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1. Since the last newsletter we have made substantial progress on the refocusing exercise.   We therefore thought it timely to update everyone on the present status.

Project Review

2. An important part of the exercise was a major review of all existing ASCC projects to ensure they were still relevant to the ASCC goals, were contributing to operational effectiveness, were cost-effective and were not being duplicated elsewhere.   We developed a three-phase approach to this task.   In Phase I, we assessed each project for compliance with the NDs’ guidance.   In Phase II we established CMs’ agreement with, or rebuttal of, the Phase I recommendations.   For some WPs this was done at a meeting, for others it was by correspondence.   Under Phase III, we considered the Phase II results and formulated our final recommendation to the NDs.   The outcome of the Project Review was as follows:

a. 29% of all projects were fully endorsed (but with editorial changes in many cases).

b. 31% of all projects were deemed complete, in that the deliverable (usually an AIR STD or ADV PUB) has been, or is about to be, published.   These projects were closed and the requirement to review the associated documents was transferred to the WP Directive.

c. 27% of all projects were cancelled because they were found to be primarily for information exchange without any other identifiable outcome.   However, information exchange remains a very important aspect of the ASCC, and the requirement to exchange information on specific subjects was transferred to the WP Directive.

d. 13% of all projects were cancelled outright because they were not compliant with the goals of the ASCC.

3. Although the Project Review was highly successful in culling out unnecessary work, there was not a significant reduction in overall ASCC workload.   This is partly due to the transfer to the WP Directives of many of the activities from closed or cancelled projects.   It is also due to the identification of new projects, as explained below, which offset the cancellation of other projects.

Interoperability Deficiency Review

One important aspect of the process was to ask nations for their interoperability deficiencies.   This review utilized a questionnaire that basically asked the nations where they had interoperability problems 
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4. 
and where they wanted  standardization efforts concentrated.   This questionnaire used an agreed “ASCC Air Power Capabilities” chart as an aide mémoire to assist in the identification of interoperability deficiencies.   It describes the various capability areas of Air Power under three main headings as follows:

a. Control and Employment.   This includes combat elements such as Counter Air, Strategic Attack and Maritime Patrol.

b. Enhancement and Support.   Examples include Planning and Operations, AEW&C and C4I.

c. Readiness and Sustainment.   Examples include Logistics, Exercises and Training, and Aerospace Medical.

5. Analysis of the results revealed those interoperability deficiencies within the various capability areas could also be sub-categorized by “Functional Areas”, such as Communications, Airspace Management and Planning & Employment.   Using this framework, we developed these deficiencies into new, proposed, projects and added them to those projects already endorsed under the Project Review process, to provide a consolidated list of all the work we believed the ASCC should be undertaking.

Task Order

6. This consolidated list of Projects forms a key part of the “ASCC Task Order”, which we and the A/Stands have proposed as the core document for all future activity within the organization.   The Task Order also contains the National Directors’ “1997 Direction to the ASCC”, effectively our strategic guidance, as well as details of the recommended “Information Exchange Program”, still an integral part of ASCC work.

7. The projects presently contained in the Task Order should be viewed as somewhat dynamic in nature and subject to further development and evolution.   While we will provide sufficient time for this initial round of changes to take effect, you can expect that the Task Order will be subject to periodic updating.  This should ensure the ASCC remains focused on, and relevant to, the future requirements of its members.

Validation Plan

8. In parallel with our development of the Task Order, we are drafting a proposed Validation Plan, for submission to the NDs at their upcoming Meeting in Ottawa.   Broadly speaking, this proposal is intended as a follow-on vehicle to ensure the continuing relevance and validity of the activities and products of the ASCC.   It will also provide the basis for ensuring that the product of the Working Parties is abided by, and is used correctly by, the intended recipients.

9. Two major applications of the Validation Plan are expected to be the periodic refinement of the Task Order, as mentioned above, and the validation and implementation of ASCC Air Standards.   Further updates on this proposal will be provided after the National Directors’ Meeting.

Working Party Rationalization

In developing the Task Order, we, along with the A/Stands, determined that a modification to the current WP structure may be advisable.   The NDs are now considering whether a sufficient number of projects remain to warrant maintaining stand-alone WPs for 30, 50 and 65.   They are also considering our recommendations to amalgamate WP30 with WP25 and WP50 with WP70, based on similarities in subject 
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10. 
matter.   If approved, the new WPs 25 and 70 will probably require the expertise of POs to progress tasks previously assigned to WP30 and WP50.

11. The Interoperability Deficiency Review revealed a number of areas not previously emphasized by the ASCC.   One such area is C4I, for which the creation of a dedicated WP has been recommended to the NDs.   Numerous other issues were also identified, particularly in regard to WP45.   As a result of the number of new tasks developed for WP45, we and the A/Stands have recommended the creation of a new WP, entitled WP46 - Air Operations, Planning and Employment.

Conclusion

12. As you can see, there have been quite a few changes recommended.   To date, the NDs have endorsed the Task Order (with some editorial changes) but are reserving judgement on the proposed changes to the WP structure until their annual meeting in May 1997.   That Meeting will provide an important opportunity for our NDs, four of who are new to the ASCC, to establish “ownership” of the refocusing process and resolve any outstanding concerns.

13. Considering the number of recommendations on the table, the upcoming National Directors’ Meeting promises to be one of the most important held in many years.   We will keep you advised of all changes affecting the organisation, as they develop.   High on our agenda will be the assignment of new projects (for some, but not all, WPs), and the partial realignment of the Working Party structure.

14. It is very important for all members associated with ASCC to have a clear understanding of the new focus.   Accordingly, you are requested to disseminate this newsletter to all your Project Officers as well as your supervisors who are responsible for your tasking.

From the Management Committee of the ASCC
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