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1
INTRODUCTION

The purpose of this study is to examine how PPBS issues are currently input, stored, accessed, and reported on in the Navy’s primary programming (WINPAT) and budgeting (NBTS) databases, and to recommend alternatives for the continued development of issue functionality in PBIS. This study also examines USMC management of initiatives in the Program Documentation System (PDS) and how this relates to potential PBIS issue management functionality. 

The term “issue” is used in multiple contexts within the PPBS process.  For the purposes of this study, an “issue” refers to a change in the baseline POM/Budget data and is identified via a unique multi-digit code.  Issues consist of an issue number, title, justification and modified record(s). Any modifications to the POM/Budget are made by creating new issues or by modifying existing issues. Issues are used to maintain a continuous audit trail of data changes throughout the PPBS process. They quantitatively document the POM/Budget change from the previous baseline and specify the reason or justification for each change. 

2
SYSTEM FUNCTIONALITY

WINPAT
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  Figure 2.1 WINPAT Issue Process Flow

NHBS/NBTS
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Figure 2.2 NBTS Issue Process Flow 

PDS
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Figure 2.3 PDS Initiative Process Flow
PBIS
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Figure 2.4 PBIS Issue Planned Process Flow

COMPARITIVE MATRIX

The following matrix compiles procedural information for each system examined. Help Menus and User Manuals were researched for functionality with regards to issues/initiatives. The PBIS User Manual (Version 2.1.0.7) does not currently identify steps for creating or modifying issues. Therefore, PBIS information was obtained from the PBIS Concept of Operations (12 August 2002). Fields were populated with the respective system/functionality procedures where applicable. “N/A” was used in instances where system functionality and/or procedures were not identified.
	ISSUES/INITIATIVES WORKFLOW

	 
	PBIS
	WinPat
	NHBS
	PDS (USMC Initiatives)

	Issue/

Initiative Definition
	A change to the baseline. Used to specify the reason for each change to the database.  An issue is used to group PBIS records.  An automatically generated 5-digit number identifies each issue, which is based on the user's organization structure.  An issue is composed of the unique 5-digit number, a title, and optional notes.  Notes serve as an audit trail for issues.  One or more notes may be associated with an issue.
The creation of issues will be expanded to allow for FMB, BSOs, N80 and RSs to jointly create issues to maintain a continuous audit trail. 
	An issue is a means of tracking a collection of budget records within the POM Database.  Each issue has a justification for its purpose.  The baseline budget is annotated by the issue number 00000.  Any modifications to the budget are made using new issues and rolling the results of the budget records within the new issue and the base issue together.  As an issue moves through the approval process and is accepted for that phase of the cycle, the database administrator will roll the budget records to form a new baseline to begin the next phase.  This ISSUE table maintains the issues that are currently being worked for the budget and the attributes for each issue 
	The ISSUE, a serialized, five digit code in NBTS that identifies the primary reason for a budget adjustment. The single most important rule to follow when creating new issues or working with existing issue codes is consistency. A mark and restoral should share one ISSUE code as they are two transactions, not two issues. An adjustment that initially occurs during the DON Review should continue to be referred to by that original ISSUE code as often as it arises during other events in the PPBS process, such as restorals or OSD PBD adjustments. Consistency in the use of the ISSUE code will provide the analyst a means of monitoring the audit trail of adjustments through the entire process. The system will assign the next available ISSUE number to create new ISSUES.
	Initiatives - There are formats for Procurement and Non-Procurement Initiatives depending on the appropriation and types of programs involved. The initiative is basically an Information Paper that will be used to support a program competing in the POM process. 

	View an

Issue/

Initiative
	1.  The user may view an existing issue by clicking the Issue and then selecting the Open Issue option. 
	1. From the Issue Menu, click Open Justification. 
2. In the dialog box that appears, enter the number of the Issue to be viewed. 
3. Click OK. 
	1. Click on Issue Paper Generator. 
2. The next step is to either view the complete issue paper list (click Produce Issue Paper List) or to narrow the search by providing specific information.  There are options to narrow search by selecting the appropriate APN, BSO, Cycle, Issue, Issue Title, Budget line item, PE, and other fields. Once all selections have been made, click Produce Issue Paper List. 
3. Select desired Issue Paper and click Submit to view.
	1. Click on View/Edit Initiative tab.
2. Similar to Windows Explorer, click on the desired Area folder, then the Mission Area folder and so on. 
3. A green highlight will indicate that there is information in the folder. At the last level of the Initiatives, click on the icon to the left of the Title to View/Edit the Initiative. 


