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UNITED STATES MARINE CORPS

MARINE CORPS BASE HAWAII

BOX 63002

KANEOHE BAY, HAWAII 96863-3002
                                                                                                                                                  IN REPLY REFER TO:

                                                                 BaseO 5224.1

                                                                 CRR

                                                                 AUG 14 2000

BASE ORDER 5224.1
From:  Commanding General

To:    Distribution List

Subj:  OPERATIONAL PLAN ACTIVITY BASED COSTING AND MANAGEMENT
Ref:   (a) CMC White Letter No. 2‑98

       (b) MARADMIN 339/99, CMC 2802432 JUL 99

       (c) ACMC Letter of 26 APR 99

       (d) Under Secretary of Defense Memo of 8 Jul 99

Encl:  (1) Tentative Timeline Table

1.  Overview.  The ABC/M project at MCBH has its roots in guidance issued by

the Commandant of the Marine Corps, references (a) & (b), the Assistant

Commandant of the Marine Corps, reference (c), and the Under Secretary of

Defense, reference (d).  As part of the Marine Corps Installation Reform

Business Plan, ABC/M is being initiated at 16 Marine Corps Installations

between August 1999 and July 2000.  HQMC hired ABC Technologies Incorporated

(model construction) and Grant Thornton (ABM/model analysis) to assist in

implementation. The initial project started at MCBH on 7 March 2000 and will

conclude on 21 July 2000.  After 21 July 2000, this operational plan

commences, as ABC/M becomes an integral part of daily business practices for

MCBH.  There are several short and long-term benefits of ABC/M including

visibility of business costs, baseline data for process improvements, cost

reductions (modernization wedge) benchmarking, and reengineering initiatives.

Additional benefits include providing cost and activity data to assist the

base in achieving a positive outcome in the A76 competition, and a coordinated effort tying the strategic plan to actual business processes of the installation.

2.  Mission.  The mission of the Marine Corps Base Hawaii (MCBH) Activity

Based Costing and Management (ABC/M) project has several facets to include:

    a.  Equiping the Commanding General and department functional managers with a modeling tool to provide cost visibility and performance data of actual work performed (activities), of services provided, and for which customer the services were performed (cost objects).

    b.  Performing model maintenance and facilitating periodic updates.

    c.  Assisting base departments in interpreting the data provided by the model, and helping them realize opportunities/efficiencies for process improvements, savings goals (modernization wedge), and customer satisfaction.

    d.  Providing continuous, quality; and timely training for appropriate base personnel.

    e.  Continuously seeking to improve/simplify the process of populating the model through automation and information technology.
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3.  Vision.  Initially, the expertise and responsibility for successful

completion of the first phase of the project was resident with the HQMC

sponsored contractors and the MCBH ABC/M core team.  This is not the end

state.  Through the vehicle of this plan:

    a.  Functional managers within the departments must take ownership of their model and make its utilization part of everyday business.

    b.  The ABC/M core team will pass their modeling and ABM skills to the departments so those departments will have all the requisite skills to util this function internally.

    c.  In time, the current three-member core team shall transition from basic model builders to manager/analysts of the installation model, receiving completed component models directly from the departments/process owners. Department personnel/process holders will utilize the model to assess performance and identify costs quarterly, while the core team analyzes cross-functional processes as they relate to the strategic plan.

    d.  The ultimate vision for the project visualizes regularly updated

Activity Based Information System (ABIS) that spans organizational and

functional levels from individuals to sections, to departments, to

installations and the Marine Corps as a whole. ABIS encompasses ABC/M, the

future use of Activity Based Budgeting (ABB) for POM 04, and the Installation Business Model (IBM).  This vision is consistent with HQMC’s Installation reform initiatives and supports the concept of the ABIS.

4.  Scope.  The primary customers of the model data include the Commanding

General and functional managers within the various base departments.  They, in turn, use the information from the model to identify costs, improve processes, and ultimately improve service to customers identified in the strategic plan (the warfighters/tenant activities).  The MCBH ABC/M core team is currently staffed with 3 full time functional Modelers facilitators analysts and one part time team leader.  The size and scope of the program at MCBH warrant that project staffing remain at its current level and continue to function as the command focal point for the construction, maintenance, and updates of the installation model for the near-term. Select department personnel who have been chosen to represent their departments in constructing the original models will see their roles expand significantly.  Through progressive training and practical experience, department personnel will begin to manage data calls,  manipulate their model, and eventually provide completed models to the core team. The core team will then consolidate department models into the installation model to perform required analysis. The core team will provide necessary ABC/M training internal to the installation via organic personnel, contractors and HQMC sponsored services on both a scheduled and an "as needed" basis.  Interaction between the core team and HQMC (bi-weekly conference calls, periodic cost saving updates, HQMC sponsored seminars) is expected to continue at the current level.

