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�FOREWORD TO THE MM LONG RANGE BUSINESS PLAN 



	The pages that follow are the Long Range Business Plan for the Materiel Management (MM) Directorate, both headquarters and field activities, of the Defense Logistics Agency (DLA).  It is our road map that shows our many stakeholders, our customers, our workforce, our suppliers, and our shareholders, how we intend implement the DLA Strategic Plan and become the Warfighters Choice for Integrated Life Cycle Solutions through Teamwork and Partnerships in the years ahead.  Initially drafted based on deliberations of our senior leaders throughout MM’s headquarters and field activities, it also reflects the full consideration of comments from our workforce and our union partners, and a sampling of our customer, supplier and shareholder communities.



	This plan compliments and clarifies the DLA Strategic Plan, in that it outlines MM’s role in implementing that plan.  The two documents must be viewed together to fully understand the corporate direction they set forth.  Together they establish our vision for meeting the support challenges of the next 10-15 years, and outline the initial goals, objectives and metrics that will guide our near-term efforts in that direction.  They are built on a foundation of accomplishments already made in the 1990s.  DLA’s role grew significantly as a result of the Defense Management Report (DMR) and follow-on decisions which built on our existing acquisition, supply, distribution, reutilization and marketing, logistics information, and defense stockpile businesses.  These decisions have resulted in our management of 90% of DoD’s spares and repair parts, the vast majority of its supply system warehousing functions and, soon, its full cataloging mission.  Through a combination of right sizing of staffing and facilities, aggressive pursuit of innovative business practices and a closer link with our customers and suppliers, and a strong labor-management partnership, significant improvements in performance and reductions in costs have already occurred in all of our business areas.



	But despite the significance of these prior accomplishments, there is much yet to do.  The DLA MM businesses are vital to combat readiness and sustainment, and have a major impact on effective resource utilization by our customers and the taxpayers who fund their and our operations.  Our many stakeholders continue to demand greater efficiencies and reduced cost.  We must meet today’s obligations, but we must also prepare for tomorrow’s, and those that are on the horizon early in the 21st century.  We need to understand clearly our mission, our customers, the activities we provide to support those customers, and the enabling capabilities we can tap to help us transition from today’s way of doing business to tomorrow’s.  We must make smart decisions on how we “source” support capabilities, and decide how we size ourselves to best provide that support in the most cost effective and responsive manner.  We must transition from thinking and acting as independent business areas to performing as an integrated materiel support provider - “One Team -- One Focus.”  And we must do all of this while ensuring our logistics support capabilities are supportive of the way in which our combat forces will fight, both now and in the future.



	These challenges require us to examine our processes continually.  Logistics is a rapidly developing competitive business area in the private sector.  Our customers are realizing the potential benefits from improved logistics business practices, and are demanding better support.  We ourselves see the potential for improvement as we interface with our customers and suppliers, and are seeking innovative ways in which to introduce such improvement.  In a very real sense, we have really just begun a never-ending journey.  For the expanding capabilities of information technology and the evolution in private and public sector logistics business practices are unceasing.  We have moved from an era in which we referred to change as "inevitable," to one in which change is fundamental to our business and growing at an exponential rate.  The war fighting and peacekeeping forces we serve in our primary role as a Combat Support Agency are themselves constantly changing.  They and we are striving to provide an extraordinarily rapid and flexible combat capability under the tenets of the Chairman of the Joint Chiefs of Staff’s (JCS) Joint Vision 2010.



	So with all of this change, how do we prepare for the future?



	o  One way, of course, is to start by providing the best possible service today and everyday.  That is why we emphasize performance enhancements and cost control in everything we do now, and in our near-term budgets and our annual performance planning.



	o  The second way is to continually improve our business practices.  Improvement must be a way of life to us.  We can never be satisfied with the way we do things today.  We must constantly reevaluate our business practices and procedures to ensure we remain on the forefront of providing innovative and responsive logistics solutions.  The old adage "If it ain't broke don't fix it" is obsolete.  The point is, if you're not finding ways to improve your processes, you are falling behind those that are, and you can rest assured, there are plenty who are.



	o  And the third way is leveraging the “enablers” which allow us to make the transition from today’s ways of doing business in discrete business areas to tomorrow’s way of providing truly integrated logistics support.  These “enablers” are:



		-  Logistics Research and Development (Log R&D) which enables the application of advanced technology to facilitate new business practices.



		-  Shift to Commercial Business Practices which capitalizes on our acquisition capabilities and enables the shift from organic to commercial sector support when business factors dictate; facilitates the value added buying arrangements which link our customers to the full range of public and private sector sources; and enables us to acquire the industry-based integrated supply chain and value added electronic shopping opportunities that permit our customers to directly order items, when needed, at the best possible price.



		-  Information Technology (IT) which enables the seamless integration of our current information systems with more agile, advanced technologies; provides visibility and access to global inventories and manufacturing capabilities; substantially increases the speed and effectiveness with which we communicate and receive information; and facilitates the integration between our organic sector capabilities, our private sector suppliers and our customers.



		-  Supply Chain Integration which demands that we look outside of our discrete business areas for solutions which will link the various elements of the supply chain from customer order to delivery to create dramatic improvements in speed and reliability.



	This Long Range Business Plan provides the framework through which we will bring these various concepts together to achieve our vision of being ...the warfighter’s choice for integrated life cycle solutions through teamwork and partnership.  It is this plan and, more importantly, the participative process that developed it and will monitor progress and periodically revise it over time that will help us enhance today’s service and improve tomorrow’s practices.  And it is this plan that will guide our efforts as we look beyond the year 2000 to pursue the goals and initiatives that will enable DLA Materiel Management to meet the needs of the warfighters and our other customers through the year 2010 and beyond.



