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About this Guide

What is Pay Pool Analysis Tool (PAT)

The Pay Pool Analysis Tool (PAT) is a spreadsheet that NSPS organizations use to analyze the results of their pay pool panel process.  The PAT imports data from one or more Compensation Workbench spreadsheets or their export files and automatically generates a variety of statistics, including:






· Rating and share distributions;








· Payout, salary increase, and bonus amounts;

· Pay pool funding and allocations;

· Net draw;

· Job objectives and contributing factors;

· Employee salary placement in pay band;

· Pay schedule and pay band counts; and

· Pay schedule and pay band average salary.








Who Should Use this Guide?

This guide is designed for pay pool administrators, pay pool managers, pay pool panel members, performance review authorities, sub-pay pool managers, and sub-pay pool panel members who are interested in analyzing pay pool data following their organization’s pay pool panel process.

It is also intended for HR practitioners who support NSPS organizations.

Introduction

Organizations use two applications to complete the NSPS performance appraisal and payout distribution process.  The first is an online tool, the Performance Appraisal Application (PAA), which is accessed via DCPDS Self Service (MyBiz/MyWorkplace). Employees and rating officials use the PAA to create and maintain their performance plans.  Also, rating officials use it to enter their recommended performance ratings, shares, and payout distribution.

The second application is Compensation Workbench (CWB).  CWB imports a data file from DCPDS containing pay pool employees’ personnel information as of the end of the cycle, (e.g., name, employee ID, pay pool ID, occupational code, pay band, etc.), as well as job objective data (weights, ratings, etc.) and the recommended shares and payout distribution from the PAA.  The pay pool panel uses the CWB to reconcile performance ratings, shares, and payout distributions.  The results of this reconciliation process are uploaded into DCPDS.  Finally, this information is used to create the pay transactions that are effective the first full pay period in January.  This downloading and uploading process is accomplished via a special DCPDS interface accessible by designated HR practitioners, pay pool managers, and pay pool administrators.  During this process you can use the PAT to analyze the data contained in one or more of the Compensation Workbench spreadsheets.  The complete process is summarized in the graphic below. 
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Figure 1 - CWB Process Flow Chart

Using the Application

Overview

The PAT contains 24 worksheets and numerous macros that provide the application with advanced functionality.  Each worksheet is described in detail in this guide.  A custom toolbar appears at the top of each worksheet.  The 13 custom buttons are described in the table below.
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	Toolbar Item
	Description
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	Import

Use import to load a data file into the workbook.
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	Hide Column

Users may hide columns from view by selecting any cell in the columns to be hidden and then selecting this button.  Single columns are selected from any cell in the column. Multiple columns are selected by holding down the <Ctrl> key while selecting any cells in the columns.  Selecting and dragging across any row of cells in the range of columns hide a range of columns. The first two columns (A and B) cannot be hidden.
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	Unhide Column

Selecting this button allows users to unhide columns you have just hidden as long as you have not moved the cursor.  Also users can unhide a specific column or range of columns by highlighting cells in the columns on either side of the hidden column or range of columns, and then selecting this button.
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	Unhide All Columns

This button restores to view all hidden columns.
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	Hide Row 

This button is available on the Data tab only.  Users may hide rows from view by selecting any cell in the row or rows to be hidden and then hitting this button.  A single row is selected from any cell in the row.  Multiple rows are selected by holding down the <Ctrl> key while highlighting any cells in the rows.  A range of rows is selected from any column of cells, then dragging them up or down.  Hiding an employee on the Data tab, will also hide their data on the Objectives Data tab.
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	Unhide Row

This button is only available on the Data tab.  Selecting this button allows users to unhide hidden rows as long as you have not moved the cursor.  Also users can unhide a specific row or range of rows by highlighting cells in the rows on either side of the hidden rows or range of rows, and then selecting this button.  Unhiding select records will also unhide the employees’ information on the Objective Data tab.
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	Unhide All Rows

This button restores to view all hidden rows in both the Data and Objective Data tab.
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	Clear All Filters

Each column heading contains a filter arrow for the column.  Selecting on the filter arrow brings up a list of all of the values in the column, plus the following other choices: All, Top 10, Custom, Blanks, and Non-Blanks.  Users can limit which rows are displayed by filtering on specific values in one or more columns.  For example, the display may be limited to only YA-3 employees by filtering on “YA” in column G and “3” in column H.  When a filter is active, the filter arrow turns blue.  