5.  ABC Model Updates and Maintenance

    a.  Core Team Roles & Responsibilities

        (1) Model FY00.  The MCBH ABC/M core team will be the focal point for updating  the FY99 baseline model to the FY00 model.  The core team will provide department personnel with the required training to successfully provide the information needed to update the model. The core team will assist
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departments in making the necessary updates to their structure via storyboarding sessions or other vehicles as necessary.  The subsequent data calls will be constructed, deployed, and collected by the core team via the selected department personnel.  The core team will import the datacalls into the model structure and review the model with departments to ensure accuracy. A communication plan in the form of web page updates, command deck briefings, and informational email will advise base personnel on progress.

        (2) Model FYO1Q1 and beyond.  The core team will rely more on department personnel to make structural adjustments, administer data calls, and review data calls before submission to the core team.  The core team will still import the data for the short term.  Eventually, automation through database systems such as Remedy Ticketing S or actual model exports by the departments will replace the time-intensive data collection scheme that is currently followed. Communication and training for the installation shall be continuous.  Analysis of the model will evolve to a process oriented view with the objective of linking the model with the strategic plan and Installation Business Model (IBM).  HQMC will also be requiring more input from installations as they seek to implement the Activity Based Budgeting (ABB) initiative.  The core team will continue to be the primary resource for department personnel and will continue to train, assist in technical support, address facilitation needs, and provide general ABC/M expertise.

    b.  Department Personnel Roles & Responsibilities

        (1) Model FY00.  For the second iteration of the model, the role of department personnel shall be clarified for short and long term ABC/M program sustainment.  In the short term, department personnel shall be responsible for distributing, collecting and reviewing datacalls inherent to their department . Any necessary storyboarding sessions to review structure shall be attended by and, when practical, facilitated by the department ABC/M POC. Department personnel will report for required training when offered or make alternate arrangements to receive the training if a scheduling conflict occurs.  It is extremely important that individuals selected as department ABC/M POCs are competent with computers, self-motivated, and possess substantial presentation & communication skills.

        (2) Model FYO1Q1 and beyond.  In order for ABC/M to be successful at MCBH, departments and process owners need to take ownership of their ABC model and have the requisite knowledge to perform their own analysis.  The MCBH ABC/M core team will provide this capability to department personnel over time via the training aspect of the communication plan.  Department personnel will become more independent in maintaining and updating their models.  This progression of responsibility will occur over a period of 12-18 months as both the MCBH ABC/M core team expertise and the installation ABC model becomes more refined.  Entire datacall evolutions and submission of model exports will fall within the purview of the departments.  Manipulation of department models will become commonplace for department personnel as the model is utilized to make daily management decisions. Eventually, departments will use model data on a daily basis.  They will facilitate and effect structural changes to the model, coordinate internal data calls, review models, validate models, perform ABM analysis, and provide the MCBH ABC/M core team with model exports to update the overall installation model.
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    c.  Training Issues

        (1) MCBH ABC/M Core Team.  The core team received training in the basics of model building including Onsite Basic Training (OSBT) and Onsite Regional Advanced Training (OSRAT).  The collateral systems that are used in conjunction with OROS SUITE for model construction include Cognos, Access, and Excel. Efforts to automate the data collection process have targeted legacy systems and other software packages such as SMARTS, REMEDY and MAXIMO. To become truly functional and flexible with OROS SUITE, it is essential that the core team embark on an aggressive training program to realize the potential of these collateral software packages as they relate to OROS SUITE. Also, the core team must train itself in the delivery of periods of instruction, briefs, and group facilitation if it is to successfully impart the requisite ABC/M knowledge to department personnel.  The core team will train department personnel in basic and advanced techniques as experience and expertise accumulate.  Contractors will be utilized for OROS training as funds become available or as HQMC allocates specific training credits to the installation.  Basic model building courses will be offered bi-annually to address turnover and transferring personnel.

