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Executive Summary

As part of the DoN Future Years Defense Program (FYDP) Improvement Project, an effort is underway to restructure the current OSD Program Elements (PEs) to better support Navy decision-making across the PPBS Process.  The objective of this initiative is to replace the current OSD PE structure with a more cohesive, reusable format supporting the requirements and program needs of modern Navy initiatives.  The purpose of this PE Analysis Report is to validate the proposed DoN PE structure, assess the relationship between Marine Corps Program Codes (MCPCs) and DoN PEs to determine the feasibility of an integrated structure, and examine the level of detail in the DoN PE structure to ensure critical information in the current OSD PE structure is not excluded.   

Combining USMC POM04 financial information from the USMC Program Documentation System (PDS) and the DoN Windows Program Analyst’s Toolkit (WINPAT) into a consolidated database revealed several gaps in the DoN PE structure from a USMC programmatic perspective. The same methodology used to develop the initial (incomplete) structure was then applied to complete the DoN PE structure, accounting for all USMC resources. This complete PE structure acted as the baseline from which subsequent analysis was performed. 
Completion of the DoN PE structure facilitated a comprehensive examination of data relationships between DoN PEs and MCPCs.  Analysis of these relationships revealed that an integration or merger of the MCPC and DoN PE structures is not beneficial to the existing process, however development of a clear linkage between the two is feasible and allows the DoN PE structure to accurately portray USMC programmatic decisions while posing minimal impact to the existing programming process.  The most practical approach to integration is developing logical one-to-many mappings between DoN PEs and MCPCs.  Such mappings preserve the MCPC structure for USMC programming purposes, while meeting DoN requirements for reporting program information.  

The most fundamental impact of implementing an integrated structure is the loss of resource allocation traceability.  The new DoN PE structure is much more consolidated than the existing OSD structure resulting in higher, summary level classifications of PEs leading to loss of data detail.  A mechanism for capturing the level of detail excluded (such as employing data attributes within a database), or removal of the end user requirement for the level of detail currently provided is important to the success of the PE restructuring initiative. A newly integrated structure must also take into account the cycle-to-cycle flexibility inherent in the MCPC structure that would require additional maintenance of MCPC to DoN PE mappings, and any legislative implications of modifying existing FYDP reporting to Congress.

1. INTRODUCTION

The Programs and Resources Department, Headquarters U.S. Marine Corps (P&R) directs and manages the Marine Corps Planning, Programming, and Budgeting System (PPBS), including coordination and liaison with the Navy for all "Blue Dollar" funded Marine Corps programs. P&R formulates the principles and policies that enable effective control and oversight of all Marine Corps financial operations to include budget execution, reporting on Marine Corps appropriations, and audit and review functions.  P&R is also responsible for coordinating the development, documentation, and submission of the Marine Corps portion of the DoN Program Objective Memorandum (POM), the DoD Program Review, and the Marine Corps budget submission.

In support of the PPBS, the DoN FYDP is intended to provide programming information to DoD decision makers.  The current processes involved with FYDP reporting have proven to be labor intensive and often result in ineffective information.  The DoN is currently undertaking the FYDP Improvement Project to improve the quality and usefulness of readiness, force structure, acquisition, and infrastructure programming information.  One of the major goals of the DoN FYDP Improvement Project is to restructure and realign program and budget data elements to meet OSD and DoN objectives.  Specifically, the DoN seeks to restructure FYDP PEs to align more closely to Budget Line Items with the goal of making this structure relevant throughout the PPBS process and better conform to the modern Navy.  

This report reviews the newly proposed DoN PE structure, and its relationship to existing OSD PEs and MCPCs.  The report consists of three assessment sections.  The first section reviews the proposed DoN PE structure and summarizes any observations and recommended changes determined beneficial to the USMC interests in regards to the PPBS process.  The second section assesses the feasibility of creating an integrated structure between MCPCs and DoN PEs.  The third section examines the level of detail contained in the proposed DON PE structure to evaluate whether or not critical information in the current OSD PE structure is excluded.   The goal of this PE Analysis Report is to provide a comprehensive set of recommendations regarding DoN PEs and their relation to the existing MCPC and OSD PE structures.  

2. APPROACH

The underlying analysis supporting this PE report was based on financial data extracted from the USMC PDS and the Navy’s WINPAT system.  Information gathered included OSD PE Number, OSD PE Title, DoN PE Number, DoN PE Title, MCPC Number, MCPC Title, Appropriation, Area, Mission Area, Sub-Mission Area, Line Items (CLIs) and Sub-Line Items (SLIs). A snapshot of dollars allocated across the FYDP was also captured for FY04 through FY09.

Once extracted from PDS and WINPAT, the data was placed in a Microsoft Access database for consolidation and analysis.  Data was merged from both PDS and WINPAT by linking records from both data sources through a common data element found in both systems - OSD PE Number.  Using this common data element allowed the combination of all relevant information from both systems into a single table.  This consolidated table of PPBS data elements became the focal point for the data analysis documented in this report. 

