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Terms of Reference

for

Conducting a Joint Capability Area
Baseline Reassessment

9 April 2007
1.  Purpose.  These Terms of Reference (TOR) establish a common understanding of intent, definitions, roles, responsibilities, and processes for conducting a Joint Capability Area (JCA) Baseline Reassessment.
2.  Background.

a.  JCAs were first proposed in the 2003 Joint Defense Capabilities Study.  It called for dividing the Department’s capabilities into manageable capability categories as an essential early step to implementing a capabilities-based approach.  The study recommended dividing capabilities along functional or operational lines and favored functional categories for several reasons.  There are fewer functional categories; they are more enduring and less likely to change due to new technologies or emerging threats.  Functional categories minimize redundancies in capability decomposition, provide clearer boundaries to assign weapon systems, and improve management ability to develop and implement capabilities planning.  The study noted these functional categories are focused on warfighting needs, and other categories such as force management and infrastructure may be necessary to address the Department’s enterprise needs.  The study further stated that whether organized along functional or operational lines, the categories adopted by the Department must enable all Services, Defense Agencies, and Combatant Commands to orient their planning on capabilities, vice platforms or units.
b.  In 2005, the Joint Force Capabilities Assessment sub study (Part of the Operational Availability-05 Analytic Agenda) developed the initial 21 tier 1 JCAs, and developed draft tier 2 JCA candidates.  A subsequent Secretary of Defense memo approved them for “use as appropriate”, and referred to them as “the beginnings of a common language to discuss and describe capabilities across many related Department activities and processes.”  The memo further tasked elements of the Office of the Secretary of Defense (OSD) and the Chairman of the Joint Chiefs of Staff (CJCS) with specific JCA related activities to further their development and Departmental integration.  In response to the taskings, two separate JCA refinement efforts were conducted, and resulted in the 24 Aug 06 Joint Requirements Oversight Council (JROC) approved taxonomy and lexicon.  A progress report on these tasks is currently in staffing to the Deputy Secretary of Defense.  The current JCAs are comprised of 22 Tier 1 JCAs, including a draft Joint Force Projection JCA, and 240 subordinate JCAs that are classified as Tier 2 of the JCA taxonomy.

c.  The JROC also approved a deliberate way forward to enhance the nascent JCAs’ utility across the Department.  Recognizing the current JCAs were devised mostly on theory and without benefit of practical JCA application, the JROC agreed a baseline reassessment was necessary.  Although the JCAs have been through several refinement cycles, the basic JCA framework has only changed on the margins.  This baseline reassessment affords the opportunity to holistically improve the JCAs by applying lessons learned from their use in numerous department processes, leverage results from the four ongoing capability portfolio management test cases (Joint Net-Centric Operations, Battlespace Awareness, Joint Command and Control, and Joint Logistics Operations), and efforts to establish overarching analytic and management frameworks via the 2006 QDR DOD Institutional Reform and Governance (IR&G) Execution Roadmap (led by USD (AT&L) and DJS).
d.  The IR&G Roadmap effort is focused on improving the ability of DOD to establish and implement strategic direction – including establishment of effective decision-making frameworks and processes, improved strategic guidance, and feedback and assessment.  As such, the JCA Baseline Reassessment is being conducted in concert with the IR&G Roadmap reform effort.


To facilitate these improvements, the IR&G Roadmap Team is developing a capability portfolio framework for DOD decision making.  This framework will group all DOD activities in a set of Integrated Capability Portfolios (ICP) that is intended to enable the alignment of strategy to outcomes.  The JCA Baseline Reassessment will provide the common language for this framework.
3.  Task.  Conduct a JCA Baseline Reassessment in collaboration with the IR&G Roadmap reform effort
.  The task includes reassessing the current JCAs to ensure all DOD capabilities are clearly identified, defined, and cataloged into logical, manageable groups that facilitate capabilities-based processes and activities.  This effort will support the development of an enterprise-level framework and implementation plan that outlines how best to use JCAs across the spectrum of defense decision-making in a capability based environment.
4.  Guiding Principles.  Apply the following guiding principles to the baseline reassessment and ensure the JCAs are modified as necessary to meet the purpose of providing a common framework that permits DOD to communicate in a common language.
a.  Use the current JCAs as a point of departure for the baseline reassessment.

