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WHAT IS PPBS?

PPBS had its birth in the Department of Defense in 1962 under then Secretary of Defense Robert McNamara.  In the simplest of terms, PPBS is a system designed to assist the Secretary of Defense in making choices about the allocation of resources among a number of competing or possible programs and alternatives to accomplish specific objectives in our national defense.  In other words, the ultimate objective of PPBS is to provide operational commanders with the best mix of forces, equipment and support attainable within fiscal constraints.


PPBS can be summarized in a few words.  Based on the anticipated threat, a strategy is developed.  Requirements of that strategy are then estimated and programs are developed to package and execute the strategy.  Finally, the costs of approved programs are budgeted in the sequence shown in Figure A.


PPBS translates national security interests developed by strategic planners into military requirements and finally into budgetary requirements which are presented to Congress for funding consideration.  The Comptroller and other field level personnel should be somewhat familiar with the PPBS process, since this is what drives our annual budget process.



The PPBS process operates year-round; each of the three functions of the system (planning, programming and budgeting) operates on a near-continuous basis, although not simultaneously on the same fiscal year.  The process moves from broad planning considerations to more definitive program objectives to specific budget estimates that price out the programs.

    
The PPBS differs from the traditional budgeting process that preceded it in two significant ways.  First, PPBS tends to focus less on the existing base and annual incremental improvements to it.  Instead, its focus is more on objectives and purposes, and the long-term alternative means for achieving them.  As a result of this emphasis, planning has been elevated to a level on par with budgetary management and control.  Secondly, PPBS brings together planning and budgeting by means of programming, a process which essentially defines a procedure for distributing available resources equitably among the many competing or possible programs.

AN OVERVIEW OF PPBS AS A SYSTEM
· HISTORY
    
In the early part of this century, the emphasis in the federal budget process was the control of actual expenditures.  Budget estimates were totals of expenses for items such as salaries, spare parts, or office supplies.  There was no functional or mission structure to classify cost.


Reforms in the 1940's and 1950's shifted the emphasis in budget estimates to measuring performance.  Performance measures of effectiveness were developed (for example, "miles of road paved per day"), and the budget was based upon functions, activities and projects.  However, there was no systematic way to ensure that the budget supported the mission or plans of the DoD.  Consequently, when the budget changed hands or when new issues rose in popularity, objectives or planned courses of action changed also, destroying continuity from year to year.

   
In the 1960's, Secretary of Defense Robert McNamara introduced a planning and programming cycle to the budgeting process.  The cycle defined the forces and programs needed to support the national defense strategy.  After the need was quantified, the most cost-effective means of meeting the need could be established and included in the budget.

    
The PPBS concept was developed and installed by Charles J. Hitch, the Assistant Secretary of Defense (Comptroller) under McNamara, in the FY 1963 DoD budget.  It was a revolutionary change, and introduced the concept of programming as a bridge between the already established functions of military planning and budgeting.  

  
As one would expect, the Planning, Programming and Budgeting System consists of three phases:

1. A planning phase where the global threat is assessed and strategy to meet the threat is defined.

2. A programming phase that translates the strategic plans into programs defined in terms of forces, personnel, material, and dollars.

3. A budgeting phase which expresses the programs in terms of biennial funding requirements.

· THE DEFENSE RESOURCES BOARD (DRB)
 
  The DRB is a high level committee that manages the three phases of PPBS for the Secretary of Defense.  The DRB's responsibilities include:

1. Reviewing proposed planning guidance.

2. Resolving major program and budget issues.

3. Advising the SECDEF on policy, planning, program, and budget issues/proposed decisions.

4. Directing evaluations/reviews of high priority programs on a regular basis.

   
The DRB membership includes:

1. DEPSECDEF (Chairman)

2. Service Secretaries

3. USD (Comptroller)

4. USD (Policy)

5. USD (Acquisition)

6. Chairman of the JCS

7. ASD (Program Analysis and Evaluation)

8. Service chiefs, CINCs and other invited leadership

9. Executive Secretary: Special Assistant to DEPSECDEF

PHASE 1 - PLANNING 
    
The first phase of PPBS begins with a review of the state of U.S. national security objectives, consideration of broad strategies for dealing with the threats to national security and development of force structures and levels that will support those strategies.  Those steps are followed by development of defense-wide policies with respect to manpower, logistics, acquisition and other functional areas.  Figure B shows an overview of the planning phase of PPBS.  


Planning elements are brought together under the general direction of the Under Secretary of Defense for Policy.  They represent the views of all the senior defense staff offices, including the various elements of the Office of the Secretary of Defense (OSD), the Joint Chiefs of Staff (JCS), the unified and specified commanders (CINCs) and affected staff elements of the military services and defense agencies.  The broad elements of national security policy guidance are also derived in coordination with the National Security Council and the Office of Management and Budget.  



The planning guidance that arises from this process is reviewed by the Defense Resources Board (DRB).  This is to ensure that the guidance represents realistic and executable direction.  Upon completion of that review, the Defense Planning Guidance (DPG) is signed out by the Secretary of Defense to the military departments and defense agencies, with instructions to prepare and submit their Program Objectives Memoranda (POM) consistent with that guidance.

