Chapter 7: Concept of Operations for Data Management 

What is a Concept of Operations (or CONOPS) document?

A CONOPS describes, in language DM customers can understand, the plan for day-to-day DM operations. It should document both the organizational structure and interactions needed to put the DM approach into operation. As the name implies, it is ‘conceptual’ in nature; for example, the depiction of organizations, responsibilities and interactions is often presented graphically. Regardless of the method of presentation, the CONOPS identifies the organizations that have a stake in the DM operation, either as its customers or as its partners in delivering DM services, and their interactions.  
The CONOPS should execute the DM strategy and support strategic goals; the outcomes of the DM operation, and the operational concept should clearly link to the achievement of the DM vision for the enterprise.
As an example, here is the Table of Contents of a DM CONOPS developed by an enterprise that is working with three partners to centralize management of common data in a data warehouse. 
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Why does the Data Manager develop the CONOPS?

The Data Manager develops a concept of operations as part of the planning process for data management. Since Data Management is a function (not an organization) these functions may be performed in various offices throughout the enterprise.  The distributed or collaborative aspect of the performance of DM requires clear understanding and commitment on the part of all the performers, and a CONOPS is a way to frame the negotiation, and document the decisions regarding the way DM will be performed for the enterprise.   
How does the Data Manager develop the CONOPS?

To develop the Concept of Operations, the data manager will form a team with representatives of all the organizations participating in DM (either as customers of DM services, providers of DM services or as partners).  Many of those organizations would have reviewed the DM strategy, so those reviewers are a starting point –they can identify staff who should participate in development of the CONOPS.  Nominated team members should have knowledge of current operations, as well as an understanding of the DM vision.  
This team will design, at a conceptual level, how the day-to-day DM operations will be performed.  As an example of the level of definition, the organizations responsible for a particular DM process will be identified, possibly in a flowchart.  Definition of roles and responsibilities in a CONOPS goes to the level of identifying which organizations perform a function; it stops short of the level of detail that identifies individual performers. 
Each enterprise may have its own methods of forming and operating such teams—one suggestion is the Integrated Process Team, and there are guides for how an IPT is operated. Click here to see the guide that DOD Program Managers use for IPTs. [hyperlink to a copy of the IPT_Rules_of_the_Road.doc here]







