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Introduction

Purpose of the Course.   This course provides a general overview, a type of “Manpower 101”, of the manpower process.  Manpower is a complex field, with its own terminology and unique perspectives.  Even experts who have spent many years working manpower issues will tell you that they are still in the learning mode.  


Course Design.  This has been designed as a self-taught, self-paced course, which can be completed within an eight-hour period.  

Part I, The Manpower Process, is designed to acquaint you with the general information you will need to understand the manpower process.  This includes commonly used terms and definitions, the key players and organizations involved in various aspects of the manpower process, an explanation of N12’s role as the Single Manpower Sponsor, a brief introduction to the information systems used by manpower personnel, and an introduction to the process by which manpower requirements are determined.  Part I should take approximately one hour to complete.

Part II, Introduction to Navy Manpower (INM): The NAVMAC Laptop Computer Course. (UNDER REVISION - AVAILABLE JAN 99)

Part III, The PPBES Process.  The Planning, Programming and Budgeting and Execution System (PPBES) is the system used to plan the manpower requirements needed to meet defense needs, and budget the dollars to pay for those requirements. The PPBES Process is designed to provide a general overview of the PPBES cycle, and the role N12 plays in each phase of this process.  Included here are explanations of the planning process, programming and assessment, the budget review process, and execution.  This section will take approximately 1 to 1-1/2 hours to complete.

Part IV, The N12 Organization, details the mission and role of the N12 organization, and addresses the specific functions of each branch or “functional area” within N12.  Finally, N12’s relationship to other organizations, specifically the Chief of Naval Operations Staff (OPNAV) and Commander, Navy Personnel Command (CNPC) is defined. Organizational charts are provided for information purposes.  Allow 30 minutes to review this section.    
Part V, Administrative Tools, will give you the basic administrative “know-how” required in a Washington staff job.  Many of these tools will be similar to those used on other staffs.  You will learn when to use a memorandum and how to prepare a point paper, a decision paper, and an Executive Summary Memorandum (ESM).  Instructions for preparing and routing each document, along with sample formats of each document are provided.  The final section provides you with a list of available training courses, including training for the computer systems you may be required to use in the performance of your job.  Allow 30 minutes to review this section.


Goal of the Manpower/Personnel System.   New personnel are reminded that “manpower” works hand-in-hand with “personnel.”  Manpower is needed to provide the places (billets) that will be filled by the faces (people).  By working in cooperation, we ensure that the Navy is able to place the right person, civilian or military, active or reserve, who possesses the right skills and qualifications, into the right place (billet) at the right time, thereby enabling mission accomplishment.

Part I.  The Manpower Process

· Section 1.  Terminology

· Section 2.  Key Players

· Section 3.  The Single Manpower Sponsor

· Section 4.   Manpower Information Systems

· Section 5.   Steps in the Manpower Process
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Section 1.  Terminology
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Manpower uses a unique dialogue or “alphabet soup all its own.”  Even so-called manpower experts will, at times, define the same term in a different way. The purpose of this section is to acquaint you with some basic terms and definitions used in manpower.  They are grouped by category rather than alphabetically.   The NAVMAC Laptop Computer Course, Introduction to Navy Manpower (INM), that you will review in the next section, includes a more extensive “lexicon” of manpower terms. 

Manpower Basics

AUTHORIZATION.  Manpower requirement supported by appropriate funding or meeting other established criteria.  

END STRENGTH.  On a Navy-wide level, end strength refers to the total number of personnel authorized by Congress as of the last day of the fiscal year (also called end strength controls).  On an activity level, end strength refers to the total number of funded requirements or authorizations assigned to that activity.  

FYDP.  The Future Years Defense Program (FYDP) is the official program which summarizes the Secretary of Defense (SECDEF) approved plans and programs for the Department of Defense (DoD) and outyear projections.  It is supported by a computer database (WINPAT) for updates of budget decisions and reprogramming actions.

MANNING.  Manning, traditionally thought of as “personnel,” refers to a multi-step process which includes recruiting, training, promotion, retention, and distribution of personnel to fleet and shore activities to fill manpower requirements.  Manning deals with “faces.”
MANPOWER.  Manpower refers to a multiple step process that includes the identification of the activity’s mission, determination of the requirements needed to accomplish the mission and obtaining the funding or authorizations for those requirements.  Manpower deals with “spaces.”

MANPOWER CLAIMANT.  A principal official responsible for manpower within their constituency.  They are responsible for ensuring that requirements and personnel are available to support Naval activities, and work to determine manpower requirements at a skill specific level.
NAVMAC.  The Navy Manpower Analysis Center (NAVMAC) is the branch of N12 responsible for determining manpower requirements for fleet activities, and monitoring the Shore Manpower Requirements Determination Program (SMRDP) for shore activities.  NAVMAC is the Functional Manager for the Total Force Manpower Management System (TFMMS), charged with the responsibility of maintaining its manpower requirements database.

OPNAVINST 1000.16 Series.  OPNAV Instruction 1000.16 series, “Manual of Navy Total Force Manpower Policies and Procedures,” provides information, policies, tasking and procedures for acquiring and effectively managing all Navy manpower. 

PPBES.  The Planning, Programming, Budgeting and Execution System (PPBES) is a DoD resource management system which assists CNO and the Secretary of the Navy (SECNAV) in making decisions regarding the allocation of Navy resources to fund specific programs in support of national strategy.
QUANTITY.  Quantity refers to the number of billets needed by an activity to fill its manpower requirements.