MAJOR EVENTS IN THE PLANNING PHASE 
1. Identify national interests.  Determined by the President after receiving information from a myriad of sources, including the State Department, the National Security Council, the Congress and other executive agencies.

2. Examine world security environment.  This is the collection and evaluation of strategic intelligence, including consideration of threats to national interests, international defense policy objectives and current defense status.  Foreign policy objectives include our international treaty commitments (e.g. NATO) and the access to various parts of the world (e.g. Middle East oil).  An evaluation of the threat provides the basis for our defense needs.  The Central Intelligence Agency (CIA) and the Defense Intelligence Agency (DIA) are responsible for assessing the current environment.

3. Define national military strategy.  The next step is to determine the military strategy and force levels needed to counter the threat and ensure that our defense policy objectives will be achieved.

4. Plan Force structure.  The guidance which is developed during the planning phase will prepare Navy commands to develop programs that will lead to the achievement of our goals and objectives.  The planning decisions that are documented in the form of guidance will serve as policy and resource direction for the programming phase.

THE DEFENSE PLANNING GUIDANCE (DPG) 

The Defense Planning Guidance (DPG) is the primary output of the planning phase of PPBS.  The DPG is developed by the Office of the Secretary of Defense (OSD) and the Joint Chiefs of Staff (JCS) based on input from the JCS, the services, CINCs, OMB, the National Security Council and the State Department.  DPG is perhaps the most important document in the PPBS process.  The DPG is preceded by and incorporates information from two other important planning documents:

1. National Security Strategy of the United States.  This document, authored by the President, provides information on national interests, global and regional trends, states political, economic and defense strategies and outlines defense strategy.  

2. National Military Strategy Document (NMSD).  This document, authored by the Chairman of the Joint Chiefs of Staff (JCS), contains JCS/CINC advice to the President, the National Security Council and the SECDEF.  It recommends national military strategy and fiscally constrained force structure that is required to support the attainment of the national security objectives during the defense planning period covered by the next Defense Planning Guidance (DPG).  Naval components of the NMSD are co-authorized by SECNAV, CNO and CMC.  


The DPG provides force and fiscal guidance to the services necessary to construct their respective Program Objective Memorandum (POM) and ultimately, their budgets.  DPG provides fiscal guidance at the Total Obligation Authority (TOA) level for each of the services and defense agencies for the next six years. 


The DPG is the first PPBS document that brings in fiscal and resource constraints.  The fiscal guidance provides the overall constraint within which the services must construct their POMs.  It does not limit funding for specific programs.  As issues arise during the development of the DPG, they are brought forward and discussed with members of the Defense Resources Board (DRB).  

  
Once developed, the draft DPG is presented to the Secretary of Defense and to the Commanders-in-Chief (CINCs) of the unified commands.  The CINCs have an opportunity to comment on the draft DPG and personally meet with the SECDEF and the DRB to discuss their views and recommendations.  After considering their advice, the SECDEF makes the needed changes and signs the document.  The signed DPG becomes the final product of the planning phase and the basis for the programming phase.

PHASE 2 - PROGRAMMING 
    
Programming is the process by which information in the Defense Planning Guidance is translated into a financial plan of effective and achievable packages (programs).  The programming process starts with the last four years of the program developed in the previous PPBS cycle.

    
Programming produces a six-year program for each Component through development of a Program Objectives Memorandum (POM) and a DoD data base called the Future Years Defense Program (FYDP).


An important group of high level Navy officers called the Integrated Resources and Requirements Review Board (IR3B) drives the programming process within the DoN.  This group represents a relatively new concept in resource allocation resulting from the CNO reorganization in FY 1993.  The IR3B is chaired by N8, and membership includes N80, N81, N82, N83, N84, N85, N86, N87, N88, N1B, N2B, N4B, N6B, N096, R&P, SYSCOMs and CNA.  Its function is to make macro decisions that will be presented to the CNO Executive Board (CEB).   

MAJOR EVENTS IN THE PROGRAMMING PHASE

There are two major steps within the programming phase:

1. POM Development.  Each Service develops a six-year plan for allocating their financial resources.

2. POM Review.  The Office of the Secretary of Defense (OSD) reviews the POMs and makes changes as needed.

PHASE 3 - BUDGETING 

Budgeting is the final phase in the PPBS cycle.  The budget expresses the financial requirements necessary to support approved programs that were developed during the preceding phases of planning and programming.  It is through the budget that planning and programming are translated into annual funding requirements.  The budgeting phase is completed when the President sends his budget (with DoD input) to Congress no later than the first Monday in February.  An overview of the federal budget process is provided in Lesson II while the DoD and Navy budget processes are covered in more detail in Module B.

A FINAL WORD ON PPBS 

 The PPBS is a dynamic process and is constantly being revised to cope with the changes in DoD and the world environment.  This module is intended only to provide an overview of the current PPBS process. 
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