current operations need to be able to adopt different perspectives on the context of their missions, in addition to their military perspective. This paper reports on the development of a tool that supports task force commanders in their operational planning process to create change in their target populations.
Operations like Peace Support Operations (PSO), Stability, Security, Transition Reconstruction (SSTR), Counterinsurgency (COIN) or Influence Operations (IO)
 operations need to deal with influencing the perceptions, attitudes, and behaviors of different parties. All current operations concur with the notion of a comprehensive approach (or 3D or integrated approach) defining how political, military, and development goals relate. In an operational planning process this means that a military commander and his staff need to identify which behavioral changes and whose should be prioritized. Subsequently, they need to analyze how to actually change the identified behavior, before they can formulate and test a COA. To reach desired effects and avoid unwanted and unintended effects it is necessary to view and share the mission context from multiple perspectives (see Figure 1) during the collection and analysis of information, during the planning and implementation of operations and activities, during the deployment, adjustment and monitoring of operations, and during the evaluation of obtained effects.

ADAPT aims to support task force commanders in establishing behavioural change in target populations during basically all types of missions with goals beyond military goals only. The project will deliver a comprehensive approach support tool that task force commanders can use to translate global mission goals in their theatre of operations into specific behaviour changes for target populations. The tool enables them to incorporate non-military perspectives in planning, execution, and assessment, in a more comprehensive and structured way than is currently possible. The end result will allow commanders to make more informed decisions as the result of systematic inclusion of political, social, cultural, or economic aspects.


[image: image5.jpg]}
A NATO
\4% OTAN




Figure 1: Making sense in the operational environment.

What is ADAPT
ADAPT is a comprehensive approach to the operational planning process, delivering a tool that helps commanders to analyze, decide, and assess the implementation of COAs. The basis of ADAPT is a limited number of views, or perspectives, on the operational reality. Within these perspectives (e.g., cultural, economic, political, socio-psychological, and martial) we identify the factors available from diverse scientific disciplines that significantly determine targeted behavioral changes of target populations. Crucial in the ADAPT approach is the use of a network structure of factors, within and across perspectives. There are causal relationships between factors and the behavior that they influence, and factors work together to influence behavior. We refer to these causal relationships as principles and they are fundamental to the perspectives that we develop. The causal links allow for the development of a conceptual map, a network of factors that is made accessible for military personnel and is explicitly aimed at enhancing sense-making, decision making and operational planning. 

Thus, the perspectives in ADAPT contain a network of concepts and relations between concepts leading to behavior change. For example, a police force’s attitude towards corruption could be explained by poverty of the employees (economic perspective) or influenced by using the scientifically underpinned principle of social proof (psychological perspective), which states that people are more likely to do something if they see that many other people are already doing it (or in this case rather, stop doing something if they see other people stop doing it). However, from a cultural perspective one might want to consider the fact that this social-psychological principle works more effectively in some cultures than others (e.g. conformist cultures). 

The tool will thus makes available a small but comprehensive set of perspectives and within each perspective the relevant factors and principles are mapped. Links across perspectives are also mapped. ADAPT supplies a systematic knowledge base and procedure to enhance sense-making. This process of sense-making entails the selection of targeted behaviour, identification of relevant factors and principles, application of these into COAs. Actual effects of the COAs can be assessed and provide feedback into ADAPT, making it an iterative and learning tool. We offer task force commanders and their staff several perspectives from which they will be able to choose prototypical behavioural changes with prototypical actors, represented 1) graphically by means of concept maps and 2) textually by means of a “wiki” like representation.

Targeted users of ADAPT

ADAPT is targeted at the task force commander and his staff in military missions and Stability, Security, Transition and Reconstruction (SSTR) Operations. It is a useful plug-in tool to be used in a range of operations (e.g., psychological operations, humanitarian missions) in a large variety of locations and cultures (e.g., Africa, Asia). Military personnel involved in planning, mission and factors analysis, generation of COAs, prioritizing targets, COA analysis, decision making, and assessment benefit from the knowledge and insights of ADAPT.
How to use ADAPT in the operational planning process

ADAPT serves as a plug-in into the operational planning process such as Tactical Decision Making (TDM), facilitating the operational decision making processes at several stages. The tool is designed in such a way that most of the stages in the process are assisted by information in the tool (see Figure 2), without having to change the organization of the process. This way, scientific insights are linked to the military process. ADAPT supports task force commanders and their staff with regard to analysis, decision making, evaluation of COAs and sense-making in general. 
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Figure 2: Plug-in ADAPT for TDM planning process.
In the orientation phase (1), ADAPT perspectives support the analysis of the mission (in terms of time frame, setting, and desired effects) and factors that are relevant for the goals of the mission (such as changed behaviors of actors and the consequences), leading to a more wide-ranging picture of relevant determinants (2) in a specific mission, in a specific country and involving specific populations. For example, police corruption may be viewed as an undesired behaviour but causes of corruption may differ depending on the perspective one adopts, e.g., political and organizational (factors that are intrinsic to policing as a job, the nature of police organizations), economic (the opportunities for corruption presented by the environment, low economic standard), and cultural (the acceptance of what is seen as ‘corruption’ across cultures). Relevant concepts as they follow from the perspectives indicate which information needs to be collected in order to analyze the mission.