QUALITY.  Quality refers to the skills and experience (skill level and paygrade) required to perform the functions associated with a billet.

REQUIREMENT.  A specific manpower space, which is, assigned qualifiers that define the duties, tasks, and functions to be performed and the specific skills and skill level required to perform the delineated functions.  A requirement is a stated manpower need, based on an activity’s mission, functions and tasks or Required Operational Capability/Projected Operational Environment (ROC/POE).  

RESOURCE SPONSOR.  A principal official responsible for an identifiable group of resources which constitute inputs to warfare and supporting functions.  Resource Sponsors control the funding for authorizations.

Information Systems
RIS.    The Readiness Information System (RIS) provides Manning Control Authorities (MCAs), Chief of Naval Personnel (CNP), the Enlisted Personnel Management Center (EPMAC), and subordinate commands the ability to obtain, via a teleprocessing system, essential personnel manning information.

RTSS.   Reserve Training Support System (RTSS) is an information system which houses structured Selected Reserve (SELRES) billets and data on SELRES personnel. 

TFMMS.  The Total Force Manpower Management System (TFMMS) is an information system that is the single authoritative source of Navy manpower data.  It tracks manpower resources, requirements and authorizations for active military, reserves, civilians, contractors, and other types of manpower.

TMMCA.  The TFMMS Micro Manpower Change Application (TMMCA) is a software package that allows manpower managers to initiate an Activity Manpower Document (AMD) change request through a personal computer vice the TFMMS mainframe.

PBIS.  The Program Budget Information System (PBIS), is an information system that provides access to the FYDP and Resource Allocation Display (RAD) database.  PBIS is used as tool during the PPBS cycle.

The Manpower Process

AMD.  The Activity Manpower Document (AMD) is a statement of an activity’s quantitative and qualitative manpower requirements and authorizations.  It is the single official statement of organizational manning and billets authorized, used for current and future peacetime and mobilization manpower planning in the areas of personnel strength planning, recruiting, training, promotion, personnel distribution, and Reserve recall.

ER.  An Efficiency Review (ER) is a systematic means of determining the minimum resources necessary to accomplish a shore activity’s mission.  ER, along with the Navy Manpower Mobilization System (NAMMOS), merged under the Shore Manpower Requirements Determination Program (SMRDP).  

FMD.  Fleet Manpower Document (FMD) provides quantitative and qualitative manpower requirements of a sea duty activity or a sea duty activity with shore components that are operationally dependent upon one another and include operational units other than ships or squadrons.

MANPOWER REQUIREMENTS DETERMINATION.  The process by which manpower requirements are identified, quantified/qualified, and validated.  NAVMAC is responsible for determining manpower requirements for fleet activities based upon the ROC/POE.  For non-fleet activities, manpower requirements determination is a decentralized process whereby claimants utilize Efficiency Reviews (ERs) or other equivalent analytical means to establish manpower requirements.  Resource sponsors then provide the authorizations against claimant determined requirements. 

ROC/POE.  Required Operational Capability (ROC) and Projected Operating Environment (POE) are the documents used to identify combat and combat support missions with specifically defined capabilities for ships and squadrons.  A ROC defines the mission.  A POE establishes the conditions under which the mission must be carried out.  

SHORE MANPOWER REQUIREMENTS DETERMINATION PROGRAM.  The Shore Manpower Requirements Determination Program (SMRDP) consists of the policy and procedures for standardizing manpower requirements for like functions across all Navy shore activities to help maintain credible and current statements of manpower requirements, and for incorporating quality, productivity, performance, and operational improvements.

SMD.  The Ship Manpower Document (SMD) provides quantitative and qualitative manpower requirements for an individual ship or class of ships and the rationale for determination of the requirements, based on the ROC/POE.

SQMD.  The Squadron Manpower Document (SQMD) provides quantitative and qualitative manpower requirements for an individual aviation squadron or class of squadrons and the rationale for determination of the requirements, based upon the ROC/POE.

Section 2.  Key Players


This section will acquaint you with some of the key players in the manpower world, and briefly outline their function and responsibilities.
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Manpower Claimant.   The manpower claimant works with the manpower representatives of naval activities to ensure that requirements and personnel are available to accomplish an activity’s mission.  They work to determine manpower requirements at a skill specific level, including rank, rate, designator, NOBC, and NEC, so that the requirement can be defined at the billet level of detail.   Exhibit 1 lists the major claimants.

NAVMAC. The Navy Manpower Analysis Center (NAVMAC) is the branch of N12 responsible for determining manpower requirements for fleet activities, and monitoring the Shore Manpower Requirements Determination Program (SMRDP) for shore activities.  NAVMAC is the Functional Manager for the Total Force Manpower Management System (TFMMS), charged with the responsibility of maintaining its manpower requirements database. http://www.navmac.navy.mil/
N80.  N80 is the Programming Division of N8, Resources, Warfare Requirements, and Assessments.  N80 serves as the coordinator for the Navy during the PPBS cycle, and acts as the review authority for programming decisions.  N801D is the Manpower Personnel Navy (MPN) analyst and N801R is the Reserve Personnel Navy (RPN) analyst.