COMPARITIVE MATRIX (CONT)

	ISSUES/INITIATIVES WORKFLOW

	 
	PBIS
	WinPat
	NHBS
	PDS (USMC Initiatives)

	Add / Create an Issue / Initiative
	1. To create new issues, the user chooses the Create a New Issue option.
2. There are two interfaces for creating an issue depending on the type of user.  Both standard users and privileged users will be presented with the Issue Details screen. The Issue Number is automatically generated according to the user's organizational structure and is not editable at this point.  It does not allow multiple issues to be created in this view. The difference between the screens is that, on the privileged user's screen the Reserve Block, text field and button allows the user to indicate how many issues to reserve.   
	1. From the Issue Menu, choose New or select the New Issue toolbar button. 
2. Enter a new five-digit number for the new issue and click OK.
3. Enter title, priority, and justification for the new issue and click OK.
4. The Appropriation dialog box appears. Enter the Appropriation for the Issue and click OK. 
5. The Add Record dialog box appears. Fields for only those columns that are relevant to the appropriation selected appear in the dialog box. To add record to the issue, enter the appropriate values in the blue fields. 
6. Click on the Validate toolbar button. Before you can add the record, you must correct any invalid value(s). To do so, review the possible combinations of data based on the appropriation selected for the record. Select a valid combination from list and click OK. 
7. Enter or Edit Dollars, Quantities, or End Strength fields as required. Then click Add Record to add the new issue to the database. 
	1.Prior to assigning a new issue, the user should search for existing issues using the Search Issue Titles or the Issue Paper Generator search capability. 
2. If it is determined that a new issue number is appropriate, a succinct but descriptive issue title must be provided.  A block of text may also be provided at this point in the process.  This text will be stored in NBTS and will be accessible using the ISSUE field.
3. After the issue has been requested, a page will be presented that provides the five-digit issue code that was assigned.  Click on CONTINUE to proceed.
4. A MS Word document - whose text is to be included in the issue paper - must be provided to describe the issue. Select the issue numbers from the drop down list provided and upload the document. Click on CONTINUE once upload confirmed. 
	In order to create an initiative: 
1. Once logged on to PDS, click on Create Initiative. 
2. Drill down to select Area.
3. Drill down to select Mission Area. 
4. Drill down to select Sub-Mission Area. 
5. In OM&N only, drill down to select MCPC. (MCPC list is limited to user's access rights)
6. Once desired MCPC is selected, click on next to move on to Initiative Creation. All initiatives relate to a specific MCPC and some initiatives can share an MCPC, but no initiative can have more than one MCPC.  
Non-Procurement Initiative
7. After clicking on Initiative Creation button, input required Title, Request, Narrative Justification, Performance Measures and Editor's Notes and click on Create Initiative to move to Financial Data Screen. 
8. Use drill down menu to Input required data, including Delta section which addresses requirements for this Initiative. Once financial data input is complete, then click on "Add this Record."
9. Since this is the format for a non-procurement initiative, the next screen will require identification of manpower impact. If initiative has no manpower impact then disregard. When complete, click Submit. 
Procurement Initiative
7. After clicking on Initiative Creation button, input required Title, System Description, Capability Impact, Urgency, Related Systems, Smart Business and Comments fields and click submit. 
8. Complete the following Definition and Schedule, which requests dates and milestones, screen and click submit to proceed to the Fielding Plan screen. 
9. Input data and system will automatically calculate data. Once complete click submit. 
10. Once initiative is complete and ready to move forward in workflow click send forward. System will request confirmation, click OK. 


COMPARITIVE MATRIX (CONT)

	ISSUES/INITIATIVES WORKFLOW

	 
	PBIS
	WinPat
	NHBS
	PDS (USMC Initiatives)

	Change

Issue

Status
	N/A
	1. From the Issue Menu, choose Change Status Code. 
2. Enter the number of the issue for which you want to change the status code in the Issue Text field. 
3. Enter the current status code for the issue in the Status Code text field. 
4. Enter the number of the new status code and click OK.
	N/A
	 N/A

	Edit an Issue/ Initiative
	1.  If the user has edit privileges, then the issue may be editable.  The same screen as used to enter the new issue is used to display the issue details for viewing and editing purposes. Depending on user privileges, the system will either confirm user’s successful update or prompt user with message identifying lack of edit privileges
	See Below. 
	You can add comments via a MS Word Document to the Issue Paper. 
1. Submit Issue Paper Comments
2. Either Select an Issue by using the dropdown menu or Enter Issue Number.
3. Use the "Browse" Function to locate and enter file to upload. 
	If the user has edit capabilities, the system will allow a document to be modified and stored by either overwriting the existing document or saving the document as a new version (thus providing an audit trail of changes).
1. Click on View/Edit Initiative tab.
2. Similar to Windows Explorer, click on the desired Area folder, then the Mission Area folder and so on. 
3. A green highlight will indicate that there is information in the folder. At the last level of the Initiatives, click on the icon to the left of the Title to View/Edit the Initiative. 