        (2) Department Personnel.  Department personnel will initially receive refresher training in model structure and OROS ABCPlus as they apply to the FY99 model.  Additionally, classes in data call coordination, review and submission will be covered in anticipation of the FY00 model.  Over time, the experience, and expertise gained by the MCBH ABC/M core team will be transferred to the department personnel.  Classes in importing Access and Excel databases will also be offered so that department personnel will have the same level of model expertise as the core team.

    d.  Model Updates.  Models will be updated on a periodic basis.  The current objective is to update the FY99 model to the FY00 model following the close of FY00.  Subsequent models will be updated on a quarterly basis to track costs over time.  Naming nomenclature is the fiscal year followed by the quarter (i.e. FYO1Q1 will be the model update for the first quarter of FY01).

    e.  Data Management/Security.  The current repository of ABC/M information is the shared "Y:" drive.  Efforts are being coordinated with ISMO to ensure model access to specified department personnel.  Model archives are currently stored on individual hard drives and diskettes, but will be placed on a more practical medium in the future (CD-ROM drives, ZIP drives, etc.).  Management and security access will be reviewed by the core team on a monthly basis to ensure department personnel lists are accurate.

6.  ABM Sustainment.  Periodic reviews of ABC/M information will be conducted based upon successive updates of the installation model and cost saving ideas already in progress.  Department workshops will be provided in a classroom environment as well as individually. Individual workshops will be presented based on requests and on a rotational basis in order to address immediate ideas and to eventually disseminate training to all departments.  Potential cost savings/process improvements that are already implemented will be revisited to ascertain the actual savings realized.

7.  Communications Plan.  One of the most important aspects of the project is communicating successes, providing resources, training and providing open forums for questions/discussion. The communications plan for the project shall be centralized on an ABC/M Web page for most information items.  The web page will contain the latest news associated with the project, and will exist
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as a repository for news articles, pertinent email messages, additional ABC/M links, HQMC conference call notes, definitions, and an email box to field specific questions.  Answers to selected questions will be posted in a "frequently asked questions" section of the web page.  In addition to the general communication plan, periodic updates and briefs to the command deck (initially monthly) will be effected.

8.  Summary.  This operational plan has set forth some aggressive goals.  It will take the sustained, coordinated efforts of the installation departments, command deck, and core team to realize success.  The benefits (potential cost savings and process improvements) achieved by the initial FY99 model in its infancy validate the need for continued ABC/M support.  With further model refinements, installation training, HQMC guidance, and most importantly, department participation, this valuable tool will enhance business processes, services and identify cost savings (modernization wedge) for the base and its customers.  This plan is not written in stone, but is instead a dynamic document to be improved upon and updated as new procedures and relevant information becomes available.  A separate plan of work/standard operating procedures will be constructed subsequent to acceptance of this operational plan for use by the core team.

                                      M. L. OLSON

                                      Deputy Commander

Distribution: A
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Tentative Timeline

	Events
	Date
	Personnel Affected

	ABM Outbrief
	21 July

2000
	CG, DCG, BRI OIC, Comptroller,

Presenting Department Heads, HQMC rep, MARFORPAC Rep, Core Team 

	COMMUNICATIONS PLAN – WEBSITE, EMAIL concerning class for department personnel

	Access/Excel Training
	July/

August

2000
	CORE TEAM **

	Data Calls, ABCPlus Refresher, Y:

Drive Management
	July/

August

2000
	Department Personnel

	COMMUNICATIONS PLAN – CG UPDATE, WEBSITE Upon completion of classes, EMAIL informing departments of FY00 Update

Plans/dates

	FY00 Model Structure Updates

Storyboarding Sesions
	August

2000
	CORE TEAM, Department Personnel

	FYOO Model Data Calls submitted
	August

2000
	CORE TEAM, Department Personnel

	COMMUNICATIONS PLAN – CG UPDATE, WEBSITE, DEPT HEADS Upon issuance of data calls

	FY00 Model Data Calls submitted
	Sept/Oct

2000
	CORE TEAM, Department Personnel

	FY00 Model Data Calls imported
	October

2000
	CORE TEAM, Department Personnel

	FY00 Model Construction

Complete
	October

2000
	CORE TEAM

	COMMUNICATIONS PLAN _ CG UPDATE, WEBSITE, Upon completion of model, EMAIL model review with department