Resource Sponsor. A resource sponsor controls the funding to support and pay for the requirements of the manpower claimants.  They determine the priority for allocating funding and end strength to activities.  A resource sponsor can be thought of as the $$$ (money) person, or banker, who writes the checks to pay for the end strength applied against validated requirements.  They bridge the gap between the requirements and funding the authorizations.  Resource sponsors are organized along program sponsorship lines.  Exhibit 1 lists the resource sponsors.  

Total Force Programming, Manpower and Information Resources Division (CNO N12).  This is the Single Manpower Sponsor who acts as the “honest broker” or adjudicator between resource sponsors and claimants on manpower issues.  The Single Manpower Sponsor has the responsibility of evaluating manpower issues from the “total Navy” perspective, and making the decision which is in the best interests of the total Navy force.  The Single Manpower Sponsor is also responsible for TFMMS management and oversight, primarily through NAVMAC.  The concept of the Single Manpower Sponsor will be discussed in more detail in the next section.

	Claimant
	Manpower Claimant Name

	02
	 Central Operating Activity (COA)

	11
	 Chief of Naval Operations (CNO) Assistant for Field Support (N09B)

	12
	 Assistant for Administration, Office of Under Secretary of the Navy (AAUSN))

	14
	 Chief of Naval Research (CNR)

	15
	 Officer of Naval Intelligence (ONI)

	18
	 Chief, Bureau of Medicine and Surgery (BUMED)

	19
	 Commander, Naval Air Systems Command (COMNAVAIRSYSCOM)

	20
	 Defense Finance and Accounting Service (DFAS)

	21
	 U.S. Army (USA)

	22
	 Chief of Naval Personnel (CHNAVPERS (PERS-02))

	23
	 Commander, Naval Supply Systems Command (COMNAVSUPSYSCOM)

	24
	 Commander, Naval Sea Systems Command (COMNAVSEASYSCOM)

	25
	 Commander, Naval Facilities Engineering Command (COMNAVFACENGCOM)

	27
	 Commandant of the Marine Corps (CMC)

	29
	 Secretary of Defense/Chairman, Joint Chiefs of Staff (JCS)

	30
	 Director, Strategic Systems Programs (CM3) (DIRSSP)

	33
	 Commander, Military Sealift Command (COMSC)

	34
	 Defense Technology Security Agency (DTSA)

	35
	 Ballistic Missile Defense Organization (BMDO)

	36
	 Defense Advanced Research Projects Agency (DARPA)

	39
	 Commander, Space and Naval Warfare Systems Command (COMSPAWARSYSCOM)

	40
	 Defense Contract Management Agency (DCMA)

	42
	 Defense Threat Reduction Agency (DTRA)

	43
	 Director, Defense Information Systems Agency (DISA)

	44
	 Director, Defense Intelligence Agency (DIA)

	45
	 Director, National Security Agency (DIRNSA)

	46
	 Defense Air Reconnaissance Office (DARO) 1st/2nd

	47
	 Defense Inspector General (DIG)

	48
	 Director, National Imagery and Mapping Agency (NIMA)

	51
	 Director, Defense Logistics Agency (DLA)

	52
	 Commander, Navy Installations (CNI) – Effective 1 Oct 2003

	53
	 Defense Commissary Agency (DECA)

	54
	 Department of Defense (DOD) Dependents Education Agency (DODDEA)

	56
	 DOD Human Resources Agency (DODHRA)

	57
	 U.S. Air Force (USAF)

	59
	 Defense Legal Services Agency (DLSA)

	60
	 Commander, U.S. Atlantic Fleet (COMUSLANTFLT)

	61
	 Commander, U.S. Naval Forces, Europe (COMUSNAVEUR)

	62
	 Commander, Naval Education and Training (CNET)

	65
	 Commander, Naval Meteorology and Oceanography Command (COMNAVMETOCCOM)

	69
	 Commander, Naval Security Group Command (COMNAVSECGRU)

	70
	 Commander, U.S. Pacific Fleet (COMUSPACFLT)

	72
	 Commander, Naval Reserve Force (COMNAVRESFOR)

	74
	 Commander, Naval Special Warfare Command (COMNAVSPECWARCOM)

	75
	 U.S. Transportation Command (USTRANSCOM)

	76
	 Commander, Naval Education and Training Command (NETC)

	RS Code
	Resource Sponsor Name

	00T
	 Commander, Naval Education and Training Command (N00T)

	091
	 Director of Navy Test & Evaluation and Technology Requirements (N091)

	093
	 Surgeon General of the Navy (N093)

	096
	 Oceanographer of the Navy (N096)

	09B
	 Assistant Vice Chief of Naval Operations (N09B)

	1
	 DCNO Manpower and Personnel (N1)

	1J
	 DCNO Manpower and Personnel (N1) Joint

	2
	 Director of Naval intelligence (N2)

	4
	 DCNO (Logistics)(N4)

	61
	 Director, Space, Information Warfare, Command and Control (N6)

	75
	 Director, Expeditionary Warfare Division (N75)

	76
	 Director, Surface Warfare Division (N76)

	77
	 Director, Submarine Warfare Division (N77)

	78
	 Director, Air Warfare Division (N78)

	79
	 Director of Naval Training (N79)


Exhibit 1. Manpower Claimants and Resource Sponsors 

Section 3.  The Single Manpower Sponsor
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Admiral Boorda

 

                                                        16 August 1994

 



The Single Manpower Sponsor concept originated with Admiral Boorda, and goes back to his time in the Bureau of Naval Personnel prior to his being Chief of Naval Operations (CNO).  Admiral Boorda was dissatisfied that there was no one single point of contact to resolve manpower issues.  Upon becoming CNO, Admiral Boorda instituted this concept.


