B by MAJ (GBR A) Ian Drummond

“The NRDC-ITA Core Process uses a number of Multi Disciplinary Working Groups MDGs
to analyse a problem, produce a solution and deliver results in support of the Decision Making
Process. This process is central (Core) to the Corps Business of this HQ and should be known by
all Staff intimately. This article looks at the changes made to the process in the last 12 months
and how it is being developed and tested on Ex EAGLE DAGGER 09”.

Introduction

“Washing machines” and “Corps plan-
ning” are not words usually spoken in the
same sentence however since the end of last
year I have heard the words ‘washing Ma-
chine’ used on many occasions by our very
own DCOM, Maj Gen Capewell. This was
the analogy chosen to describe the way in
which we [the NRDC-ITA] conduct our Core
business!. The comparison between produc-
ing clean clothes and delivering orders to
our subordinates could be interpreted as be-
ing a simple process that simply needs dirty
washing (the problem or task) detergent,
water (Divisions and MDGs) and a push of
the button (Command). However, my wife
would argue that the laundry process is not

1 The Core Process is defined in the 4 steps: Plan,
Refine(and synchronise), Execute and Assess.

as simple as it seems and that there are
many technical and complicated and (of
course!) experienced based stages that need
to be completed to get the timeliest and
above all, best results.

Our Core Process is no different, it seems
on the face of it that the COM NRDC- ITA
simply presses the NRDC start button and
with a whirr, a knock and a final spin out
pops a comprehensive OPORD with its as-
sociated annexes ready for our subordinate
units to act on. The reality though is that
there are many facets to this procedure; a
web of processes and sub-processes that
have all evolved in order to break down what
we have been told to do, work out what has
to be done, provide solutions, decide on a
course of action, allocate resources, execute
the mission or task and finally follow it up
with an assessment of how it all went and
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what outcome it had — simple! This is not
unlike the subtleties of temperature, spin
cycles, and when to add water, detergent
and or fabric softener — in order to achieve a
successful wash.

Background

In June 2008 the NRDC-ITA conducted
Ex EAGLE ACTION 08, a CPX that involved
the entire Headquarters. The exercise high-
lighted areas for improvement, particularly
the way in which our central planning func-
tions operated. The “Washing Machine” was
not broken but not working very well; it
needed servicing or an overhaul — our whites
were grey! It was these observations that
prompted the establishment of the Internal
Operations Cycle Process Working Group,
known as the IOCP working group, whose
alm was to assess the current procedures?
and make recommendations for improve-
ment, specifically looking at:

B Making the process more efficient and
streamlined.

B Jdentifying and redefining the Working
Groups with clear aims, outputs and
functional membership.

B Rewriting the SOP (03.01.01) and the
associated MDG SOls.

IOCP Working Group

The IOCP Working Group Chaired by
DCOS Ops (Gen Spinelli), Directed by ACOS
Ops (Col Palmieri) and consisting of mem-
bers from across the NRDC-ITA Divisions
convened for the first time in November
2008 and continued to work up to Ex EA-
GLE DAGGER in May 2009. In that time
the group worked hard to completely dis-
mantle and re-construct our Core procedures
and in so doing redefining our MDGs and
their interaction within the 4 steps of the
planning cycle as seen in Figure 1, a picto-
rial view of the 4 steps and the supporting
MDGs.

2 The Current Core Process is found in SOP 03.01.01
— Named the * NRDC-ITA Core Process’.
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FIG. 1: CORE PROCESS AND MDG INTERACTION

The outcome of the Working Group dis-
cussions was the confirmation that 15 MDGs
were needed to complement the process.
These groups were then re-developed with
clear aims, outputs and membership lists to
provide efficient operation and afford flexi-
bility in their application. Detailed single
page guides (See Fig.2) for each of the 15
MDGs now form part of the SOP, these have
been designed to be used by group members
as a quick reference guide to ensure effective
contribution to the meetings, and spell out
in simple terms what the group is expected
to achieve.

v § bas

=T el

I et o Sporald e L
= CERD e s e e
——ry

o Tonh el i 4 P K Bk B R
BT O T L i T

o -
—mmers b et 0 B M i e
+ o B TV R 8 B TR (1
SR CPNITREA T [T W
i ]

on 3 cemrem B b rade wY pepande s O Fe

']
« P it b s 7 0l
(]

FIG. 2: Example: MDG Single “at a Glance” guide

The final stage of the revision process was
to examine the flow of information and its
passage through Divisions, Branches and
MDGs arriving at the final COM NRDC-ITA
endorsed product delivered to subordinate
units and to higher formations. This was
achieved in the production of 4 sequence of
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FIG. 3: Flow diagram’s for each step of the Core Process (SOP 03.01.01)

‘To train non-ISAF personnel in the deci-
sion making process, practicing Headquar-
ters plans and procedures’.

More specifically the exercise was to look
in detail at the critical elements that form the
core decision-making process, in particular:

B The HQs ability to assimilate informa-
tion.

B Achieve Staff coordination and interac-
events flow diagram’s (seen in Fig.3) that tion.

represent each stage of the Core Process of B Prioritising.

Plan, Refine (and Synchronise), Execution B Timeliness.

and the Assessment. B Situational understanding.

New SOIs for each of the MDGs were B Flexibility.
then developed and the package was en- ® Outputs.
dorsed by the Commander, which concluded
the initial IOCP task; the overhaul of the All of these areas are influenced by the
work of the MDGs.

way in which this Headquarters conducts its

Corps Business was completed and all that .

was left to do was to test what had been de- HOW .dld the MDGS

veloped. Ex EAGLE DAGGER 09 was to be function?

the testing ground. Real time constraints and limitations on
the exercise meant it was not possible to ful-

EX EAGLE DAGGER - ly test all aspects of the Core Process, so not

Th e MD G Te st an ‘MDGS we.re p}lt th.rough the wash.. In ad-
dition, exercise time jumps resulted in com-

It was no coincidence that Ex EAGLE pressed timelines and meant that some of
DAGGER was in part designed to test the the MDG meetings were held too close to-
findings of the IOCP WG; from its concep- gether resulting in very full days for partici-
tion the aim was: pants with dual roles. However, the new
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SOP 03.01.01 stood up to the challenge and
delivered a better solution to the Core Proc-
ess than previous versions. Whilst there are
amendments and adjustments to be made,
these are small and should be considered as
fine-tuning a fully reconditioned washing
machine. The SOIs for each of the MDGs
also functioned effectively and only minor
adjustments are necessary to “tweak” the
way in which the MDGs worked.

The Way Ahead

All of the lessons identified from Ex EA-
GLE DAGGER are now being incorporated
into a review of the SOI and SOP documents
and procedures leading to the final test; Ex
EAGLE BLADE 09. It is here that the proc-
ess will have its final assessment as it will
be put through the most demanding wash
cycle yet; a full 24/7 war fighting exercise in-

volving the whole HQ and elements of our
affiliated units in support.

Conclusion

The Core Process has been successfully
revised and all personnel understand the
new SOPs and SOIs that support the chang-
es. The process works exceptionally well in
theory, and it still requires some final ad-
justment. Ex EAGLE BLADE 09 will prove
the ultimate test bed for the core process
and it is anticipated that this final assess-
ment will then close the review.

It is important to remember that although
these procedures are a vital tool for the Staff,
they are not critical to success, but if fol-
lowed will enable the Staff to focus more
clearly on what is really important — The
Enemy. B
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