Achieving Clarity in a Constantly
Changing Environment

Adrian Wolfberg and Michael Stumborg

Gemge Soniamng famously stated, *Those who cannol rememiber the past ame condamned o repaat
i But whal happsens when our axperfances becoms increasingdy inslevant? What happeis when our
amdronment changes 50 fast thal evarylhing we expeiencs i5 unfamilia? How can organizalions s
lessons from past expeiences? Soms qiganizations stll find hamseies in the siowly virying eminrne
mant of he past, bul most see the pace of change accalaraling S0 ropkdy That |1 appsars 10 be essen
tally corestonl, Drganizatongl survival requires [he methods they use 1o keam and mparl operalionn
knowledge to change &5 Tast OoF fasten In this case study, Adnan Wollberg, fram Uhe Defenss
Inteligence Agency, and Michasl Stumbeg of Toffler Assotiales discuss o plot profect (SN ongolng)
calked Full Spactrum Andlysls at the DIAS Hnowledge Lab as one method that is slreddy Showing
ShpniThcant results,

“Thare i wisdom In turning 5 often a5 pessile from the Famifar fo the andamifar
It kppps Ere mind nimbBie, I kNS prefadice, ond It fosters himor”

— GGG SANAYRNE

owhere is rapid change more evident than in “knowledge competition”™ arganizations

like the Defense Intellipence Agency (DA} Knowledge competition is the struggle o

creats l:nml."]ﬁlge -|.'.'|pl‘!.'l|.| it ateal it brom adveraaries, and frocerate their Jl‘lllil".‘ ta
create and wse it. Moving from the lodustrial to the Information Age, warfare is such thar
information su preamacy jI'L-l:!'EJ.I.iI'IEI!.' Erumipe Fll'l:p'l.l.-l.'.'ll destruction. We now wee mllir.'l.rr Opery=
tions desgned o gather information, not to take or destroy physical objectives. ! Knowledge
wompetiticn i central, and adversary capabilinies now make the consequences of losing this
sompetition extremely dire, Adversaries rarely present the same challenge twice, reducing our
ability o instifubicnalize and act on lessons learned. The ongoing ®armis race” of improvised
explosive devices is one powerful and panful example.

While the rechnical embodimens of our challenges change almost daily, some fundamencals
remain invielare. Warfare is a form of competition, and a single unifying theorenical construct
thoroughly desonbes all compenition, be it a clash berween mulitary forces, bevween rival
corporations, or beoween sporms teams. Each group operates using the Boyd OODA Loop
{Observe, Orient, Decide, and Acrh’ performing each srep repearedly as they compere w
dominate their respective domains, Whoever execures this loop fastest is often vicrorious.
Chganizational leaming enters primarily in Orientation se thar kst learning of eelevam opera-
nonal knowledge engenders Faster OODA Loop execunon and vievory, Given the OODA Loop’s
cross-disciplinary applicabiliry, the lessons of fast organranonal learming in defense inrelli-
gence apply o many orther organizations engaged in o Boyd-like knowledge compernition.
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If the key vo vicrory is fasr crientation, then the guestion becomes = How do we create an
organizanion whose members learn and implement operanonal knowledge (1.2, orient them-
sclves) tasrer than the members of adversary organizanons?™ One approach accelerates the
race of esrablished leamning methods = a difficult sk for Ipq:e hierarchical organizations.
The esrablished methods require sequenrial time-consuming steps: leaders Wentify problems
ru:quirl'ng e ':Eﬂh, id:nl.‘if}' thie nrquircd e -*ills.. dcln.-lnlﬂ and i'urul I.'I'n: Ird:ininb-_ program,
train the trainers, canduct the training, and convinee their skeptical members thar these new
ikille will not become immediately obuolete.

Attributes versus Skllls

There is a better way to acoelerate the speed of orientaticn. Instead of teaching skills in this
top down approach, the orgamnzation can create 4 membership thar takes the imtiarive to learn
and implenient operational knowledge from the bottom wp. This reduces the complexity of
organizational learning, compresses the OODA Loop, achieves compenitive advantage, and
more frequent victories, This s the philoscphy behind Full Spectram Awalvais (FSA). Instead
of imparting operanional knowledge by reaching skills mandared from above, FSA identifics
and imparms the atoribuces required of members who will proacnvely seck our new capabilimies
as they identify their own needs for them. F5A moves trom skills vo atribuces, from organis
zational mandare 1o individual initanve, frem reacive te proacive, and most impomandy,
from slow o fast.