Based on the consolidated PPBS data element table, a set of reports was constructed analyzing the DoN PE structure as it impacts the USMC capability Areas: Infrastructure, Investment, and Operations and Maintenance (O&M).  Manpower was intentionally excluded because of it’s uniqueness in the programming process. The Area breakout was chosen to deconstruct the entire data set into more manageable subsets for review.  The structure for each of the three Area reports includes Area, DoN PE Number, DoN PE Title, MCPC, MCPC Title, CLI, and SLI, in that order.  Based on examination of the Area reports, MCPC definitions and structure, and additional queries of WINPAT, PDS and the combined PE database, analysis was performed to determine the relationship of DoN PEs to MCPCs and the feasibility of an integrated data structure.

3. DON PE Structure review

Within the PPBS process, disconnects currently exist between programming and budgeting that lead to labor intensive and at times erroneous PE data tracking and reporting processes.  As part of the DoN FYDP Improvement Project, DoN is seeking to restructure OSD PEs by aligning them more with budget line items so that they are meaningful and better support decision-making throughout the entire PPBS process. 

The objective of DoN PE Restructuring is to replace current OSD PEs with a new tailored structure that supports decision-making throughout the Planning, Programming, Budgeting, and Execution phases of the DoN PPBS process.  In support of this initiative, the first phase of data analysis evaluated the proposed DoN PEs to validate the structure and its supporting data relationships.  The data source of the DoN PEs being evaluated was the WINPAT DoN programming system.  WINPAT was queried for all USMC specific programming records and the query results were extracted into a table in a Microsoft Access database.  PDS was then queried for the programming records that comprised POM04. These records were then exported into a second Microsoft Access table.  PPBS data from both tables were linked by OSD PE number and a third table was created that brought in each OSD PE number as well as, the DoN PE Number, DoN PE Title, MCPC Number, MCPC Title, Appropriation, Area, Mission Area, Sub-Mission Area, CLIs and SLIs.  

Initial analysis of the PPBS data revealed that the proposed DoN PE structure with regards to USMC specific PEs was incomplete.  In terms of the USMC programmatic information that comprised POM04, roughly only one half of the programming records were associated with a DoN PE Number (see Exhibit 3.1).  From a dollars perspective, approximately two-thirds of POM04 funding was not associated with a DoN PE Number. This was due in large part to an nonexistent DoN PE structure in the Manpower Area that accounts for a large portion of the USMC POM/Budget. Additionally, about 10 percent of the records that had DoN PE Numbers did not have DoN PE Titles.  
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Exhibit 3.1 – DoN Code Structure Detail

For the purposes of this PE data analysis, an attempt was made to complete the DoN PE structure based on the consolidated USMC POM04 programming information from WINPAT and PDS.  The goal of completing the DoN PE structure was to establish a baseline for evaluating potential impacts to the USMC PPBS process and overall alignment and fit with the MCPC structure.  The changes made to further complete the structure were performed to establish a more complete basis from which to conduct meaningful analysis.   Attempts were made to establish data element relationships in which each USMC CLI could only be assigned to one DoN PE, but one DoN PE could be assigned to multiple CLIs.  This relationship directly supports the DoN FYDP Improvement Project goal of better aligning PEs with budget line items.  The inconsistencies in the DoN PE structure and the actions taken to remedy them for further analysis are as follows: 

· DoN PE Numbers without Titles – There were many instances in which DoN PE Numbers were assigned to CLIs, but there were no associated DoN PE Titles. Examples of this are provided in the table below.

Original Data Structure:

	CLI
	CLI Title
	DoN PE
	DoN PE Title

	1A3A
	Depot Maintenance
	31617M
	

	1A8A
	Real Property Maintenance - Forces
	31922M
	


Exhibit 3.2 – DoN PE Numbers without Titles – Original Structure
In these cases, CLI Titles were examined and an equivalent DON PE Title was assigned  as shown below.

Completed Data Structure:

	CLI
	CLI Title
	DoN PE
	DoN PE Title

	1A3A
	Depot Maintenance
	31617M
	Depot Maintenance

	1A8A
	Real Property Maintenance - Forces
	31922M
	Real Property Maintenance -Forces


Exhibit 3.3 – DoN PE Numbers without Titles – Complete Structure
· Instances of a CLI with DoN PE Numbers and Titles and additional instances of the same CLI with no DoN PE Number or Title – There were multiple instances of the same CLI, not all of which had a DoN PE Number and Title.  For consistency, the DoN PE Number and Title were added to the CLI instance to reflect a complete structure.  An example of this is provided in the table below.  


Original Data Structure:

	CLI
	DoN PE
	DoN PE Title

	1A1A
	31213M
	Operating Forces

	1A1A
	
	


Exhibit 3.4 –CLI with PE Numbers/Titles with Unassigned Instances – Original Structure
In this case, CLI 1A1A has two instances, one with a DoN PE Number and Title and one instance without.  To complete the DoN PE structure for CLI 1A1A, the second instance was given the same DoN PE Number and Title as illustrated below.

