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INSTRUCTOR:  Mr. Bob Barthelmess
DESCRIPTION:  This lesson presents an overview of the Joint Strategic Planning System (JSPS) and the Planning, Programming, Budgeting, and Execution (PPBE) process.  It also describes the significance of these to Air Force deliberate planning. 

OBJECTIVE:  The objective of this lesson is for each student to describe the elements and functions of the Joint Strategic Planning System (JSPS) and the Planning, Programming, Budgeting, and Execution (PPBE) process and how they support national security objectives.
SAMPLES OF BEHAVIOR:

1. Explain how the Joint Strategic Planning System (JSPS) and the Planning, Programming, Budgeting, and Execution (PPBE) process support national objectives and strategy.

2. State the definition of the Joint Strategic Planning System.

3.  Describe the five products of the JSPS.


- JSR


-NMS


- JSCP


-JPD


-CPA

4.  State the definition of the Planning, Programming, Budgeting, and Execution (PPBE) process.

5.  State the objective of the three phases of PPBE.


- Planning


- Programming


- Budgeting & Execution

REQUIRED READING: None

OPTIONAL READING: Scan section 203, Defense Resource Management- A Joint Perspective, pages 2-7 through page 2-22, JFSC Pub 1, Joint Staff Officer’s Guide, 2000.

REFERENCES: CJCSI 3100.01A, Joint Strategic Planning System; CJCSI 3137.01A, The War fighting Capabilities Assessment Process; CJCSI 3401.01B Chg 1, Chairman's Readiness System; CJCSI 5123.2, Charter For Joint Requirements Oversight Council. 

TOPICAL OUTLINE

Overview:  This instructional period provides an overview of the Joint Strategic 

Planning System (JSPS) and the Planning, Programming, Budgeting, and Execution (PPBE) process.  It discusses how JSPS and PPBE support national objectives and strategies, and finally states the roles of the JSPS/PPBE, their definitions, major products, and phases. 
1.  How the JSPS and PPBE support national objectives and strategy. The Chairman of the Joint Chiefs of Staff (CJCS) and the Secretary of Defense (SecDef) are tasked, by law, to carry out the responsibilities for exercising military power.  To do this they are provided "tools," or systems and processes that assist them.  Two of these tools are the Joint Strategic Planning System (JSPS) and the Planning, Programming, Budgeting, and Execution (PPBE) process, both supporting the national security objectives and strategy by identifying the threat, developing military strategy and plans, programming resources, and executing a fiscally responsible budget.  Together, these systems provide the combatant commanders with the best possible mix of resources (forces and equipment) to ensure our nation’s security objectives are met.  

2.  Defining the Joint Strategic Planning System (JSPS). The JSPS is the formal means for the CJCS to carry out his statutory responsibilities to give strategic direction to the Armed Forces of the United States and advice and assistance to the SecDef.  It provides a means for the Chairman to: 

-- Review national security environment and evaluate the threat (JSR)


-- Assess current strategy and propose new military strategy (NMS) 


-- Advise the SecDef on programs and forces to achieve national objectives (JPD)


-- Direct development of strategic plans (JSCP)


-- Review existing or proposed programs and budgets (CPA)


-- Evaluate capabilities and assess the program and budget -- propose changes (CPA)
[image: image1.wmf]3.  The Five Products of the JSPS. The Chairman performs strategic assessment supporting the development of advice and assistance to the SecDef.  Below are the five major products of the system: 

a. Joint Strategy Review (JSR).  The JSR is a continuous process used to develop strategic military planning advice and assessments.  It gathers information through an examination of current, emerging, and future issues related to threats, strategic assumptions, opportunities, technologies, organizations, doctrinal concepts, force structures, and military missions.  The assumptions resulting from the JSR provides a common thread in the development of future plans and programs. The JSR process produces the following documents:

1) JSR Issue Papers.  When significant changes or factors in the strategic environment are identified, papers may be presented to the Chairman, Service Chiefs and combatant commanders.  The papers are used to consider changes to the Joint Vision (JV), National Military Strategy (NMS), Joint Planning Document (JPD) and Joint Strategic Capabilities Plan (JSCP).  Each paper provides the CJCS, JCS, and combatant commanders an issue summary, significant changes in the strategic environment, and assesses its impact on the NMS.

