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Scenario 1: Noncombatant Evacuation Operation (NEO)

The first scenario to be described is a Noncombatant Evacuation Operation (NEO) planned and executed by the Operation Planning Team (OPT) at United States Pacific Command (PACOM).  

The OPT is responsible for planning all military operations in the PACOM Theater of Operations.  This includes 44 countries covering 51% of the Earths surface. 75% of all natural disasters occur in the PACOM Theater.  Seven of the nine largest militaries are in the PACOM Theater.

The NEO decisions are handled by the OPT Key Planners, which has eight members who are geographically separated. The eight members are senior staff specialists from different PACOM Directorates. The Key Planners has access to 59 OPT personnel consisting of representatives from special staff (legal, medical)  and Joint Task Force components (PACFLT, PACAF, MARFORPAC, USARPAC, SOCPAC, JICPAC,TRANSCOM, JFCOM, SOCOM, and others) as well the five OPT Core Group members who collect input and post intelligence and assessment information to the OPT web page.

The OPT Key Planners are given the following problem:
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Increasing tensions on the Southern Pacific island of Drapo have resulted in clashes between Government military forces and rebel insurgents. As the scenario begins, a group of American Red Cross workers traveling a jungle road near the city of Dili in East Drapo becomes caught in a crossfire between government and insurgent forces, and takes refuge in an abandoned church. Luckily, their cellular phone still works, and they contact the American Red Cross office.
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As word of the workers' plight becomes known, the Red Cross contacts the US Department of State to alert the US Government and seek assistance. DOS notifies the National Command Authority (NCA) and Chairman of the Joint Chiefs of Staff, alerting them to the situation which results in an Interagency Working Group being formed to support the NCAs decision-making responsibilities.
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The members of the Interagency Working Group include the Department of Defense, the National Security Council, the Department of State, the Central Intelligence Agency, and the US Agency for International Development, along with the Commander in Chief of the US Pacific Command (PACOM), whose area of responsibility includes the South Pacific.  Additional agencies may join the Interagency Working Group as the crisis develops and the NCA considers different options. 
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The first phase of crisis action planning and execution primarily consists of gathering information, assessing information, and generating an initial development of responses.  Next a crisis action plan is developed.

As the crisis on the island of Drapo unfolds, planners and decision makers must collaborate in distributed and sometimes asynchronous virtual meeting rooms.  Multiple virtual rooms may be required and are developed as necessary to support the needs of various virtual teams, agencies and commands throughout planning and execution.
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A Virtual Situation Room, for example, is created to conduct situation discussions and briefings and to facilitate collaboration among members of the Virtual Operations Planning Team and other participating teams. A Virtual Planning Room allows PACOM and other members of the Interagency Working Group, along with subordinate and supporting commands, to conduct planning meetings and monitor progress.  Collaboration tools such Virtual Situation Books and Virtual Planning Books may be utilized to store and update information as the crisis evolves.
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Once PACOM has determined that a military action may be required to rescue the stranded Red Cross workers, the Virtual Operations Planning Team and others gather in the Virtual Planning Room to begin detailed planning.

The OPT Key Planners

The OPT Key Planners have been told that three Red Cross workers need immediate evacuation.  They have learned from local security officials that their safety can be guaranteed only for the next 24 hours.  An NEO is ordered to evacuate the workers. The OPT Key Planners need to decide which military component (PACFLT [Navy], PACAF [Air Force], MARFORPAC [Marines], USARPAC [Army]) should provide transport for the evacuees. Team members search the OPT web site to see if there have been any NEOs conducted in the past under similar circumstances (i.e., beach terrain in southeast Asia, foreign workers) that can be used to guide the transport decision. The team then meets in the Virtual Situation Room to learn more about the unfolding situation and to learn which military assets are available to handle the terrain, the distance, and the cargo. The Virtual Situation Room can display information about weather, terrain, local news, intelligence reports about potential threats, and capability/availability of our assets. The team then meets in the Virtual Planning Room to explore the feasibility of using various transport helicopters to rescue the workers. Here, the eight key planners must decide whose transports to used and draft an execution plan to carry out the order.  In the virtual planning room, they must reach consensus about which transports to use.  As the plan is executed, the planners monitor the situation in the Virtual Situation Room and evaluate the plan.


Summary of Collaboration Characteristics

With respect to the characteristics of interest, this scenario illustrates a distributed, asynchronous team with heterogeneous knowledge working in a flat command structure collecting information and generating alternatives, in performing a COA selection task under time pressure, with information / knowledge uncertainty, large amounts of knowledge and dynamically changing information. Team interactions of interest are defined by four unique but interdependent stages of team collaboration: (1) team knowledge base construction, (2) collaborative team problem solving, (3) team consensus, and (4) product evaluation & revision. Knowledge of the problem can be obtained by team members from the OPT web site and the knowledge to solve the problem and capability to share knowledge are found in the Virtual Situation Room.  Potential solutions will be developed and agreed upon in the Virtual Planning Room.


Detailed Description of Objectives and Steps in Current OPT Planning

See attachment Appendix A: OPT Planning Guide.
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