Completed Data Structure:

	CLI
	DoN PE
	DoN PE Title

	1A1A
	31213M
	Operating Forces

	1A1A
	31213M
	Operating Forces


Exhibit 3.5 –CLI with PE Numbers/Titles with Unassigned Instances –Complete Structure
· Two or more CLIs assigned the same DoN PE Number with no DoN PE Title – There were many instances where two or more CLIs shared the same DoN PE Number, but none of the instances actually had a DoN PE Title.  In such cases, the CLI Titles that comprised the DoN PE Number were examined and based on this naming convention a DoN PE Title was determined.  An example of this is provided in the table below.

Original Data Structure:

	CLI
	CLI Title
	DoN PE
	DoN PE Title

	1B1B
	Maritime Prepositioning
	31412M
	

	1B2B
	Norway Prepositioning
	31412M
	


Exhibit 3.6 – Multiple CLIs with DoN PE Numbers and no Titles – Original Structure


Both CLI 1B1B and 1B2B share the same DoN PE Number, but neither instance was assigned a DoN PE Title.  The title was determined by evaluating both CLI Titles and developing a new common DoN PE Title.  An example of the results of such an evaluation is provided below.


Completed Data Structure:

	CLI
	CLI Title
	DoN PE
	DoN PE Title

	1B1B
	Maritime Prepositioning
	31412M
	Prepositioning Forces

	1B2B
	Norway Prepositioning
	31412M
	Prepositioning Forces


Exhibit 3.7 – Multiple CLIs with DoN PE Numbers and no Titles – Complete Structure

· Single CLI assigned to multiple DoN PEs – One instance emerged of a CLI being assigned to multiple DoN PE Numbers.  This CLI was 4A4G – Administration.  This many (DON PEs) to one (CLI) data relationship was inconsistent with the overall one (DoN PE) to many (CLIs) data structure. Examples of the DoN PE Number designation for 4A4G can be seen in more detail below.
Original Data Structure:

	CLI
	CLI Title
	DoN PE
	DoN PE Title

	4A4G
	Administration
	13111M
	Marine Corps Administration

	4A4G
	Administration
	42211M
	First Destination Transportation

	4A4G
	Administration
	46011M
	Management Headquarters


Exhibit 3.8 –Single CLI assigned to multiple DoN PEs – Original Structure

For the purposes of this evaluation, each instance of CLI 4A4G was examined to determine the appropriate DoN PE Number under which to consolidate the entire CLI.  Because a majority of instances of 4A4G were already assigned to DoN PE 13111M – Marine Corps Administration, the determination was made to assign that DoN PE to each CLI instance.  This is represented in more detail below.
Completed Data Structure:

	CLI
	CLI Title
	DoN PE
	DoN PE Title

	4A4G
	Administration
	13111M
	Marine Corps Administration

	4A4G
	Administration
	13111M
	Marine Corps Administration

	4A4G
	Administration
	13111M
	Marine Corps Administration


Exhibit 3.9 –Single CLI assigned to multiple DoN PEs –Complete Structure
· Multiple CLIs with no DoN PE Numbers or Titles – In order to resolve instances of multiple CLIs with no DoN PE Numbers or Titles, the MCPCs and appropriations with which the CLIs were associated were examined and patterns identified.  MCPC P00001 is composed of multiple CLIs, all of which are assigned to the same Appropriation.  An examination of the CLIs that comprise P00001 revealed that certain line items were assigned a DoN PE number, but no title.  DoN PE Titles were determined for these CLIs by referencing the DoN PE structure guidance provided as part of the DoN FYDP Improvement Project.  In the instance of the CLIs assigned the DoN PE Number 44012M, the DoN PE Structure guidance was referred to determine that PEs that begin with “44” are categorized as “Civil Engineering”.  All CLIs with DoN PE Number 44012M were assigned the Civil Engineering DoN PE Title.  Based on the MCPC Title and appropriations that the remaining CLIs within MCPC P00001 possessed, DoN PE 44012M was assigned to these remaining CLIs.  This is illustrated in more detail in the table below:
Original Data Structure:
	MCPC
	MCPC Title
	APPN
	DoN PE
	DoN PE Title
	CLI

	P00001
	Military Construction 
	MCNMC
	
	
	04953B

	P00001
	Military Construction 
	MCNMC
	
	
	05563B

	P00001
	Military Construction 
	MCNMC
	
	
	05951A

	P00001
	Military Construction 
	MCNMC
	44012M
	Civil Engineering
	05951B

	P00001
	Military Construction 
	MCNMC
	44012M
	Civil Engineering
	05953B

	P00001
	Military Construction 
	MCNMC
	44012M
	Civil Engineering
	05953B


           Exhibit 3.10 – Multiple CLIs with no DoN PE Numbers or Titles – Original Structure


The example shown above is a snapshot of instances of CLIs that collectively comprise MCPC P00001.  CLIs 05951B and 05953B were assigned DoN PE 44012M – Civil Engineering.  Based on the MCPC Title and APPN of MCNMC, the remaining CLIs were assigned to DoN PE 44012M.  An example of the results is shown below.