2) JSR Annual Report.  Provides a framework for the CJCS's strategic military advice.  The report highlights the threat assessment and issues from JSR issue papers, and their impact on NMS as well as options and recommendations for the Chairman.  It includes an assessment of the strategic environment, national security objectives, and strategic priorities covering a designated mid-term or long-term time frame.  



3) Joint Operations Concept (JOpsC) This new document, which replaced JV2020 in the JSR, describes how the Joint Force intends to operate within the next 15 to 20 years.  It provides the operational context for the transformation of the Armed Forces of the United States, and cites additional documents, such as the Joint Operating Concepts, Joint Functional Concepts, and Enabling Concepts.
 
b. National Military Strategy (NMS): The 2004 NMS defines the national military objectives, establishes the strategy to accomplish these objectives, and addresses the military capabilities required to execute the strategy.  The Chairman develops the NMS by deriving overall security policy guidance from the President’s National Security Strategy and Objectives, and through consulting with other JCS members and the combatant commanders.  The NMS describes the strategic landscape and includes a discussion of the potential threats and risks (derived from the JSR process).  In broad terms, the NMS starts two processes: the planning phase (developing operation plans based on current capabilities), which is initiated by the Joint Strategic Capabilities Plan (JSCP); and, the PPBE programming process (determining what resources we need in the future) initiated by the Joint Planning Document (JPD).  These two documents and processes are discussed below.

c.  Joint Strategic Capabilities Plan (JSCP):  Starts the deliberate planning process and the development of operation plans in support of national security strategy and the NMS. (Additional information will be provided in Instructional Period 4000.) The JSCP is a Top Secret document that:

1) Provides guidance to the combatant commanders and Service Chiefs to accomplish tasks and missions based on current military capabilities. 

2) Tasks combatant commanders to develop deliberate plans (OPLANs, CONPLANs, and FUNCPLANs) for contingencies and deterrence and Theater Security Cooperation Plans (TSCPs) for peacetime engagement within their regions.
3) Apportions resources (major combat forces and strategic lift) to combatant commanders to accomplish tasks and missions based on near-term military capabilities.

d.  Joint Planning Document (JPD): The JPD reflects the Chairman's planning guidance and recommendations to the SecDef, based on the JSR and NMS. It represents the earliest formal, authoritative planning and broad programmatic advice from the Chairman to the SecDef. The recommendations contained in the JPD are designed to influence the initial drafting of the DPG and are fully coordinated with the combatant commands, Services, and Defense agencies.  The JPD is developed in several chapters, typically:


1) Chapter 1: Manpower and Personnel (J-1 lead)


2) Chapter 2: Joint Readiness (J-3 lead)


3) Chapter 3: Command and Control (J-6 lead)


4) Chapter 4: Weapons of Mass Destruction (J-5 lead)


5) Chapter 5: Intelligence, Surveillance, and Reconnaissance (J-2 lead)


6) Chapter 6: Information Operations (J-3 lead)


7) Chapter 7: Strategic Mobility and Sustainability (J-4 lead)


8) Chapter 8: Theater Engagement – Overseas Presence (J-5 lead)


9) Chapter 9: Future Capabilities (J-8 lead)


e.  Chairman’s Program Assessment (CPA):  (The lecturer will come back to this section during the discussion on the programming phase of PPBE).  The CPA is the CJCS’s assessment of the composite Program Objective Memorandum (POM).  It summarizes the views of the CJCS on the balance and capabilities of the POM force and support levels required to attain U.S. national security objectives.  The CPA:

1) Assists the CJCS in fulfilling his Title 10, USC responsibility to provide advice to the SecDef on how well the Program Objective Memorandums (POMs) conform to established priorities established in combatant commander strategic plans.  