	That final point brings us to the fundamental purpose for this plan.  In one sense, it is a guide to help us develop the answers to many of the questions we must confront as we plan for the future.  Questions like: "How do we achieve the Chairman's vision of Focused Logistics?"; "How should we best structure ourselves to provide support in each of our business areas?"; "When can we rely on private sector support and when must we retain 'in-house' capabilities to ensure we are indeed positioned to provide combat support?"  Although dealing with these issues is important, it is secondary to the main purpose behind this plan: to provide a clear, commonly understood vision of where we are heading in meeting the needs of all our stakeholders.



	And who are these stakeholders and how should we think about them?  There are four groups:



	o  Customers:  Our principal customers are the Military Services at all echelons.  At the mission level, they want and deserve on-time and reliable support, meaning confidence that the part or service we provide will consistently arrive on time and perform as intended.  And they want an easy interface to obtain this support.  At the management level, they want our services to be affordable, truly best value.



	o  Workforce:  Our workforce is our true competitive advantage.  We are in a business of delivering on our ideas, and we can only do so through our people.  Technology helps, but it’s our people who fashion the ideas and turn those ideas into reality.  By capitalizing on the diversity in our workforce and providing our workforce the tools, recognition and the development to do the job our other stakeholders expect of us, we can deliver on those expectations.



	o  Suppliers:  Suppliers want us to be a reliable trading partner.  They want stable, long-term relationships, certainty of prompt payment for products and services delivered, flexibility in how they meet our performance requirements and consistency in how they are treated.



	o  Shareholders:  Our shareholders provide us many of our policies and authority to operate.  They include the Office of the Secretary of Defense, the Congress and, ultimately, the taxpayer and they want a government that "works better and costs less".  For us this generally means lower cost and less infrastructure.



	Our plan then focuses our efforts on goals designed to address the needs of each of these stakeholders and to leverage our enablers over the next 4-6 years, as we progress toward providing the integrated logistics solutions required by 2010 and beyond.  These goals parallel those in the DLA strategic plan.  Each goal, in turn, has a series of supporting objectives, which identify specific actions we will take to achieve those goals.

These objectives are stated in such a way that they clearly define how we will measure 

�our success (i.e., they include the performance targets (metrics) against which we will track our progress).  Our goals are:



	o  Consistently provide responsive, best value supplies and services to our

                customers



	o  Serve as a catalyst for the revolution in business affairs and acquisition reform



	o  Ensure our workforce is enabled to deliver and sustain world class

                performance



	o  Rapidly exploit technology to provide agile, responsive, interoperable

                solutions



	o Aggressively pursue partnerships with industry and our suppliers



	In closing this overview, I hope I have raised your interest in reading further.  You cannot fully understand this Long Range Business Plan without familiarizing yourself with the complete contents of this document as well as with the DLA Strategic Plan.  We must all do so because we will use these plans, to guide near and long-term program support decisions, including Program Objectives Memorandum (POM) and budget development. We will update our plan as circumstances warrant, review it annually and completely reassess it at least every three years.  In addition, we will use our Long Range Business Plan in developing MM’s inputs to future revisions of the DLA Strategic Plan, DoD’s Logistics Strategic Plan, to periodic Defense policy reviews, boards and commissions, and in our representation to the Joint Vision 2010/Focused Logistics efforts of the JCS. And we will update this Long Range Business Plan, when appropriate, to reflect the outcome of these higher-level planning processes.  Moreover, MM’s PLFAs will use this plan as guidance for their own Activity Business Plans. 



	We have the opportunity and responsibility to make DLA’s Materiel Management organization a world class provider of integrated logistics solutions.  It will be a challenging journey, but one that will also be exciting and very rewarding.  We have the people to make the journey, and we now have a destination as well.  With your help, support and active participation, this Long Range Business Plan will get us there.











			JUSTIN D. McCARTHY

			Rear Admiral, SC, USN

			Deputy Director 

			Materiel Management



			December 1997

�INTRODUCTION:

DEFINING THE MATERIEL MANAGEMENT BUSINESS





	At the foundation of any long-range plan is an understanding of the way we do business today and our stakeholders' expectations of where we should be headed.



	Materiel Management is today comprised of five distinct, but related, business areas.  While our Long Range Business Plan is focused on the future, it must be grounded in our current organization to enable us to make the transition from today’s to tomorrow’s way of doing business.  We therefore begin with that foundation in mind.



	o The Supply Management business area is responsible for the overall coordination of supply support for the consumable items assigned by DoD to DLA management.  This includes requirements determination, acquisition of inventories and/or establishment of direct customer access to commercial sources, and stock control.  Currently this involves 4 million items grouped into five commodity areas: air and space systems managed by Defense Supply Center Richmond, sea systems and ground systems managed by Defense Supply Center Columbus, bulk fuel and energy support managed by the Defense Energy Support Center at Fort Belvoir, and troop and general support items managed by the Defense Personnel Support Center and the Defense Industrial Supply Center -- soon to be combined to form the Defense Supply Center Philadelphia.



	o The Distribution Management business area is responsible for receipt, storage, issue, packing, preservation and transportation arrangements for all items placed under its accountability by DLA and Service ICPs.  Currently this includes 6 million line items, 25 million annual transactions and nearly 500 million cubic feet of storage space managed through the Defense Distribution Center and its 23 subordinate distribution depots positioned in the Continental United States and overseas.



	o The Reutilization, Marketing and Disposal Management business area is responsible for the disposition of DoD property turned in by DoD activities.  Currently this involves the worldwide management and reuse, demilitarization, marketing, sales and disposal of materiel whose acquisition value approximates $20 billion annually, through the Defense Reutilization and Marketing Service and its field offices.



	o The Logistics Information Products Management business area is responsible for managing the Federal Catalog System (FCS), containing data for nearly 7 million items used by DoD, NATO and other customers, processing 150,000 transactions daily and disseminating thousands of multi-media products each month.  It is preparing to implement DoD’s approved plan for consolidating all cataloging activities.  It also stores and retrieves 27 million engineering drawings used by the Military Services and DLA, all through the Defense Logistics Services Center in Battle Creek, Michigan.



	o The Defense National Stockpile Management business area is responsible for the management and phased liquidation, as required, of the $6 billion inventory of more than 90 critical and strategic materiel commodities through the Defense National Stockpile Center and its 79 field locations.