Completed Data Structure:

	MCPC
	MCPC Title
	APPN
	DoN PE
	DoN PE Title
	CLI

	P00001
	Military Construction 
	MCNMC
	44012M
	Civil Engineering
	04953B

	P00001
	Military Construction 
	MCNMC
	44012M
	Civil Engineering
	05563B

	P00001
	Military Construction 
	MCNMC
	44012M
	Civil Engineering
	05951A

	P00001
	Military Construction 
	MCNMC
	44012M
	Civil Engineering
	05951B

	P00001
	Military Construction 
	MCNMC
	44012M
	Civil Engineering
	05953B

	P00001
	Military Construction 
	MCNMC
	44012M
	Civil Engineering
	05953B


         Exhibit 3.11 – Multiple CLIs with no DoN PE Numbers or Titles – Complete Structure
· Manpower CLIs not assigned DoN PE Numbers or Titles – Currently, no DoN PE Numbers or Titles exist to classify Manpower CLIs.  For the purposes of the PE data element evaluation in this phase, Manpower CLIs were excluded.
4. Integrated Don PE – MCPC Structure Feasibility

MCPCs are decision packages that serve as critical managerial accounting information for the start of the programming process and act as the basis for all POM requirements.  The process involved with transferring USMC programming data into the DoN WINPAT system is semi-manual and labor intensive, requiring the conversion of managerial accounting MCPC data into a more financial accounting like Budget Line Item / PE data structure.  Once in WINPAT, algorithms are often needed to convert DoN programmatic data into budget data.  The use of algorithms significantly hinders the ability to track budgeting data back to programs.  Once MCPC information is mapped to PEs and sent to the Navy’s NBTS budget system, traceability of budget data back to the MCPC decision packages is extremely difficult.

In support of the DoN FYDP Improvement Project, the purpose of creating a new DoN PE structure is to replace the increasingly inaccurate and labor-intensive business practices associated with managing OSD PEs throughout the PPBS process.  From a USMC POM programming perspective, the intended purpose of DoN PEs is not to replace, but rather complement MCPCs.  Evaluation of the current state of the proposed DoN PE structure in WINPAT combined with the data analysis conducted through the merger of USMC POM04 PDS and WINPAT data enabled an attempt to logically complete the DoN PE structure.  This in turn allowed an examination of the relationships between DoN PEs and MCPCs to determine the extent that an integrated data structure could be established.  For the purpose of evaluating MCPCs and DoN PEs in more manageable subsets, USMC financial data was grouped by mission capability Area.  Reports demonstrating the complete set of MCPC to DoN PE mappings are included as appendices to this report.  Again, the Manpower capability Area was excluded due to the absence of a PE structure. The following observations were made based on analysis of the data relationships:

Infrastructure Area

Examination of the data relationships between MCPCs and DoN PEs within the Infrastructure mission capability Area revealed the most straightforward integration of the two data elements.  All of the MCPCs within the Infrastructure Area map directly to one of two DoN PEs.  These mappings can be viewed in more detail in the tables below:

	DoN PE  12012M – Family Housing Marine Corps

	MCPC
	MCPC Title

	750098
	Family Housing New Construction

	750198
	Family Housing Design

	750298
	Family Housing Improvements

	760398
	Family Housing Operations

	760898
	Family Housing Maintenance

	760998
	Family Housing Leasing

	761098
	Family Housing Debt Payments


       Exhibit 4.1 - DoN PE 12012M – Family Housing Marine Corps MCPC Mapping
	DoN PE  44012M – Civil Engineering

	MCPC
	MCPC Title

	P00001
	Military Construction

	P00002
	Planning & Design

	P00003
	Military Construction Reserve

	P00004
	Planning & Design (Reserves)

	770004
	BRAC Realignment and Closure


Exhibit 4.2 - DoN PE 44012M – Civil Engineering MCPC Mapping

The one-to-many DoN PE to MCPC relationships identified within the Infrastructure Area place MCPCs in logical summary level categories. Mapping multiple MCPCs into one DoN PE results in a decrease in the raw number of PEs, thereby ‘simplifying’ the structure, but at the same time, greatly reduces the level of visibility into the PPBS process as it progresses from POM to budget. There is a more granular level of traceability between MCPCs and the existing OSD PE structure. Using DoN PE 44012M – Civil Engineering as an example, five MCPCs are mapped to one DoN PE. Visibility is lost into what location construction is being performed, or whether or not the construction is for reserves or for active duty Marines.  The same loss of visibility also occurs with DoN PE 12012M – Family Housing (Marine Corps). In this instance seven MCPCs are mapped to one DoN PE. Visibility into whether funds are allocated for Family Housing design, improvements, leasing, construction, or maintenance is lost.  
Investment Area

An examination of the Investment Area also revealed multiple one-to-many DoN PE to MCPC relationships.  The relationships are similar to those in the Infrastructure Area in that DoN PEs represent high-level categories under which multiple MCPCs are aligned.  In this capacity, DoN PEs serve as summary level elements that consolidate programmatic information.  Because the depth and breadth of programming and budgeting resources is much more expansive in the Investment Area, the need to preserve the underlying MCPC level of detail remains critical.  For example, forty-seven different MCPCs are mapped to DoN PE 36111M – Direct Fire/Maneuver.  To ensure programming resources are accurately managed across all of the different systems and capabilities that comprise these one-to-many DoN PE to MCPC mappings, the information currently available within existing data elements of the MCPC structure must continue to be made available.

