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CASE STUDY 02

Secure Multi-National Noncombatant Evacuation Operations

Client U.S. Department of State / DoD Joint Task Force – NEO Planning & Execution

Scenario
Rapid extraction of civilians and diplomatic personnel from a high-threat, contested region amid deteriorating security
conditions

Engagement $5.2M (competitive lower-end) | 28 days intense planning & execution + post-extraction stabilization

Illustrative case study based on principals’ extensive real-world experience in mass-scale personnel movement, intermodal coordination under duress, multinational stakeholder
alignment, and secure crisis IT/cyber governance. Not a claim of prior Quadraux, LLC engagements.
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1. Executive Overview

Mission Background
In a rapidly deteriorating security environment, a multi-national Non-Combatant Evacuation Operation (NEO) was required to extract civilians
and diplomatic personnel from a high-threat contested region. The operation demanded simultaneous diplomatic alignment, secure identity
verification at scale, intermodal logistics under threat, continuous cyber defense, and rigorous accountability — all under extreme time
pressure. Quadraux provided integrated support that combined hybrid project management (PMBOK governance + Agile/PMI-ACP iterative
sprints), D.I.M.E. synchronization, Zero Trust cybersecurity, and AI/ML decision support. The engagement protected the four pillars of Time,
Scope, Cost, and Value while enabling the safe, auditable extraction of over 120,000 personnel.

Key Outcomes at a Glance

Figure: Primary mission performance metrics.

Metric Outcome

Cost Performance $5.2M engagement → 21% under budget (~$1.1M savings)

Schedule Performance 12 days ahead on critical extraction windows

Scope Management Successfully managed significant last-minute increases in evacuee numbers and changing threat conditions

AI/ML Impact Predictive tools reduced planning-to-execution cycle time by ~35%

Cyber & Security Zero successful disruptive incidents; enhanced identity assurance

Mission Impact Enabled safe, auditable extraction and processing of over 120,000 personnel
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2. Operational Environment & The Challenge

The operational environment was characterized by rapidly deteriorating security conditions, limited and contested infrastructure, high cyber
and physical threat levels, and the requirement to coordinate multiple sovereign partners in near real time. Decision cycles had to compress
from days to hours while maintaining full auditability and diplomatic alignment.

Key Challenge Dimensions
• Compressed Timelines — Extremely short windows between decision to evacuate and first aircraft departure.
• Multinational Coordination — Aligning embassies, partner nations, host-nation authorities, and interagency stakeholders under pressure.
• Identity Assurance at Scale — Secure biometric and identity verification for tens of thousands of personnel while preventing infiltration.
• Cyber & Physical Threat — Active threat environment requiring continuous monitoring and Zero Trust controls on all data flows.
• Logistics Under Duress — Intermodal movement (ground + air) with limited infrastructure and dynamic threat-driven route changes.
• Accountability — Full audit trail and diplomatic reporting requirements that could not be sacrificed for speed.

Traditional sequential planning was too slow. Pure improvisation risked loss of control, security gaps, and diplomatic missteps. The
requirement was a model that delivered both rigorous governance and operational tempo.
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3. Stakeholder Ecosystem

Success depended on rapid alignment of a complex stakeholder network. Quadraux served as the integrating node — translating strategic
intent into synchronized action across diplomatic, military, intelligence, interagency, and logistics partners. A secure multi-national
coordination cell with role-based collaboration platforms and a common operating picture was stood up within 48 hours.

Figure: Multi-national stakeholder ecosystem centered on integrated crisis coordination.

Key relationships included the U.S. Department of State (lead diplomatic authority), DoD Joint Task Force (operational execution),
partner-nation embassies, host-nation authorities, the Intelligence Community, interagency partners, commercial and military logistics
providers, and cybersecurity teams. Continuous information sharing and joint risk assessment prevented seams that adversaries could
exploit.
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4. Quadraux Mission Success Framework — D.I.M.E. Integration

The D.I.M.E. framework (Diplomatic, Information, Military, Economic) provided the strategic organizing construct. Each instrument of national
power was deliberately synchronized through hybrid project management and enabled by IT/Cyber and AI/ML capabilities. This ensured that
tactical actions remained aligned with strategic and diplomatic objectives throughout the 28-day campaign.

Figure: D.I.M.E. + Hybrid PM + IT/Cyber Integration Framework applied to NEO operations.

Diplomatic — Secure, role-based collaboration platforms and AI-assisted coordination tools aligned multiple nations and agencies in real
time.
Information — AI-augmented common operating picture, ML-based anomaly detection for identity and threat indicators, and Zero Trust
architecture for all data flows.
Military — Optimized intermodal evacuation routing and asset synchronization using predictive analytics and real-time logistics visibility.
Economic — Resource and sustainment optimization algorithms that minimized waste and ensured critical supplies reached evacuation
points efficiently.
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5. Operational Timeline & Evacuation Flow

The 28-day campaign was structured in five phases. Hybrid PM sprint reviews and continuous risk re-assessment allowed the team to adapt
plans in near real time as conditions changed, while the overall phase structure preserved strategic coherence and accountability.

Figure: 28-day five-phase operational structure.

Figure: Secure multi-national NEO process flow linking alert, coordination, identity verification, movement, airlift, and reintegration.
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6. Cybersecurity & Identity Assurance

In a contested environment, traditional perimeter defenses are insufficient. The operation required rapid establishment of a Zero Trust
architecture: continuous verification of every user, device, and data flow; micro-segmentation; encrypted resilient communications; and
AI-supported biometric and identity screening at processing nodes. These controls were stood up at operational tempo and maintained
throughout the extraction window.