“The F5A lechnigues rvolullontied how guickly | can smthesize an atalyshs
process fo B essence and standardize & The nest person 10 do this particwlar work
Wil nof only learn my poesitfon and be productive in & freeclion of he bme I8 ook me,
bl there will be no foss of conlinuily Shouid | not be ere [0 menion”

— P54 Alumanus

I 2003 the DIA determned ri.",l'mrtn workforce attributes 1 five CRECEOTICY n:qu:rn] for
sucersaiil mission exeewtion in the Information AH: rnvironment.,?

Scveral of these attributes, or hybod combimations of them, also enable fast-learming orga-
nzations. Fiest os flee u{lﬂrl‘:r fon Fog i ﬁ,l"{-‘:r.lrg fecemer, Since rupil] |:|'||::n5|.- renders both m‘l:nﬂ].'
:.-L'quired and 1un[:rh-r[d i:m:lw]pl.ls.r and skills shsolete, the uhih'l}' Eon gust as quiukl}' pettson
them in favor of new ILWJWIE\'.'E-E and =kills 1 prerequisite. To not refresh }'uuu:lf'n tor gy ogme
irrebevant. Tewed to this attnbute 15 the abalvty fo iefevralese meve wayvs of learwnmg, ek,
.'lmf Pl-l'.ll-'-l'll-ll:'ﬂ:l' !U’I'-Il'l'h'. II: % ok ju:.-! .11.'I-uul In::rni.ns, mews Hiulrrln.h ‘l'lut ul.'lm.ll Ll.'l:ll'l.'l:lllﬁ o 1r.|.1'r|
i I nEew Ways = n'l:l:lllinuuu-ll}'.

“FEA Changes U ey vOU CONCOOILEEG andl e way you Dahave. i prompls
anaiysEs o Bk b0 Row Anfedligoncd Drodiims. e oaflnod and I wey you Sohe
Efbimy. FEA GRoodragis Sl Wnformation seoking, coRabarabive Inferaction, Hnd r

offection. T5 dmamic!
— FS4 Alumaus

Anather attribaite ix rnfw.ﬂﬂ'.ll:fl'l‘y Péls pnuﬂ'fawfp garle et aren fnfnrnuﬂ'rm EuliFces, .lu.ﬂ].-hr:.ﬂ
techuigues, and enabling techuologues. Proactivity is the critical Fi:nr Ohne cannot simply
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Charl lile

Cognitive Attributes

Culluradly Intuitive
ldentifles Patterns

Parmeales “hearts and minds™ of Grgel; menced thinking

Diraws conmctlons Detwessn nonlinesar esemts and CocLmmences,
consldors low probabiity, high impact events

Global Thinker Undarstands ghotal operating emironment; sess Implicatlons
In diptomatic and economic contexts
Irnagining Fosrmulates highly origingl concepts and perapectives

MUll-0scipined

Brings o mnge of [deas 0 group dlscrssions

Judgment Attributos

Guestions Assumplions

Guards against allowing “group think®

Calculated Risk Taking

Offers (nherently risky) predictive intelligence

Ccommunication Attributes

Interaction Criented

Communicetes “live” with customer; comersational manmner

Welwered

Seehs anparls with diverse nowlsdge sourcess. eeps them
al the reachy.

Realk Time Collaboratisn
oy Talling

Adapts to e trchnolo@ies and cuskomer's dasing for &pead
Uses narratives to allow understanding of complexity

Scenaria wWritng

Devalops scenanos basaed on faCts and |ntulthon

FPresants Commaxt

Providas on-golng. additive parspective 1o CUstomers

Technical Attribudes

Technology and Sclance

Undarstands somathing about both discplines; awara of
tachnalagieal and soclal selsncd [Rsuas, mpacts, and salutians