A filter may be de-activated by selecting “All” under the filter choices.   Blanks and Non-Blanks also may be used for filtering.  For example, to identify employees who do not yet have shares assigned, select “Blanks” in the filter for the shares column.  The “Top 10” choice displays the ten highest values in a column – it only may be used with numerical data.  The “Custom” choice allows users to design more complex filter criteria.

The Clear All Filters button clears all filters you have set, including filters on worksheets other than the one you are currently on.  Users cannot import data into the workbook with filters set, so any time users select the “Import” link on the custom toolbar, all filters are automatically cleared.
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	Sort

Allows users to sort the rows in the worksheet by any combination of up to three columns.  Sorts may be in either ascending or descending order.  The sorts are specified using the standard Excel sort function.  Make sure to note the letters of the columns to sort on because the column headings cannot be included in the sort range. 
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	Main Menu

Returns users to the Instructions worksheet and re-opens the quick links form.
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	Wildcard Stats

This button allows users to select which wildcard column is used to generate statistics and charts for those groups in numerous worksheets in the application.  For additional information, see Using the Wildcard Columns.
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	Customize

This allows users to re-sort pay pools and wildcard statistics.  Users can also use this feature to delete or rename pay pools.
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	Output Charts

This button allows users to select which charts can be exported into either Excel or PowerPoint.  This tool will export the charts as pictures only.  This prevents the accidental inclusion of embedded data within the charts.  For additional information, see Copying Charts into PowerPoint and Copying Charts into Excel.


Where do I get PAT?

PAT is available on the NSPS Transition Readiness Tool (https://macbeth.cpms.osd.mil). 

Opening the Spreadsheet and Enabling Macros

Each time you open the spreadsheet, the macros inside must be enabled for the spreadsheet to operate properly.  In most cases, when you open the spreadsheet you receive a security warning like the one that appears in the screen shot below.  To enable the macros, first select ‘Options’ button next to the Security Warning.  This will open a Security Alert window.  Click on ‘Enable Macros’ within the window and then click ‘OK’.  The spreadsheet will now open and operate normally.
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Figure 2 - Pop-up Form to Enable Macros

If the security setting in Excel is set to either High or Very High, Excel automatically disables the macros in the spreadsheet.  You can recognize this because 1) you are not prompted to enable the macros in the spreadsheet, and 2) the spreadsheet is not operating properly (e.g., links are non-responsive, the tool-bar does not appear).  

If this occurs and you are using Excel 2003 or earlier, complete the following steps:

1. Open Excel

2. From the Tools Menu, select Macro ( Security

3. Change the security level to Medium

4. Close Excel

5. Reopen the spreadsheet

6. Select Enable Macros, when prompted

If you are using Excel 2007, please refer to the Excel 2007 appendix for instructions.

Instructions Worksheet
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Figure 3 - How to Set Security Settings in Excel
The Instructions worksheet contains a list of all the analysis worksheets and charts that are available in the PAT.
Importing Data into the Spreadsheet

Data is imported into the PAT from either CWB export files and/or directly from CWB spreadsheets.  The PAT can import multiple files at one time.  All the files must be located in the same folder as the PAT.  NOTE:  Data imported from CWB spreadsheets that are not certified may contain missing or incorrect data.

The process of importing data is conducted as follows:

1. Open the PAT. 

2. Select Enable Macros.
3. When opening a blank version of the PAT, consider creating a working copy by selecting Save as in the Edit Menu and rename your spreadsheet to prepare for the import.

4. Select the Import link on the Instructions worksheet or the button on the custom toolbar.

5. The CWB export files and/or CWB spreadsheets you want to import must be in the same folder on your computer as the PAT itself.  

6. To select the import files, double click the file name or click the double-right arrows in the center of the form.  This action will move the files to the right-hand box for import.