Examination of Investment Area data elements also exposed at least two one-to-one DoN PE to MCPC relationships.  Each of these relationships is displayed in the tables below:

	DoN PE – 94011N -  Studies and Analysis

	MCPC
	MCPC Title

	804298
	Marine Corps Operational Analysis Group


Exhibit 4.3 - DoN PE 94011M – Studies and Analysis MCPC Mapping
	DoN PE – 96103M – R&D Management

	MCPC
	MCPC Title

	808200
	Marine Corps Operational Test & Evaluation Activity


Exhibit 4.4 - DoN PE 96103M – R&D Management MCPC Mapping
One-to-one relationships such as these are the most straightforward representations of an integrated DoN PE to MCPC structure.  In each of these examples, there are not only one-to-one relationships between DoN PE and MCPC, but also between MCPC and CLI.  For example, MPC 804298 – Marine Corps Operational Analysis Group is comprised of one CLI, C0031 under the same name.  It should be noted however, however, that these types of relationships are the exception rather than the rule.

Operations & Maintenance Area

Analysis of the data elements in the O&M Area revealed similar DoN PE to MCPC data relationships.  More instances of one-to-one DoN PEs to MCPC relationships existed, but the majority of DoN PEs within O&M mapped to multiple MCPCs.  DoN PEs such as Officer Acquisition, Recruit Training, and Marine Corps C2 and C2 Support were each associated with one distinct MCPC.  However, most MCPCs within O&M were categorized under wider-encompassing DoN PEs such as Marine Corps Administration, HQ Managed Programs, and Operating Forces.  Again, the more expansive a DoN PE was in terms of the MCPCs that were mapped to it, the greater the concern for loss of visibility into the financial detail.

As stated earlier, an important element of the FYDP Improvement Process is a PE restructuring in which existing OSD PEs are replaced with a new DoN PE structure. Developing a fully integrated structure in which MCPCs are merged with DoN PEs and essentially eliminated is not recommended.  Fundamentally, MCPCs and DoN PEs are two distinctly different data elements designed to serve two distinct purposes. MCPCs are managerial accounting based decision packages comprised of multiple CLIs and SLIs. Included within any MCPC may be CLIs for procurement, O&M, and RDT&E.  DoN PEs are more financial accounting oriented and based on the appropriation / budget line item structure.  DoN PEs do not articulate packages of CLIs from multiple appropriations, but rather more accurately represent groups of CLIs from the same appropriation.  

A much more practical application of integration is developing a logical mapping between MCPCs and a complete DoN PE structure.  Based on the analysis outlined in Section 3 of this document, the DoN PE structure can be completed to accommodate this level of integration.  The USMC will still maintain and utilize the MCPC structure for programming purposes.  The only impact to the USMC programming process is creating the mapping of MCPCs to DoN PEs for reporting program requirements to the DoN.  Mapping MCPCs to a complete DoN PE structure would result in complete, reusable one-to-many MCPC to DoN PE relationships.   

If MCPCs are mapped to a complete DoN PE structure, several factors should be taken into consideration to ensure USMC interests are met.  From a consistency perspective, the DoN PE structure is comprised of common data elements consistent throughout the PPBS process, unchanging from cycle-to-cycle.  An intended benefit of replacing existing FYDP PEs with DoN PEs is to eliminate the need for creating new PEs in the future.  Attribute codes will be attached to DoN PEs to track programs of high interest or that possess multiple capabilities.  These codes will provide the necessary levels of detail to eliminate the need for adding new PEs.  Because of the inherent nature of MCPCs as managerial accounting data elements, MCPCs are added, removed, or changed from cycle-to-cycle to reflect changes in priorities.  Changing an MCPC does not alter the individual financial data elements that comprise it; rather it would only impact the manner in which data elements are packaged together.  Because of the flexibility involved with the MCPC structure from cycle-to-cycle, any changes or additions made to the MCPC structure would require additional maintenance to modify the mapping relationships between MCPCs and DoN PEs to preserve an accurate integrated structure.

Another key characteristic of the existing MCPC to DoN PE mapping is that the relationship between these two entities is many to many. This means that there can be multiple MCPCs mapped to a single DoN PE as well as multiple DoN PEs mapped to a single MCPC. The problem associated with this type of data relationship is an inability to accurately crosswalk data back and forth between the two structures in an automated manner. The goal of future data mappings should be to eliminate these many to many relationships.