Shapes Technokogy

ldantifies, selects, and @ilors echnology solulions 1o needs

Rala Attributas

Articipatary, Praactive

Seaks 10 undarstand and anticipats cllant nasads

Customer Foousad

Works Lo ensure data |5 useable for client success

Cacorme Qnented

Soiks fangibhs mission oulcomes

learn amew when told to leamn. Survival in rapidly changing environments requires the
inquisitiveness to be aware of new tools, and the individual initiative to go ger them. Related
to this arnbure 15 the ability o quickly distill, assimilare and crearively synthesize new and
seemingly unconnected information, fechniques, and rechnologies into novel capabilicies.
several areribures address interacoons with costomers, reammares, adversanies, and yourself.
-rl'll' -'II'III'il}' L{] LHI'I'IIII.IIIIJ!J!r' IJIHIEI"rI-'IIIIJ. customer III.“!"G LTITIES. ’Ilr'ﬂ- i"n.'1.||1:|.' !Ilill_E_"i ﬂl‘IJIIIEE' EIIJH.'I:.E}'.
Customer needs may change faster than our ability to meet them = the wltimate metnic of
irrelevance, Today's intelligence issues require diverse rcams thar rapidly form, execure (on mul-
fiple issues in parallel), dishand, and move on eo the next istue. Thas, the ability to rapadly
moclimare to, and maximize conreibucions from copninvely diverse teammares becomes para-
VLM . :F.I!I.Iiljl}' I.!I\'-En'i' HIg=RIF] S h:“l“'l-ﬂdE'E L'illl:lj'lr'i'll”'l .'I-I.I'|.'Er.'-'1 ril:"'-. NI:"II' iIIII.I I.II:II'-'II:IIIIIIII E'I'l'II[I'H'h
continually challenge us, as do familiar groups emploving unfamiliar tactics or possessing
unfamiliar perspecrives. This requires rhe ability o sce problems through the eves of a con-
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stantly shifting adversary, Since every-
one approaches analysis through rhe
lens of their own experience, the ability
fiw r.1.p-u||.!.' |d-=||.r||!':|.', .:thlﬂ:ll;r._ and die-
card the personal biases and prejucices
of odir teammated, our customserds, and

|'!IIF1.ID'I'I.'|.'1 s r-:.wnl‘ul.

Full Spectrum Analysils
and the DIA Knowledge
Lab

Moted deficiencies in analyrical tra-
decraft® point o the need for adopring
ditferent ways of kaming, thinking,
and preblem  selving. The DIA
Knowledge Labk is one inimanve o
address this need. With support from
successive ageney beaders, and an ineel-
lectually risk-free environment where
volunreers and FsA pilor participants
are free to oy new approaches, rhe
Knowledpe Lab is in some ways simullar
to “Skunkworks-like™ activities. I is
similar because it recognires the need
to change and innovare, and the gen-
cral inabilicy of large organarions to
do so effecrively, bur dissimilar because
its imtmtives arc not sccret. 1 he
H:Hn'l-'tr:-.ll.:r Labk ercates \.'I'IHI!FL' at the
EHA :|'|rn-|.|!'.1| the erative u}1p||l..l|1|-l:|:

of well-advertised palots that change
ONFE N ENEIEE ll:l-'!-t“llh.'lll-"ﬂﬂl 11-|:'!l.|1'll.lr'.-. EI‘E‘E‘E!I"E KI:LII“'I..I:'-..IFI.‘ Lu'l.l." I"‘J‘I':‘!'u tranisrteas mgcs lI'IE n[‘l.
orgarzation, to effect lange-scale change.

FAA rs -'lrn'“,I" J'."l’.llq'fll'ur“l'!-.ll It TeCORN L el conpetifion e the basis of mi |:1||1:l:|:|.i.- = LM
petition to obtain the mformation needed to advance one's aims while thwarting the adver-
'..Lr':"-., an Llﬁllrrr!:!:un (44 ] I'ln|1n.f anad Rrae cohical mformation. |'rr.'|'l.1r||:||.1 Foer ots Foairth
ateration, F5A broadens the horzons of participants in three areas: the full spectrum of mfor
et sonrees, the full spectrum of techmecal and .nl..1|.:.'|!||..:| tosedla, amd the full spectrum sl
cognitive abilines and perspeonives. This may seem a simple mask, bur significant culrural
impediments, born of the need for secrecy wirthin the intelligence community, auger against
cASY transition to an environment where intelligenee professionals are comformable reaching
our o g wider spectrum of available capabilivies, and are encouraged and rewarded for doing
s, Diespite the “A" in FSA, ir is nor only abour analysis. It is abour new ways of lcarning.
IJ:IIIIIII.IrI.F, ared Flrl.l|l|r|:|. s-ll-|1-'1:|||.'. — attributes rl:qutrl:d l1l'r1-'l:r:| DA l:n1p|ilrl:~r, thus the mclusion

