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TACOM Acquisition Center

Cost management (CM)/Activity Based Costing (ABC) Implementation Plan
Section I:  Define the Business Area
1.  The TACOM Acquisition Center provides contracting and industrial preparedness services to PEO CS&CSS, PEO GCS, PEO Ammo, PEO Soldier, CBO, TSAC (FMS), SBCCOM-RI, PEO Nuclear, Biological and Chemical Defense, ARDEC and TARDEC.  

2.  Our main processes are major systems procurement, research and development procurement, repair parts procurement, installation support procurement, industrial preparedness planning, non-standard procurement for foreign customers and command competition advocate/ombudsman program.  Repair parts procurement has been chosen for the focus of our ABC prototype effort.

3. Our TACOM Acquisition Center mission/vision/goals are attached as Appendix A.

4. Employees of the TACOM Acquisition Center are physically located at three sites, and we maintain business relationships with Anniston and Red River Army Depots.  The three Center sites are:

Warren, MI (435 authorized employees)

Rock Island Arsenal, Rock Island, IL (154 authorized employees) 

Picatinny, New Jersey  (149 authorized employees).

5.  An organization chart is attached at Appendix B.  Our teams are organized around our customers and many are integrated and co-located with the customer. 

6.  The TACOM Acquisition Center director also serves as the Principal Assistant for Contracting (PARC) for the Directorates for Contracting at Red River Army Depot (RRAD) and Anniston Army Depot (ANAD). 

a.  Both depots, RRAD and ANAD, are conducting their own CM/ABC prototype efforts and implementation plans.

b. TACOM Acquisition Center plans to assist ANAD and RRAD Directorates for Contracting in creating their ABC prototypes and in establishing ongoing ABC/CM reporting, after we have completed our prototype and lessons-learned phase.

Section II:  Baseline Your Cost Management/ABC
1.  The TACOM Acquisition Center has never used ABC/CM in the past.  We are not currently collecting labor hour data by activities.

2.  We have established an ABC Rapid Prototype Team to assist in developing the rapid prototype model.  The team currently consists of a facilitator and subject matter experts in the area of repair parts procurement.  At a later date, later experts from the major item procurement buying areas will be brought in.  Appendix C lists the current ABC team members.

3.  The responsibility for the Acquisition Center ABC effort resides in the Acquisition Center Business Management Office.  Joan Moses is the facilitator of the ABC Rapid Prototype Team and will also serve as the Oros ABC software modeler in the Acquisition Center.  

4.  Anniston Army Depot (ANAD), Directorate of Contracting, collects labor hour data for various activities using their timekeeping system (ATAAPS).  ANAD’s system has been in place for less than a year, so it is not yet used to determine performance standards or download to an ABC model.  TACOM Acquisition Center will assist ANAD in using their labor hour data when conducting ABC rapid prototyping.  

5.  Once the prototype phase is complete, the TACOM Acquisition Center ABC team will investigate ways to collect labor hour data on an ongoing basis using our time-keeping system (ATAAPS), similar to the way ANAD does now.  In the event this or other alternatives for collecting data should prove to be too onerous, estimating methods will continue to be utilized.

Section III:  Describe Full Implementation of Cost Management/ABC
1.  Objectives for the full implementation of ABC:

a. To leverage resources based on ABC/CM analysis and workload in the Acquisition Center.

b. To assist in the identification of cost to support our major customers.

c. To develop cost performance measurements tied to our Acquisition Center business.

d. To identify potential areas to review for business process improvement studies and potential cost improvements.

2. The main user of the ABC/CM data will be the director, division chiefs and business management office.  Secondary use will be at the Command and AMC budget planning and management levels.

3. Creating a cost management culture.  ABC will be a useful tool in identifying potential activities that may lend themselves to streamlining, process improvement, and better utilization of resources.

4. Short term goals.  

a. Our short-term goal is to create a rapid prototype ABC model that focuses on the repair parts procurement in particular and includes all other major activities within the Acquisition Center at the macro level.  

b. The next step will be to develop activities and outputs for major item and R&D type procurement, which represent the vast majority of our business.  The major difference amongst the various types of procurements will be complexity, and we plan to calculate complexity factors when assigning activity costs to our final cost objects.  It has been difficult in the past to quantify this major piece of our business adequately.  

c. From there we’ll develop the activities and outputs for the remainder of our business -- installation services, non-standard procurement, industrial preparedness planning and competition advocate/ombudsperson.

5. Long term goals.  

a. Establish new performance objectives and measures based on efficiencies and effectiveness.  

b. Establish methods for collecting labor hour activity data on an ongoing and unobtrusive basis.

c. Maintain an active Acquisition Center ABC model in the Business Management Office for reports, updates and studies as appropriate.