Additionally, mapping MCPCs to the new DoN PE structure may also result in a significant loss of resource allocation traceability.  MCPCs currently map to a larger number of OSD PEs.  This equates to much more detailed data relationships with greater visibility into resource assignments in the existing OSD PE structure.  Replacing this OSD PE structure with a consolidated set of DoN PEs will result in a much higher, summary level of resource allocation detail. In order to compensate for this loss of detail, the associated CLI relationship can be used to augment the MCPC structure and add further data detail. For example, the CLIs that comprise MCPC P00001 - Military Construction specifically identify each construction project. By viewing DoN PE data in concert with CLI data, visibility potentionally lost in the new DoN PE structure is regained.  
5. don PE restructuring impacts on existing osd pe information requirements

This section of the USMC PE analysis report focuses on the impact of replacing the existing OSD PE structure with the proposed DoN PE structure. It examines the structures from both an overarching perspective and a more detailed individual PE mapping perspective. The evaluation focuses on the differences between the two structures and identifies the level of information detail excluded in a transition from the OSD to DoN PE structure.

The existing OSD PE structure identifies eleven Major Force Programs (MFPs) that consist of broad mission and support areas. MFPs are collections of OSD PEs that contain the necessary resources to meet the objectives of the force and support missions of the DoD.  The proposed DoN PE structure is also based on major groupings of PEs similar in concept to OSD MFPs. A comparison of the two structures (see Exhibit 5.1) reveals that although numbered differently, both structures employ similar “MFP Categories”. For instance both structures have a C4I, RDT&E and Training “MFP”. They also both group PEs by Forces. There is a notable difference however in the number of Forces “MFPs”. The OSD structure captures Forces in five different MFPs, whereas the DoN structure maintains a single “MFP” for Forces. 

	OSD PE MFPs 
	MFP Categories
	DoN PE Groupings

	Strategic Forces
	1
	Personnel and Administration

	General Purpose Forces
	2
	Intelligence

	Command, Control, Communications, Intelligence, and Space
	3
	Forces

	Mobility Forces
	4
	Logistics

	Guard & Reserve Forces
	5
	Joint & International Programs & HQ

	RDT&E
	6
	C4

	Central Supply & Maintenance
	7
	Training

	Training, Medical and Other General Personnel Activity
	8
	Resources

	Administrative
	9
	RDT&E

	Support & Other Nations
	10
	

	Special Operation Forces
	11
	


Exhibit 5.1 – MFP Category Comparision

Accounting for the difference in the number of Forces MFPs as well as the different numbering schemes, the overall alignment of MCPCs to PEs is generally consistent between the two structures.  Exhibit 5.2 summarizes the alignment of POM-04 programmatic records with both the OSD and DoN PE MFP structures.
	% MCPC Records Aligned with             OSD PE Structure
	MFP Category
	% MCPC Records Aligned with DoN PE Structure

	4%
	Administration
	7%

	0%
	Intelligence
	3%

	66%
	Forces
	62%

	14%
	Supply/Logistics
	10%

	0%
	C4
	7%

	14%
	Training
	10%

	2%
	RDTE
	1%

	100%
	Total
	100%


Exhibit 5.2 – POM04 Programmic Record Alignment Comparison
As discussed earlier in the report, the overarching approach of DoN PE restructuring centers around aligning DoN PEs more closely with the current appropriation/line item structure. For example, all Operations and Maintenance resources follow the budgeting AG/SAG model and are mapped to one of only three DoN PE groupings – Administration, Forces (Operations), or Training. In contrast these same Operations and Maintenance resources are mapped to nearly all of the OSD MFPs – General Purpose Forces, C4I, Mobility Forces, RDT&E, Supply & Maintenance, Training, and Administration. This significant difference in the method of mapping MCPCs to PEs drives the amount (or lack) of data visibility in the new DoN PE structure.

Another tenet of DoN PE restructuring is the integration of Procurement and RDT&E into coherent PEs based on capabilities and warfare areas. This directly relates RDT&E resources with installs for the purpose of forming a more comprehensive picture of program costs. Not included in this comprehensive picture however, is Operations and Maintenance resources, which are separated as detailed above. This is another notable difference between the OSD and DoN PE structures - a given OSD PE may contain elements of Operations and Maintenance, Procurement and RDT&E, whereas a DoN PE does not.

The DoN PE structure also differs from the OSD structure in how it accommodates Reserve Programs. The DoN PE structure employs a “one DoN” approach in which Reserve programs are fully integrated with Active programs. The OSD structure, in contrast, maintains a separate MFP and series of PEs for Reserve Forces. So for instance, MCPC 600798 – Depot Level Repairables, which consists of O&M,MC and O&M,MCR records, is captured in two different OSD PEs, but only one DoN PE. 

In addition to the summary level examination of the two PE structures a more detailed analysis at the individual record level was also performed. Results of this analysis revealed the following examples of discrepancies in the MCPC to DoN PE and OSD PE mappings:

· Within the DoN PE structure, the Forces “MFP” substructure as it relates to RDT&E MCPC records is not standardized across all warfare areas.  For example, DoN PE 36011M - New Concepts and Systems is unique to the Land Warfare Acquisition Programs and not found in Air Warfare or Maritime Warfare Acquisition Programs. Additionally, the alignment of New Concepts and Systems within the Forces “MFP” appears to be misplaced given the composition of the RDT&E “MFP” which includes a more generic type of RDT&E resources such as applied research and studies & analysis.   The New Concepts and Systems DoN PE and the associated MCPCs – MCPC 800198 - Amphibious Vehicle Test Directorate, MCPC 802000 - Improved Infantry Combat System, and MCPC 809198 - Marine Corps Warfighting Lab – may be more appropriately aligned to the RDTE “MFP”.