Under this concept, the Chief of Naval Personnel (CNP), as the Deputy CNO for Manpower and Personnel (N1), assumed the responsibility for oversight of resourcing and manning of all Navy manpower, active and reserve, and civilian end strength.  Specifically, the Single Manpower Sponsor was to:

· ensure that  the appropriate numbers of personnel are requested during POM and budget preparation to meet specified levels of readiness

· ensure that the required funding to support those personnel was available

· work closely with Deputy CNO for Resources Warfare Requirements and Assessment (N8) to ensure that manpower and manpower funding do not fall below specified levels of readiness


The Single Manpower Sponsor was further tasked with assuming a more robust assessment responsibility through close liaison with Resource Sponsors and Appropriation Sponsors (see page 21 for definitions) through all phases of the PPBS process.  It was to function as the “honest broker” throughout the entire PPBS process by taking an adjudication role between resource sponsors.  It would also assume the lead role in executing manpower change requests originating at the claimant level.

In January 1995, the Total Force Programming and Manpower Division was stood up as CNO (N12) to execute the role of the Single Manpower Sponsor.  Its major 

functions include:

· plan, program, and allocate manpower in accordance with CNO priorities

· serve as the single point of contact for claimant and resource sponsors on manpower issues

· review and program validated manpower requirements in accordance with programming priorities

· review and approve reprogramming actions to ensure they meet fiscal guidance and programming priorities

· liaison with resource sponsors to ensure effective and balanced programs within fiscal guidance

· develop the Baseline Assessment Memorandum (BAM) for Manpower and Personnel

· assist Resource Sponsors with the development of Sponsor Program Proposals (SPP)

·  develop the Post-SPP Assessment for Manpower and Personnel

· resolve requirements versus end strength in sufficient time to optimize training and facilitate the distribution process

· oversight for civilian Full-time Equivalent (FTE) end strength  (future function)


Since its inception, the N12 organization has expanded, and is known as the Total Force Programming, Manpower and Information Resource Management Division.  A detailed description is provided in Part IV, The N12 Organization. 

Section 4.  Manpower Information Systems


There are a number of information systems used by manpower technicians.  The systems you will primarily use are TFMMS, the Total Force Manpower Management System, WINPAT, the Windows Program Analyst’s Toolkit, and RIS, the Readiness Information System.  N12, as the Single Manpower Sponsor, is the functional manager for TFMMS.  


TFMMS.  TFMMS is the single authoritative source of Navy manpower requirements and authorization data.  TFMMS provides users of manpower information with effective automatic data processing support for manpower planning and programming functions. The TFMMS database contains information on military personnel, active and reserve, civilians, and contractors. TFMMS also supplies information to other civilian and military personnel accounting and distribution systems to assist them in their total force management functions.


TFMMS has three major overlapping components or files:

· The FYDP File reflects the quantity of budgeted end-strength at an activity.  It is maintained by N122E.  

· The Billet File shows all current requirements/authorizations at a detailed level by quantity and quality.  It is maintained by NAVMAC.  

· The Activity File contains descriptive and distribution data for all activities assigned or that will be assigned requirements/authorizations.  It is maintained by N122E.  


TFMMS tracks and displays Navy manpower requirements through the use of unique Billet Identification Numbers (BIN).  Once a requirement is approved and entered into TFMMS, the system assigns a BIN, which can be thought of as a “social security number.”  The BIN is used to authorize the requirement, make changes, and to query the requirements/authorizations database.  TFMMS mandates that the requirement be identified first, the Future Years Defense Program (FYDP) source or end strength identified second, with the billet authorized last.    TFMMS can therefore be used to view requirements, authorizations and FYDP.


TFMMS can also be used for viewing the Activity Manpower Document (AMD).  The AMD is the single official statement of organization manpower requirements and billets authorized for a Navy activity.  It is the basic document used for planning, recruiting, training, promotion, quotas, and personnel distribution.  AMDs are printed from the TFMMS database.  


Changes to the TFMMS data base, and hence change to existing AMDs, are made through the creation of an AMD Change Request or TFMMS “packet.”  TFMMS packets can be created and tracked in TFMMS, displayed for view, accessed for modification, and electronically routed for approval through the “chop chain.”   Manpower managers who do not have access to the TFMMS mainframe can make changes to an AMD through the TFMMS Micro Manpower Change Application (TMMCA) software package.


TFMMS can also be used to run queries on manpower information.  Queries can be run on FYDP data, single activity manpower data, requirements, authorizations, and quantity/quality(quan/qual)--a snapshot view of FYDP versus billets authorized and the difference between the two.  


PBIS.  The Program Budget Information System (PBIS), is an information system that provides access to the FYDP and Resource Allocation Display database.  PBIS is used as a tool during the PPBS cycle, and is discussed further in Part III, Section 1.  


RIS.  The Readiness Information System (RIS) provides Manning Control Authorities (MCAs)--Chief of Naval Personnel (BUPERS), Commander in Chief, U.S. Pacific Fleet (CINCPACFLT), Commander in Chief, U.S. Atlantic Fleet (CINCLANTFLT), and Commander, Naval Reserve Force (COMNAVRESSFOR), and the Enlisted Personnel Management Center (EPMAC), the ability to obtain, via a teleprocessing system, current essential management information including manning information, billet data, activity data, personnel information, and personnel requisitions  The MCAs and EPMAC need this information to monitor personnel manning and readiness.