	Modify an Issue Justification
	The PBIS equivalent of Issue Justification is an Issue Note. You can add an Issue note either when creating an Issue or when editing existing issues. Planned steps are:

1. When creating or viewing an issue, from the issue details screen click Add Note.

2. Type in text (Up to 1000 Characters). Review for accuracy. 

3. Click OK to accept new note.
	1. From the Issue Menu, choose Open Justification. 
2. In the dialog box that appears, enter the number of the issue to be modified and click OK. 
3. Once the issue window appears, edit the issue title, priority, or justification. Note: WINPAT locks the issue justification so that others cannot modify it simultaneously. 
4. Click Modify, to save changes. Then click OK on Confirmation Window.
5. Click the Close button. Then click Yes to save changes. 
	Although NHBS cannot specifically change an Issue Justification, it can add comments via a Word Document to the Issue Paper. 
1. Submit Issue Paper Comments
2. Either Select an issue by using the dropdown menu or Enter Issue Number.
3. Use the "Browse" Function to locate and enter file to upload. 
	N/A


COMPARITIVE MATRIX (CONT)

	ISSUES/INITIATIVES WORKFLOW

	 
	PBIS
	WinPat
	NHBS
	PDS (USMC Initiatives)

	Delete an Issue/ Initiative
	1. The user may delete an issue by sending it to the "wastebasket", which also includes any records associated with that issue.  The issue and associated records are not permanently deleted but set to an Add-Flag status of W for "wastebasket".  Therefore, issues and records, which were deleted, may still be queried.  To delete an issue, the user must click on Delete Issue(s) option from the Issue dropdown menu. 
	There are two ways to delete an issue. To delete an issue while viewing or modifying the justification: 
1. From the Issue Menu, choose Open Justification.
2. Enter the number of the issue to be deleted in the dialog box and click OK.
3. Once the issue window appears, click the Delete button to delete issue. 
4. Click OK on the Confirm Delete dialog box to delete the Issue.
5. Click OK on the Results dialog box to delete the Issue.  
To delete multiple issues at once without viewing or modifying the justification:
1. From the Issue Menu, click Delete. The IS dialogue appears and lists the available Issues.
2. In the list of issues, select the issue (s) to be deleted and click OK.
3. For confirmation, click OK on the Delete Issues dialog box.
	1. Data cannot be deleted in NHBS. 
2. In NBTS, an operation that can be performed against a group of records is the 'Delete All' function. The 'Delete All' function may be accessed only from the NBTS Options menu. This function will permanently delete all records in the collection. Because of the risk, a special 'Delete All' warning screen appears before action is initiated. The warning screen states the number of records in the collection and asks for confirmation before deleting. If confirmation is not received, the operation will be aborted. The Help screen for the 'Delete All' function describes the confirmation process and cautions the user on the function. 
	 N/A 

	Renumber an Issue
	N/A
	Renumbering an issue replaces the issue with another existing number and deletes the old issue number. The records from the old issue are merged into the new issue, and those of the new issue replace the name and justification of the old issue.

1. Choose Renumber from the issue menu.
2. Once the dialog box appears, enter the new number of the issue with which you want to replace the old issue and click OK. 
	N/A
	Initiatives are not assigned numbers and are identified by Title names input during development. 


COMPARITIVE MATRIX (CONT)

	ISSUES/INITIATIVES WORKFLOW

	 
	PBIS
	WinPat
	NHBS
	PDS (USMC Initiatives)