2) Provides the Secretary of Defense alternative program recommendations and budget proposals, within projected resource levels and combatant commander’s priorities.



3) Provides the Chairman's personal assessment of the conformance of Service and agency POMs to the priorities established in the DPG, strategic plans, and combatant commander requirements.



4) Relies on inputs from various sources, in addition to the Program Objective Memorandum.  Examples are: The Office of Secretary of Defense fiscal guidance, Defense Program Guidance, National Military Strategy, Joint Planning Document, Joint War fighting Capabilities Assessment (JWCA), Joint Military Net Assessment (JMNA), combatant commander’s Integrated Priorities List (IPL), Chairman’s Readiness System (CRS), etc. 
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4.  Defining the Planning, Programming, Budgeting, and Execution (PPBE) process: PPBE is the DOD resource allocation process, controlled by the SecDef, used to establish, maintain, and revise the Future Years Defense Plan (FYDP) and execute the DoD portion of the President’s Budget.  It’s main purpose is to produce a plan, a program, and a two year budget for the DOD with the ultimate objective of furnishing the combatant commanders with the best mix of forces, equipment, and support attainable within fiscal constraints.  Note: The 40-year-old Planning, Programming, and Budgeting System (PPBS) (a.k.a. BPPBS) has evolved and is now called PPBE.  “Execution” (of the Budget) has been added.  It is not technically a system anymore, but a “process.”

5.  The three phases of PPBE: 

a.  Planning Phase: The objective of the planning phase is to identify the threat to US national security, develop the strategy necessary to meet national objectives, and determine the forces required to carry out the strategy.  As such, it is a continuation of the products provided in the JSPS, specifically the Joint Strategy Review (threat), National Military Strategy (strategy), and Joint Planning Document (forces).  There is just one product in the planning phase:
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1) SecDef’s Defense Planning Guidance (DPG)* (see note below).  The DPG is one of the major links between the JSPS and the PPBE (the other half of this link is the JSPS’s JPD).  It is drafted by the Under SecDef for Policy and takes into consideration previous year’s DPG, Program Decision Memorandums (PDMs), and budget, along with the national military strategy and joint planning document from the Chairman’s JSPS. It provides firm guidance in the form of goals, priorities, and objectives, including fiscal constraints, for the development of the Program Objective Memorandums by the military departments and defense agencies.  When published, the DPG ends the planning phase.

*Note:  The current administration continues to streamline the 40-year-old PPBS/E process, splitting DPG into two new documents.  For the FY06 program year, the Strategic Planning Guidance (SPG) (issued Dec 03) will provide the “overarching direction and .. programmatic guidance [to the Military Departments].. on a few issues of paramount importance” and how the annual “$400 billion dollar” defense budget will be allocated.  The second document, the Joint Planning Guidance (JPG) will follow the SPG in the Spring of ‘04 with “more [detailed] programmatic [and planning] guidance.” (Defense Daily, 7 Nov 03).  


b.  Programming Phase: The objective of the Programming Phase is to structure the resources – major combat and tactical support forces – that are expected to execute the national strategy.  The structuring of these forces must be within manpower, fiscal, and other constraints that are established in the – currently -- Defense Planning Guidance (DPG).  The programming phase contains two products:

1) Program Objective Memorandum (POM).  POMs are based on the strategic concepts and guidance stated in the DPG and express the Services’ total program requirements for the year covered in the DPG.  They identify major issues that must be resolved during the year of submission, and include special annexes that show how the submitted POMs respond to the combatant commanders’ needs.  The Chairman then reviews the Service/Agency POMs during the Chairman’s Program Assessment (CPA)– (see paragraph 3e in the JSPS section).