Further, ADAPT supports the generation of potential COAs or interventions (3) by providing more and other views to the problem, thereby increasing the possibilities in terms of the number of options or enriching the options at hand. For example, corruption in the local police force could be reduced by performing media operations or strengthening an authority figure within the force. Subsequently ADAPT enhances the elaboration of these COAs and the evaluation of their feasibility and consequences (4). In other words, it gives the task force commander and his staff better and a more comprehensive insight into which COA elicits which intended and which unintended effect. For example, the commander planning to supply development assistance with the intention to increase well-being (such as facilitate building a school) should take into account that aid has both material and symbolic implications which can aggravate disputes within the broad context in which it is delivered (such as disagreement about girls attending school). Perspectives may not give a straightforward solution to the proposed balance, but at least they provide insight to a commander and his staff which principles play a role, and thereby result in more and richer COAs and a more informed decision.

After implementation of the ensuing operational order, the assessment of the COA could also feed back into ADAPT. In order to learn from experiences, the perspectives support the commander and his staff in the process of sense-making of what happened and why it happened. Depending on the mission context (time, country, target population) different principles may work in different ways. The lessons learned about the environment, (un)intended effects, and the COAs become disseminated and available for new rotations. This way, ADAPT is a dynamic tool that enhances the operational planning process but is also enhanced by using it during the process. Having access to this tool will not only make available background knowledge but also facilitate communication with and understanding of the “other” behavioural change agents in the theatre of operations such as representatives of NGO’s, PRT’s, other departments, and the like.

What is done

Phase 1: Initializing Perspectives

In Phase 1 of the project, a Morphological Analysis
 was performed in order to establish the basis for the network of concepts and principles in the perspectives that are relevant for behavioural changes in missions. This method allows for structuring and analyzing complex problem fields into well-defined dimensions. During three two-day workshops, a group of diverse subject matter experts with operational experience as well as political, cultural, anthropological, historical, developmental/humanitarian, environmental, organizational or economic knowledge formulated relevant behavioural changes for SSTR missions. In addition, they linked them to the concepts and principles that could lead to these behavioural changes. This framework of behavioural changes and related concepts and principles served as a blueprint for 1) establishing the final perspectives, and 2) developing ADAPT, and are supplemented with research-derived concepts and principles in Phase 2. 

Phase 2: Detailing Perspectives

In Phase 2 the perspectives are fleshed out and expanded with formal scientific and operational models and guidelines derived from the literature. This theoretical information is applied into practical principles and guidelines to the commander. TNO Human Factors has considerable experience in using different perspectives, such as social, psychological, economic, political, cultural, and martial perspectives in operational settings. Furthermore participation in the RTO SAS 074
 group has been very beneficial in generating and formulating these robust principles and factors.

The elaboration of each of the perspectives comprises among other things the determination of the relevant and essential questions for that perspective by means of scientific concepts and related measurable factors. The realization of the perspectives is important to finally develop and test methods/ instruments to support integrated intelligence, planning, and monitoring processes.

[image: image3.emf] 

Behavior  

Effect:   inhibition or stimulation  of behavior  

Concept 1  

Concept 2  

Concept n  

Indicator 1  

Indicator 2  

Indicator 3  

Indicator 4  

Indicator 5  

Indicator n  

R 1  

R 2  

R 3  

R 4  

R 5  

R n  

R 7  

R 8  

R 9  

R 10  

R 11  

R 12  

Perspect ive  


Figure 3: Generic representation of a perspective.

Each perspective can generically be regarded as shown in Figure 3. In case of ‘influencing’ the desired effects can be formulated as stimulating, or inhibiting (/preventing) of certain (classes of) behavior of certain targets (individuals, communities, clans, etc.). Certain scientific concepts (from one discipline) coincide with these behaviors. Moreover, these concepts may have a qualitative/quantitative basis defined by indicators. These indicators can be used to monitor or measure the current state of affairs in relation to the effects wanted. Measured over time, indicators provide insight into the progression or the deterioration of the effects. 

One may view the perspective as generic influence-diagram. Each perspective differs in described concepts, their interdependencies, and their indicators, but there is partially overlap. Moreover, the formulated (un)desired behaviors enforce further integration because each perspective may or may not have pointers, which are (groups of) concepts related to those behaviors.

The perspectives serve as a generic knowledge-base, and will unfold into a far more detailed and referenced digital knowledge base when put in a mission context. This means that the generic knowledge base will provide generic factors and principles, whereas a use case e.g. Sudan will provide application of these principles regarding the Sudanese environment. For example, the principle of social proof and the principle of individualist and collectivist cultures are described and linked in the generic knowledge base, and the specific cultural aspects and how they relate to applying this social proof principle should be determined for the Sudanese context. The same holds for the description of the identified (un)desired behaviors.

