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Service Pool/Sub Pool Full Cost Planning Job Aid

This Job Aid is intended to assist Service Pool/Sub Pool managers in entering Full Cost, Capacity and Revenue for their pools into the BF (Budget Formulation) system. The process has been broken down into 3 steps: 

Step 1: Full Cost Planning for Sub-Pools (Requestor role) 

Step 2: Capacity Planning for Sub-Pools (Estimator role) 

Step 3: Revenue Planning for Sub-Pools (Estimator role) 

In order to reconcile Full Cost planning that occurs outside the BF system with data that needs to be entered in BF, the BF Template Job Aid has been created. Using this template, you may either enter data manually or create Excel formulas that link cells to cells in “Waterfall” spreadsheets in order to import data. Once this has been accomplished, you may simply cut and paste data from the “BF Template Job Aid” right in BF.

The Service Pool Estimator role is usually performed by the same person performing the Requestor role. The Service Pool Authorizer role (the role responsible for distribution of Center SP authorizations for FTEs from Service Pools to Sub-pools) is not covered in this Job Aid. Italicized terms throughout the document are further explained in the Glossary on page 14.
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Service Pool Overview 

The overview explains relationships between Service Pool Requestor Full Cost planning and Service Pool Estimator Capacity and Revenue planning. 

Step 1: Service Pool Requestor. This step is performed in the Svc Pool (FTE,Travel,SP,Oth Dir $,WYE) Folder by the Service Pool Requestor to develop a Full Cost Plan for the Sub-Pool. The Full Cost budget is planned against the following 5 Full Cost elements: 

1. FTE’s 

2. Travel dollars 

3. Service Pool units required from other Service Pool/Sub Pools 

4. Other Direct dollars 

5. WYE’s (on-site contractors)

Once the Full Cost plan has been entered and copied to the final Center version (C000), the next step in the process can be executed. 

Step 2: Service Pool Estimator. This step is performed in the Service Pool - Capacity / Rate Planning folder, usually performed by the same person who performs Service Pool Full Cost planning (Step 1). This step can only be performed once the Full Cost budget for the Service Pool has been planned and copied to the final Center version (C000). In this step, the Service Pool Estimator plans Service Pool Capacity (the total Capacity (number of units) of the Service Pool is developed by aggregating the units requested by all consumers of the pool). Planning Capacity will be based upon negotiations outside the Budget Formulation System by way of Service Level Agreements. Estimates should reflect total Capacity of the Service Pool (in units) as accurately as possible since Capacity drives the Service Pool rate. Once units are entered, the system calculates the Pool Rate by dividing the Full Cost planned (as DIR/OTH Type “Other”) in the previous step, by Capacity (total units entered). 

Step 3: Revenue Planning. This step is performed in the Service Pool - Revenue Planning folder. Units associated with service pool operation are estimated as revenue to be recovered from consumers of the pool. Revenue is entered in units and assigned to each Project/Program WBS, Service Pool and G&A cost center based on their expected use of the Service Pool. Once revenue has been planned and copied to Center final version (C000), consumers of Service Pool units need to retrieve their share of the Service Pool units into their Full Cost budget from Center Final version C000. This is accomplished by each of the Projects/Programs, Service Pools and Center G&A functions using the Prime [Req. = Est.] button within the respective “Bottoms-Up” planning folders. 

Note: this can only be accomplished if the revenue plan has been copied to the Center Final version (C000) because that is where rates are available to consumers of the pool.
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Service Pool Overview Cont.
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Service Pool/Sub Pool Full Cost Planning

Step 1: Full Cost Planning for Pools (Requestor Role Note: In FY 04 ignore all “Phasing” Input layouts.

1. Open the Svc Pool (FTE,Travel,SP,Oth Dir $,WYE) Folder.

2. Enter Header Data (BA = 51, Budget Year, Agency Version, Center Version, Pool, Sub-Pool and Fiscal Year).

3. Click: Transfer Variable Values icon; SAVE.

4. If FTEs have already been authorized, click Prime [Req. = Auth] to receive authorized FTEs. A warning message will appear: “The button you are about to execute could overwrite data, continue?” Click: Yes and SAVE. If no FTE’s have been authorized, and you wish to enter them manually, go to the next step. Otherwise, skip to Step 8.

Note: If at a later point FTE’s are been authorized and you click Prime [Req. = Auth], any data you have manually entered or previously primed will be overwritten.
5. Append row(s).

6. Unfreeze Columns (right-click in any Input area column header and choose “Unfreeze Columns,”).

7. Enter your planned FTE’s; SAVE.

8. Go to the Travel $ (Annual) layout (if applicable).

9. Append row(s). Always plan for SP’s using DIR/OTH type = “Other.” “Other” refers to Service Costs that cannot be specifically identified to a project, but will ultimately be assigned to the various projects/programs based upon their consumption of the Pool’s services.