b.  Minimize redundancies and overlaps within the framework.  To that end, structure JCAs functionally.
c.  The goal is for the JCAs to be mutually exclusive (capabilities represented once) and collectively exhaustive for all DOD capabilities.
d.  Ensure the JCA framework supports both functional and operational analysis, capability-based risk assessment, programming, and strategic and operational plan development.
e.  Avoid ambiguity by establishing and following rules that keep the framework as simple, consistent, and clear as possible.
f.  Develop and apply a standardized methodology to decompose all JCAs to a level of fidelity to support capability analysis, strategy development, investment decision making, capability portfolio management, and capabilities-based force development and operational planning.  The tier level in the framework is a logical breakdown of capability areas into sub-components and does not constitute prioritization or importance.
g.  Use joint doctrinal and enterprise terms and definitions and identify/explain any deviations.
h.  Consider IR&G portfolio management test case results as available.
i.  Consider results of the Universal Joint Task List (UJTL, CJCSM 3500.04D) to JCA mapping effort.
5.  Methodology.
a.  Develop TOR.
(1)  Establish a JCA Baseline Reassessment core team chaired by Joint Staff J7 with representation from IR&G Roadmap Team, OSD, Services, and Functional Capability Boards (FCBs) to develop the TOR. 
(2)  Draft the TOR.
(3)  Staff the TOR for Planner-level comments.
(4)  Finalize TOR.
(6)  Socialize JCA Baseline Reassessment as necessary.
b.  Initiate JCA Baseline Reassessment.
(1)  Solicit information (via survey) on how JCAs are currently used throughout the Department, and improvement recommendations.
(2)  Gather data (IPL submissions, POM build lessons learned, survey results, IR&G efforts, Joint Warfighting Analysis Center system engineering assessment, etc.) and analyze for improvement.

(3)  Apply IR&G portfolio test case results as appropriate and available.

(4)  Apply, as appropriate, the “usability” feedback from the March 2006 JCA refinement that were outside the scope of that effort.

(5)  Using a functional capability categorization accomplish the following.
(a)  Develop options to revise the top level of the JCA framework.
(b)  Realign current JCAs to the recommended option to demonstrate how they could align.
(c)  Describe how recommended option supports functional and operational analysis.
(d)  Coordinate with stakeholders.
(6)  Decision brief to the Deputies Advisory Working Group (DAWG) on the functional approach and initial top level of the JCA framework in conjunction with IR&G presentation of proposed ICP framework and data strategy.
c.  Expand JCA Baseline Reassessment core team as appropriate to continue the baseline reassessment.
(1)  Conduct JCA workshops to accomplish the following:
(a)  Identify and account for all JCAs eliminated or revised as a result of re-categorizing.

      
(b)  Apply standard decomposition rules to realigned JCAs.
(c)  Identify new lower level JCAs to complete decomposition.
(2)  Develop and apply an identification system to the revised JCAs.
d. Finalize JCA Baseline Reassessment.
(1)  Planner-level staffing.
(2)  GO/FO-level staffing.

(3)  Conduct GO/FO Comment Resolution Conference, as required.
(4) Final approval brief to DAWG.

Figure 1.  JCA Baseline Reassessment Major Actions Timeline 
6.  Framework Rules.
a.  All JCA definitions will begin with the “ability to.”
b.  JCA titles will not be used in the definitions.
c.  JCAs cannot be repeated throughout the framework.  Supporting JCA relationships are recognized and not depicted.
d.  Decompose JCAs by logically breaking them down to their sub-components.  This will further scope, bound, and clarify JCAs by providing greater granularity and facilitate detailed analysis.  Decomposition of JCAs should continue until a group of distinct joint capabilities is reached.  The number of levels required to decompose a top level JCA down to its component capabilities is not a constant across the JCAs.
7.  Responsibilities.
a.  OSD.  Partner with Joint Staff by participating in the JCA Baseline Reassessment.
b.  Joint Staff J-7.
(1)  Lead JCA Baseline Reassessment effort.
(2)  Conduct studies and analysis on current JCAs as outlined in the Methodology section above.
(3)  Conduct all staffing relative to the JCA Baseline Reassessment.
c.  IR&G Roadmap Team.

(1)  Participate in the JCA Baseline Reassessment core team efforts.

(2)  Lead the development of an enterprise-level framework and implementation plan that outlines how best to use JCAs across the spectrum of defense decision-making in a capability based environment.
d.  FCBs.
(1)  Participate in the JCA Baseline Reassessment core team efforts.

(2)  Provide functional area expertise.