	HQMC ABC Conference – Dallas
	October

2000
	2 Members of the Core Team

	FY00 Model Review with

Departments
	November

2000
	Core Team, Department Heads, Department

Personnel

	ABM Training Class
	November/

December

2000
	CORE TEAM, Department Personnel

	ABCPlus Refresher, Importing

data calls, quarterly model updates, what’s new.
	December

2000
	CORE TEAM, Department Personnel

	COMMUNICATIONS PLAN – CG UPDATE, WEBSITE Upon completion of classes, EMAIL FY01Q1 model update plans/dates to dept

Personnel and DEPT HEADS

	FYO1Q1 Model Structure Updates

Storyboarding Sessions (if needed)
	December

20000
	CORE TEAM, Department Personnel

	FY01Q1 Model Data Calls issued
	December/

January

00/01
	CORE TEAM, Department Personnel

	COMMUNICATIONS PLAN – CG UPDATE, WEBSITE, DEPT HEADS Upon issunace of data calls
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	FY01Q1 Model Data Calls            submitted
	February

2001
	CORE TEAM, DEPARTMENT PERSONNEL

Personnel Affected

	FY01Q1 Model Data Calls

Imported
	February

2001
	CORE TEAM, DEPARTMENT PERSONNEL

	FY01Q1 Model Construction

Complete
	February

2001
	CORE TEAM

	COMMUNICATIONS PLAN – CG UPDATE, WEBSITE Upon completion of model, EMAIL model review with departments

	FY01Q1 Model Review with Depts
	March

2001
	Department Heads, Department Personnel,  Core Team

	ABM Site Visits (ongoing)
	Rotational

Basis

Beginning

Feb 2001
	Core Team, Department Personnel

	Linking ABC/M with Strategic

Plan
	Spring 2001
	Core Team, G5, BRI ESC, Command Deck

	ABCPlus Refresher, Importing

Data calls, quarterly model updates

What’s new.
	March

2001
	Core Team, Department Personnel

	COMMUNICATIONS PLAN – CG UPDATE, WEBSITE, DEPT HEADS Upon completion of classes, EMIAL FY01Q2 model update

Plans/dates

	FY01Q2 Model Structure Updates
	March 2001
	Department Personnel

	FY01Q2 Model Data Calls issued
	March 2001
	Department Personnel, Core Team

	COMMUNICATIONS PLAN – CG UPDATE, WEBSITE, DEPT HEADS Upon issuance of data calls

	FY01Q2 Model Data Calls             submitted
	April 2001
	Department Personnel, Core Team

	FY01Q2 Model Data Calls             imported
	April 2001
	Department Personnel, Core Team

	FY01Q2 Model Construction            Complete
	April 2001
	Core Team

	COMMUNICATIONS PLAN – CG, UPDATE WEBSITE Upon completion of model, EMAIL model review with departments

	FY01Q2 Model Review with Depts
	May 2001
	Department Heads, Department Personnel, Core Team

	ABCPlus Refresher, Importing

Data calls, quarterly model updates

What’s new.
	May 2001
	Core Team, Department Personnel

	COMMUNICATIONS PLAN – CG UPDATE, WEBSITE, DEPT HEADS Upon completion of strategic planning efforts

	FY01Q3 Model Structure Updates
	May 2001
	Department Personnel

	FY01Q3 Model Data Calls issued
	May 2001
	Department Personnel, Core Team

	COMMUNICATIONS PLAN _ CG UPDATE, WEBSITE, DEPT HEADS Upon issuance of data calls

	FY01Q3 Model Data Calls submitted
	June 2001
	Department Personnel, Core Team

	FY01Q3 Model Data Calls
	June 2001
	Department Personnel, Core Team
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	imported
	
	

	FY01Q3 Model Construction        Complete
	June 2001
	Core Team

	COMMUNICATIONS PLAN – CG UPDATE,  WEBSITES, DEPT HEADS Upon completion of model, EMAIL model review with      departments

	Mapping Strategic Plan to

Business Processes and ABC

Model
	July 2001
	Core Team, G5, BRI ESC

	ABM assessments/status (wedge potentials)
	July 2001
	Core Team, BRI, Comptroller

	COMMUNICATIONS PLAN – CG UPDATE, WEBSITE, DEPT HEADS Results of strategic planning and wedge potentials


                            ** Bold typeface indicates lead responsibility
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