	Together these five business areas form essential elements of today’s operational supply chain supporting military weapon systems, as well as of the life cycle management of those systems.  In the former case, our business areas are responsible for locating, establishing necessary contractual vehicles, and ensuring distribution of consumable material to our customers, as well as distribution of reparables and selected principal items.  In the latter case, we manage inventories, ensure industrial base capabilities, provide continuous support, and ultimately dispose of residual materiel throughout the life cycle of military weapon systems.



STAKEHOLDER EXPECTATIONS



	As stated in the overview, Materiel Management has four major stakeholders:  our customers, workforce, shareholders and suppliers.  Each of these stakeholders interfaces with our business areas and has its own expectations of integrated logistics support from DLA.  Let's briefly examine each:



Customer expectations



	Our customers' expectations are the most difficult to summarize, since we have such a wide array of customers, including virtually every element of the Department of Defense, other US government agencies and foreign military organizations. On a day-to-day basis, these customers expect timely, reliable support, at the lowest possible cost, provided through a simple and responsive customer interface process.  Some of these customers have immediate operational or maintenance support requirements, while others may have less time-sensitive needs, and some are more involved in developing support plans for future weapons systems and support equipment.  Among this varied customer base, our first priority is providing tailored support to the operational commanders who direct our military forces.  Fortunately, the expectations of these commanders have recently been outlined in Joint Vision 2010 (JV 2010).  JV 2010 represents the Chairman of the Joint Chiefs of Staff s vision for how we will fight in the year 2010.  One of the four key operational concepts of that vision is titled Focused Logistics.  It is this concept of Focused Logistics, defined in the recently published Concept for Future Joint Operations (CFJO), which provides insight into our war fighting customers' expectations.



	The CFJO defines Focused Logistics as 



	".... the fusion of information, logistics and transportation technologies to provide 	rapid crisis response, to track and shift assets while en route, and to deliver

	tailored logistics packages and sustainment directly at the strategic,

	 operational and tactical level of operations."  



	The CFJO indicates Focused Logistics will reduce reliance on large stockpiles, excessive inventory levels, redundant logistics infrastructure, and cumbersome support systems--and that it will provide a logistics structure that is as tailored-to-task, agile, readily deployable, anticipatory, and as responsive as the force it supports.



	What exactly does all that suggest to us as logisticians?  Perhaps the easiest way to visualize Focused Logistics is in terms of responsiveness.  Simply stated, it means we must have a logistics system which tailors what we provide to what our customers require--not what's convenient for us--and does so in dramatically reduced time frames, reliably and consistently .  It means we need to be able to sustain forces in combat and contingency with logistics response times--the time from customer requisition submission to customer receipt anywhere in the world--much faster than we are able to do so today.  And it means rapid access to real-time information (concerning sources, asset locations, etc.) will be increasingly critical to successful logistics support.



	Just as important as speed is reliability.  If we are not able to provide consistent delivery of products on a predictable, repeatable basis, our customers will not have confidence in the supply system.  They will continue to hold redundant inventories and/or choose other sources that may not be the best value solution to their needs.  DoD cannot afford “just in case” inventory management, we must embrace the commercial sector philosophy of “just in time” support.  Recognizing the criticality of timely logistics support in fulfilling our combat support mission, this equates to providing “just enough” support, where and when our warfighting customers need it.. 



	Meeting Focused Logistics  specifications...as well as meeting the increasingly demanding logistics criteria of Program Managers who are developing new weapons systems and support equipment...will require fast, flexible, reliable service at reasonable cost;  clear and easy communications regarding services available; performance standards sand costs which allow valid comparisons against alternate sources;  tailored, deployable, agile and integrated service;  access to accurate and timely information on logistics processes, facilitated by integration of wholesale and retail logistics information systems;  and integration of the entire supply chain: from battlefield diagnostics, to order entry, to requirements processing, to materiel movement, to equipment repair.  Achieving such performance will, in turn, require a substantial increase in our ability to practice true supply chain integration.  Coordination between links of the supply chain--both those elements within DLA s control and those that are part of the overall defense supply chain--will become critical to successful accomplishment.  Supply and distribution, requirements determination and acquisition, distribution and transportation, supply and maintenance, supply and engineering, strategic lift and in-theater distribution are noteworthy examples of linkages which will benefit from such increased coordination.  Clearly, thinking only in terms of discrete business areas and their sub-components will not allow us to deliver on these expectations.  We will have to achieve unparalleled levels of integration to meet our customers  performance requirements.



Workforce expectations



	Our workforce encompasses civilian and military (officer and enlisted, active and reserve) personnel.  Their expectations are relatively straightforward.  They desire a supportive and positive work environment which values each member individually and reflects the benefits of a strong labor-management partnership.  They desire to be kept informed of what is being done and why, particularly when it impacts them personally or professionally.  They expect to be provided the tools and training necessary to perform the tasks asked of them.  They expect their ideas to be welcomed and given serious consideration.  They expect to be aided in developing their skills to enable them to seek and compete for opportunities for promotion, be these in the public or private sector.  And they expect to be recognized for their contributions.



