T A C O M

COST MANAGEMENT (CM)/ACTIVITY BASED COSTING (ABC) 

BASE OPERATIONS AND SUPPORT/FACILITIES MANAGEMENT 

IMPLEMENTATION PLAN

Section I: Business Area Definition.

1.01 Description

1.01.1 Business Area Name. The Deputy for Corporate Management (CM) is the business process owner for TACOM, responsible for overarching management, planning, and integration of all financial, human resources, and infrastructure issues for TACOM. CM provides, manages and integrates all common and general support processes for the corporation. It provides, in addition, execution functions that service multiple customers and are compatible with CM mission. This holistic approach to corporate business processes will enable us to enhance Readiness, decrease corporate operating costs, enhance customer focus, increase quality and reduce cycle time and manage corporate human resources to ensure optimum skill mix.

The following functions are included within the CM organization: (Figure 1.01.1a)

a. Infrastructure Operations (DIO) – Physical security, intelligence and counterintelligence, and maintenance and management of all physical assets. 

b. Resource Management Directorate – Manages the command’s financial resources. Includes Base Realignment and Closure (BRAC) and Cost and Systems Analysis.

c. Corporate Management Business Office – Performs business, strategic, analytical and administrative support for the Corporate Management organization.

d. Corporate Information Office – Responsible for establishing an integrated data environment and business environment, throughout TACOM, and maintaining the Warren automated network.

e. Human Resources – Integrates the human resources management processes for the corporation.

f. Innovative Business Strategies Staff – Provides analysis and evaluation to ensure proper integration of business practices and balance of resources.

1.01.1.01 Business Area Organizational Unit. The Directorate For Infrastructure Operations (DIO) provides policy and oversight on infrastructure issues to all TACOM installations as well as to provide base operations and associated support services to the Detroit Arsenal and its tenants. The DIO serves as the Detroit Arsenal Installation Manager. The following functions are included within the DIO organization: (Figure 1.01.1b)

a. Public Works Division (DPW) – Ensures the efficient management, acquisition, accountability, and disposal of real property, and safe and healthy workplace for Detroit Arsenal and TACOM subordinate installations. Maintains contacts with Command Group, directors, PMs and division chiefs, Corp of Engineers, pertinent federal, state, and local officials, contractors and other support elements, safety, environmental hygiene and health personnel, COR office, and higher headquarters officials in performing assigned functions.

b. Logistics Management Division – Provides technical staff leadership, guidance, and assistance to TACOM subordinate commands, installations, and activities for installation logistics support services. Serves as the Command Equipment Manager. Maintains continuous interface with TACOM-Warren business groups, offices and tenant activities, ARDEC, RRAD, ANAD, LATP, AMC/DLA/GSA depots, RD&E Center/Labs, Program Executive Offices (PEOs), AMC IMMC, installation DPWs/DOLs and contractors and suppliers.

c. Program Management Division – Plans, develops, and evaluates the business activities and programs for the proper management of the installation to include freight and personnel transportation, and contract surveillance. Formulates and executes operating budget for the Directorate. Maintains contact with Command Group and Business Center Heads, Corps of Engineers, MTMC, Military Personnel Office, Civilian Personnel Office, contractors, pertinent federal, state and local officials.

d. Intelligence and Security Division – Identify threats against national security information and develop effective security countermeasures. Manages and provides installation physical security, fire protection and emergency medical services. Manages and executes TACOM force protection program. Maintains close working relationships with the TACOM command group, subordinate elements, tenants, foreign liaison representatives, approved contractors, DOD, AMC, Provost Marshal and intelligence communities, and investigative, law enforcement and judicial agencies at the federal, state and local levels, local fire departments, as well as health, environmental, civil defense and emergency management agencies.

1.01.1.02 Operational Unit.  The Public Works Division (DPW) provides oversight to include coordination, support as requested, and establishment and dissemination of Command level policy and guidance for planning, development, and execution of real property management, operation of Army Family Housing (AFH) and environmental protection in all TACOM subordinate installations. Provides support to the Base Realignment and Closure (BRAC) mission at TACOM subordinate installations and Installation Management at the Stratford Army Engine Plant. The following activity units are included within the DPW organization: (Figure 1.01.1c)

a. Engineering Plans and Services Team (EP&S) – Provides design and engineering support/services for the Detroit Arsenal activities.

b. Facility Management Team – As an MSC, prepares and disseminates real property, master planning and energy program guidance to all TACOM installations. Provides coordination and technical oversight to the installation’s family housing mission. As an installation, exercises COFR responsibilities for the Detroit Arsenal’s BaseOps Contract. Manages the installation real property, space, and energy programs.

c. Environmental Management Team – As an MSC, prepares and disseminates environmental policy guidance to all TACOM installations. Ensures that installations comply with all federal, state and local regulations and all DOD and Army regulations and policy guidance. As an installation, advises the Detroit Arsenal Installation Manager and staff on all installation environmental matters. 

d. Stratford Team – Provides oversight and management for all infrastructures and BRAC function at the Stratford Army Engine Plant.  

