Process Improvement Issue Paper – Manpower


FYDP Improvement Focus Area 6 – Manpower

I. Introduction

The FYDP Improvement Project is an effort designed to recommend and implement constructive changes to the Planning, Programming and Budgeting (PPBS) process within the Department of the Navy (DON).  A part of this overall effort includes a business process review of underlying PPBS processes.  The first phase of the business process review resulted in a detailed IDEF0 model of the existing PPBS process to be used as a referential context for analysis and recommendations.  Based on this model and input from subject matter experts, observations concerning potential performance improvement areas have been developed.  FYDP team leadership has narrowed the focus of the original observations areas down to seven issues that have become topics for more in-depth analysis, with the stated goal of developing and implementing performance improvement changes in these areas.  The seven focus areas are:

1. OSD/External PPBS Reporting

2. Information Sharing Across PPBS

3. Audit Trails Within PPBS

4. Data Comparison Across PPBS

5. Performance Measurement/Government Performance & Results Act (GPRA)

6. Manpower

7. Timing Disconnects Within PPBS

The purpose of this paper is to document and communicate the progression of analysis and recommendations in the Manpower focus area.  The initial version of this paper consists of four sections:

I. Introduction – A brief summary of the FYDP Improvement Project and a recount of the PPBS Business Process Review history

II. Observation(s) – The original issue statement based on process model analysis and subject matter expert input

III. Problem Description – A detailed description of the observation(s) cited in Section II including supporting background information that illustrates underlying problems
IV. Problem Statement – A concise statement summarizing the underlying problem to be addressed by performance improvement recommendations
Subsequent versions will include additional sections such as Root Cause Analysis and Performance Improvement Recommendations based on findings and results made throughout this phase of the business process review.  As stated earlier, one of the intended purposes of this paper is to act as a means of communication among the FYDP Improvement Team.  As such, comments and guidance are welcome and encouraged.

II. Observations
The following observation was identified during the As-Is analysis phase of the business process review as an area for performance improvement.  It was validated by the FYDP Improvement Team and SES leadership as a critical observation area within PPBS that should be further examined for potential process improvements:

· The Total Force Manpower Management System (TFMMS) data that feeds the USMC’s Program Development Branch (P&R RPD), Manpower and Reserve Affairs (M&RA), Military Personnel Budget Branch (P&R RFM), Budget Operations Branch (P&R RFO), and OSD’s Automated POM Preparation System (APPS) can be different for a variety of reasons. Manual intervention is required to ensure everyone is using the same data.
III. Problem Description 

Manpower information is contained in multiple information systems that support the PPBS process (i.e. WINPAT, NBTS, TFMMS (Total Force Manpower Management System), and MCTFS (Marine Corps Total Force System)). The existence of the same data in multiple systems is not always a problem in and of itself, however it could lead to instances of conflicting information that adversely affect decision making capability or result in non-value added effort to standardize data. The observation cited in Section II refers to a specific example within the Marine Corps that exemplifies a problem caused by multiple instances of the same data. Different USMC offices, all playing a role in the PPBS process, receive different ‘versions’ of manpower data.  This results in extra work to ensure that the same data is used by all relevant parties in decision-making and reporting. For example, the MP-13 and other FYDP reports must correctly total to budgeted amounts for the MPN/MPMC/RPN/RPMC appropriations, as well as agree with coordinated positions on agency and CINC end strength. Conflicting or different ‘versions’ of the same data lead to manual manipulation of data to ensure standardization. 

This issue is further complicated by the dynamic and unique nature of the manpower environment.  Manpower is managed by both quantity and dollar controls. Annual end-strength controls mandate specific quantities of personnel, while associated personnel costs are managed through appropriation budget controls. In addition, unlike most other program areas, manpower spans multiple resource sponsors and claimants. These and other factors combine to foster an environment in which there is a significant opportunity for data inconsistencies across organizations and systems.

III.1 Examples

· A related issue revolves around the use of program elements and Marine Corps Program Codes (MCPC). MCPCs are used by the Marine Corps to track programs throughout the PPBS process. Since OSD uses Program Elements (PE), there must be a crosswalk between MCPCs and PEs. This crosswalk is not exact and leads to inaccuracies in the translation from one structure to the other.

· WINPAT uses average rates for officers and enlisted personnel in calculating cost by end-strength in PEs. This allocation of costs is not always accurate because there may be instances in which certain PEs contain a mix of personnel that is either predominantly senior or predominantly junior in composition. 

· Programming and Budgeting track manpower data at different levels of detail. Programming tracks manpower at the Unit Identification Code (UIC) level while Budgeting tracks manpower at a higher summary line item level.

III.2 Stakeholders/participants
· FMB 

· N80

· N1

· USMC P&R

· USMC M&RA

· MCCDC (Marine Corps Combat Development Command) 

· OSD

III.3 Points of Contact/Information Resources
· Mr. Kevin Lannon (FMB)

· Ms. Judy Parker (FMB)

· CDR O’Laughlin (N80)

· Ms. Liz Cantwell (N80)

· CDR Hegland (N1)

· Mr. Bill Cain (N1)

· Ms. Chris Fox (USMC P&R RFM)

· Mr. Bill Stringer (USMC P&R RFO)

· Maj. Newman (USMC P&R RPD)

· Maj.. Frampton (USMC M&RA)

· Maj. Diddams (USMC TFSD)

III.4 Information Systems
· NBTS 

· WINPAT

· PBIS

· TFMMS (Total Force Manpower Management System)

· MCTFS (Marine Corps Total Force System)

IV. Problem Statement 
Manpower information resides in multiple information systems and is used by many organizations within the DON. Its dynamic and unique characteristics, as well as its management by many organizations and systems, leads to conflicts in data when used by different offices within DON for reporting and decision-making. 


1