Supplier expectations



	Our suppliers expect fair treatment and timely compensation for their services.  They prefer to operate in long-term stable trading arrangements.  They generally prefer doing business on the basis of performance specifications which provide them the greatest latitude to develop the most cost effective and efficient solutions to our requirements.  They prefer we do business on the basis of industry standards vice DoD unique standards.



	To meet these expectations will require expanded use of commercial specifications and practices wherever possible.  It will mean increased use of information such as Electronic Commerce/Electronic Data Interchange/Electronic Funds Transfer (EC/EDI/EFT), the Electronic Market Space, bar coding (Automated Item Identification--“AIT”), the Internet and World Wide Web (WWW), and commercial off the shelf (COTS) systems, consistent with industry standards.  It will mean expanding the use of long-term contractual arrangements, employing commercial data standards, integrating information from vendor systems, and a focus on improving the speed and reliability of the vendor payment process.



Shareholder expectations



	Our shareholders are many and varied.  The taxpayer is our ultimate shareholder, but it is difficult for us to communicate directly with taxpayers.  We therefore assess our responsiveness to the taxpayer through our responsiveness to our overseers  (our "bosses") requirements.  These requirements come to us in numerous forms, including statutes, Executive Orders, policy guidance from OSD, and strategic plans of the department (e.g., the DoD Logistics Strategic Plan).  Recently, these sources have been supplemented by two significant additional guidance documents, the Quadrennial Defense Review and the Defense Reform Initiative Report.  Taken as a whole, this guidance outlines the expectations of our many stakeholders.  Although they are not restated here, they form the basis for many of the objectives contained in the DLA Strategic Plan and this document.  There are a few expectations, however, which are overarching in nature and require emphasis.



	First is the requirement to be responsible stewards of taxpayer dollars.  This requirement dictates that we make decisions which are in the best financial interests of the taxpayer.  To do so we must consider total cost to the taxpayer, not just the cost to our particular business area or activity.  It would be inconsistent with this expectation if we were to make decisions which appear to reduce cost to MM but which, in the aggregate, result in higher overall cost to the taxpayer.



	Second is the requirement to base our decisions and actions on a strong ethical basis.  Our corporate values, which are discussed later in this plan, directly address this requirement.



	Third, our shareholders have clearly signaled a desire to reduce the size of the Federal government.  They have done so by placing constraints on the size of the Federal workforce and on the size of our infrastructure.  This focus on infrastructure reduction is not unique to our shareholders, as our customers are equally focused on such reductions when they talk about the need for a reduced “logistics tail.”  We must respond to these requirements by ensuring our decisions relative to sizing our infrastructure and selecting sources for our products and services are consistent with this need to reduce our infrastructure.



ENVIRONMENTAL ASSESSMENT



	Having defined our stakeholders  requirements, there is another element we must consider prior to outlining our long-range business plan--the environment in which we will operate during the next 10-12 years covered by JV 2010.  Chapter 2 of the aforementioned CFJO provides some insight into this future; other insights can be gleaned from events and trends currently being experienced in our business areas.  The DLA Strategic Plan contains our corporate environmental assessment which is equally applicable to material management.  No amplification is necessary.

�STRATEGIC DIRECTION



	Having examined our stakeholders expectations and the environment in which we will operate, we are left with the challenge of addressing these expectations.  That is the essence of our Long Range Business Plan.  It provides a direction--where we are headed over the next 15 years--and a set of near-term priorities which help us identify what to attack and in what sequence.  It outlines the goals we will pursue in meeting our stakeholders'  expectations.  It provides guidance in how we will make tradeoffs as we pursue these goals, and it identifies how we will measure our progress.  Lets begin by addressing this issue of strategic direction.  To understand our direction, we must begin with our mission.



DLA’s Mission Statement



	"To provide acquisition and focused logistics support to America’s Armed Forces in peace and war - around the clock, around the world.”



	Lets consider this statement for a moment.  While we do support non-DoD customers, we are a Combat Support Agency.  The significance of that phrase cannot be overstated.  Logistics support for combat operations is the fundamental core of our Agency -- the value we add that no one else can.  Logistics solutions can be developed by many sources, but no one can tailor those solutions to combat support like DLA.  Our military-civilian team gives us this capability, together with the fact we understand combat operations, understand our customers’ combat logistics systems, understand the implications of combat on the logistics solutions we develop, participate on-scene with deployed forces to provide combat logistics support, and develop solutions that take into account these combat considerations.



	Our primary focus is to support America’s Armed Forces--the warfighter--in time of war and peace.  This too is significant.  It directs that the solutions we develop must take into account the fact they must apply in both peace and war.  Ensuring the industrial base is sustained adequately to respond to the differing requirements of wartime logistics is one example.  Ensuring adequate consideration is given to surge capacity when awarding long term contracts is another.  Advising our Military Service customers on recommended levels of consumable item war reserves is yet another.  Once again, our knowledge of these factors, and the fact we consider them in developing logistics solutions, is part of our core competency.  We are not performing our mission requirement unless we understand and consider these factors in our logistics solutions.  Performing our mission means we proactively develop solutions for our customers, rather than just respond to problems and routine daily requirements.  And it means we are continually improving our current capabilities.



	As an Agency, we provide cost effective life cycle support.  In other words, our solutions must not only be cost effective to our customers, but they must also be good life cycle solutions.  They must consider the life cycle implications of the weapons and systems we support, from introduction to phase out and disposal.



	Our DLA mission statement provides the foundation of our MM Long Range Business Plan, but it does not provide a sense of our destination for the future.  This description of our destination is provided by our vision statement.  It describes how we want to be viewed by our stakeholders.

�DLA’s Vision Statement



	"America’s logistics combat support agency… The warfighter’s choice for integrated life cycle solutions through teamwork and partnership"



	The significance of this statement is substantial.