Figure: Zero-Trust identity verification and security architecture enabling secure processing at scale.

Result: Zero successful disruptive cyber incidents occurred during the operation. AI/ML-supported identity verification significantly reduced
processing bottlenecks while enhancing security and producing a complete, auditable trail for every evacuee.
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7. Logistics Optimization

Mass personnel movement under threat requires more than aircraft and buses — it requires predictive visibility, dynamic routing, and
continuous synchronization across ground and air domains. Quadraux applied predictive modeling for evacuation route optimization and
choke-point identification, enabling proactive adjustments before bottlenecks materialized. Real-time logistics visibility supported intermodal
handoffs and reduced idle time at staging locations. These capabilities were tightly integrated with the D.I.M.E. framework (Military and
Economic instruments) and the AI/ML decision cycle, ensuring that logistics decisions remained aligned with diplomatic priorities and overall
mission tempo.

Figure: Logistics optimization chain — predictive routing through real-time visibility — delivering measurable schedule and efficiency gains.

Key logistics outcomes included 12 days of schedule margin on critical extraction windows, an approximate 35% reduction in
planning-to-execution cycle time, reduced idle time at staging nodes, and complete accountability across the intermodal chain. The same
data environment that powered logistics decisions also fed the common operating picture used by diplomatic and military stakeholders,
closing the traditional seam between movement control and higher-level decision making.
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8. Hybrid Project Management & Cost Discipline

Quadraux applied a deliberate hybrid model: traditional PMBOK governance (risk management, stakeholder matrices, change control,
earned value discipline) integrated with Agile/PMI-ACP iterative sprints. Daily hybrid sprint reviews and formal risk re-assessments allowed
the team to adapt plans in near real time as the security situation evolved, while the overarching governance structure protected Time,
Scope, Cost, and Value. A secure multi-national coordination cell with integrated PMIS and real-time dashboards was operational within 48
hours.

Figure: Engagement cost allocation under the competitive lower-end pricing model — balanced investment in expertise and enabling technology.

The cost structure deliberately balanced deep domain expertise and hybrid PM leadership with enabling technologies (IT/Cyber infrastructure
+ AI/ML/DL tools). This combination delivered both rigorous control and the predictive/automation capabilities that drove faster, more resilient
outcomes — finishing 21% under budget while absorbing significant scope growth.
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9. AI/ML Decision Advantage

Artificial intelligence and machine learning moved from experimental to operationally essential. The AI/ML decision cycle fused multi-source
data (sensors, manifests, threat intelligence, biometric streams), applied predictive analytics for routing and demand forecasting, provided
decision support for identity verification and anomaly detection, and closed the loop with real-time adaptation through sprint cycles and
continuous monitoring.

Figure: AI/ML decision cycle delivering measurable tempo and security advantages.

Quantified impact included an approximate 35% reduction in planning-to-execution cycle time, enhanced identity assurance at scale, and
contribution to the zero successful disruptive cyber incidents recorded during the operation. These capabilities were not bolted on after the
fact — they were designed into the hybrid PM and D.I.M.E. operating model from the first planning sprint.
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10. Results & Value Creation

The operation achieved measurable improvements across all primary mission objectives while protecting the four pillars of Time, Scope,
Cost, and Value:

• 120,000+ personnel safely extracted and processed with complete audit trails
• 12 days ahead of schedule on critical extraction windows
• 21% under budget (~$1.1M savings on the $5.2M engagement)
• ~35% faster planning-to-execution cycles through AI/ML decision support
• Zero successful disruptive cyber incidents
• Significant last-minute scope growth absorbed without loss of control or schedule integrity

These outcomes demonstrate that hybrid governance, Zero Trust cybersecurity, predictive logistics, and AI-enabled decision support can be
successfully combined at crisis tempo without sacrificing accountability or diplomatic alignment.
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11. Lessons Learned

• Hybrid project management (PMBOK + Agile) is not a compromise — it is the enabling condition for both control and speed in contested
environments.
• Zero Trust and AI-supported identity verification can be stood up at operational tempo and deliver measurable security and throughput
benefits simultaneously.
• Multinational stakeholder alignment requires dedicated secure collaboration infrastructure from day one; it cannot be improvised later.
• Predictive logistics and continuous risk re-assessment convert volatility from a threat into a manageable variable.
• Auditability and diplomatic reporting requirements must be designed into the data architecture, not treated as after-action burdens.

12. Why Quadraux

Quadraux combines strategic leadership, cybersecurity, technology integration, mass logistics expertise, and mission-focused hybrid project
management. We help organizations navigate high-stakes contested environments — protecting people, enabling missions, and delivering
measurable value under extreme conditions. When crisis strikes, structure and speed are not opposites. They are the twin requirements of
mission success.

Core Capabilities Utilized
• Hybrid Project Management (PMBOK + Agile/PMI-ACP)
• D.I.M.E. Framework Integration & Strategic Synchronization
• Zero Trust Architecture & Crisis Cybersecurity
• AI/ML Decision Support, Predictive Logistics & Identity Assurance
• Multi-National Stakeholder Alignment & Secure Collaboration
• Intermodal Mass Personnel Movement & Logistics Optimization
• Real-time Common Operating Picture & Risk Governance

WHEN CRISIS STRIKES, QUADRAUX DELIVERS.
PREPARED. PROTECTED. CONNECTED. RESILIENT.

Illustrative case study based on principals’ extensive real-world experience in mass-scale personnel movement, intermodal coordination under duress, multinational stakeholder
alignment, and secure crisis IT/cyber governance. Not a claim of prior Quadraux, LLC engagements.
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