of non-analysts i the FSA pl’r-i'.-.
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“The ana-voice thing i very damaging 1o anaivsis - and one kind of cubicls,
ona kind of chalr, ane kind of amThing. .. ona thing doasn'T it avanone.”

— FEA Mamnmus

The literarure regording organizational ransformanon pointg o the key ingeedients
required for success, present in borh public and privare sector organizations.” FSA addresses
several of rhese, and when combined with orher Knowledge Lab pilors, addresses orhers.

Transformarion occurs at three levels based on the renure of individuals within the srga-
nizarion: the entryfworking level, the middle management level, and the leadership level.
Rarely will rop-down transformarional efforrs succeed. Even when leaders dicrare change,
powerful culrural inerma s difficuly ro overcome. Regular and fairly predicrable leadership
cha ngcs af puHu‘ scetor and :mi:|.'in:r,' OF A nIEa T cxacerbate  this Frul.'llrrn further.
Enl.n.'m.'hnl] r.l]:!purl.m!l uf l.'!l.lIIEE iu:-l w.jl awiif l.|'.|l.' currenk |l.1|]rr!.|1||'.l :lrul FEY trunﬂﬂm!lﬂm
InmIEEaEIve s,

Ch.ms: 15 masiest af the ml!r].'.l'wr.rrlur:g_ level, where “the WY We e IIIH'II!.-"'!- done ie™ 1% no
Iins,rai.nﬂ.l. "l:["|'|.|:|q 1.51.1“' rhnngq LRl iREa fmln E |:Iu“l|:|r|'|.r|.1p npprum;l'l. I.JrE,l:nl tr:ml-fr.lrma.l:il.m
EI.I..'IJEI.I'I_E_ o I:H.!:tr.lqn-up- -I:I.PPI’LII!.‘IlH- tend to Fail sinee enthusiastic lJ.'langE agenis inqu:lrd at the
betam of the pPower sEructure comnst flosuirish waehoue “rop cover™ from a ||:|:l5_r1i'|.'|,-d] beader-
'nl"ll"h Max Plindk, a fl:lundlng father of FIEETTETRN meechames noted, =An Imnpertant scrent b
mpovanion rarely makes ss woy by gradually wannmg ovcer and converting its apponents. . .
w'l':al dses iu]:ptn i.-. tlaat s IIFIFIIFI.EH“ Hradm]]:.‘ e ot ancd I!h.lt t|'|.r Hnrwinﬂ bh:nrrﬂluln :i'l.
familiarized with the idea from the beginning.” The difficuley in accelerating change then
bevoanes whar wme have dewcribed as the “weom meddle®: mddle MAnAEers who ot lase
the |E|:L-n|1.1'||, and use established incentive structures to |:|_|.1n-|l'|. l.'l'l.:LnEE tronn below hefore it
takes ok,

“There i 8 wifingness to changs - 2md (M ane 50 Many young peophs
at the agency, things will change. It & nevitabie.”
— F3A Awnmus

“The Arst level supsarvisor #ke me dossn® know what be can oo o push the
HEope.”
— Supgrvisor of an FSa Alumnus