7. Order the files as you want the pay pools listed in the PAT.

8. Select whether the imported data replaces any existing data in the PAT or appends to it.

9. Select the Open button (the PAT will import the selected pay pool data.)

10. Select "Yes" when you receive a confirmation reading: Data successfully imported.  Would you like to save the spreadsheet?
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Figure 4 - Import Form of PAT

Customize the Data (Optional)

Organizations with multiple pay pools may choose to apply the features of the Customize button to rename and re-arrange pay pools within the PAT.  

1. Click on the Customize button on the button bar. 

2. The imported files will be listed in the text box in the order they are arranged in the PAT.
3. To rename the import files, choose the Rename button in the lower right-hand side of the form.   Once the file is renamed, the Rename pop-up form will include the original name in the pop-up reference title.  The renamed files can revert to their original names by choosing the Revert button on the Customize form.

4. To re-arrange the import files, select the file in the text box.  Once highlighted in blue, select the Move Up and Move Down buttons until the files in the text box are arranged in the preferred order.

5. Sorting and deleting files are also an option in the Customize form.

Using the Wildcard Columns

Wildcard columns in the Data worksheet are open columns that are used for a variety of purposes.  If wildcard data existed in the imported files, it will be available in the PAT.  These columns can be used to define sub-sets of the data (e.g., geographic locations, divisions, teams or departments) in seven of the generated statistics spreadsheets and five of the generated charts within the PAT.  

To change the wildcard grouping used throughout the PAT:

1. Select the Wildcard Stats button.

2. Select the wildcard column.

3. Select Run Statistics.  

You can also remove any previous statistics generated by the Wildcard columns.

Example:  Consider a PRA that oversees two pay pools that have employees working in three areas in the US – San Antonio, Washington DC, and San Diego.  The PAT can generate a variety of statistics comparing employees from each of those areas.  

To accomplish this, the user must first enter the appropriate data into a Wildcard column (as seen in the example below).
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Figure 5 - Example of Data Entry in Wildcard 1

Next, the user needs to select the Wildcard Stats button from the custom toolbar, choose the appropriate wildcard column (in this example, Wildcard 1), and select Run Statistics.  The PAT will automatically generate the statistics by the groupings identified in Wildcard 1 (example below).
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Figure 6 - Using Wildcard Stats Button to Select Wildcard 1

The example below, a rating distribution by wildcard, is only one of the many statistical graphs generated by the PAT.  Other statistics that capture wildcard data include:  general distribution statistics; ratings; shares; payouts; net draw; and a comparison of objectives and contributing factors.
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Figure 7 - Sample Graph Generated from Wildcard Data

Data Worksheet
The Data worksheet contains more than 50 columns of data and stores information such as rating, payout, salary increase, and bonus that were calculated in the CWB.  The only columns that can be edited are the five Wildcard columns spaced throughout the worksheet.  The data can be sorted and each of the columns has a filter.  The number of pay pools and employees in the PAT is displayed in cells F 1 and 2.  



Permanently Hide Employee Names and IDs

If you wish to permanently hide employee names and IDs from the PAT, you can select the Remove Names and ID button.  This will securely hide the columns containing last name, first name, and employee ID.  
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Figure 8 - Data Worksheet

Objective Data Worksheet
The Objective Data worksheet contains over 90 columns of data and stores the objective data that was entered into the CWB.  The only columns that can be edited are the five Wildcard columns spaced throughout the worksheet.  The data can be sorted and each of the columns has a filter.  The wildcard columns in the Objective Data worksheet DO NOT control the wildcard grouping used throughout the application.  

Hiding an employee on the Data worksheet, will also hide their data on the Objective Data worksheet.
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Figure 9 - Objective Data Worksheet

Statistics Worksheet
The Statistics worksheet displays the average rating, average shares, number of employees, number of employees rated, and number of employees who have been assigned shares by each rating official, sub-pool manager, pay pool, and Wildcard grouping.
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Figure 10 - Statistics Worksheet

Rating Charts Worksheet
The Rating Charts worksheet provides bar charts showing the rating distribution of all the employees in the Data worksheet with a rating.  The top chart shows the count of employees receiving each rating, and the bottom chart shows the percentage distribution.
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Figure 11 - Rating Charts Worksheet