2) Program Decision Memorandum (PDM).  The PDM contains and addresses concerns (issues/counterproposals) provided by the Chairman through the Chairman’s Program 
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Assessment in the JSPS.  The PDM is the SecDef’s final decision on POM proposals and approves Service/Agency POMs. The PDM ends the Programming Phase and serves as the baseline for the budgeting phase.

c.  Budgeting & Execution Phase: The objective of the budgeting & execution phase is to update the approved programs from the programming phase, check the approved programs to see if they are executable (i.e., have enough money to do the job), and establish final program costs prior to submitting the budget for inclusion in the President’s Budget.  An integral part of the budgeting phase is now the “E” part of PPBE – execution.  After detailed program pricing, defending the program(s) to the OSD and Congress, and having Congress go through the authorization and appropriation process, the DoD executes the budget by allocating funds to the Services, who then obligate their portion of the budget against the approved programs. The Budgeting & Execution Phase contains three PPBE products:

1) Budget Estimate Submission (BES).  The BES is derived from the POM and PDM and represents the military departments’ and agencies’ estimate of the cost of the approved programs. 

2) Program Budget Decisions (PBDs).  The PBD is derived from the BES and represents the SecDef’s decision on the MilDeps/Agencies’ budgets as modified by the major budget issues process. The PBD approve the final MilDeps/Agencies’ budget that will be incorporated into the President’s Budget.



3) President’s Budget (PB).  Represents the end of the Budgeting Phase and includes the Defense Budget. Any unresolved differences with the Defense Budget are presented 

to the President by the SecDef and Director of the OMB prior to the President’s Budget.  The President’s Budget is then submitted to Congress in January.  
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The following diagrams show the two systems and the basic relationship between them.  For simplicity, we’ve not shown the interaction between the two systems during the programming phase of PPBE.  During the critical POM process, the Chairman, using the Chairman’s Program Assessment (CPA), assesses the Service/Agencies’ POMs and provides feedback to the SecDef.  The CPA then becomes a major player in the Program Decision Memorandum (PDM).  Also shown, on the next page, is a linear diagram depicting how the products of the two systems interact through a two-year cycle.
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Disclaimer:  The preceding information was presented using documents cited in the reference.  In reality, the current administration has attempted to streamline the PPBE process by combining the POM, PDM, and BES process, calling it the PBR (Program Budget Review).  We understand this will become a standard method for programming in the future.  In addition, the acronym “PPBS” has recently (circa July 2003) been modified to “PPBE,” which now includes “Execution.”   Additionally, the Defense Planning Guidance (DPG) will be split into two documents, the Strategic Planning Guidance and the Joint Programming Guidance for the FY06 budget year.