F5A, #Uﬂ'Fll:'ll with an CTBOIIE SOTmImatmcne of suceessive DIA leaders to the Knmrl-r:dp:
Lal np]:lp.ut:h. and other H.nuwll:dp; Lab mitiagives, mitiates dl:mg-l; 11-}' s-l;l:ﬂmg the DA N
twon with change agents from the bottom and sustmined commitment from the leadership 1o
imfluence the middle from both ends. A :.ign:iﬁca.nl frart of the F5A IPPI‘!L'HIL‘J‘I is the mutuu“}'
supportive network created by the interaction of FSA alumm, FSA participants do not “grad.
uate from a course of nstruction and go back to work.” They become part of a cadre
expected to mteract with, md, and support, those that come to FSA after them, forming the
CIare af a pliding crwalifon n.l.!l'll:mkil m I!|'|.r ul!trilull!-l_-u. |:|E FEH... E,rmluu]l}' a.nl:hl:ri.ng_ I!llr TN
approach in the orgamzational culture, Dome coreectly, alumm become effective recrunters for
wiicorsive iterations of the ]'lilul and soften the barriers to imphmrnlnl!l'l:m with mach wicoms
achieved by practicing FSA in the work place.
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= FSA Alumnas

What Is FSA?

To describe FSA is vo describe the behavier it produces, By defininion, F5A is fungible, making
it difficule ro describe irs alumm as people with a cermin repertoire of skills, They are people
with a certain repertoire of arcributes. Each ireranion of the FSA pilor secks to imparr these
unchanging arernibures, including the anribures of Fast erganizanonal learming. The specibic
informartion sources, analyrical rechniques, rechnology roals, and perspectives covered do
change, so thar if participants limir rheir expenience stricely o acquiring exposure to these
mew capabilirics, they find themselves with an almost immediavely obsolere skill ser. If rhey
instead learn the anribures — the ability to seek our the new incarnarions of these roals an
ther own as they cvolve, and 1o share them, then they constantly refresh ther skall set,
‘n.ﬂpillg it Mp o date and relevant. An UNIWAYETING SOT Tt Froam o steration of the PIE!I.II (L0
the next 1= that ltnm\'lﬂlgl.- competition is the lI.Er o victory, which reguires participants to
:i:l-l:n!if}' and assmmulate new k1|u'ﬂ.'|r|]gr and |u|l:lu'|ﬂ.fr.l.- |r|.u.'r|ip|.1|:.|!i|:m ools and I!E-L'Imiqun-
fuﬂ.lrr l'i]:ll |I'I.Elr I:II.ll.'\Er'-I.III.I.-:..

The F5A milots employ several feedback loops, and are thus able to adjust i the fly as
new needs emerge and as the demographic composition of each FSA cohort jabout twelve
people for cach pillot) changes. FSA facilitators constantly check warh the participants o
undersand their ex Frﬂ.'lari.mu of the F&A r:pen'rm‘g_ their assimilation of the targeted aten-
huh:-.\, and o determuane what s 'l-l'ﬂrHI'!E-. and whar 14 nat. 1']1-:1.‘ rake real-fame .:.d;iuq.mw-nh
to address these changing needs and ﬂ;pn:n'rinm.. After pilot completion, facilitators and
FsA Ir.irri.ci'runh {moewe alumini) id.enl!if}', ku-p, and il'ﬂprnﬂl guecetaful marerial and diward
less successtul marerial in favor of new approaches.

Fsd 1z a jetirmey, not a destimation. It s not a “tran the ramer™ nppru.‘u.:l'l.. It 5 not the
1|r|.p-arl:i|t|:.-| u:F :.l:l'"-:. mumlulﬂl Er'.'.llll u.l:l-u're, |:'lul! n!l‘i:r I ANIreness r.l!F. am;] i.nl:ullr..lli.ull r.n!".
the attnbutes required that enable organizational members o connnually and proacovely
huint for new capablities on their oam as ther work environments shaft and new capalnhines
anel inl'l:lrmal"u'ln wMIEL % 1'rr-|..1:m: u'l.'u'lE.!'l'rlr. T|1: ull!iln.l.llr E,llnl % ].'LFEI.---H:.'L]E :lrl},.ulir.atii:ln.u.]
behavior change, which begins on a small scale and expands informally theowgh the aliwmm
suprport networks.