10. Unfreeze Columns (right-click on any Input area column header and choose “Unfreeze Columns,”).

11. Enter travel dollars you are requesting; SAVE
12. Go to the SP units (Annual) layout (if applicable).

13. Click Prime [Req. = Est] to receive estimated Service pool units from other Service pools (if applicable). A warning message will appear: “The button you are about to execute could overwrite data, continue?” Click: Yes and SAVE. Skip to step 17. If no SP units have been estimated, and you wish to enter them manually, go to the next step. 

Note: If at a later point SP units are estimated and you click Prime [Req. = Est.], any data you have manually entered or previously primed will be overwritten.
14. Unfreeze Columns (right-click in any Input area column header and choose “Unfreeze Columns,”).
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Service Pool/Sub Pool Full Cost Planning

Step 1: Full Cost Planning for Pools (Requestor Role) Cont.
15. Enter SP Pool units you are requesting (DSP Consumption pools only. ASP Non-Consumption pool units will be retrieved when you click Prime [Req. = Est.] as noted in Step 13. You will know whether a pool is an ASP or a DSP pool once you click Sort newly entered data record since SP type defaults); SAVE.
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16. Go to the Other Dir $ (Annual) layout (if applicable).

17. Append row(s).

18. Unfreeze Columns (right-click in any Input area column header and choose “Unfreeze Columns,”).

19. Enter your planned OD$ (Other Direct Dollars); SAVE.

20. Go to the WYE (Annual) layout (if applicable).

21. Append row(s).

22. Unfreeze Columns (right-click in any Input area column header and choose “Unfreeze Columns,”).

23. Enter planned WYEs and SAVE.
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Service Pool/Sub Pool Full Cost Planning

Step 1: Enter Full Cost Planning for Pools – Cont.

24. Click: Global Refresh Rates to receive latest FTE and SP (from another SP if applicable) rates. To see these rates, look in the FTE or SP [Annual] output area.

25. Click: Global SP Allocation to receive your share of another SP’s Full Cost (if applicable). To see allocated SP Full Cost, look in the SP [Annual] output area.

26. SAVE.

27. Click: Version Control: Draft Submit to copy your working version to C999 (Draft version).

28. SAVE.

29. Click: Version Control: Final Submit to copy C999 to C000 (Final version).
30. SAVE.

31. In order to verify that your working version was copied to C000, open Budget Formulation BW and run the following report: “Full Cost Expense – Summary.”  Menu Path: Service Pools(Enhanced Reports(Full Cost Expense – Summary. Make sure you enter C000 in the Center Version field on the Variable Screen before you execute.
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Service Pool/Sub Pool Full Cost Planning – Cont.
Step 2: Capacity Planning for Pools (Estimator Role)

1. Open the Service Pool - Capacity / Rate Planning folder.

2. Enter Header Data.

3. Click: Transfer Variable Values icon; SAVE.

4. Enter Capacity in units (you do not need to append a row in this folder; only one row will appear by default). Capacity equals the total number of units you estimate will be used by consumers of your Sub-Pool.

5. Click: Refresh SP Costs. This will cause the system to divide the planned full cost of the Sub-Pool by the planned capacity to provide an Annual Service Rate; the rate charged to consumers of the Sub-Pool’s services. To view the Service Rate, click on Rate Annual in the output area. 

a. Annual - Service Rate = Full Cost (planned as DIR/OTH type = “Other” only) divided by Capacity.

b. Annual – Functional = Service Rate plus any Full cost planned as Direct. This rate will usually be the same as the Annual – Service Rate. It would only change if you plan costs using DIR/OTH type = “Direct.” Direct cost shows the number of people directly planned to Programs or Projects. 

6. SAVE.

7. Click: Version Control: Draft Submit to copy your working version to C999 (Draft version).

8. SAVE.

9. Click: Version Control: Final Submit to copy C999 to C000 (Final version).
10. SAVE.
11. In order to verify that your working version was copied to C000, open Budget Formulation BW and run the following report: “Service Pool Rate & Capacity Report.” Menu Path: Service Pools(Enhanced Reports(Service Pool Rate & Capacity Report. Make sure you enter C000 in the Center Version field on the Variables Screen before you execute.
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Service Pool/Sub Pool Full Cost Planning – Cont.

Step 3: Revenue Planning for Pools (Estimator Role)
1. Open the Service Pool - Revenue Planning folder.