6.  Specific products, services and customers for applicability of ABC data.

Services:  

· Contracting services by procurement type; i.e. major items, R&D, repair parts, installation services and non-standard procurements.

· Industrial preparedness management

· Competition advocate/command ombudsman 

Major Customers: 

· PEO CS&CSS

· PEO GCS

· PEO Ammo

· PEO Soldier

· CBO

· TSAC (FMS)

· SBCCOM-RI

· PEO Nuclear, Biological and Chemical Defense

· ARDEC

· TARDEC

Section IV:  Describe Plan to Get from Baseline to Full Implementation
Dec 01
Identified a major process as the focus for our Rapid Prototyping effort.  

Repair Parts Procurement was chosen for three reasons:

1.  Repair parts procurement only involves two sites (Rock Island and Warren)

2.  The process has been fully modeled (IDEF0) 

3.  Since it is fully modeled, and the process is similar enough at the macro activity levels to other procurement types, we can use it as a baseline to develop those other procurement processes (e.g. major systems procurement) to analyze with ABC.

Feb 02 
ABC Rapid Prototype Repair Parts Process Team established, with a facilitator and subject matter experts from each division that conducts repair parts procurement.  

Feb – May 02
ABC Rapid Prototype Team meeting on weekly basis.

Team Tasks: Review of existing repair parts procurement process model; identify activities, outputs, personnel; and research other contracting activities who are currently using ABC.  

Current task:  producing an activity dictionary to assist in the prototype effort.  We are hoping to develop a list of “macro-level” activities that can be used as a starting point for all Acquisition Center groups during the Rapid Prototype effort.

All team members have attended the two-day CEAC-sponsored course, “Cost and Performance Management Team and ABC/M Training” on 11-12 Mar 02 or 13-14 Mar 02. 

Repair parts procurement does not represent the biggest piece of our business.  However, the ABC Rapid Prototype team has developed its activity dictionary and will gather data on repair parts outputs in order to “jump start” the Rapid Prototype effort and conduct some initial analysis prior to Rapid Prototyping.  The ABC Rapid Prototype team will also be available to assist subject matter experts in major item procurement and the other procurement types during the CEAC-facilitated Rapid Prototype session at the Acquisition Center.

11 Apr 02
Initial Acquisition Center ABC/CM Implementation Plan forwarded to our TACOM ABC point of contact for review and coordination with CEAC.

16-18 Apr 02
ABC Team facilitator, Joan Moses, completed CEAC/Calibre training in using the Oros software for ABC modeling.

24 Apr 02
Final Acquisition Center ABC/CM Implementation Plan forwarded to TACOM ABC point of contact for action.

Jun 02
5-day ABC prototype effort facilitated by CEAC.  
Requested date for Rapid Prototype session: 24-28 Jun 02.

Request the earliest possible date for facilitation by CEAC, since our ABC team has been meeting since February and we would like to keep momentum building for this effort.

· Business Group Head and division managers have been informed that their involvement in this 5-day prototype effort will be required.  

· We plan to use FY01 financial data as our starting point for the prototype effort.  

· Other pre-planning actions will be to collect FY01 actual resource cost data, collect data on our outputs produced during FY01 necessary for the ABC modeling.  We are also developing an activity dictionary for macro level activities related to repair parts procurement, which will be further expanded to include our other procurements in the future.

Jul 02
Review of prototype model by management and adjustments made where needed.  Begin to identify potential cost performance measures for use in management reviews in the future.
Jul – Oct 02
Use lessons learned from the prototype model and our repair parts procurement focus to: 

· Expand ABC activity details captured in the next ABC model (FY02, current year activities) to include all major processes in the Acquisition Center.  

· Develop a viable method for obtaining employee activity data on a regular basis.  Our goal is to collect labor hour data as simply as possible, using existing systems (like ATAAPS), if feasible. 

· Train managers and employees ”as needed.

· Assign permanent responsibilities to keep ABC model up-to-date and generate reports needed by management.

· Assist ANAD and RRAD Directorates of Contracting with building their first ABC rapid prototype models.

Oct 02
Our first fiscal year of continuous ABC/CM use in the Acquisition Center.

- Sep 03

· Continue to update and fine tune the ABC model

· Establish regular reporting to management keyed on current performance metrics and concerns.  

· Initiate business process improvement efforts as warranted.

Section V.  Special Considerations
1. The TACOM Acquisition Center will involve participation of all three sites in the prototype effort

2. Several organizations outside of the Acquisition Center play a key role in the procurement processes and will be involved in the analysis, including the Small Business Office, Procurement Law, TSA, TARDEC, ARDEC CBO and various PEO/PM’s

Appendix A

TACOM Acquisition Center Business Plan
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Appendix B

Acquisition Center Organization Charts
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Picatinny site detailed organization chart not available.
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