This mond Peops YOu KRow, the Bader your analss - nelworking is ko You can'T
COMM Lp WHE fearyihing YOUrssr, you 254 Who e [tk to Yoo come up with
AOAEDS BhAl Yol S0LT PR BOmS L WItR e

= F5A Alumams

Recruitment eritena and conventional rraining prove generally inadequare at imparming
these anribures, FSA selecnon eriteria does sereen tor the likelihood thar parncipants are
amenable to adopring the annbures once exposed to them. Selection interviews look tor
courage, 4 commirment o collaboraten, and a willingness o ettearively and respectiully
challenge authoriry. In Five Mends for the Fature® Howard Gardner conrends thar educarion
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today tocuses on the skills we need roday, and not on the cognitive qualities (disciplined,
synchesizing, creanng., respecriul and echical) crinical ro swecess in tomorrow’s environment of
acceleranng change and informanen overload. These ways of thinking must be culuvared,
mnt trained ra, He further contenda thar no one bnowy how io create an aducational Ry aEE
tor do thie A large part of facilitation in the FSA ..I.Ftprmn.‘h cultivates the artribures rhrnlbgh
coaching and mentoring: a prachice that does not stop when the pilor concludes, and enliats
the active assiatance of the FSA alumni. FSA i a profatype of the cultivating educational
svatem that Gardoer claims is missing.

How Is FSA Conducted?

F5A partiapants meet formally as a group one day weekly for twelve weeks, Interleaved
throughout 15 a “Capstone Question™ = a real-world intelligence question of interest 1o
the DIA kadership. The need 1o apply FaA rechnigques ro the Capstone Questien, and te pres-
ent their findings o the DIA leadership, create frequent interacnion among participants
beyond regularly scheduled sessions, Most sessions are a half-day led by the facilicarors, foel-
lowed by a hali-day working session where the pamcipants lead and address the Capstone
Cueanon,

Each session has a umibying theme thar ties back to ar least one FSA arreibure. The rransmuir-
receive method of imparting the artnbures is avoided serupulously. Sraming with learning
abjecrives for each session thar provide partcipants with insights abour their erafr or them-
selves, the Facilitators design material using a cheory-to-pracucal-applicanon dyadic approach.
Theory presentation occurs through an interactive exercise, followed by oppormniries to pur
the theory into pracrice, often through a role-playing exercise using an historical or contem-
porary intelligence problem.

For example, one theme 15 “biased perspecrives,” ar the individual, team, customer, and
organizational levels. Farticipants learn thar they carry into the analytical process with them,
everything thar ever happened to them to shape rheir world-view, and char thar can lead o
crroneous conclusions if it B Ill'll.'l:'..'l.‘hElllIl:d. By the cnd of the activities, participants under-
stamd and I'I:L'l:lslliﬂ: their own internal biases, and those of thar tcammaees, their customers,
and thor adversarnics. Furthermore, Il'lq" are aware of how |.1||-|J.wr:|ln||-|.£i||5. these biascs h:lp
them to win the Lnuwrcllﬁl: cum]:lcl.it'u.m 'l'r}rdamp'n.inﬁ thewr negative clfects on ther side, and
E.‘.PIU.I!II'IH tl“m |'|1 I!'Irir l.l.l"Em riﬁ-

The I.I:I.:f' has four major exercises: Ineplicnd Assocratrons, Opwvabionr Barbarogss, Wineeng:
thre Barile r.l-f .H.;I!,:w::. and ﬂj'rrr.'lhurr .H.rm-;l.lmf.'l- ln Imphn:.f al;:fun.uﬁuu:,* F ﬁ”ri.n-ll'uhl'llulll:
exercie dnives them oo the “wrong” ansier E'-'_i' fnujq- ASAOCTATIONL Thq' -quil;ltl}' full am pwenty
blanks wath histoncal mivrmatiion. The exercee I"IEEi:I’!hT

The ragie evants of (dalel came a5 8 gread surprise (o lhe
workd, the american pubilic, ahd (o ipoitical party nama)l
Fresigent {mamel ., .

The opening phrase drives abour 207 of parmicipants to facts associated with the 911
amacks on America, bur they are squally germane ro the December 7, 1941 Pearl Harbor
arrack. Afrer showing rhe “correct™ answers, the faciliraror discusses how phrases such as
*The tragic events of” created an implicie associarion in their mind thar led o 9711,
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Participants discover that they must be vigilanr against implicir associarions and biases in
themselves and everyone they work fog wirh, or againss,

Oiperateon Barbarossa, based on the German invasion of the Sovier Union in 1942, pro-
vides a first opportunity to wirnew and address cuch biases in pracrice. Many analysts have
an inherent bias toward the logical = toward the facti of the caze. _]nh:-]'lh Stalin was anything
buit logical, Stalin’s personal parancia and rabid hatred of Winston Churchill shaped his
actions and inferpretation of the facts, driving him to trust Adolph Hirlern!"