Below is a diagram of the current PPBE process showing the relationship among the phases. 
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HERE IS A CHART AND TIMELINE THAT SHOWS THE RELATIONSHIP AMONG THE VARIOUS PRODUCTS IN BOTH THE JSPS AND PPBS SYSTEM.
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AND FINALLY, THE DEFENSE BUDGET GETS ROLLED INTO THE PRESIDENT’S BUDGET, AFTERWHICH, IT IS SENT OFF TO THE OFFICE OF BUDGET AND MANAGEMENT (OMB) AND CONGRESS AUTHORIZATION AND APPROPRIATION PROCESSES.  THE IMPORTANT THING TO REMEMBER IN ALL OF THIS IS THAT THE CHAIRMAN, USING THE JSPS, AND THE SECDEF, USING THE PPBS, HAVE ATTEMPTED TO ENSURE THE COMBATANT COMMANDERS HAVE THE RIGHT STUFF TO GO TO WAR.  THEY’VE DONE THEIR PART, USING THESE TWO SYSTEMS.  THE REST IS UP TO CONGRESS AND THE PRESIDENT.
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OBJECTIVE:    Structure the resources such as major combat and tactical support forces expected to execute the national strategy within manpower, fiscal and other constraints established in Defense Planning Guidance. 
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ISSUE PAPERS.  ISSUE PAPERS ARE PROVIDED TO THE CHAIRMAN, ET AL, WHENEVER THERE IS AN INDICATION THAT THERE MAY BE A NEED TO CHANGE MILITARY STRATEGY.  RECENT EVENTS, SUCH AS BOSNIA, HAITI, CHINESE EXERCISES OFF TAIWAN, ETC MAY HAVE CAUSED ISSUES TO BE GENERATED BY THE INTEL COMMUNITY.
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HERE ARE THE THREE PHASES OF PPBE ON A TIMELINE.  NOTICE, READING FROM LEFT TO RIGHT,  THAT THEY ARE SOMEWHAT REVERSED FROM THE WAY YOU JUST LEARNED THEM.  WE ARE CURRENTLY SPENDING APPROPRIATED FUNDS (BUDGET).  THE PROGRAMMING PHASE -- ALSO KNOWN AS THE FYDP -- RUNS EITHER FIVE OR SIX YEARS, DEPENDING ON THE CURRENT YEAR.  (INSTRUCTOR NOTE: FIVE OR SIX YEARS BECAUSE THE FYDP ALWAYS ENDS ON AN ODD YEAR, JUMPING TWO YEARS RATHER THAN ONE).  PLANNING IS LOOKING OUT IN THE FUTURE -- PLANNING FOR THE FUTURE.  THIS IS PRIMARILY DPG MATERIAL REFLECTING DOCUMENTS SUCH AS THE JOINT STRATEGY REVIEW, JOINT VISION 2020, THE NSS, QDR, NDP, ETC.
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HE DOES THIS THROUGH THE CHAIRMAN’S PROGRAM ASSESSMENT TO DETERMINE IF THE POMS MEET THE CURRENT THREAT, STRATEGY, AND PLANS.  IT’S  THE  FEEDBACK STEP I TALKED ABOUT IN CONJUCTION WITH THE PPBS.  THE CHAIRMAN REVIEWS THE POMS FOR ADEQUACY AND PROVIDES FEEDBACK TO THE PPBS WHICH IS REFLECTED IN THE PROGRAM DECISION MEMORANDUM.
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Planning





OBJECTIVE:  Identify the following:





Threat to US National Security  					JSR











Develop Strategy  to meet National Objectives			NMS











Determine Forces required to carry out Strategy			JPD


 





   1  Product   


	


- DPG:  Major Link between JSPS and the PPBE


- Directs the Services/Agencies to develop POMs


		





ISSUE PAPERS.  ISSUE PAPERS ARE PROVIDED TO THE CHAIRMAN, ET AL, WHENEVER THERE IS AN INDICATION THAT THERE MAY BE A NEED TO CHANGE MILITARY STRATEGY.  RECENT EVENTS, SUCH AS BOSNIA, HAITI, CHINESE EXERCISES OFF TAIWAN, ETC MAY HAVE CAUSED ISSUES TO BE GENERATED BY THE INTEL COMMUNITY.
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AGAIN, STARTING AT A LOGICAL POINT, THE FIRST THING THE CHAIRMAN NEEDS TO KNOW IS THE THREAT.  THIS IS DONE THROUGH A CONTINUOUS PROCESS KNOWN AS THE JOINT STRATEGY REVIEW.
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Budgeting



OBJECTIVE:     Updates the approved programs from the programming phase, checks the approved programs to see if they are executable and have enough money to do the job



   

 3 Products 

	

	Derived from the POM and PDM 

	Represents the Military Department’s and Agencies

	estimate of cost of approved programs 



	Derived from the BES

	Represents the SecDef’s decision  on modified budgets

		 

	Ends Budgeting Phase

	Included in Defense Budget

	Submitted to Congress in January
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ISSUE PAPERS.  ISSUE PAPERS ARE PROVIDED TO THE CHAIRMAN, ET AL, WHENEVER THERE IS AN INDICATION THAT THERE MAY BE A NEED TO CHANGE MILITARY STRATEGY.  RECENT EVENTS, SUCH AS BOSNIA, HAITI, CHINESE EXERCISES OFF TAIWAN, ETC MAY HAVE CAUSED ISSUES TO BE GENERATED BY THE INTEL COMMUNITY.