Share Charts Worksheet

The Share Charts worksheet provides bar charts showing the share distribution of all the employees in the Data worksheet.  The top chart shows the count of employees receiving each number of shares, and the bottom chart shows the percentage distribution.
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Figure 12 - Share Charts Worksheet

Distributions by Group

The Distributions by Group worksheet provides the rating and shares distribution by pay pool, career group, pay schedule, pay band, pay band and pay schedule, and wildcard.  The distributions are displayed as both numbers of employees and percentages of the total.
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Figure 13 - Distributions by Group

Rating Distribution by Group Worksheet

The Rating Distribution by Group worksheet provides two bar charts showing the rating distribution by pay pool and Wildcard grouping.  The top chart shows the rating distribution by pay pool and the bottom chart shows the distribution by the selected Wildcard grouping.  A trend line shows the average across the groupings in both charts.
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Figure 14 - Rating Distribution by Group Worksheet

Share Distribution by Group Worksheet

The Share Distribution by Group worksheet provides two bar charts showing the share distribution by pay pool and Wildcard grouping.  The top chart shows the share distribution by pay pool and the bottom chart shows the distribution by selected Wildcard grouping.  A trend line shows the average across the groupings in both charts.
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Figure 15 - Share Distribution by Group Worksheet

Combo Chart Worksheet

The Combo Chart provides custom rating and share distribution charts.  It allows you to select the pay schedules and pay bands you wish to plot on the charts.  To create the charts, first select the pay band(s) you wish to display and then select the create charts button.  To clear the charts, select the Clear All button.
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Figure 16 - Combo Chart Worksheet

Payout Statistics Worksheet  

The Payout Statistics worksheet provides the following data for each individual pay pool as well as averages across all the pools.  The payout values are prior to any proration.

· Analyzed Population Counts – only employees who are both rated and payout eligible are analyzed

· Average Rating of Record


· Average Shares


· Share Value

· Payout Dollar Amount ($) – Non-zero minimum, Average, Median, and Maximum

· Payout Percentage Amount (%) – Non-zero minimum, Average, Median, and Maximum

· Salary Increase Dollar Amount ($) – Non-zero minimum, Average, Median, and Maximum

· Salary Increase Percentage Amount (%) – Non-zero minimum, Average, Median, and Maximum

· Bonus Dollar Amount ($) – Non-zero minimum, Average, Median, and Maximum

· Bonus Percentage Amount (%) – Non-zero minimum, Average, Median, and Maximum
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Figure 17 - Payout Statistics Worksheet

Payout Charts Worksheet

The Payout Charts worksheet provides bar charts showing the average share value, average payout, salary increase, and bonus by pay pool.  Charts are provided for both average dollar amount and average percentage for all but share value.
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Figure 18 - Payout Charts Worksheet

Payout Stats by Group Worksheet

The Payout Stats by Group worksheet provides payout statistics by career group, pay schedule, pay band, pay schedule and pay band, rating, and Wildcard. 
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Figure 19 - Payout Stats by Group Worksheet

Payout Charts by Group Worksheet

The Payout Charts by Group worksheet provides charts of the data provided in the Payout Stats by Group worksheet. 
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Figure 20 - Payout Charts by Group Worksheet

Payout Charts by Wildcard Worksheet

The Payout Charts by Wildcard worksheet provides charts of the wildcard groupings data provided in the Payout Stats by Group worksheet. 
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Figure 21 - Payout Charts by Wildcard Worksheet

Funding Statistics Worksheet

The Funding Statistics worksheet provides statistics on pay pool funding, including funding budgets, allocated, and the difference between budgeted and allocated.  Both the funded and allocated splits are presented, as well as the amount of carryover salary to bonus dollars.
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Figure 22 - Funding Statistics Worksheet

Funding Charts Worksheet

The Funding Charts worksheet provides bar charts showing the Element 1, 2, and 3 funding percentages for each pay pool.  A trend line shows the average funding across the pay pools.
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Figure 23 - Funding Charts Worksheet

Net Draw Analysis Worksheet

The Net Draw Analysis worksheet shows net draw results by career group, pay schedule, pay band, Wildcard, and for the entire population.  Net Draw is the difference between the dollar amount an employee is awarded from the pay pool and the dollar amount contributed to the pay pool based on the employee’s base salary all divided by the employee’s base salary.  




