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EXECUTIVE SUMMARY
The Joint Capabilities Integration and Development System (JCIDS) in the U.S. Department of Defense (DoD) has come under increasing 
scrutiny over the past decade, with a particular focus on its latencies. Since a validated requirement is needed before an acquisition program 
can begin, delays in the JCIDS process were perceived by Congress as adding months or even years to the acquisition cycle. In support of the 
DoD’s response to Congressional concerns, the Acquisition Innovation Research Center (AIRC) was asked to assess how it can improve the 
efficiency of developing and approving capability requirements and to develop a model to show the effects of proposed alternatives.

In preparing this assessment, we worked closely with the JCIDS process facilitators (called Gatekeepers) in the Joint Staff and Military Services.  
The Gatekeepers’ role is to ensure quality in documentation and adherence to current JCIDS policies.  The Gatekeepers provided a limited 
set of data on actual time consumed to staff and approve 20 Navy sponsored validated requirement documents.  We treated the data as 
representative of an average document but had no insight into classified document content or complexity. We modeled the current JCIDS 
process using the data provided and found that the current JCIDS process for preparing and validating an Initial Capabilities Document (ICD) 
followed by a Capabilities Development Document (CDD) was an average of 852 days.

We examined potential improvements at three levels based on the available (limited) data and other ideal timelines. Hence, we identified 
potential levels of schedule improvements to reduce the time to validate a requirement. To ascertain whether the magnitudes of 
improvements are achievable, more in-depth analysis would be required to “walk the process” with discussions of key participants in each step 
to collect detailed data estimates such as those recommended by the McManus (2005) Value Stream Mapping and Data Collection Sheet.

We examined potential improvements at three levels:

1.  Make the current JCIDS staffing process leaner (reduce delays): With no change in policy, we found that standard lean process 
improvement techniques had the potential to reduce end-to-end time by 25% or more. 

2.  Change JCIDS process steps and documentation requirements: A discrete-event simulation showed that combining the ICD 
and CDD into an integrated document (an Initial CDD with an update) potentially could reduce the 852 days to an average of 444 
days.  The simulation showed that changing JCIDS to more broadly use SOCOM’s expedited Special Operations Rapid Requirement 
Document (SORRD) process could reduce the time to an average of 309 days. Again, more research is needed to substantiate the 
actual impact of such improvements.  

3.  Make further changes to better align JCIDS with the Defense Acquisition System using the Adaptive Acquisition Framework1 

and the PPBE budget process:  Based on a literature review and interviews with experts on best practices, we identified ideas 
meriting further consideration to improve JCIDS in the context of “Big A” (e.g., major) acquisition. These ideas include an expanded 
cadre of certified civilian requirement professionals, similar to the 1101s in the acquisition corps, (to improve the quality & speed of 
initial requirement documents), cross-functional teams, model-based mission engineering and portfolio management, adoption of 
automated workflow management and AI assistance for requirements authoring and staffing, and good governance principles.  We 
believe these ideas have the potential to make JCIDS faster, more collaborative, and better integrated with the other “Big A” functions.

1  See: DoD Instruction 5000.02 (DoD, 2022).

JCIDS Process Improvements Considered

CHANGE POTENTIAL EFFECTS

1. Make current process leaner

3. Better alignment with Big A Acquisition

2. Overhaul process and documents
 • Integrated CDD
 • SORRD Rapid Requirements

25% (or more) faster

• Documents authored by professionals
• Portfolio-level tradeo�s
• Better collaboration in Agile
  Acquisition Framework

852              444 days
852              309 days

Table ES-1: Effects of JCIDS Changes Considered
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Based on this analysis, we offer the following recommendations:

A.  Adopt an Agile JCIDS Framework

Revise the current JCIDS documentation and staffing process to adapt to the nature of the requirement, starting with 
pilot programs in each Service.  For requirements expected to result in an ACAT I size solution, adopt the Integrated CDD 
process that eliminates steps by eliminating the ICD and incorporating an Initial CDD (I-CDD), while maintaining the 
Analysis of Alternatives (AoA) between the I-CDD and final CDD.  For other requirements, at the ACAT II or ACAT III size, 
make the SORRD process the preferred process, coupling with MiddleTier Acquisitions.  Assess the results of these pilots 
and update the JCIDS process accordingly.

B.  Streamline the JCIDS staffing process

Establish a team of stakeholders to apply Value Stream Mapping to staffing steps that remain in JCIDS under 
Recommendation 1 (on the preceding page).  Charter the team to “walk the process” on several JCIDS examples, collect 
data, and streamline process steps using the methodology of McManus (2005).  Revise the JCIDS manual and Service 
counterparts based on this analysis.

C.  Enforce JCIDS schedules

Establish and track suspense dates for steps in the JCIDS process in both Joint Staff (JS) and Service task assignment 
systems to give JCIDS documents the same high priority that other important documents receive. Capture data from 
these systems to make it easier to analyze JCIDS and eliminate process constraints.      

D.  Clarify end-to-end governance of the requirements process

JCIDS is the culmination of the overall requirements process, which is a critical input to “Big A” acquisition.  The 
requirements process starts with a warfighter need upstream of JCIDS staffing.  Update the JCIDS manual to include the 
frontend Service and COCOM responsibilities for gap analysis. Also, include the initial document drafting and provide for 
early collaboration among the key stakeholders to address joint requirements.

E.  Review additional ideas for applicability to JCIDS

1)  Establish an expanded cadre of certified civilian requirement professionals (similar to 1101 acquisition 
professionals and financial management professionals) to support the military and ensure initial quality in 
requirements documentation. 

2) Shift to persistent requirements baselines and gap analysis at a portfolio level 

3) Expand collaboration in Cross Functional Teams 

4) Support requirements development with a Workflow Management System and authoring tool  

These recommendations are clearly beyond the purview of the Gatekeepers we worked with and will require attention from 
senior leaders across the DoD requirements and acquisition communities.
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