(3)  Lead realignment and decomposition of assigned JCAs.

e.  Services.  Participate in the JCA Baseline Reassessment core team efforts.

f.  COCOMs.  Participate in the JCA Baseline Reassessment.
g.  Defense Agencies.  Participate in the JCA Baseline Reassessment.

h.  Other stakeholders.  Participate in the JCA Baseline Reassessment as necessary.
8.  Definitions.
Capability.  The ability to achieve a desired effect under specified standards and conditions through combinations of means and ways to perform a set of tasks.  (CJCSI 3010.02B)
  (See figure 2)

Figure 2.  Derived from “…tasks are executed to create effects to achieve objectives to attain an end state” (JP 3-0)
Condition.  Variable of the operational environment, including a scenario that affects task performance.  (CJCSI 3010.02B)
Effect.  A change to a condition, behavior, or degree of freedom.  (CJCSI 3010.02B)
Endstate.  The set of conditions, behaviors, and freedoms that defines achievement of the commander’s mission.  (CJCSI 3010.02B)
Integrated Capability Portfolio (ICP).  Executive level management of capability groupings that cover the entire DOD budget authority.
Joint Capability Area (JCA).  Collections of like DOD activities functionally grouped to support capability analysis, strategy development, investment decision making, capability portfolio management, and capabilities-based force development and operational planning.

JCA Decomposition.  JCAs are logically broken down from higher capability categories to further scope, bound, and clarify capability categories by providing greater granularity to facilitate detailed analysis or allow better mapping of resources to capabilities.  The number of tiers/levels required to decompose a JCA down to its component capabilities is not a constant across the JCAs.  This decomposition enhances JCA usefulness in DOD processes, (e.g., Integrated Priority List (IPL) submissions, Universal Joint Task List (UJTL) integration, roadmaps, and program and budget databases).
Joint Function.  Related capabilities and activities grouped together to help joint force commanders synchronize, integrate, and direct joint operations. Functions that are common to joint operations at all levels of war fall into six basic groups -- command and control, intelligence, fires, movement and maneuver, protection, and sustainment. (JP 3-0)

JCA Lexicon.  A collection of joint capability definitions that provide a common capabilities language for DOD in order to facilitate capabilities-based planning, analysis, and decision-making.  (Modified from Joint Capability Area Management Plan)
JCA Taxonomy.  The structure or framework of joint capabilities, used in conjunction with the JCA lexicon, to facilitate capabilities-based planning, analysis, and decision-making.  (Modified from Joint Capability Area Management Plan)
Means.  Forces, units, equipment, and resources.
Measure.  The basis for describing varying levels of task performance.  (CJCSI 3010.02B)
Mission.  The purpose (objectives and endstate) assigned to the commander.  (CJCSI 3010.02B)
Objective.  1) The clearly defined, decisive, and attainable goal toward which every operation is directed.  2) The specific target of the action taken (for example, a definite terrain feature, the seizure or holding of which is essential to the commander’s plan, or an enemy force or capability without regard to terrain features).  (JP 1-02, 9 Nov 06)
Standard.  Quantitative or qualitative measures for specifying the levels of performance of a task.  (CJCSI 3010.02B)
Task.  An action or activity (derived from an analysis of the mission and concept of operations) assigned to an individual or organization to provide a capability.  (CJCSI 3010.02B)
Ways.  Doctrine, tactics, techniques, and procedures, competencies, and concepts.

� The JROC approved JCAs are the JCAs of record and should be used until the results of the baseline reassessment are approved.


� DSD Memo, Institutional Reform and Governance Actions to Critical Path (ACP), 15 Mar 07; DSD Memo, Joint Capability Areas (JCAs), 27 Mar 07


� The JP 1-02 definition of "capability" is “the ability to execute a specified course of action”.  The general assessment is that this definition is not adequate for a capabilities-based Department.  This was recognized in late 2004 when leadership from the Office of Secretary of Defense and Joint Staff co-sponsored a Military Operations Research Society conference to (in-part) redefine "capability" and several other related capabilities-based words.  The definition of “capability” used in this terms of reference resulted from that effort, and was subsequently used in CJCSI 3010-02B, CJCSI 3170/01E, and CJCSM 3170.01B.  The JCA Baseline Reassessment will apply this definition of “capability” in concert with the “tasks / effects / objectives” relationship set forth in JP 3-0.  Figure 3 is a graphical representation of this relationship inclusive of “capabilities.”  Additionally, Joint Staff J-7 will engage with the joint doctrine community to pursue the proper vetting of this definition for inclusion to Joint Publication 1-02.


� This is a working “JCA” definition for the baseline reassessment.  Please refer to the draft Joint Capability Management Plan for the JCA definitions used to develop the current JCAs.


� These functions will be considered as the basis for the top-level capability categories during the JCA Baseline Reassessment.
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