Manpower Query System (MQS).  The Manpower Query System (MQS) provides direct access to TFMMS data, allowing easy viewing and fast, flexible ad hoc queries.  A complete “snapshot” of all TFMMS data is loaded on a separate server, and data is accessed by using either Microsoft (MS) ACCESS or MQS support software.  The data set is updated at the beginning of each month.  


Currently, the data is organized into 15 “tables” containing requirement, authorization, and end strength information at the billet or activity level.  Queries can be built to sort, sum or group any field or combination of fields, and can be based on any desired criteria.  (If you can see it, and if it is a valid value for the field, you can query on it.)  Additionally, TFMMS data can be compared to data contained in external tables.  Types of queries include:

· list all billets requiring specific designator/pay grade/NEC/location/FAC code/MRC criteria

· count, sum and average specified values for specified fields


The current version is easy to use, but fairly limited in capability.  MS ACCESS is extremely flexible.  Almost any report currently received from Navy Reserve Information Systems Office (NRISO) can be built using ACCESS, with the results printed locally, or exported to EXCEL or to text files.  There are still some difficulties with the system that need to be resolved.  

Remember, the system will give you “what you asked for”, not “what you meant”.   You must carefully think through how you ask the question, ensure that the logic is correct, and ensure that you understand the actual meaning and format of the underlying data.  Very large queries may exceed the hardware capacity of your personal computer.

Section 5.  Steps in the Manpower Process
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The basic steps of the manpower process are pictured in the diagram on the left. It begins with the identification of a Naval activity's workload based on its "Required Operational Capability/Projected Operational Environment" (ROC/POE) statement for operational activities or Mission, Functions, Tasks (MFT) for shore activities. The manpower requirements needed to accomplish this workload are then identified, both in terms of quantity, meaning the number of requirements, and in terms of quality, meaning the pay grade plus skills required to perform that requirement.  Requirements are then validated, or reviewed, to ensure they meet the criteria of the ROC/POE statement or MFT.  Once a valid requirement has been identified, programming decisions regarding funding are considered.  If funding is allocated or authorized against a validated requirement, a billet is created, which is then available for fill through the personnel system.  Detailed instructions for each step of this process are outlined in the OPNAVINST 1000.16 series, "Manual of Navy Total Force Manpower Policies and Procedures."

Requirements Determination and Validation.  The process for requirements determination and validation differs between operational activities (ships and squadrons), and shore activities.  Operational requirements are determined based on an activity's ROC/POE while shore requirements are determined according to the Shore Manpower Requirements Determination Program (SMRDP).  NAVMAC validates requirements for fleet activities using the ROC/POE.  The manpower claimant validates requirements for shore activities using SMRDP.

Operational Manpower Requirements.  The establishment of valid wartime

requirements is essential for ensuring that the force is properly manned to meet readiness requirements.  Wartime manpower requirements, or M+1, equates to the personnel required to accomplish 100% of the work tasked to the ship, squadron, or staff being evaluated.  Wartime requirements have their genesis in strategy and are translated into mission requirements as delineated in a ROC/POE.

Warfare sponsors (WS) are the originators of ROC/POEs.  They are also responsible for revisions to existing ROC/POEs.  A WS prepares a draft/revision and forwards it to NAVMAC for manpower impact assessment.  NAVMAC assesses the rough draft change to the ROC/POE statement and develops AMD Change Requests, if required.  These documents, or a statement indicating that no AMD changes are required, will be forwarded to the applicable WS via N12.  The WS will package the AMD changes (if any) with the rough draft change to the unit ROC/POE statement and forward to Fleet Commander-in Chiefs (FLTCINCS) and Type Commanders (TYCOMS), and if appropriate, the System Commander (SYSCOM) for review.  Following their review, the WS prepares a final draft and forwards to the Deputy Chief of Naval Operations (Plans, Policy and Operations) (N3/5) for policy/doctrine review.  Upon N3/5 approval, the WS signs the ROC/POE and forwards to NAVMAC who enters the final AMD changes, if required, into TFMMS.

The requirements determination process for operational activities starts with NAVMAC's assessment of a valid ROC/POE which states a unit's fighting manpower requirements (M+1).  Ship manpower requirements are derived from empirical functional workload data in the ROC including Operational Manning (OM) or Watch Stations, maintenance, Own Unit Support (OUS) or administrative/support functions, and directed requirements or special CNO-mandated programs.  For aviation squadrons, data provided in the POE is the most significant input to determining requirements.  Aircraft authorization, crew seat ratio and other factors, flight hours and sortie length, etc. from the POE are applied to the statistical workload prediction models and staffing standards.  Fleet validation and analysis is applied throughout the process to refine the outcome.

NAVMAC reviews the ROC/POE document (or mission) and unit configuration, collects and analyzes data, and uses an algorithmic model which applies various manpower staffing standards to determine workload which is expressed in terms of "manhours."  NAVMAC applies the CNO-directed Standard Workweek, a net of 67 hours productive time per week, plus other CNO factors or allowances to the total workload.  Following NAVMAC's analysis, the document is sent to the Fleet for comment and approval.