2. Verify Header Data.

3. If necessary, correct/change header data. Click: Transfer Variable Values and SAVE.

Planning Revenue from projects:

1. Make sure you are in the Projects [Annual] layout.

2. Append row(s).

3. Unfreeze Columns (right-click in any Input area column header and choose “Unfreeze Columns,”).

4. Enter Project Org., WBS(s), and total number(s) of units you estimate the project will consume.

5. Repeat for each customer (WBS).

6. Click the “Sort newly entered data” button.

7. SAVE.
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Step 3: Revenue Planning for Pools – Cont.

Planning Revenue from Service Pools:

1. Make sure you are in the Service Pool [Annual] layout.

2. Append row(s).

3. Unfreeze Columns (right-click in any Input area column header and choose “Unfreeze Columns,”).

4. Enter Service Pool, Sub-Pool, Org. (Code) of Service Pool Requesting units, and total number of units you estimate the SP will consume.

5. Repeat for each customer (SP).
6. Click the “Sort newly entered data” button.

7. SAVE.
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Step 3: Revenue Planning for Pools – Cont.
Planning Revenue from Center G&A:

1. Make sure you are in the Ctr. G&A [Annual] layout.

2. Append row(s).

3. Unfreeze Columns (right-click in any Input area column header and choose “Unfreeze Columns,”).

4. Enter Service Pool, Sub-Pool, Org. (Code) of Service Pool Requesting units, and total number of units you estimate the SP will consume.

5. Repeat for each customer (SP).

6. Click the “Sort newly entered data” button.

7. SAVE.
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Step 3: Revenue Planning for Pools – Cont.

Planning Revenue from Corporate G&A:

To plan revenue from Corporate G&A, do not use this layout. Use the Projects [Annual] layout and 
follow steps on page 9. 

Note: Consumers of the pool can now “import” their share of the Service Costs into their Full Cost 

budget by using the Prime [Req. = Est.] button within the respective “Bottoms-Up” planning folders.
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Service Pool/Sub-Pool matrix for GSFC (FY 2004)

The following matrix lists GSFC’s Service Pools and their subordinate Sub-Pools, as well as each Sub-Pools’ UOM (Unit Of Measure) and the type of pool (DSP or ASP).
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Glossary

Annual = Service Rate: Service Rate is equal to the annual rate based on the cost of running the Service Pool and is calculated once Capacity is planned. This includes all costs planned against DIR/OTH type = OTH (Other). This rate is visible in the Service Pool - Capacity / Rate Planning folder once Capacity has been planned. See Step 2. 

Annual = Functional Rate: Functional Rate is the total of the Annual = Service Rate (see above) PLUS the rate of costs planned directly to projects/programs. This would only be visible if the Service Pool planner planned costs using DIR/OTH type = DIR (Direct). 

ASP: = Allocated Service Pool (Non-Consumption Service Pool).

All organizations receive an allocation of the costs of operating the pool. 

Capacity: Capacity equals the total estimated usage of a Service Pool (in units). See Step 3.

DIR/OTH type: Service Pool managers plan their Full Cost budget using DIR/OTH type = OTH (Other). 

OTH (Other) are costs that remain in the Service Pool and cannot be charged to a project/program, but which eventually can be linked to projects /programs. These are costs associated with running and maintaining the pool. 

DIR (Direct) are costs that are physically related to a project/program at the time the costs are incurred and are planned directly by the project/program manager. Since the direct costs are planned by the Project planners themselves, there is no need for Service Pool managers to plan costs against DIR/OTH type: DIR (except for informational purposes). See Step 2.

DSP: = Demand Service Pool (Consumption Service Pool).

Only organizations that receive services receive an allocation of the costs of operating the pool.

Rate: The Service Pool Rate is established by dividing the total Full Cost of the Service Pool (planned by the Service Pool manager) by the Capacity (in units) estimated for that Pool (See Capacity). This is done in Step 3.

Revenue: The term “Revenue” in this case means amounts recovered from the Pool users through the application of the Service Pool/Sub-Pool rate to estimated units to be used. Planned revenue must recover the full cost of operating the Pool. 

Service Pool: Service Pools cover a broad range of infrastructure and support multiple projects/programs at the Center. The costs of operating Service Pools are accumulated and distributed to projects/programs by an allocation [Allocated Service Pools (ASP)] or in the case of Demand Service Pools (DSP) by a rate applied to the consumption of the pool’s units by the project/program.

Service Pool Units: Assignment of Service Pool/Sub-Pool costs to projects other service pools and G&A cost centers is based on consumption of the pool’s services. The link between Sub-Pool service costs incurred and the benefiting party is the UOM (Unit of Measure). Examples of UOM are HR (Hours) and FTE’s (Full Time Employees). 

Sub-Pool: Sub-Pools are associated activities or elements of the Service Pool. For example, one of S&E (Science and Engineering) pool’s several Sub-Pools is S&MA (Safety and Mission Assurance). The relationship between Service Pools and their Sub-Pools are hard-coded within the Budget Formulation System, so a user cannot select a Sub-Pool which is not associated with its parent Service Pool.
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