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Performance Improvement Issue Paper – OSD/External PPBS Reporting


 FYDP Improvement Focus Area 1 – OSD/External PPBS Reporting

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 model of the existing PPBS process to be used as a referential context for analysis and recommendations.  Based on this model and input from numerous subject matter experts (more than 100 individuals from OPNAV, SECNAV and Claimants), 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. Data 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 OSD/External PPBS Reporting focus area.  This paper consists of the following six sections and includes initial performance improvement recommendations. Additional recommendations will be included in subsequent revisions.

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

V. Root Cause Analysis – A description that identifies the source of the underlying problems within OSD/External PPBS Reporting focus area

VI. Performance Improvement Recommendations – An identification of potential performance improvement solutions based on As-Is process analysis, best practice research and subject matter expert input.

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 observations were identified during the As-Is analysis phase of the business process review as areas for performance improvement.  They were validated by the FYDP Improvement Team and SES leadership as critical observation areas within PPBS that should be further examined for potential process improvements:

· Data/Information sharing with OSD is inefficient

· No single reliable source of DON data for outside reporting 

III. Problem Description 

Major external outputs of the DON PPBS process to OSD include the POM (POM document per SNaP and the POM FYDP), the OSD Budget Submit (data updates to the CIS database, Budget exhibits and the FYDP), the President’s Budget (data updates to the CIS database, Budget exhibits and the FYDP), and responses to Congressional information requests.  There are inefficiencies in how information related to these major outputs is reported.  Specifically, the DON must commit high levels of analyst manpower and effort to fulfill the data requirements of OSD and Congress.  For example, in submitting the POM document (via SNaP) to OSD, over 100 analysts are required to manually input data requirements into the format specified by OSD POM Preparation Instructions (PPI).  There are two difficulties inherent with providing this data:  (1) Much of the data already exists in WINPAT but is not in OSD compliant format; and (2) other data requested is data of a specialized nature that is not held in WINPAT, and in some cases not in any other DON database, and must be supplied by subject matter experts throughout the department. Similar types of inefficiencies also exist in relation to the reporting of budget data to OSD.  The publication of budget exhibits is one example.

Another issue that adds to the inefficiency of OSD reporting is the requirement that DON POM and FYDP submissions be reported in a classified environment, even though the great majority of information is truly unclassified.  Imperfect information sharing and coordination between OSD (PA&E) and OSD (C) is also an issue that leads to inefficiencies and rework at the DON level.  For example, during July 01 FMB budget exhibit submissions, N80 performed last minute definition of new PEs for OSD due to new data in budget exhibits, yet OSD (C) still used the old PE titles, resulting in potential inaccuracies in budget exhibits submitted to Congress. 

Due to initiatives such as Defense Reform Initiative (DRID) #44 (issued in 1997 to create a paper-free POM), OSD has made several changes to the way organizations report their POMs and budgets.  Last year, OSD(C) introduced a new system called CIS (Comptroller Information System), which replaced BRS (Budget Review System), for submitting budget data.  OSD (PA&E) has also responded to initiatives by developing SNaP (Select & Native Programming Data Input System), a web-based tool that replaced the old POM data collection system, APPS (Automated POM Preparation System), in August 2001.  SNaP enables organizations to build, share, and review data in a secure on-line environment.  It was intended to not only streamline the collection of data, but also reduce the volume of data, eliminate redundant work and increase data quality and consistency.  While in previous years the POM documentation system focused on gathering data to populate specific display formats, SNaP emphasizes the efficient collection of data elements that may be used in a variety of flexible data displays.   

In the past, reporting DON PPBS data to OSD and Congress has been difficult.  Submitting the POM via APPS was an example. The process was manually intensive, created excessive workloads, and consumed valuable FTEs.  The implementation of CIS and SNaP are predicted to resolve some of these problems, although the full effects of their implementation are unknown at this time.  