Shore Manpower Requirements.  The manpower claimant is responsible for the determination and validation of shore manpower requirements.  The claimant will review, measure, and assess an activity's requirements against the activity's workload.  The claimant will consider both peacetime and wartime requirements which are necessary for accomplishing the workload of the activity.  Requirements are further identified in terms of quantity and quality.  The basic process for the determination of shore manpower requirements is described below:

· Identify the specific workload functions that must be performed based on Mission, Functions, and Tasks MFT).  Determine each specific task to be performed, the frequency of the task, and the length of time to complete the task.  For example, a task at a PSD might be the type and number of service record entries to be made each month, and the length of time required to complete each entry.  Also considered is the equipage onboard the activity.  Automative devices will affect how long it takes to accomplish a given task.

· Determine the minimum quantity of manpower required to support the activity's workload using Industrial Engineering techniques.  The most common techniques used are staffing standards, operational audit, and work sampling.  Apply the Standard Formula of requirements determination:

· total monthly manhours divided by the Navy standard work month (145.136) =

total number of requirements
· Determine the mix of manpower needed, whether it is military, active or reserve, civilian, or contractor.

· Determine peacetime requirements first and use them as a baseline from which to determine wartime requirements.

· Wartime requirements are then determined in the same manner except that the number for the standard work month changes to 249, to account for an increased workweek of 60 hours.

· Compare the results to the current AMD and submit an AMD Change Request if necessary.

Manpower Documents.  Valid requirements are entered into the TFMMS data base, and manpower documents including Ship Manpower Documents (SMD), Squadron Manpower Documents (SQMD), and Efficiency Reviews (ER) are then updated to reflect the quantitative (number) and qualitative (paygrade + skill) requirements of a ship, squadron, or shore activity.

Authorization of Funding.  Once a valid requirement has been identified, the resource sponsor must decide whether to allocate funding or "authorize" end strength against the requirement.  Fleet manpower levels are determined by force structure.  Fleet manning was set at 90% of M+1 during POM-98.  Shore manning levels are not specified, but requirements must be based on validated Efficiency Reviews.


If funding is allocated, an authorization is entered into TFMMS.  A new AMD is then generated which reflects the quantity and quality of authorized billets, which are available for, fill by personnel.

Creating a Billet.  A billet is created when a valid requirement is matched to an authorization.  For active duty and Full-Time Support (FTS) personnel, the number of billets cannot exceed the number of authorizations.  The billet is considered authorized, and is assigned CNO-approved qualifiers that define the duties, tasks and functions to be performed, and the specific skills and skill level required to perform the delineated functions.  Authorized billets are identified on the AMD by a Manpower Resource Code (MRC) which indicates how the billet is to be resourced, i.e. military or civilian, active or reserve, broken down to specific manpower categories.  Once a billet is authorized and reflected on the AMD, it can be passed to the personnel distribution system so that a person may be assigned to fill that billet.

Selected Reserve (SELRES). Prior to January 1999, funding and billet creation worked differently for SELRES personnel.  The ability to authorize requirements as SELRES was unconstrained at the Manpower Claimant level.  CNO (N095) made programmatic decisions on end strength.  Under revised business practices, SELRES manpower management rules mirror those in place for MPN/active RPN and provide visibility and control to Resource Sponsors (RS) and Manpower Claimants.  SELRES billets displaying a Manpower Resource Code (MRC) of "RA" are authorized and equal end strength provided by RS.  Both funded "RA" and unfunded "RX" billets will be sent to COMNAVRESFOR to provide flexibility in structuring in order to adequately execute end strength.  Unfunded SELRES billets will typically represent 10-15% above authorized end strength.


Billets are structured in the Reserve Training Support System (RTSS) by the Commander, Naval Surface Reserve Force (COMNAVSURFRESFOR) and the Commander, Naval Air Reserve Force (COMNAVAIRESFOR) based on requirements passed from the TFMMS database.  Prioritization decisions as to which billets are structured are made based on input provided by Program Managers, Resource Sponsors, and Manpower Claimants.  As the RPN Appropriation Sponsor, N095 also plays a role in the prioritization of requirements.  Once a SELRES billet is structured in RTSS, it appears on the Reserve Unit Activity Document (RUAD), produced at Reserve Centers, and is available for fill.
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PART III.  The PPBS Process

Section 1.  PPBS Overview


The Planning, Programming, and Budgeting System (PPBS) is a Department of Defense (DoD) resource management system which employs a decision-making process to allocate limited resources (money) among many competing requirements.  Requirements include manpower (personnel costs), technology such as ships and planes, hardware such as computer systems, support and maintenance, procurement, and construction.  Its purpose is to: 

· ensure that national defense resources are allocated in a manner that produces the best possible military force in order to meet mission needs

· produce a realistic and responsible plan that extends more than one year into the future

· produce a viable budget in the context of that plan


The PPBS was designed to operate on a biennial cycle, and consists of four phases: planning, programming, budgeting, and execution.


Planning is the establishment of broad DoD and Department of the Navy (DoN) objectives.  It involves threat assessment in view of the geopolitical environment/world situation resulting in the development of national policy and strategy which is then used in the development of force planning guidance.  It also involves the assessment of service programs for their applicability in meeting established strategy and policy objectives.


Programming is the allocation of available resources in support of program proposals.  Its main objective is to match programmatic decisions to planning and fleet needs through the development of a six-year plan called the Future Years Defense Program (FYDP).  It involves various assessment studies and preparation of the Program Objectives Memorandum (POM) or Program Review (PR).   The POM/PR is a detailed recommendation on the application of resources, which serves as the primary means for reviewing and revising SECDEF approved programs.  POMs are conducted in even numbered years (POM00, POM02, etc.) and PRs are conducted in odd years (PR01, PR03, etc.)