	Create Queries
	1. In the Query Tab, drill down and select New Query. 
2. In the first Column, enter field names pertinent to the table selected in the toolbar.
3. (Optional) Look up and select Column Values. 
4. The "Op" operator column defines the mechanism for which to search for particular values in a column. Enter desired operator in this column.
5. Enter desired value in Values column. Then click display.
	1. Open a new Query Definition window by choosing New from the Query Menu. 
2. An empty Query Definition window appears and it defaults to the Critieria tab. 
3. Select the desired Records (Issues) and Columns to be retrieved from the database and then click the Execute button. 
	Although NHBS cannot save and run specific queries, it contains a search function, which allows user to search for Issue Papers. 
1. Click on Issue Paper Generator. 
2. The next step is to either view the complete issue paper list (click Produce Issue Paper List) or to narrow the search by providing specific information.  There are options to narrow search by selecting the appropriate APN, BSO, Cycle, Issue, Issue Title, Budget line item, PE, and other fields. Once all selections have been made, click Produce Issue Paper List. 
3. Select desired Issue Paper and click Submit to view.
	To query an initiative: 
1. Click on Queries and Reports.
2. (Optional) Choose POM Year by clicking on drop down arrow and selecting desired POM Year.   
2. (Optional) Choose Status, by clicking on drop down arrow and selecting desired status. 
3. (Optional) Choose Area, by clicking on drop down arrow and selecting desired Area. 
4. (Optional) Choose Mission Area, by clicking on drop down arrow and selecting desired Mission Area. 
5. (Optional) Choose Sub-Mission Area, by clicking on drop down arrow and selecting desired Sub-Mission Area. 

	Run Issue/ Initiative Reports
	1. Click Reports on the Operations Toolbar 

2. Highlight fields in the Issue Reports field to be displayed in the report and click Add. Click on Del to delete any mistakenly highlighted fields. 

3. Click on the Subtotal, Bucket and/or Page Break check box next to each column, which one is desired.  

4. Click on Grand Total for display. Then select font size for report (Default = 9 pt).

5. Finally, click Save to save the query. Generate to display the report and/or View in Query Setup to display the query.  
	1. From Issue Menu, select Reports. Then choose report type. 
2. Enter the mathematical operator under the Op column and the value(s) under Value column for desired Issue (IS), Status, APPN, RS, and/or CL. 
3. Select the Display $ In and Display $ As by clicking down and selecting an amount and time. Then click OK. 
4. When options dialogue box appears select print. 
	N/A
	1. Upon completing and viewing queries, to view a screen report on a single initiative click Short or Full under the Reports column. This format is not printer friendly. 
2. To view more printer friendly report formats, check the boxes to the left of the initiatives. 
3 After selecting all the initiatives, click the Report button at the top of the page. 
4. Select report configuration and click Generate. 


SYSTEM COMPARISON

Both WINPAT and NBTS use different steps to create issues. A notable difference is the assignment of numbers. As evident in the flow charts, NBTS does not identify a step to assign an issue number for its new issues.  WINPAT on the other hand, requests the user to input an unused issue number for the newly created issue.  As currently planned, PBIS will automatically assign issue numbers to newly created issues.

In addition to requiring the same amount of information for the development of an issue in NBTS, WINPAT also requires issue priority and issue validation.  Issue validation entails the correction of any invalid value(s) by reviewing the possible combinations of data based on the appropriation selected for the record. PBIS will require that the Issue Note be typed or pasted into the field. It does not allow files to be downloaded onto the field, as does NBTS, which uses MS Word Documents as “Issue Comments.” 

 The matrix below compares system capabilities with regards to creating an issue/initiative. 

	
	#  of Steps to Create an Issue
	System Assigns Issue Number
	Issue Explanation 
	Issue Priority Required
	Issue Status Required
	Edit Issue Status
	Issue Title Required

	PBIS
	5
	Yes
	Text
	No
	No
	No
	Yes

	WINPAT
	9 to 13
	No
	File Attachment and Text
	Yes
	No
	Yes
	Yes

	NBTS/NHBS
	6 to 9
	Yes
	File Attachment 
	No
	Yes
	No
	Yes

	PDS
	15 to 17 
	No
	Text
	No
	Yes
	No
	Yes


Figure 2.5 System Comparison Matrix

3 
CONCLUSIONS

Based on the examination of issue management and functionality in existing PPBS information systems as detailed in earlier sections, the following recommendations are provided for review in support of continued PBIS development. Recommendations made below both offer opinions of existing PBIS functionality and suggest new functionality or capabilities not currently residing in PBIS.

· Consistent use and identification of issues throughout the PPBS cycle is critical.  Recommend that PBIS implement uniform issue identification (i.e. assigning and use of single issue number throughout cycle) to facilitate the tracking and comparison of related information across different PPBS phases. Specifically recommend inclusion of a keyword search of the title field when adding new issues to identify similar issues and automatically return those similar issues to the user before providing a new issue number.

· In PBIS when creating a block of issues, the same title is used as the default text for the entire block. This potentially leads to an inconsistent use and identification of issues (i.e. multiple issue numbers with the same title). Recommend the same title not be used as a default for consecutive issues in a block.