III.1 Examples 
· SNaP data transmitted to OSD is not sufficiently automated and requires substantial manual interaction.

· The work of over 100 analysts is required to build the SNaP data tables required as part of the OSD(PA&E) POM submission.  

· There is no single reliable source of Navy PPBS data for outside reporting.

III.2 Stakeholders/participants  

· N80

· FMB

· Resource Sponsors

· Budget Submitting Offices

· OSD

III.3 Information Systems 
· WINPAT

· NBTS

· JMS – Justification Management System – FMB system used to collect and disseminate unclassified budget justification material.

· SNaP – Selective & Native Programming Data Input System – replaces Automated POM Preparation System (APPS) for POM submission to OSD.

· CIS – Comptroller Information System – replaces Budget Reporting System (BRS) for automated budget submissions to OSD. 

· CIMS – Congressional Information Management System – designed to delegate Congressional taskers.

· IRS – Inquiry Response System – USMC system for managing resource and policy-related inquiries.

IV. Problem Statement 
Although there are ongoing changes being made to external reporting processes and supporting information systems, the process of reporting POM and Budget data to OSD and Congress is still marked by inefficiencies such as excessive reporting requirements and manual manipulation of data.  

V. Root Cause Analysis
Many of the problems involving external PPBS reporting can be traced to information system deficiencies.  For example, before the development of SNaP (when APPS was used), the PPI required data entry for specific fiscal years.  The result was that a new format had to be re-created each year.  For SNaP, a generic convention (PY, CY, BY1, BY2, etc.) will be used, allowing reuse of the same format.  APPS was also difficult to revise because it was a client application.  Furthermore, the system focused on the collection of a format, not data.  This complicated the collection, validation, storage, and manipulation of information.  Also, data requirements and naming conventions for APPS were not standardized.  

On the budgeting side, organization code structures were not long enough to allow easy data entry and retrieval.  Object class codes were dissimilar to the OMB format, and it was difficult to track military personnel assigned to another organization. 

The DON’s primary programming tool, WINPAT, does not automatically  update FUSE (the OSD system managing changes to the PE data structure), APPS/SNaP, and FYDP databases.  When procurement appropriation issues alter the quantity of items procured, it is updated in the FYDP via the WINPAT database.  However, WINPAT data is not in the format specified for SNaP by the PPI.  Thus the DON analyst spends extra time and effort producing compliant reports.  Several tables have to be converted by the analyst to make sure that the report is in the proper format.  

VI. Performance Improvement Recommendations

Based on analysis of the As-Is DON PPBS process, best practices research and interviews with key stakeholders in the PPBS process, an initial wave of twelve high-level solutions has been developed for addressing the problems presented by each issue paper, including this one.  Within these solutions, specific process changes have been proposed and are linked to one of the seven focus areas, as indicated by the shaded blocks in the matrix below.  The details of the proposed solutions and recommended changes within the Information Sharing with OSD focus area are discussed in more detail following the matrix. For easy reference, the column pertaining to the Information Sharing with OSD focus area has been circled.
In this paper, as in the others, it should be noted that this initial wave of recommendations does not necessarily address all of the issues discussed above in the Problem Description section.  Conversely, some of these recommendations may address best practices, or problems identified by best practice research, that are not specifically cited in the Problem Description.

Solution/Focus Area Matrix

Currently, the DoD FYDP database is updated three times per year by the Department of the Navy in conjunction with the POM, BES, and President’s Budget submissions.  Recent DoD guidance directs to begin submitting a POM and BES concurrently.  This change potentially renders the May POM FYDP submission obsolete.  Therefore, it seems reasonable to eliminate the spring submission of the FYDP and free up its associated time and effort.  This would leave the DON with only two FYDP submissions per year, the BES and President’s Budget, and allow time for greater collaboration between programmers and budgeters in developing other submissions.

1OSD (PA&E) Programming Data Requirements (PDR) Overview - http://www.pae.osd.mil/snap
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