Participants receive an intelligence dossier with all the facts Stalin possesied on the eve of
the invasion, The facilitators use a list of factors shaping 3talin’s worldview and instrucr
participants to read the dossier and play the role of junior Sovier intelligence analysos assigned
the unenviable task of convincing Comrade Sealin thar rhe Germans are coming. The analysts
construct and present rock-selid tacr-based assessments of the siruanion. The taclitatars, role-
playing Stalin, respond irranionally and dismiss the facrs as English decerr, and inter a dare
with the hiring squad if this line of reasoning persists — just as Stalin did, Analyst and customer
{Sralin) talk past each orther. Logic does not prevail. Stalin’s bias prevents him from seeing the
trurh. This re-enforces the norion thar biases exise within the minds of the peoaple who receive
their analysis resules, and thar they must be prepared ro recognize and deal wich thar. The
exercise concludes with some advice on how 1o recognize and deal wirh difficule people.

Following this exercise is a working lunch wirh a discussion on war fighrer perspectives.
One of theee similar sessions throughour the pilor, a tacocal-level military afficer recently
rerurned from a war zone gives partcipanes his perspective on intelligence needs. Parricipants
gain a beter understanding of thas key intelligence customer segment. The other two meelli-
ECnr Sunlamncr groups thiat PHJ'I'IIJI: thear pempocthives on later dates mclude a DI:PGIII et of
Dhcficnse F"""I;.""T maker, and a commencal CEO,

Participants then shift oo Wonrng the Battle of Algrers, another case study, this ame
in'p'r.ﬂ-.'inﬁ the 1950 upri:.i:r:g, IE-;Ii!'I!.! the French in 4{1|:;,t'ri:=. Thr}' E:in ill.i.iﬂ'll! mtn hioows cul-
fural llumuﬁe and dif ferent perspectives mfluence actiops fand reactions) |:r‘ I'\ll.l-!-Eiplll}'-IIIE the
French mulitary, the Algenan msurgents, and the Algeran populace. After watchmg the Gallo
Pontecorvo movie The Baffle of Algers (before the sessiom), the French and Insurgent role
players develop action plans that will serve their interests and win the hearts and munds of
the Algerian people. The Algerian people role- players vote on who will have ther allegiance
|:||'|.ll “’h‘,"f a[!er |'|Eu:|.r'.i:|'|5I the |1|:|.|.1r|E|l minses anal coninder-rmnies. Frﬂ'u.'l'l ained |murﬁm! r|||:
players trade the advantage of hriefing first i sucoessive rounds of the scenario. Participants
discover that even with perf-.-:! hiliddg'hr { Frrwem 1.1.':I'||.'|1.|i|1.g the Paptecorvo decudrana) it is dif-
ficule to understand swhae moves adversaries will make withoot a clear und.rrw.in-dl'nﬁ of thesir
motivations and perspectives.

The -‘Ii!ﬁ:ull.'].' ratchets |||;‘|- further dun'ng the ﬂ':n:—r.lﬁnn Anaconda mr:-l:'ul.ﬂ.}"i.nﬂ eI
Foreshadowed by the lunchtime discusdion, and ser in modern day Ieag, participants ne lon-
ger have pedfect hinduighe, and there are now more than just twa sides in the competition,
with the U5, military, local insurgents, foreign fighters, pro- and anti-American local sheiks,
and individual agenti-provocateur who appear to be part of a group, but really have their
[RELW ] hi.ﬂilﬂl II.FEI'II,LI\ um.i rivalnes wil]‘l o hﬂ' |_.'I|1|J Fn.. H} A, [I:irl!inpa.nh lhave bevonme I:l.-i.-rl
to discover the true biases, perspectives, and monvations of the competing actors as they seek
o achieve their ﬂlr:ﬂ':gi-: n'l'l'l-rc!i'w.ﬂ_

The r]n.!,' ends, as each session does, with a revapy of the ].l.-.l.rrlln:p‘ objectives, a discussion of
hovw sach exercise resenforced those objectives, and thoughts from the F5A I'rarti:-:l'gunh o
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our non-traditnional and emerging capabilities = in this case analytical rools and rechniques =
from disparare sources,