· The MCPC records (98) related to Spares and Repair Parts were all aligned with DoN PE 36911M – Land Warfare Forces Training and Education. Given the resource composition and purpose of these Spares and Repair Parts MCPC records, they may be more appropriately aligned under DoN Code 33xxx – Procurement for In-Service Support.

· The O&MMC records related to MCPCs 671098 – Transportation of Things, and 671198 – General Staff and Management do not follow the CLI based alignment used with all other O&MMC records in the DoN PE structure. The O&MMC records related to MCPCs 671098 and 671198 are mapped to DoN PE 42211 – First Destination Transportation, when all other O&MMC records are mapped to either Administration, Forces (Operations) or Training DoN PEs. MCPCs 671098 and 671198 are the only MCPCs with an O&MMC component mapped to Logistics in the DoN PE structure. These records may be more appropriately aligned under the Forces (Operations) DoN PE. 

In support of the PE restructuring goal of reducing complexity, the new DON PE structure was developed with less detail.  This was accomplished by using a smaller number of PEs in the new structure. There are currently 131 USMC related active OSD PEs. In contrast, there are only 40 USMC related DON PEs. Based on the absolute reduction in the number of PEs from 131 to 40, the new DON PE structure in many cases provides less data granularity than the existing OSD structure. Further analysis revealed that of the 40 new DoN PEs, 29 had more than one OSD PE mapped to them. For example DoN PE 31214 – Field Logistics had 13 individual OSD PEs mapped to it as shown below:

	DoN PE
	OSD PE

	31214 – Field Logistics
	0206211M – Divisions (Marine)

	
	0206313M – Marine Corps Communications Systems

	
	0206314M – SIGINT/EW tactical Support

	
	0206623M – USMC Ground Combat/Supporting Arms Systems

	
	0206624M – Marine Corps Comabt Services Support

	
	0206625M – Marine Corps Intel/Electronic Warfare Systems

	
	0206626M – Marine Corps Command/Control/Comm Systems

	
	0208031M – War Reserve Material –Equipment Secondary Items

	
	0701111M – Supply Depot Operations (Non-IF)

	
	0701112M – Inventory Control Point Operations

	
	0702898M – Marine Corps Material Readiness Command

	
	0708012M – Logistics Support Activities

	
	0902498M – Management Headquarters (Administrative)


Exhibit 5.3 - DoN PE 31214M – Field Logistics OSD PE Mapping
This one-to-many relationship between DoN PEs and OSD PEs shown in the example above is one of many that exist between the two structures.  This type of data relationship is the key driver behind an overall decrease in data granularity when transitioning from an OSD to DoN PE structure. The PEs within the Infrastructure mission capability Area provide additional examples of these relationships. For instance, MCPC records within the Infrastructure Area are aligned with eleven OSD PEs and only two DoN PEs.  The mapping of OSD PEs to DoN PE 12012M - Family Housing (Marine Corps) is provided in the table below:

	OSD PE
	OSD PE Title
	MCPC
	MCPC Title
	CLI
	CLI Title

	0808741M
	Family Housing – New Construction
	750098
	Family Housing – New Construction
	7608
	Slocum Village Phase 2 Replacement

	0808741M
	Family Housing – New Construction
	750098
	Family Housing – New Construction
	7609
	Slocum Village Phase 3 Replacement

	0808741M
	Family Housing – New Construction
	750098
	Family Housing – New Construction
	7612
	Slocum Village Phase 4 Replacement

	0808741M
	Family Housing – New Construction
	750098
	Family Housing – New Construction
	7614
	Tarawa Terrace Phase 3 Replacement

	OSD PE
	OSD PE Title
	MCPC
	MCPC Title
	CLI
	CLI Title

	0808741M
	Family Housing – New Construction
	750098
	Family Housing – New Construction
	7652
	Replacement Housing, MCSA Kansas

	0808741M
	Family Housing – New Construction
	750098
	Family Housing – New Construction
	7654
	Replacement Housing, MCLB Barstow

	0808741M
	Family Housing – New Construction
	750098
	Family Housing – New Construction
	7548
	Marine Palms Phase 5 Replacement

	0808742M
	Family Housing – Improvements
	750198
	Family Housing Design
	4000
	Design

	0808742M
	Family Housing – Improvements
	750298
	Family Housing Improvements
	7000
	Improvements

	0808743M
	Family Housing – Debt Payments
	761098
	Family Housing Debt Payments
	1100
	SMIP

	0808744M
	Family Housing – Leasing
	760998
	Family Housing Leasing
	0000
	No Line Assigned

