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Cleared for public release.

Note:  This work reflects an experimental use of data tools in one specific 
branch of NRL, and does not reflect the views or usage by the entire 
organization. 
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Key Questions We Wanted to Answer

• What are the strategic technical objectives of our research?
• Is our cashflow OK ?   Will we run out?  Fully obligate?
• Do we have enough work for current staff?
• Do we have enough staff?   Do we need to hire?   When?
• Are the projects on track to meet technical objectives?
• Are the projects on track to complete on promised schedules?
• How do our sections compare in metrics?
• Who are our current sponsors?  Future sponsors? 
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• Power Point Slides & Excel Files!
• Data had to be manipulated and updated each time
• Slides had to be updated
• No data integration, no trend analysis, no history, no 

predictions
• Each project examined in isolation, in time and data.

What We Used to Do Before This….



4 Cleared for public release.

What We Created !    View 1: Overview 

• Purpose:  Provides branch’s “health” and status.  Our metrics. The data is 
“sliceable” by sponsor type, section code, and even by individual project.

Note: This is all Fake Data !
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But - The Data is All Maintained in Excel !

• Simple to use, common skills, easy to link data to other data tools.  PowerBI 
tools allow pulling data and “Cleaning it up” in an automated mode.

• “Star” Organization – Multiple small files, NOT a big flat file.  Data pulled when 
needed.   We use Project Numbers as data “key”.
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Tool Starts with Technical Goals

• Allows all our 
projects to link to 
“Strategic Technical 
Goals” or “North 
Stars”

• Allows easy tracking 
of organization 
progress or 
achievements

• Metrics can be 
normalized and 
coded to remain 
unclassified

• (Note: Fake Data !)
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Project Quad Chart: Summary View

• Provides 
traditional view 
for project 
summary 
discussions

• Includes key 
data: schedule, 
financials,  
metrics, and 
objectives and 
graphic
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Staff Planning Tool

• Is every project 
fully staffed?

• Does Everyone 
have enough 
work?

• Do we need 
more staff ?

• What projects 
are over-
planned?
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Alternate Summary, with 
Detailed Schedule Data

• Provides a similar Quad-chart view, but with more detail on schedules
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• Data analytics is applicable to all phases of the acquisition process.

   Red outline= This Talk.  Green Outline = Prior Work (2018).  Blue Outline = NUWC 
Paper.

Overall Framework for 
Acquisition Data Analytics
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Acquisition Strategy Data Schema, (2018)
(~ 200 Data Fields)

• Prior study examined transition of 
“plans” to data in 2018

• Approximately 66% of the document 
was converted to type-enforced data

• Implemented in Sharepoint Lists – (that 
was before Power-BI).

• Prime enabler for application of AI to 
the acquisition process.   AI without the 
underlying data is pretty … hard. 

• Goal was a “Turbo-Tax” model for 
entering data, and “Online Shopping” 
model for review and analysis of 
projects.

• Routing data set for a program 
approval took less than 2 weeks with 
Docflow tracking.

• Some resistance to use – nothing to 
print.  Hard to mark comments….
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Lessons Learned and 
Experience Summary

• PBI Tool Helps to manage technical planning, schedules, financial 
data, Contract status, and staffing.

• Experimental use in 1 Branch of 1 Division: About a dozen projects.
• Data schema and dashboards prototyped in 2023.  Pilot use in 2024.
• About 4 staff months invested in the prototype tool so far.
• Data will accumulate over the long term and allow use of comparative 

analytics
• It was easier to make the tool than to start using it !
• Common View: These projects are 20% technical,90% social.
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R&D Data Dashboards: Summary 

• NRL Code 5720 has developed a data dashboard on Power BI that can 
be easily adapted by other DoD users for project management. 

• The data is maintained in simple MS Excel files and easily updated.
• Creating project instances takes a few hours, one time.  Maintaining the 

data is less than an hour per update cycle (e.g. monthly).
• The research project data views are also useful for procurement offices 

and easily adapted to show contract planning, project execution, 
schedules, and technical success (or not!).

• The approach is scalable to organizational metrics and management 
(e.g. procurement office, hiring, and financial execution). 

• The Power-BI files are available to any DoD organization. (Bring your 
own data).
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