Net Draw % = (Payout – Contribution) / Base Salary

For example, if a pay pool’s total funding percentage is 5%, then each employee’s contribution is 5% of their base salary.  The amount they take out is their payout amount.  So, an employee with a base salary of $50,000 contributes $2,500 into the pay pool ($50,000 x 5%).  If the employee receives a payout of $3,000, then their net draw is positive.  If the employee receives a payout of $2,000, then their net draw is negative.
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Figure 24 – Net Draw Analysis Worksheet

How can the new draw for the entire population be positive?  A pay pool(s) overall net draw can be positive because there are often employees who contribute to a pay pool, but never take anything out.  Employees who did not meet the requirement to have 90 days under an approved NSPS performance plan are one common example.  The net draw computation only includes employees who are both eligible to receive payouts and whose base pay is included in the pay pool.

Net Draw Charts Worksheet

The Net Draw Charts worksheet provides visual representation of the net draw results by career group, pay schedule, pay band, and Wildcard.   Groups that plot below the axis have contributed more than their payout, while the opposite is true of those groups that plot above the axis.  
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Figure 25 - Net Draw Charts Worksheet

Objectives and CFs Worksheet

The Objectives and CFs worksheet provides statistics and charts on the impact of contributing factors on job objective ratings, the impact of contributing factors on ratings of record, and the average number of job objectives per employee.  The data are presented for each pay pool as well as overall.
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Figure 26 - Objectives and CFs Worksheet

Objectives and CFs by Wildcard Worksheet

The Objectives and CFs by Wildcard worksheet provides statistics and charts on the impact of contributing factors on job objective ratings, the impact of contributing factors on ratings of record, and the average number of job objectives per employee.  The data are presented by selected Wildcard grouping.
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Figure 27 - Objectives and CFs by Wildcard Worksheet

Salary Markers Worksheet

The Salary Markers worksheet provides two charts which can be designed to display employees’ salary positions within a pay band and pay schedule.  The population is limited to employees that are eligible for a payout from this CWB.  Click the Modify Charts button (red circle) to change the pay schedule, the starting or final salary, and to limit the displayed population with a wildcard.  You can also click the ‘Chart 2’ tab to use the second chart for a side by side comparison (e.g. starting salary vs. final salary).
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Figure 28 - Salary Markers Worksheet

PS-PB Counts Worksheet

The PS-PB Counts worksheet provides the counts for each pay schedule and pay band for each pay pool.
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Figure 29 - PS-PB Counts Worksheet

Salary Worksheet

The Salary worksheet provides the average salary by pay schedule and pay band for each pay pool.
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Figure 30 - Salary Worksheet

Copying Charts into PowerPoint

New for this version of the PAT is the Output Charts function.  The button for this function can be found on the top menu on the far right side (red circle).  This function allows the user to output charts from the PAT without having the underlying data embedded in the presentation.  
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Figure 31 – Location of Output Charts button

 To copy charts from the PAT into PowerPoint, first click the Output Charts button.  This will open a window asking the user to highlight the charts to be pasted as images.  Select the specific worksheet and charts that you want and then select ‘Paste into PowerPoint’ from the Applications Options menu.  Finally click on Export Charts. A new PowerPoint file will open containing the selected charts.
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Figure 32 – Outputting Charts to PowerPoint

Copying Charts into Excel

You can also output charts directly into Excel.  You use the same Output Charts button found on the top menu on the far right side (see Figure 31).  Again, this function allows the user to output charts from the PAT without having the underlying data embedded in the presentation.  

