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ABSTRACT 

The Joint Staff Operational Research Team (JSORT) provides immediate and 

independent advice to assist the Joint Staff plan and execute Canadian Forces International 

Operations. One ofthe services that the JSORT can provide is facilitation. The JSORT 

staff has training and experience in a number of facilitation techniques that improve the 

efficiency and effectiveness of team problem solving. These techniques can be used to 

avoid confrontation on controversial issues or improve creativity on difficult problems. 

The following paper describes how some of our facilitation techniques have been applied 

to Option Analysis in J3 Plans. 

i 
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FACILITATION SERVICES FOR THE JOINT STAFF 

INTRODUCTION 

1. The mission of the Joint Staff Operational Research Team (JSORT) is to provide the 

Joint Staff with immediate and independent analysis and advice to support the planning and 

execution of Canadian Forces International Operations. As civilian scientists, we pride 

ourselves in our ability to maintain objectivity. In this regard, we can be called on to facilitate 

team problem solving sessions for Joint Staff Officers on controversial issues and have 

developed a number of methods to avoid unnecessary confrontation among the team 

members. Some of these methods have been described in previously published papers (Ref. 

1,2 and 3). Some, like computer assisted meetings (Ref. 4), are still under development. 

2. The following paper will describe our recent experience facilitating team problem 

solving sessions for J3 Plans Staff on Operation Griffon, the Strategic Movement Assessment 

Study and Operation Standard follow-on. 

STRUCTURED BRAINSTORMING 

3. The JSORT has been working with a methodology for structured brainstorming which 

is referred to in the literature as the Nominal Group Technique (Ref. 1 ). This methodology 

focuses on a problem and attempts to generate as many potential solutions as possible in the 

time available. There is very little evaluation of the solutions generated in this process. 

However, an anonymous vote can be taken at the end of the process to establish priorities for 

further analysis. 

4. The process involves four steps: 

a. discussion of the problem statement; 

b. silent idea generation by participants; 
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c. round-robin recording of the solutions on a flip chart; and 

d. grouping of the ideas around concepts. 

There is an optional fifth step which would involve an anonymous vote which helps to obtain 
consensus and closure on the session. 

5. We have found that this process works best when the team members are at the same 
working level and believe in an egalitarian approach. The solutions generated would be 
prioritized and passed to "the boss" for decision or amendment. Or the best solutions might 
be evaluated in more detail by a smaller group using one of the other facilitation techniques 
such as Benefits, Costs and Risks (Ref. 5). 

6. This technique has been used by a Working Group on the Operation Griffon (Ref. 6), 
to identify issues and risks in the follow-on of Operation Standard (Ref. 7), and by the 
Strategic Movement Assessment Study Team (Ref. 9). 

BENEFITS, COSTS AND RISKS 

7. Reference 5 describes a methodology referred to in the literature as Multi-Criteria 
Decision Making. This is intended for detailed evaluation of a short list of options by a small 
group of analysts (two or three officers). The benefits. costs and risks are specified as criteria 
and prioritized on a 0-10 scale. The options are evaluated according to the criteria on a 0-10 
scale. These evaluations are then normalized and summed to provide a rating of the relative 
value of each option in terms of their benefits, costs and risks. 

8. This technique provides the detail from which a thorough option analysis paper can 
be written. It was used by the Operation Griffon Working Group to evaluate various options 
for the deployment of weapons during humanitarian operations (Ref. 8). It was also used 
extensively to evaluate the options during the Strategic Movement Assessment (Ref. 9). 
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PROS AND CONS ANALYSIS 

9. We have developed a version of Pros and Cons analysis based on a technique called 

The Six Thinking Hats descnDed by Edward de Bono in Reference 10. In this technique, the 

Pros and then the Cons of each option are examined by a team. This process utilizes "parallel 

thinking" which avoids confrontation and enhances creativity. The process also allows a 

round-table discussion of the "gut feelings" of the team members concerning the options. 

This provides a sense of closure to the session. An optional step is to allow time for the 

creative solution of the problems identified in the Cons. 

10. This process was first used in the brainstorming analysis of the follow-on options for 

Haiti at a Mini-JSAT (Ref. 11). It was also used to cut the long list to a short list in the 

Strategic Movement Assessment Study (Ref. 9). 

COMMITIEE DECISION SUPPORT PROGRAM 

11. Mr. Ed Emond, of the Operational Research Division, has developed a computer 

program called the Committee Decision Support Program (CDSP) which can assist a team 

determine if there is a statistically significant amount of consensus on the ranking of 

alternative courses of action (Ref. 12). This program was first demonstrated to members of 

J3 Plans in the Strategic Movement Assessment Study (Ref. 9). 

OTHER TECHNIQUES BEING DEVELOPED 

12. Probably the most interesting opportunity that has arisen is the possibility of computer 

assisted group decision making. We have been in contact with Ms. Ann Bums (Ref. 4) who 

is responsible for the NDHQ computer network for group decision making and we have 

volunteered to assist in facilitation in NDHQ using this tool. A room will be allocated in the 

MGen Pearkes Building, on the fifth floor South Tower to house the computers and Ms. 