The Future Years Defense Program (FYDP) is the basic DoD programming tool.  Each PPBS cycle builds on the previously developed FYDP.  The FYDP links policy, strategy, and objectives to specific forces and major programs for all DoD components over a six-year period.  It documents decisions made during the programming and budgeting phases of the PPBS.  It’s structured to portray a six year horizon of manpower and funding, and eight years of force levels.  It portrays data in two ways: by major force programs for DoD review, and by appropriation (specific budget) for congressional review.  It is updated three times each year – President’s Budget (Jan/Feb), Post POM/PR )May/Jun) and Summer Review (Aug/Sep).  


The Resource Allocation Display (RAD) is the DoN programming database, and provides a continuum of data through the programming and budgeting process.  It is also provides an audit trail for program and budget decisions.  A new RAD is developed each time the FYDP is updated.


Access to the FYDP/RAD data base is provided through PBIS, the headquarters’ information system that allows claimants, resource sponsors, assessment sponsors, and appropriation sponsors to view the Navy Total Obligational Authority (TOA). (Refer to Part I, Section 4.)    PBIS allows you to create an “issue”” for consideration during POM build.  An issue can be created, justified, modified, or deleted.  PBIS also provides access to historical issue records.  Selected records can be retrieved via data base queries, printed as a report, or saved to a spreadsheet.      


Budgeting is the conversion of resource requirements into budget displays for submission to Congress.  It includes an assessment of the executability of programs, their compliance with planning/force guidance, and justification of budget costs.   


Execution is the implementation part of the budgeting process.  It includes the distribution of funding (appropriations) by Congress to the services, which then obligate the funds.


Note:  The PPBES was designed as a two-year cycle, with a POM being submitted for even numbered years only, and a Program Review being done during odd numbered years.  The purpose of the Program Review was to take a look at the second year of the President’s budget, evaluate program changes between POM submissions, and make adjustments as needed.  However, Congress has not yet appropriated funding on a biennial basis.  The result has been that Program Review has taken on the intensity and detail of a POM submission.  In reality, the POM process occurs every year.


Section 2.  Planning

The objectives of the Planning Phase of PPBS are to:

· identify national interests

· examine the world security environment

· define national military strategy

· plan force structure


Planning begins when the President’s senior guidance, including the Office of the Secretary of Defense (OSD), identifies national  interests and reviews global and regional threats.  When completed, their findings are issued as the National Security Strategy.  Following this, the Joint Chiefs of Staff (JCS), through the Joint Strategic Planning System, review the national security environment and objectives, evaluate the threat, and assess current strategy and existing/proposed programs and budgets.  


JCS leads the mission area assessment process and develops the Joint Staff Joint Warfighting Capability Assessment (JWCA).  They then advise OSD on our military strategy and the programs and forces necessary to achieve our national security objectives and issue the National Military Strategy Document (NMSD) and the Chairman’s Program Recommendation and Assessment (CPRA).   The services then issue various strategy and policy documents.  The CPRA, along with service input are considered in the development of the Defense Planning Guidance (DPG) issued by the Secretary of Defense (SECDEF).


The DPG is considered the key document of the Planning Phase, and is used as guidance for POM preparation.  In addition to defense policy goals and strategy, threats, opportunities, and military role, it contains overall force requirements and programming guidance.


The latter stages of the Planning Phase overlap with the assessment stage of Programming.  

Section 3.  Programming

The objectives of the Programming Phase of PPBS are to:


· optimize resource allocation

· translate required capabilities

into definite programs

· bridge the gap between JCS/OSD planning for future years with the year-to-year budget submission required by Congress

It results in the development of the POM, which contains detailed recommendations on the allocation of resources to various programs.  


Key players in the Programming Phase include:

· Resource Sponsor.  A resource sponsor is responsible for a distinct aggregate of resources that constitute a task area.  They are assigned a share of the Navy TOA for that area.

·  Assessment Sponsor.  An assessment sponsor is responsible for common functions spanning multiple resource sponsors.  Assessment sponsors include:

N1:  

Manpower and Personnel

N4:  

Logistics/Facilities

N6

Communications

N00T:

Training

N091:

Research and Development

N095:

Naval Reserve

They identify programming actions needed to ensure capabilities are met by issuing Baseline Assessment Memorandums (BAMs) and determine the extent of accomplishment by resource sponsors following the Sponsor Program Proposals (SPPs) by issuing a Post-SPP Assessment.

· Appropriation Sponsor.  An appropriation sponsor has supervisory control over a specific appropriation or budget, and submits and defends budget documents to the ASN (Financial Management and Budget) (FMB).  Appropriation sponsors commonly associated with manpower issues include the Deputy Chief of Naval Operations (Manpower and Personnel) (N1) for Military Personnel, Navy (MPN) and The Director of the Naval Reserve (N095) for Reserve Personnel, Navy (RPN).

· PPBES Manager (N80), the Programming Division of N8, Resources, Warfare Requirements, and Assessments, is considered the PPBES manager for the Navy.  N80 promulgates the POM schedule, issues guidance via POM Serials, serves as DoN Program Information Center (DoNPIC) and the sole service point of contact on PPBES matters, and ensures compliance with higher guidance.