Section II: Cost Management/ABC Baseline. 

While the Public Works office (DPW) has the capability to collect cost data information to feed system collecting headquarters-level data such as, SBC, Installation Status Report, and Standard Service Cost; it does not have one existing cost management program or methodology to efficiently and effectively manage resources and processes at that level. 

Current staffs do not have the skills or knowledge to implement the CM/ABC.  Training is required for both the management and working level type personnel. Division chief and team leaders must be provided the necessary tools and information to support this initiative. 

The DPW will use the CM/ABC to identify and analyze costs, cost structures, customers, etc., for the purpose of increasing efficiency and effectiveness in providing base support services performed by one of the DPW activity units, the Engineering Plans & Services Team. The goal is to ensure and facilitate proper reimbursement for services.

Section III: Implementation of Cost Management/ABC

3.01 Base Support CM/ABC End-State Vision. The end-state vision in the base support area is to have the installation utilizing cost management to effectively manage resources and processes as determined by the installation commander. The DPW will use the CM/ABC to identify and analyze costs, cost structures, customers, etc., for the purpose of increasing efficiency and effectiveness in providing base support services performed by one of the activity units, Engineering Plans & Services Team. The DPW goal is to ensure and facilitate proper reimbursement for services.

3.02 User of the Data: The objective is to provide the Director for Infrastructure Operations (DIO), the Public Works Division (DPW) chief and the activity units (team leaders) better information on costs attributed to their key activities, products, services, and customers to better support customer support arrangements, reimbursable policies, and operational decisions. 

3.03 Create a Cost Management Culture. Staff, supervisors and managers at all level in the DIO organization will encourage the use of CM/ABC. The managers, supervisors, and activity team leaders should create a work environment conducive to cost management and continuous process improvement. The activity leaders and manager should conduct periodic reviews to analyze the data and determine what to do with it. The activity manager should mandate the use of available CM/ABC systems and information to benchmark, identify, and implement process improvements. Business area organization manager should hold the base support activity managers down to its activity unit team leaders accountable for progress in identifying and implementing process improvements.

3.03 Desired Outcome. The desired outcome is for the activity units, to have a cost management/ABC methodology that can identify and analyze relevant costs associated with the activities and links those costs to products, services, customers and other costs based on their consumption of those activities. If used by management, it should serve as a primary tool to use in making smart decisions about resource allocations, as well as other decisions. Furthermore, identification of the activity units’ true cost of doing business is a must to support pricing decisions, customer support arrangements, reimbursable policies, and operational decisions.

3.04 Activity Unit ABC Data Collection. We have envisioned the ABC as an information system that maintains and processes data on an organization’s activities by the products or services they produce. Additionally, this system identifies the activities performed, traces cost to these activities, and then uses various cost drivers to track the cost of activities to the products or services.  In the EP&S, an activity unit of the DPW, the drivers to be collected can be the number of people performing In-house designs, the number man-years required per review of A/E designs, performing an installation master planning, performing construction inspection and review, and performing services for reimbursable customers. The processes or procedures can include such tasks as preparing a full engineering contract (design criteria, plans, and specifications), conducting surveys in support of master planning studies, fulfilling a customer request to perform structural certification, providing customer request for as-built drawings, layouts, etc.

Section IV: ABC Implementation Milestone/Schedule. Implementation can be divided into three phases: (Appendix A)

1. Plan and Train: The first year of CM/ABC implementation will focus on developing implementation plans and preparing the base support business area staff and managers to employ CM/ABC methods.  Identify and complete training to meet the implementation goals.

2. Initial Deployment: Engineering Plans & Services, an activity unit of the Public Works Division is designated as the BaseOps Rapid Prototype (RP). Validated ABC methodology developed from that activity unit will be used to assist all other activity units in the Public Works Division

3. Full Implementation: ABC will be regularly used and maintained to manage costs and continually improve processes in those functional areas.

APPENDIX A

ABC Implementation Milestones

· SUBMIT IMPLEMENTATION PLAN  12 APR 02

· IDENTIFY AND COMPLETE TRAINING 31 MAY 02

· INITIAL DEPLOYMENT (RAPID PROTOTYPE) JUNE 02

· ADJUST TO ALIGN WITH TRANSFORMATION OF INSTALLATION MANAGEMENT (TIM) 1 QTR 03

· FULL DEPLOYMENT 2 QTR 03