	First, it says our customers have a choice--they use our services because they choose to, not because there is no alternative or because they are required to do so by policy.



	Second, it says they turn to us for integrated solutions.  They are not turning to us for inventory management, distribution services, disposal services, or logistics information services alone, but for integrated logistics solutions.  These solutions transcend any one business area and demand true integration across all business areas.  Moreover, they need not mandate that we perform the services ourselves, merely that we ensure they are performed in an integrated manner consistent with the mission of providing combat support for peace and war.



	Third, it says we perform this function through teamwork and partnership. Teamwork throughout our organization, within activities, across activities, and between the headquarters and the field.  Partnership with our suppliers, who are critical contributors in helping us achieve our mission and vision, and with our customers whose support needs drive our mission and vision.  We can’t take these two words--“teamwork” and “partnership”--lightly.  They describe not only the fact we interact with each other and our suppliers and customers, but also the nature of that interaction.  Teams and partners are supportive and contribute to each other’s success.



	When you combine the elements of our vision statement, you find not only the output we believe we are to provide--integrated solutions--but the climate in which we will provide those solutions--one in which customers choose our services, one in which we support and team with each other in developing those solutions, and one in which our suppliers are full partners in developing and delivering those solutions.



	This issue of climate leads us to our corporate values.  It is not enough to say we team with each other without further describing the climate in which that teaming takes place.  There must be a foundation for our dealings with each other, a foundation which we all believe is fundamental to the way we do business.  We live by these values.  They guide us in our decision making.  They act as a compass in helping us make decisions, or chart our direction when no other guidance or policy is available to point the way.  We know that as long as we base our decisions on these shared values, the organization and our teammates will always back us up.  We also know that conduct inconsistent with these values would be inconsistent with membership on our team.



DLA’s Ethos



	“We are warrior focused professionals, an integral part of the joint warfighting 

	team.  We know that victory by America’s Armed Forces and the lives of service 

	members depend on us.  They can count on us to be there, every time, wherever 

	they are, providing required logistical support...around the world, around the 

	clock.  We make a difference.  We are Team DLA.  We are proud! 







		Webster defines ethos as:  “… the distinguishing character, sentiment, moral nature, or guiding beliefs of a person, group, or institution.”  Thus our ethos describes our fundamental beliefs about ourselves and our purpose.  It is the essence of what we collectively represent to our shareholders.  It tells what we are – warrior focused professionals.  It tells how we function –- as an integral part of the joint warfighting team It tells where our focus lies –- on the warfighter.  It tells why what we do is so important --- lives of service members depend on us.  It tells our standard of performance – we can be counted on every time, wherever our customers require logistical support… around the clock, around the world.  It tells our attitude – we are proud.  Taken as a whole, our ethos is the foundation of what we believe in.  From it, we take our overall direction.



DLA’s Corporate Values



	People

	Service

	Excellence

	Integrity

	Innovation 



	Much is imbedded in these five words.  They say a lot about ourselves and our dealings with others.  Read them carefully.  They say we care about our people.  We keep each other informed, both up and down the chain of command.  We value the diversity in our workforce and seek to capitalize on that diversity in providing integrated logistics solutions.  We recognize each other’s accomplishments, both up and down the chain of command.  We are honest and trustworthy.  We conduct ourselves with integrity, and expect others to do likewise.  We seek out and contribute to innovation.  We take pride in the quality and completeness of our work and in doing so, seek to deliver results that demonstrate excellence and are consistent with the commitments we have made to ourselves and our stakeholders.  We are committed to providing uncompromising customer service.  They say a lot.



Defining our direction



	Given our stakeholders expectations, the environment in which we expect to operate, our mission (foundation), our vision (destination), and our values, one critical step remains: defining the manner in which we will achieve the vision.  In other words, the direction we head as we seek to achieve our vision.  This direction is provided through a combination of fundamental principles about the way we do business today, and the way we employ “enablers” to transition us to tomorrow s way of doing business.

Doing Today’s Work Most Efficiently



	Fundamental to doing today’s work is our commitment to provide the best possible service at the least cost today and everyday.  To do this we will continue to emphasize performance enhancements and cost control within each of our business areas.



	Secondly, we will continually improve our business practices.  Improvement must be a way of life to us.  We can never be satisfied with the way we do things today.  We must constantly reevaluate our business practices and procedures to ensure we remain on the forefront of providing innovative and responsive logistics solutions.  To do this we must seek out knowledge in best practices from both public and private sources.  We must foster an environment in which ideas freely surface from all levels of the organization, receive serious consideration, and are implemented rapidly when adopted.  And we must continually evaluate our performance through benchmarking with world class providers to stimulate examination and improvement of existing processes.



	Thirdly, we must size ourselves consistent with our mission responsibilities and make best value sourcing decisions in determining how our services are provided to our customers.  These decisions are made through application of the policy on sizing and sourcing outlined in Appendix I of this plan.