Bums will train the JSORT on the equipment. 

13. The group decision making system is portable and consists of a network of 16 

notebookPC's and Group Systems software developed by Ventura Corporation. A similar 

system is installed at Canadian Forces Base Kingston and also at Queen's University in 

Kingston. 
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14. Mr. Taylor has studied the techniques developed by Dr. Edward de Bono called 
Lateral Thinking (Ref. 13) which can be employed on very difficult problems in which normal 
brainstorming has not produced adequate results. The authors have also received training on 
The Six Thinking Hats Technique (Ref. 10) developed by Dr. de Bono. 

15. Dr. Frank has recently taken a course on facilitation from Treasury Board (Ref. 14) 
and on Effective Group Decision Making from Training and Development Canada (Ref. 15). 
Mr. Taylor has recently taken a course through Training and Development Canada on Group 
Problem Solving (Ref. 16). 

CONCLUDING REMARKS 

16. The JSORT provides a unique setVice to the Joint Staff through its skills in facilitation 
and group problem solving. We specialize in the application of the scientific method to 
military operations and have developed a number of useful and accessible analytical tools for 
decision support. Our goal is to provide a value-added service to the Joint Staff by ensuring 
that the teams conducting the staff analysis are provided with the latest tools and techniques 
for group problem solving and decision making. If we can reduce the number of iterations 
in the decision making process by empowering the teams of Officers involved with tools that 
can support their analysis, we will have achieved our goal. 



P499444.PDF [Page: 12 of 16]

-5-

REFERENCES 

1. Taylor, Ivan; The Nominal Group and Idea Writini Techniques for Structured 
Brainstormini; D Log A Research Note 95/3; May 1995. 

2. Taylor, Ivan and Major Douglas Hoyle; Brainstonnina for Lessons Learned; D 
Log A Research Note 9602; April 1996. 

3. Taylor, Ivan; An Extension to Structured Brainstonnina Usini the Sjx Thinkina 
Hats; D Log A Research Note 9603; April 1996. 

4. Meeting Mr. Ivan Taylor/Ms. Ann Bums, Decision Support System Manager, 
BPRLab, MCCRT, NDHQ (5 ST); 28 May 1996. 

5. Taylor, Ivan; An Option Analysis Tool for n Plans; D Log A Research Note 9506; 
December 1996. 

6. Minutes of the Operation Griffon Working Group Meeting; 12 Dec 1995. 

7. Memo 3451-1(0p Standard) Mini JSAI on Haiti Follow-On Mission, dated 29 
Apr96. 

8. Memo 3121-_800 (D Log A/JSORC) Independent Assessment on Operation 
Griffon dated 4 Mar 96. 

9. Meetings Strategic Movement Assessment Study Team, May and June 1996. 

10. de Bono, Edward; Six Tbiokini Hats; Penguin Books; London; 1985. 

11. Memo 3545-1 (Op Standard) Record ofDiscussion- Mini JSAT on Haiti- Post 
Jun 96 dated 23 May 96. 

12. Emond, Edward; A Consensus Procedure for Committee Decisions; ORAE 
Project Report PR448; December 1987. 

13. Notes ftom Edward de Bono's Course in Creativity- Module I: Lateral Thinkini; 
presented by The Achievement Support Centre; Ottawa, Ontario; May 1996. 

14. Notes ftom a Course on Facilitation; presented by Treasury Board; Ottawa, 
Ontario; June 1996. 

15. Notes ftom Course T904 on Effective Decision Makina; presented by Training and 
Development Canada; Hull, Quebec; January 1996. 

16. Notes ftom Course T501 on Problem Salvina~ presented by Training and 
Development Canada; November 1996. 



P499444.PDF [Page: 13 of 16]



P499444.PDF [Page: 14 of 16]
liNCLASSTEJEI) 

SECURn'Y CLASSIFICATION OF FORM 
(hiabelt claaaification of Title, Abltract, Keywords) 

DOCUMENT CONTROL DATA 
(Security classification of title body of abltract and index.ing annotation must be entered when the overall document is classified) 

1. ORIGINATOR (the name and addreaa of the orpnization preparina 2. SECURn'Y CLASSIFICATION (overall security classification of the 
the document. Organizations for whom the document was prepared e.g. document, includi~Ja special warning terms if applicable) 
Eltablilhment Sponsoring a contractor's report, or talkina qency, are 
entered in Section 8). 

Operational Research Division UNCLASSIFIED 
Department of National Defence 
Ottawa, Ontario K1A OK2 

3. TITLE (the complete document title as indicated on the title pqe. Ita claaaification lbould be indicated by the appropriate abbreviation (S, C or U) in 
parentheses after the title) 

Facilitation Services for the Joint Staff 

4. AurHORS (Iaiit name, firll name, middle initial) 

Taylor, I.W.; Frank, G.W. Dr.; Kluchert, R. 

s. DATE OF PUBUCA TION (month Year of Publication of document) 6a. NO OF PAGES (total containing 6b. NO OF REFS (total cited in 
information. Include Annexes, document) 

SEPTEMBER 1996 Appendices, etc.) 16 
9 

7. DESCRIPilVE NOTES (the category of document, e.g. technical report, technical note or memorandum. If appropriate, enter the type of report e.g. 
interim, progress, summary, annual or final. Give the incluaive dates when a specific reporting period is covered.) 