To copy charts from the PAT into Excel, first click the Output Charts button.  This will open a window asking the user to highlight the charts to be pasted as images.  Select the specific worksheet and charts that you want and then select ‘Paste into Excel’ from the Applications Options menu.  Finally click on Export Charts. A new Excel file will open containing the selected charts.
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Figure 33 – Outputting Charts to Excel

Copying and Pasting Data from Worksheets

To copy data from the PAT into another Excel spreadsheet, first select the cells you want to copy.  Next, select Copy from the Edit menu.  Then open the spreadsheet you want to copy the data into, and select Paste Special from the Edit menu.  Finally, choose Paste Values and select OK.  You may also select Paste Special a second time at the exact same location and choose Paste Formats.  This second step will keep the data looking just as it does in the PAT.
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Figure 34 - Pasting Data into another Excel Spreadsheet

Appendix 1 – Excel 2007

Using the PAT with Excel 2007

Installing Service Pack One for Office 2007 before using the PAT in Excel 2007 will eliminate problems you may otherwise see in several of the charts.

Enabling Macros

The PAT is currently developed in Excel 2003 to maintain compatibly with users of previous versions of Excel.  Excel 2007 has quite a few differences with previous versions. One of the most significant is enabling macros.

In Excel 2007 Microsoft has taken a different approach to security. It is now necessary to click the Options button in the Security Warning dialogue.
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Figure 35 - Excel 2007 Enabling Macros

Macros are enabled by clicking the option Enable this Content option and then clicking the OK button.  See below.
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Figure 36 - Excel 2007 Enable Macros

(a) PAT Custom Toolbar

The custom toolbar is not as accessible as it is in earlier versions of Excel. Much of Excel’s functionality lies in the Ribbon.  There is a tab in the Ribbon named add-ins. Clicking this tab brings up the custom toolbar as in the image below.
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Figure 37 - Excel 2007 Custom Toolbar

Compatibility Checker

When the PAT is saved, Excel 2007 may generate an alert stating the PAT is not compatible with earlier versions of Excel. This is inaccurate since the PAT was developed in an earlier version of Excel. Ignore this error and click the Continue button.
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Figure 38 - Erroneous Error Report

(b) Saving in Excel 2007 format

It is advisable to save the PAT in compatibility 2003 format rather than in 2007 format. Unpredictable results can occur if the PAT is save in 2007 format.

(c) Trusted Locations

The PAT can be opened in a Trusted Location and security loosens up a little. The user is no longer prompted to Enable Content and all macros are enabled upon opening the spreadsheet.

Trusted Locations can be created using the following steps:

1) Click the round Office button in the top left window of Excel and the Click the Excel Options button in the bottom.
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Figure 39 - Excel 2007 Options

2) On the next screen that appears click the Trust Center button and then click the Trust Center Settings button. 
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Figure 40 - Trust Center

3) Click the Add New Location Button.
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Figure 41 - Add New Trusted Folder

4) Click the Browse button and navigate to the desired folder to add to the Trusted Locations

5) Click the OK button.
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Figure 42 - Browse to Folder

6) Click the OK button to exit the Trusted Locations dialogue box.
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Figure 43 - Select Folder

7) Click the OK button to exit the Excel Options dialogue box.
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Figure 44 - Exit Options Dialogue

Appendix 2- Definitions

Mean – is the value obtained by dividing the sum of a set of quantities by the number of quantities in the set. For example, if there are three NSPS ratings of 3, 3, and 5, the arithmetic mean of the ratings is their sum (11) divided by the number of ratings (3), or 3.67.

Median – is the middle number in a given sequence of numbers.  For example, in the following set of NSPS ratings – 3, 3, 3, 3, 3, 4, 4, 5, 5, 5, 5 – the median value is 4.

Net Draw – is the difference between the dollar amount an employee is awarded from the pay pool and the dollar amount contributed to the pay pool based on the employee’s base salary all divided by the employee’s base salary.  


Net Draw % = (Payout – Contribution) / Base Salary

For example, if a pay pool’s total funding percentage is 5%, then each employee’s contribution is 5% of their base salary.  The amount they take out is their payout amount.  So, an employee with a base salary of $50,000 contributes $2,500 into the pay pool ($50,000 x 5%).  If the employee receives a payout of $3,000, then their net draw is positive.  If the employee receives a payout of $2,000, then their net draw is negative.

Wildcard – open, unprotected columns in the PAT that are used to hold data or equations.  Wildcard columns in the Data worksheet can be used to define sub-sets of the data (e.g., geographic locations, divisions, teams or departments) to generate statistics and charts for those groups in numerous worksheets in the application.  
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