Employing Enablers to Transition to Tomorrow



	Transitioning to tomorrow’s way of doing business requires a different way of thinking.  Doing today’s work most efficiently and with continuous improvement won’t get us there.  We must look beyond our existing framework of discrete business areas current practices, and seek new ways of doing business which will provide integrated solutions for our customers.  We must be a catalyst to help foster a “Revolution in Business Affairs” in support of the on-going Revolution in Military Affairs (RMA) reflected in Joint Vision 2010 and the Quadrennial Defense Review (QDR).  Fortunately we have some tools to aid us in this different way of thinking.  We refer to these tools as “enablers.”  Four enablers will be our principle aids in transitioning to tomorrow.



	o  Logistics Research and Development (Log R&D) which enables the application of advanced technology to facilitate new business practices.  We have employed this enabler in specific commodity areas in the past, but we must expand our use of Log R&D to ensure we are taking full advantage of new technologies being developed.  In doing so, we must ensure that we are fully integrated into DoD’s Log R&D initiatives, and that we support the evolution of newly emerging DLA business practices.



	o Shift to Commercial Business Practices which capitalizes on our acquisition capabilities and enables the shift from organic to commercial sector support, when business factors dictate; facilitates the value added buying arrangements which link our customers to the full range of public and private sector sources; and enables us to acquire the industry-based integrated supply chain and value added electronic shopping opportunities that permit our customers to directly order items when needed at the best possible price.  These practices lead to the virtual enterprise arrangements with our suppliers which will provide our customers timely access to the full range of Federal and commercial sector sources.



	o  Information Technology (IT) which enables the seamless integration of our current information systems with more agile, advanced technologies; provides visibility and access to global inventories and manufacturing capabilities; substantially increases the speed and effectiveness with which we communicate and receive information; and facilitates the integration between our organic sector capabilities, our private sector suppliers, and our customers.



	o  Supply Chain Integration provides a focus which forces us to look outside of our discrete functional and business areas for solutions which will link the various elements of the supply chain from customer order to delivery at the front lines.  This new perspective will cause us to integrate our efforts with those responsible for the various other elements of the supply chain to achieve dramatic improvements in speed and reliability.  Using this enabler, we will partner with our customers and suppliers to integrate the order entry process with order processing, to ease customer access to our system and reduce order entry time frames.  We will partner with transportation providers to achieve an uninterrupted flow of information and materiel, so that staging of cargo at Points of Embarkation (POEs) is minimized or eliminated.  We will partner with customers to ensure materiel packaged for overseas shipments is configured and consolidated to such an extent that additional handling is not required prior to receipt by the ultimate consignee.  These are just a few examples of how our focused approach to supply chain integration will enable the shift to tomorrow s way of doing business.  The creation of the Supply Chain Development & Integration Team on the headquarters staff will provide a continual focus in this area.



Strategic goals, supporting objectives and metrics



	We are now in a position to finalize our plan by outlining the strategic goals and associated objectives and metrics we will use to chart our direction and monitor our progress on the road to our vision.  We take our strategic goals directly from the DLA Strategic Plan.  From these goals we develop the objectives that clarify both how we will accomplish the goals and how we will measure our progress.  These objectives include our contribution to those outlined in the DLA Strategic Plan as well as several supplemental objectives developed during our Materiel Management planning process.  They represent the culmination of a nine month process of review and discussion.  They are designed to meet long-range business needs over the next 4-6 years, en route to providing required integrated logistics solutions for 2010 and beyond.  Thus they are not static.  They will be adjusted and refined as we progress along the path to our vision.  Initially, they are founded in the framework of our existing business areas.  As we progress in our understanding and in our development of truly integrated customer solutions, they will be modified to correspond with that progress.



	Given that background, our strategic goals and their supporting objectives are as follows:



GOAL 1 -Consistently provide responsive, best value supplies and services to our 

	    customers



	oo Exceed a 95% reliability rate for on-time products and services by the end of 

	     FY2000.  OPR: MML

	oo Meet or beat our cost and pricing commitments while seeking reduced total 

	     customer costs.  OPR: MMB

	oo Achieve and sustain a 90% customer satisfaction level.  OPR: MMC

	oo Establish tailored support arrangements for our top 100 customers by the end 

	    of FY2000.  OPR: MMC

	oo Introduce an order entry system which allows for multiple line item orders and 

	     processing by the end of FY2000.  OPR: MML/MMI



GOAL 2 - Serve as a catalyst for the revolution in business affairs and acquisition 

	     reform



	oo Achieve $500 million in life cycle cost (LCC) reduction initiatives in 

	     partnership with the Services by FY2000.  OPR: MMC

	oo Reduce overall infrastructure (square feet) by 40% from a FY1996 baseline by 

	     the end of FY2005.  OPR: MML

	oo Implement a comprehensive “streamlining through competition” strategy by 

	     FY1999.  OPR: MML

	oo Meet or beat a sales to inventory ratio of 1.5:1 by FY2003.  OPR: MML

	oo Make all our relevant products and services accessible to credit card ordering 

	     by the end of FY1999.  OPR: MMP

	oo Achieve 95% of procurement transactions processed in a paperless 

	     environment by 1 January 2000.  OPR: MMP



GOAL 3 - Ensure our workforce is enabled to deliver and sustain world class 

	     performance



	oo Develop individual development plans (IDP) for all employees by the end 

	     of FY1999.  OPR: MMB

	oo Achieve a training investment level of at least 1.5% of gross payroll costs, 

	     linked to documented IDPs by FY2000.  OPR: MMB

	oo Achieve an employee satisfaction index of 90% by the end of FY1999.

	     OPR: MMB

	oo Develop a future-focused system for continual development of our workforce 

	     by the end of FY1999.  OPR: MMB



GOAL 4 - Rapidly exploit technology to provide agile, responsive, interoperable 

	     solutions



	oo Implement our Information Technology Strategic Plan.  OPR: MMI

	oo Conduct 40% of sales through virtual enterprise arrangements by FY2003.

	    OPR: MML

	oo Upgrade our technology base to be 100% compliant with DII/COE policies 

	     and standards.  OPR: MMI

	oo Establish a Logistics R&D program management structure by FY1999.

	    OPR: MMP

	oo Deploy web technologies and interfaces on our systems and databases by the 

	     end of FY2002.  OPR: MMI

	oo Achieve 25% of sales through the Electronic Market Space by the end of 

	     FY2002.  OPR: MMP



GOAL 5 - Aggressively pursue partnerships with industry and our suppliers



	oo Increase the dollar value of long-term contractual arrangements with quality 

	     providers to 80% of total dollar value of contracts by FY2000.  OPR: MMP

	oo Establish proactive value-added partnerships with our suppliers by FY1999.