RESEARCH NOTE 

8. SPONSORING AcriVITY (the name of the department project office or laboratorY llpODIOring the research and development. Include the addreaa). 

J3 Plans 

9a. PROJECT OR GRANT NO. (if appropriate, the applicable research 9b. CONTRACT NO. (if appropriate, the applicable number under which the 
and development project or grant number under which the document was document was written.) 
written. Please 1pecify whether project or grant.) 

---
3551-20209 

10.. ORIGINATOR's document number (the official document number lOb. OTHER DOCUMENT NOS. (Any other numbers which may be 
by which the document is identified by the originating activity. This aaaigned this document either by the originator or by the lpODIOr.) 
number mull be unique to this document.) 

---
JSORT Research Note RN 9602 

11. DOCUMENT A V AILABu.rrY (any limitations on further dissemination of the document, other than those imposed by security clauitication.) 

( X ) Unlimited dillributioo 
( ) Dillribution limited to defence departments and defence contractors: further dillribution only as approved 
( ) Distribution limited to defence departments and Canadian defence contractors; further dillribution only as approved 
( ) Dillribution limited to sovemment departments and qencies; further dillribution only as approved 
( ) Dillribution limited to defence departments; further distnoution only as approved 
( ) Other (please specify): 

12. DOCUMENT ANNOUNCEMENT (any limitation to the bibliOJraphic announcement of this document. This will normally corre~pond to the Document 
Availability (11). However, where further distribution (beyond the audience specified in II) is poaaible, a wider announcement audience may be selected.) 

UNCLASSlFIED 
SECURn'Y CLASSIFICATION OF FORM 



P499444.PDF [Page: 15 of 16]

UNCLASSIFIED 
SECURITY CLASSIFICATION OF FORM 

13. ABSTRACT (a brief and factualaummary of the document. It may alao appear el~ewhere in the body of the document it~elf. It i• hiahlY de~irablc that 
the abatract ofclauified documelltl be unclauified. Each paraaraph of the abatract lha11 beJin with an indication of the ~eeurity clauification of the 
information in the paraaraph (unleu the document itaelf i• unclauified) repre~ented u (S), (C), or (U). It i1not neccs~ary to include here abatractl in both 
official Janauage• unle1a the telt ia bilin,gual). 

The Joint Staff Operational Research Team (JSORT) provides immediate and independent advice to 
assist the Joint Staff plan and execute Canadian Forces International Operations. One of the services that the 
JSORT can provide is facilitation. The JSORT staff has training and experience in a number of facilitation 
techniques that improve the efficiency and effectiveness of team problem solving. These techniques can be 
used to avoid confrontation on controversial issues or improve creativity on difficult problems. The followin1 
paper describes how some of our facilitation techniques have been applied to Option Analysis in J3 Plans. 

14. KEYWORDS, DESCRIPI'ORS or IDENTIFIERs (technically meaningt\.11 tenn1 or lhort phra101 that characterize a document and could be helpful in 
cataloguing the document. They lhould be IClected 10 that oo aecurity claRification i• required. Idcntifien, auch a• equipment toodel designation, trade 
Qllme, military project code Qllme, geographic location may al10 be included. If po11ible teyword•lhould be ~elected from a pubUihed the~auru1, e.g. 
The~auru1 of &,ineering and Scientific Tenn1 (TEST) and that the~auru1-identified • If it ilnot poaible to ~elect indexing tenn1 which are Unclauified, the 
cla11iticalion of each lhould be indicated a1 with the Iitle.) 

Facilitation 
Problem Solving 
Teams 
Consensus Building 
Decision Making 
Brainstorming 
Multi-Criteria Decision Making 

UNCLASSIFffiD 
SECURITY CLASSIFICATION OF FORM 



P499444.PDF [Page: 16 of 16]

Can ad! 

NO. OF COPIES NOMBRE DE COPIES 

AQUISITION ROUTE ..._ FOURNI PAR ,..-

DATE .... 

OSIS ACCESSION NO. ..._ NUMt;;:RO DSIS ,..-

1"*-1 National Defense ""!"'" Defence natlonaJe 

COPY NO. 
COPIE N° 

I 

INFORMATION SCIENTIST'S INITIALS INITIALES DE L'AGENT D'INFORMATION SCIENTIFIQUE 

)¢' Lt qq 4 t.J PLEASE RETURN THIS DOCUMENT PRIERE DE RETOURNER CE DOCUMENT 
TO THE FOLLOWING ADDRESS: A L' ADRESSE SUIVANTE: DIRECTOR SCIENTIFIC INFORMATION SERVICES NATIONAL DEFENCE HEADQUARTERS OTTAWA, ONT.- CANADA K1A OK2 

OIRECTEUR SERVICES D'INFORMATION SCIENTIFIQUES QUARTIER GENERAL DE LA DEFENSE NATIONALE OTTAWA, ONT. • CANADA K1A OK2 