· Recommend planned system of automatically assigning numbers be restructured. Currently, issue numbers will identify issue originator only. This numbering structure can be enhanced to identify budget cycle in which issue was created. New structure will facilitate queries, track annually recurring issues. Lessons learned during PE restructuring efforts can be leveraged for further development of a comprehensive issue numbering structure. 

· In PBIS notes may be added to an issue, but are not required. This potentially leads to ambiguity in the justification behind any given change in the baseline. Recommend that text entry into the notes field be made a requirement for new issue creation.

· NBTS is capable of attaching MS Word files as detailed issue paper justifications. Recommend that PBIS capabilities be enhanced to include attached files in addition to typed or pasted text to issue notes fields. 

WINPAT provides access to the Navy Programming Database and supports all financial database requirements associated with the POM build. It is during the PPBS programming phase where deltas between requirements and program of record are addressed and issues are developed.  These issues act as an audit trail of changes made during POM development. Once the POM is completed and forwarded to FMB for budget development, WINPAT enables Programmers N80’s use of WINPAT will decline once the database oshifts to FMB to monitor changes to issues and corresponding programs.





WINPAT functionality supports three general areas: queries, reports, and issues. WINPAT’s key functionalitiesty with respect to issues are as follows:


Create a new issue (privileged users can create multiple issues at once)


Add records to an issue


Modify an issue's justification 


Edit issue records (POM spread)


Change an issue's status code


Renumber and delete an issue (depending on user privileges) 


Import issue records from ASCII, MS Excel, and Lotus files





Figure 2.1 illustrates the necessary steps to create and/or modify an issue in WINPAT.











NBTS provides access to the Navy Budgeting Database and is used to build the DON Budget Estimate Submission (BES). It provides budget status information and serves as a source of detailed controls for the budget process at appropriate points in time. NBTS allows its users to keep track of changes made to the budgeting database (i.e. the baseline position). Users access NBTS either directly or through a web-based interface that includes a Webload mechanism for uploading data via standardized templates.





NBTS enables PPBS participants to upload budget data, query the budget database, and submit and view issues, issue papers, and issue comments. NBTS The key functionalitiesy with respect to issues in NBTS are as follows:





Create a new issue


Upload NBTS issue data (via Webload)


View issues, issue papers, and issue comments 


Upload issue papers (in MS Word document) to provide descriptions of existing issues.   


Upload issue comments to existing issues 


Search issues and generate issue reports





Figure 2.2 illustrates the necessary steps in NBTS to create and/or modify an issue. 








Although issues are not specifically identified in the USMC POM/Budget process and supporting information systems, USMC POM “initiatives” can be considered and equivalent concept. Field Commands and Headquarters Departments receive funding requests for programs that are not considered in “core.”  These competing program requests are labeled as initiatives. They are routed through a review chain and undergo extensive scrutiny prior to delivery to DC, P&R for consideration during the USMC POM build. 





The USMC Program Documentation System (PDS) manages initiatives much like WINPAT and NBTS manage issues. An initiative serves as an information paper that supports a program competing in the POM process (i.e. potential change to the baseline).





PDS The key functionalities of PDS with respect to initiatives are as follows:


Create initiatives


Edit initiatives


Create initiative justification (text only)


Query initiatives 


Run initiative reports


Manage initiative workflow – facilitates movement of initiatives from author to editors 





Figure 2.3 illustrates the necessary steps for creating and/or modifying an initiative in PDS. 





The primary objective of PBIS is to serve as a comprehensive database that combines capabilities from both WINPAT and NBTS. It provides multi-level functionality required by a wide variety of users that need to extract programming and budgeting data and consists of a web-based user interface, a web portal and server, query tools, and an On Line Analytical Processing (OLAP) tool.





Although issues cannot currently be created in PBIS, the PBIS Concept of Operations (12 August 2002) identifies the planned procedures necessary to create an issue. There will be two interfaces for creating an issue depending on the type of user.  Both standard users and privileged users will be presented with the Issue Details screen. The issue number will be automatically generated according to the user's organizational structure. The system will not allow standard users to create a block of multiple issues. However, it will allow a privileged user to create more than one issue through the exclusive use of a Reserve Block text field and button. 





Planned Issue functionality for PBIS is as follows:


Create a new issue (Single/Multiple)


View, edit and delete issues 


Add, edit and delete issue notes 


Find, Add, and Import issue records


Edit issue records





Figure 2.4 illustrates the planned steps for creating and/or modifying an issue in PBIS. 
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