· Customers.  The Unified Commanders-in-Chief (CINCs) and major claimants are considered the customers of the Programming Phase of PPBS.


Assessment.  The Programming Phase of PPBES begins with the assessment or “program planning” stage, which overlaps the Planning Phase of PPBES. The assessment process provides a review of the “end to end” capabilities of 12 Naval warfighting and support functional areas via Integrated Warfare Architectures (IWARs).  Issues developed from the IWARS will be the basis for a CNO Program Analysis Memorandum (CPAM) for each IWAR.  Individual CPAMs are combined into a Summary CPAM, which replaces the Investment Balance Review, and is the basis for N80’s program planning guidance to Resource Sponsors.  The Summary CPAM is briefed to the CINCs and OPNAV Flags to build consensus, and then reviewed by the Integrated Resources Requirements Review Board (IR3B)  


A BAM is an independent assessment of absolute funding requirements to reach specified levels of readiness prepared by each assessment sponsor.  The purpose of a BAM is to provide Resource Sponsors with the most current budget decision and execution data during POM development by providing baseline costs for projected force levels and specific programmatic support requirements.  Since N1 is the Assessment Sponsor for Manpower & Personnel (M&P), N12 is responsible for the development of the BAM for the M&P assessment area.  As of December 1998, it is unclear if BAMs will be required after PR01.  The long term goal is to have the BAM methodology incorporated into each IWAR.  It is uncertain if the individual IWARs will be able to achieve this. 


Program Objective Memorandum (POM) or (PR) Development.  POM development or “POM Build” requires participation by key players at all levels.  N80 issues Preliminary Program Guidance (PPG) which documents initial investment guidance for Navy programs based on the summary CPAM, DoN Programming Guidance (DONPG), and Defense Planning Guidance (DPG).   PPG is considered the blueprint for POM development.    


The Unified CINCs/Component Commanders and major claimants submit issue papers identifying field-level requirement issues.  N80 reviews and distributes the issues to resource sponsors.  Resource Sponsors must review and respond to/address each issue.  Appropriation sponsors ensure that programs submitted are properly structured, priced, supported, and balanced within fiscal controls.  They advise Resource Sponsors and N80 through recommendations regarding the feasibility of programs.


Following issuance of the PPG, Resource Sponsors adjust their programs to meet prescribed fiscal and programmatic direction.  The Resource Sponsor considers claimant issues, Unified CINC/Component Commander concerns, decisions from the summary CPAM, and DPG guidelines. The Resource Sponsor can make other corrections and adjustments within the bounds of the fiscal guidance to reflect program changes.   The end product of this process is the Sponsor Program Proposal (SPP).  This data is used by N80 to update the RAD.  SPP documents are then presented to N8 for adjudication.  Following SPP presentations, adjustments to the database will be made available for Claimant/Component Commander review.  N122 Resource Sponsor liaisons work directly with their respective Resource Sponsor during the SPP process.


Following SPP submission, Assessment sponsors will prepare Post-SPP Assessments analyzing the degree to which SPPs meet PPG and BAM recommendations, balancing competing requirements within a particular assessment area.    SPPs and Post-SPPs are reviewed by the Integrated Resource Requirements Review Board (IR3B), which can accept, reject, or adjust program proposals.  SPP adjustments are issued by N8 as “ZOWs” (Zumwalt’s Own Words).  The results are provided to CNO who conducts a program review.  CNO decisions form the Tentative POM (T-POM) which is briefed to Secretary of the Navy (SECNAV).  SECNAV decisions form the basis of the “end game” or Navy POM, which is delivered to the Office of the Secretary of Defense (OSD).  


At this point the POM consists of multi-volume documentation and FYDP data.  OSD, JCS, and CINCs review the service POMs, and develop major issues.  Deputy SECDEF promulgates final decisions via the Program Decision Memorandum (PDM).  PDMs are final and binding. 

Section 4.  Budget Review  

The objectives of the Budgeting Phase of PPBS are to:

· develop the most defensible

and executable budget possible

· accommodate changes driven by

higher authority


Budget Review is a two-tiered process, with one review conducted by the Financial Management and Budget (FMB) office, followed by an OSD review, also called “Summer Review.”  The sequence of events is similar for each review.
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Adjustments or marks are issued in the form of Program Budget Decisions (PBD).  Appeals are submitted in the form of a Reclama, a short-fused process that can involve a large number of players.  Turn around time to submit a reclama to a PBD may be less than 72 hours.   N120 and N122 personnel are actively involved in providing data for reclamas to PBDs involving manpower issues, during the FMB and OSD reviews.


Once the President’s Budget (PRESBUD) is passed to Congress, Congressional hearings and reviews commence.  When agreement is reached, Congress passes an Authorization Bill establishing programs and setting maximum funding levels.  A subsequent Appropriation Bill is later passed which authorizes the apportionment of funding to the services for budget execution.

Section 5.  Execution



The final phase of PPBS is Execution.  Following the appropriation of funding by Congress, the Office of Management and Budget (OMB) releases Budget Authority (BA) to OSD.  OSD in turn will issue funding to military departments and defense agencies.  In the case of the Navy, OSD releases funding to FMB.  FMB is responsible for the release of funds to Operating Budget (OB) Holders.  A portion of funding, called Reserve Funding, is always held back and used for emergent problems and redistribution at mid-year.
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