	     OPR: MMP

	oo Achieve 95% of commercial payments within Prompt Payment standards by 

	     the end of FY2002.  OPR: MMP



CONCLUSIONS



	This is a very significant long range Business Plan.  This is because we have a clear signal as to the type of logistics support we will be responsible for in the years ahead--thanks to the Chairman's JV 2010 in general and the concepts of Focused Logistics in particular, as well as guidance from DoD s Logistics Strategic Plan.  Moreover, we have relatively clear signals that indicate that the means to provide this support will continue to rapidly evolve during these same years.  Thus this plan sets the foundation in place to provide the kind of mission support expected of us--worldwide world class materiel logistics support.  And, given current assumptions and our strategic direction, it sets a vision for how we will do this through providing integrated logistics solutions.  Of greater importance, it gives us a framework to guide our near-term decisions for the next few years so that they will serve the next decade’s needs as well.  Lastly, it provides a baseline to carry us from now through the culminating year of Joint Vision 2010.  Consequently, while our vision to be "America’s Logistics Combat Support Agency… The Warfighters Choice for Integrated Life Cycle Solutions Through Teamwork and Partnerships" will not change, we can and will periodically reassess our status, the environment, and our stakeholders’ projected needs and revise the plan, when needed to ensure MM will succeed in accomplishing its mission.



	This is a very ambitious long range Business Plan.  That is as it should be, since we face significant challenges in order to reach our vision for mission accomplishment in the years ahead.  To meet these challenges, we will aggressively pursue our strategic goals and their supporting objectives and metrics identified above, and specific business area metrics and initiatives to be outlined in annual performance plans.



	We will track progress to ensure success throughout the POM and budget cycle.  We will conduct monthly MM Management Reviews, as well as make quarterly reports to the Director during the Review and Analysis process.  Through this ongoing analysis, impediments to goal satisfaction will be identified and strategies to resolve problems will be developed.  The plan will assist in prioritizing and making resource allocations, budget decisions, and performing business process re-engineering.  MM’s Primary Level Field Activities (PLFAs) will use this plan as guidance for their own Activity Business Plans.  We will reassess our status, the environment, and our customers  projected needs frequently, and update the plan as required, reviewing it annually, and completely reassess it at least every three years to ensure we provide maximum payoff for our stakeholders and consistency with higher level guidance and plans.



	This is your plan, whether you are a customer, supplier, member of DLA’s workforce, or a shareholder, for integrated materiel logistics support from DLA.  It links all the members of the MM family, at headquarters and at field commands, offices, and contingency support sites worldwide.  It has been reviewed by many of you, both in and outside of DLA management and it has been reviewed by representatives of our customer, supplier and shareholder communities.  It is your guide to our future.  It deserves your best efforts to support it and, when appropriate, to help amend it so it is even better in the years to come.  Through our joint efforts, including teaming and partnering with our customers and suppliers, and working closely with those who are our shareholders, we will implement this plan and successfully provide world class integrated logistics solutions for warfighters worldwide.



	One closing message to our DLA MM workforce: As you read this plan, and most importantly, as you carry out your daily work, think about your role in achieving the goals in this plan.  Ask yourself frequently if what you are doing contributes to accomplishment of the strategic goals in this plan.  If that is not the case, reassess what you are doing and discuss it with your teammates and supervisors so that you can more directly contribute.  Make no mistake, we all have a role, and we each need to be supporting this plan in our daily efforts, or thinking about how we could change our role or activities to do so. This is the key to our current and future success in achieving our vision to be the warfighters  choice for integrated logistics solutions through teamwork and partnerships.

�APPENDIX I



MM Policy on Sizing and Sourcing



	Current emphasis on reduced infrastructure and outsourcing requires that we have a definitive policy on the way in which we will make sizing and sourcing decisions.  Taking on additional workload or responsibilities represents a sizing decision.  Deciding how that workload is to be accomplished, either organically or through the private sector, is a sourcing decision.  Since both these issues frequently surface as our customers request additional assistance or we are confronted with a question on whether to perform work in-house or through outsourcing, it is important that a policy exists that can be applied by all levels of our business area.



	We will make sizing and sourcing decisions through a four step process: (1) state the mission of the business areas; (2) define for whom we perform the mission (i.e., the scope of our work in the business area); (3) define the core activities which must be accomplished by the Federal workforce under a “Most Efficient Organization” (MEO) approach; and (4) source/size the remainder of the business (the non-core activities) through the application of good business decisions (i.e., apply our requirement to meet mission requirements while being good stewards of taxpayer funds).



	Step 1:  State the mission of the business areas.  Our business area mission statements are relatively straightforward and are supportive of our corporate mission statement.



	- Supply Management: Provide best value (timely, reliable, affordable, quality) supply support of DoD’s and other designated customers’ Class I, II, III, IV, VIII and IX consumable item requirements.  In addition, arrange or ensure the providing of integrated logistics responses to peacetime operational and readiness needs, and for contingency, humanitarian and wartime operational and sustainment scenarios, across all elements of DLA’s mission.



	- Distribution Management: Provide best value distribution support of DoD and other designated customers’ secondary item and selected principal item assets.



	- Reutilization and Marketing Management: Provide best value support for efficient and timely reuse, transfer, donation, sale or disposal of excess DoD property.



	- Logistics Information Products Management: Provide best value support to provide logistics data and information when, where and how it is needed, with timely and reliable transmission of logistics transactions.



	- National Defense Stockpile Management: Provide best value support for the effective sale of stockpile assets that are no longer required, and for the accountability of retained stockpile materiels. 