Making and breaking bypotheses. A ormical shorrcoming of analyrical readecrair is the
procliviey to cling o a hyporthesis, ance formed, sometimes in spite of emerﬁins_ evidence thar
refutes it (Mational, 2004} Because of the cntical importance of this skill, nor only are
I!'u.- ml'hndnlnﬁiem af h}‘[mthe—u*: h::'lf'll'l.s :rwrred, bair alws the permrml .ll'l."rihul!e'l. nf SOMecne
willing to revisit and challenge their own cherished hyporheses.

The “Lagic of the Model.™ Whar are those few key and relatively ®aranc™ dynamics thar
drive decigion rr:.:l:wrl:]' P.ir!in:ip;l s I.e.a.rn b o Eq't inlidi: the '|'!|¢_'|.d oof their suivtrl.an'e-:, Jnd
even their customers. Participants revisit Joseph Stalin and ory o discern his logic of the
mandel and how I'ht!.' tailed 1o By him befinre hecariue I:']'u-!.' cauld nat diccern the d}'ﬂﬁl‘l:u-i:"l
thar drove his decision-making process,

Blivering analyrical results by compelling storytelling. Amempting to drive intelligence
analysis away feom a dey and dninspiiing regurgtation of collected facts, the "so what™
modulbe ties analytical results back to getting the question nght. Participants kam how to
develop analysis produeces their customers truly want and need, with the capability of creating
actionable recommendations, The ®storyelling™ module emphasizes this millennia-eld form
of human interaction and how o hammess its power oo deliver memorable analysis resulis,

Being a proactive bunter itead of a reactive gatherer of techuology tools, Participants
visit a rechnology developer charged with adopnng and adapong analytical rools from our-
sicle the intelligence communiry for use on the inside. Tided * Our of Left Field,™ this session
drives home the anribure of maintaining a wide aperture tor new rechnology tools, similar o
the arnrbure thar drives them o seck informanon from all sources.

“Tihink we need bo focus more on iberabing he analsls Letiing hem oo analvsis,
I think sovmedmes we are foo orescriptive on whal we requine from them. It dessn'T
aliow Ehesn o be chadenged wall. and thal can hirl morale and lurnover”

— Supardsor of FSA Alumnus

“The besl supervsors really sel puidelines and expectabions e front and then el
e g Glve me free relgn, Then you don T Bump inlo edstacies. Freedom within
bournds B liberating and you can gel more creativily with iL°

= FEA KILUMMUS

Conclusion - Where Do We Go From Here?

Che ]H.'nnn comman fo 1!r.1.r|.-'|.frr|'rm!|'i.-|:|n .:u:'u:l innﬁvatim & the d.ifﬁn:ufl.‘].‘ nl r-e-inl't-sra.ting
people with new operational skills back mto an organzaton that 13 not yot acccpting of these
mew, and often d.i:rupl:ii'l:. ln:]'miqun. Ie os ],H.lil:ll]nu- B3 LR NCW up-:ul!iunal kn:m‘l:ﬂp‘ (18]
Jubianesr cmp]r.rrtn amd Cxpeet them tl.'u.'l.'lll-n.'ti'ﬂ;lr pu:-h oy the ﬂum:-h rudder of the OrgANLES-
o, hlJFliﬂE (W] 1.'|1.u.r.|5l: its direction without CXPTRCHLING rosstance, Twa ttlmpﬂrmn:la:r
nfatves um;frr -:Irl'l:!llpmﬂll creake fur F;ﬁ I:IEI.]II'I.:III ian l,-n\'in.uirmnl! W'I'n:n.- I:l'pr].' = R | ﬂul.]ri!h

anl sucoesd.

Full 'Sll:litl'l'ﬂm |.-H~.'Il:|l.'l"i]'|i:|:l ﬁFSLI' uddrnﬂrh IIJI: Spraom I'Ililjl."'t'-- |r|HE.:|-d of ju:—t prl.-uur'lnit II'll:
muddle ITATIREEINET level with ]:.1d-|:n.i'|i|:l directives from above, and enthusastie FSA alumm
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