	0808745M
	Family Housing – Operations
	760398
	Family Housing Operations
	0000
	No Line Assigned

	0808746M
	Family Housing – Maintenance
	760898
	Family Housing Maintenance
	0000
	No Line Assigned


Exhibit 5.4 - DoN PE 12012M – Family Housing (Marine Corps)
The table above includes MCPC and CLI information to capture USMC programmatic-level data elements in more detail.  Consolidating the current Family Housing OSD PEs into the summary level of detail provided by the new DoN PE poses significant impacts to resource traceability.  USMC Family Housing programming information is still traceable to a DoN PE number, but the level of detail is significantly reduced.  For example, MCPCs representing Family Housing Design or Leasing programs would be traceable to a consolidated DoN PE number for Family Housing vice a more direct one-to-one mapping to an OSD PE number representing Design or Leasing respectively.  In this regard, replacing the more specific OSD PEs with a summary level DoN PE would lead to resource traceability issues as financial information moves through the Programming to Budgeting phases of the PPBS process.  Information visibility issues were also evident based on the evaluation of DoN PE 44012M – Civil Engineering.  OSD PEs representing Environmental Compliance (0202056M), Base Operations Forces (0206496M), Base Operations Logistics (0702896M), Base Operations Training (0805796M), and Construction Planning and Design (0901211M) all roll into the Civil Engineering DoN PE – 44012M.  Again, resource traceability issues emerge based on this type of data element mapping.
Examination of the PE structures within the Investment and O&M mission capability Areas demonstrated similar one-to-many DoN PE – OSD PE relationships. Based on these relationships, examples of programs that would have significant impacts in terms of resource traceability include Marine Corps Administration, Combat Engineering, Training and Education, Ammunition, and Field Logistics. Each of these program areas consists of multiple OSD PEs that would be consolidated into summary level DoN PEs in the new PE restructuring.

It should be noted that not all data relationships between the OSD and DoN PE structures are one-to-many. In addition to the multiple one-to-many relationships several one-to-one relationships also emerged. An example of this relationship is provided below:

	DoN PE
	OSD PE

	73112M – Lifelong Learning Programs (Tuition Assistance)
	0809732M – Off-Duty and Voluntary Education Programs


Exhibit 5.5 - DoN PE 73112M - One-to-One DoN PE to OSD PE Mapping

In addition to the overall PE structure and data detail issues discussed previously in this section another aspect of PE restructuring that should be considered is the legislative aspect. By statutory requirement, the President’s budget publication of the FYDP, containing the prior, current and four out-years, is provided to various Congressional oversight committee staffs and the Congressional Budget Office (CBO). The CBO has developed a Defense Resource Model (DRM) for use as an analytical tool in support of alternative levels of defense resources. Following DoD Instruction 7045.7-H (November 20 2001), the budget submission to Congress is extracted from the FYDP according to CBO specifications, which aggregate program elements and resource identification codes to unclassified summary levels for input to the DRM.  Data from the DRM are used by the CBO to fulfill the legal requirement for mission-oriented displays under P.L. 93-344
 It is critical to ensure that proposed modifications to the existing OSD PE structure are vetted at the appropriate levels within OSD. Without concurrence and the necessary approval, efforts to effect major changes within the OSD PE structure may not be successful.

There are multiple factors to be considered in making the transition from the existing OSD PE structure to the proposed DoN PE structure. Many differences exist between the two structures from both a high-level approach perspective and a more detailed individual record mapping perspective. The most prevalent issue surrounds the level of data visibility apparently excluded when replacing the OSD structure with the DoN PE structure. This loss of data granularity, in all MCPC capability Areas, is due to the fewer number of PEs in the DoN structure and the attendant one-to-many data relationships that result.  To improve the probability of success for the new DoN PE structure it is critical to either implement a mechanism for capturing the level of detail excluded (such as employing data attributes within a database), or remove the end user requirement for the level of detail currently provided. 

6. Conclusion

PE Restructuring is a major component of the DoN FYDP Improvement Initiative.  The intended output of this process is a set of new DoN PEs replacing the existing OSD PEs.  Initial analysis of the effects of incorporating DoN PEs into the current USMC PPBS process reveals the potential for significant impacts. Evaluation of the emerging data relationships created by incorporating DoN PEs into USMC data, demonstrated the possibility of establishing an integrated structure between DoN PEs and MCPCs.  The most practical approach to integration is developing logical one to many mappings between DoN PEs and MCPCs.  Developing these mappings preserves the MCPC structure for USMC programming purposes, while meeting DoN requirements for reporting program information. The loss of resource traceability and predominance of many to many DoN PE to MCPC relationships are factors that should be considered when developing the mapping structure.

Replacing the current OSD PE structure with new DoN PEs will also significantly impact the PPBS process across the DoN.  The new DoN PE structure is designed to reduce complexity by consolidating the number of PEs and aligning PE information much closer to the current appropriation/line item structure.  Factors for consideration when replacing OSD PEs with a new set of DoN PEs include the loss of resource allocation traceability and the potential legislative impacts created by changing the way program/budget information is reported to Congress.
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