For each of the selected perspectives from the morphological analysis a group of experts related to this perspective (two to three experts) was asked to gather content for the tool. In order to have a certain degree of consistency in the gathering of content the use of a template was encouraged. The used template was a result of 1) letting each expert group elaborate on several given concepts, of which it was already know they would be important to use (i.e. corruption, crime, misbehavior, intimidation, and discrimination), and 2) afterwards selecting which template was thought to be most suiting for all groups.

There were many different possible templates and the selection therefore needed to be done by both a theoretical expert and a field expert. Finally it was discussed with all expert groups until there was an agreement.

The gathered content eventually became a set of instantiations of the selected template. Though there was a possibility that each instantiation possibly overlapped with those of other expert groups, each group was asked to generate content individually. Also they were asked to remain conscience of the fact that eventually military personnel is required to understand at a glance what has been written down. Eventually all instantiations were integrated into non-redundant content. This integrative approach and the focus on eventually supporting military personnel in the field makes this content different from what one can find in regular books or on the internet.
Phase 3: Integration and Use Case

Phase 3 is centred on making the perspectives explicit visually in concept maps and verbally in a detailed multi-media Wikipedia-like knowledge tool. The tool is designed to be culturally and geographically neutral so it can be used in different missions and different operational contexts. However, as an interactive Web 2.0 tool, various concepts will then be available to be populated with mission-specific data such as names of tribes and leadership, important trading relationships, historical background, and so on.

In the fall of 2010 and the spring of 2011 ADAPT will be evaluated within a NL MoD planning experiment. The results of the evaluation will be used to further enhance the content and usability of the tool. Furthermore the evaluation will supply insights into to what extent a broadening of perspectives has taken place with the users of the tool.

Once implemented, the tool will increase in fidelity as additional data, concepts, and principles are added. Within the ADAPT project we will deliver one fleshed out and ready-to-use case to demonstrate the usability of the tool.

Summary

ADAPT delivers a comprehensive approach support tool that task force commanders can use to translate global SSTR mission goals in their theatre of operations into specific behaviour changes for target populations. The plug-in tool enables them to incorporate non-military perspectives into their planning, execution, and assessment process, in a more comprehensive and structured way than is currently possible. The ADAPT tool supplies multiple perspectives on the operational reality and the prospective impacts of their actions, deepening the understanding of commanders on how to change behavior and broadening the range of alternative COAs. For example, corruption can be addressed from a legal perspective, but also from an economic or a cultural perspective. Commanders can select their COAs based on a single perspective or on a combination of relevant perspectives. Within each perspective (e.g., economic, psychosocial, cultural, political), inter-related factors that determine the target behavior are made explicit. Thus, ADAPT will allow commanders to make more informed decisions because of the systematic inclusion of political, social, cultural, or economical aspects.
References










� 	This paper is based on the work done in the research project V810: Support for Information Operations by using multiple perspectives, financed by The Netherlands Ministry of Defence. The contents of this paper are completely the responsibility of the author.


� 	RTO SAS 074 Integration of Psycho-Social Models and Methods in NATO’s Effects-Based Approach to Operations





� 	Weick, K. (1979). The Social Psychology of Organizing. New York: McGraw-Hill.


� 	USAF (2005), “Information Operations”, Air Force Doctrine Document 2-5


� 	van den Broek, H., & van Hattem, N. (2008), “Determining the relevant dimensions of Effect Based Operations at Task Force Level: a wicked problem approach”, TNO –report





RTO-MP-HFM-202
2 - 1
2 - 8
RTO-MP-HFM-202
RTO-MP-HFM-202
2 - 7

_1343132005.ppt


TDM ↔ ADAPT

Warning Order

(higher command)

0. Initiation Tactical Decision Making process

(commander)

warning order

1. Orientation phase

(commander and senior officers)

warning order (generic)

2a. Analysis of Mission

(commander)

warning order (specific)

2b. Analysis of Factors

(staff)

List of open questions

3. Generation of potential COA’s

(commander and senior officers)

COA alpha, bravo, charlie

4. Elaboration and feasibility of COA’s

(staff)

Synchro matrix, high priority target list,

decision support overlay, sub plans

5. COA analysis

(commander and staff)

COA decision brief, sync matrix, 

effects guidance matrix, hptl

6. Decision

(commander)

Operational Order

Initiate 

parallel planning

(sub commanders)

Final plans

(sub commanders)

Detailed orders

ADAPT (perspectives)

ADAPT (determinants)

ADAPT (interventions)

ADAPT (consequences)

ASSESSMENT

EXECUTE















ADAPT (methods & metrics)





*
















_1343202970.doc

[image: image1]

Behavior







Effect:



inhibition or stimulation of behavior







Concept 1







Concept 2







Concept n







Indicator 1







Indicator 2







Indicator 3







Indicator 4







Indicator 5







Indicator n







R1







R2







R3







R4







R5







Rn







R7







R8







R9







R10







R11







R12







Perspective