	As noted in the basic plan, these business areas depend heavily on the enabling support of logistics R&D, information technology, the shift to commercial practices, and supply chain integration enhancements--as well as on benefits from workforce development efforts--as we pursue true integrated support solutions.



	Step 2:  Define for whom we perform the mission.  The scope of our work is best defined by applying the mission statement to the customers we serve.  We have already defined the mission statement.  Fortunately our customer base has been defined for us by statute (32 CFR Ch 1, Part 398.2).  It states:



	“The DLA shall function as an integral element of the military logistics system of the Department of Defense to provide effective and efficient worldwide logistics support to the Military Departments and the Unified and Specified Commands under conditions of peace and war, as well as to other DoD Components, Federal Agencies, foreign governments, or international organizations, as assigned.”



	The significance of these scoping steps is that we know who we are to serve and what service we are to provide. i.e., in each business area we provide logistics services of various types to customers assigned.  Together, these define the normal boundaries of our support.  We should not be routinely seeking business opportunities beyond these boundaries when such action would conflict with our stakeholders’ expectation for a reduced Federal infrastructure.  It also suggests if we are doing things currently which are outside the scope of our businesses, that unless this is clearly assessable as the best business case solution for strong customer support at reduced cost, we should start the process to withdraw from that work or customer base as an opportunity to reduce the size of our infrastructure.



	Step 3:  Define the core activities which must be accomplished by the Federal workforce.  Core activities are those which we believe must be performed in-house.  Core activities should be performed under an MEO structure and meet one or more of the three criteria below; criteria which reflect the requirement to provide services organically if they are inherently governmental (OMB Policy Letter 92-1 of September 23, 1992) and/or are considered “core logistics” (10 USC 2464), but are also in keeping with the Quadrennial Defense Review (QDR)’s statement that “.  A guiding principle of the American government is that the government should not perform private sector-type functions, and this should also be true of the defense sector unless a compelling military need is demonstrated.”  The three criteria that define in-house core activities are:



-  Those activities which, because of their strategic importance, must be retained

in-house (e.g., the ability to execute, control and direct the operations of critical 

combat support mission areas would fall in this category).



-  Those activities to which DLA adds unique value because of its mission as a 

Combat Support Agency (e.g., the ability to project wartime requirements and 

perform contingency planning would fall in this category).



	-  Those activities which must be retained in house because of an unacceptable 

	risk of mission failure should we attempt to source them by other means (e.g.,

	unique surge and sustainment capabilities would fall in this category).



	Considering the above criteria, command and control of our business areas is considered a core activity.  Operation of our two principal distribution sites (PDS) might be an example of a more specific core activity.  Core activities, once determined, are primarily performed by Federal employees for the reasons stated above (“primarily” is used here because there may be limited situations within a core activity where outsourcing may be appropriate in a particular functional area).  Our objective in these core activities is to achieve an MEO, utilizing our Federal workforce.



	It is important that we all fully understand this idea of core activities.  Don’t confuse business areas with core activities.  Supply management is a business area, not a core activity.  Therefore, although we are committed to retaining some supply management expertise in-house, not all supply management activities are core activities.  It is because of this fact that we can “outsource” some of our supply management through the use of new business practices such as prime vendor and virtual prime vendor initiatives.  Also, don’t assume that all “core activities” must be performed by DLA’s Federal workforce.  In theory, they could be outsourced to another Federal Agency for performance (nonetheless, in practice the use of  “outsourcing” in this document essentially refers to consideration of non-governmental sources). 



	As the above discussion suggests, our sourcing decisions are largely driven by the issue of core activities.  It is, therefore, critical that we understand what those core activities are.  This issue was the subject of extensive discussion in developing this long range business plan.  We started with the Corporate Core in MM; that is, what processes/capabilities tended to be our core value to our customers and other stakeholders.  We determined these to be:



	-  Understanding of customers’ needs and suppliers’ capabilities

	-  Providing integration between customers and suppliers

	-  Leveraging our buying power and acquisition initiatives on behalf of customers

	    and taxpayers

	-  Understanding customer requirements in war fighting and other operational

	    scenarios

	-  Managing DoD logistics data

	-  Leveraging advanced technology in support of DoD requirements

	-  Assuring surge and contingency response capabilities are incorporated into

	    logistics solutions



	These processes/capabilities can be summarized as the core business of providing integrated logistics solutions through our five business areas supported by key “enablers” such as Log R&D, information technology, the shift to commercial practices, and supply chain integration.  They support our overriding core competency in providing logistics support for combat operations.



	We next sought to identify those core activities within each business area; those activities for which we feel accomplishment must remain a Federal workforce responsibility for the foreseeable future, based on the criteria discussed above.  The following list was developed:



	o  Supply Management

	-  Command and Control (including policy, program management, resourcing, and

	    performance monitoring)

	-  Customer interface standards

	-  Supplier relationships that support supply chain integration/requirements

	-  Market leverage

	-  Wartime capacity management

	-  Industrial base management

	-  Regulatory enforcement

�	o  Distribution Management

	-  Command and control (including policy, program management, resourcing,

	    and performance monitoring)

	-  Customer interface standards

	-  Surge response

	-  Contingency distribution management

	-  Regulatory enforcement



	o  Reutilization, Marketing and Disposal Management of Excess Property

	-  Command and Control (including policy, program management, resourcing, and 

	    performance monitoring)

	-  Customer interface standards

	-  Direct oversight of risk areas (hazardous waste/DeMil)

	-  OCONUS contingency response

	-  Regulatory enforcement



	o  Logistics Information Products Management

	-  Command and Control (including policy, program management, resourcing, and

	    performance monitoring)

	-  Customer interface standards

	-  Logistics data integration and management guidelines

	-  Regulatory enforcement



	o  National Stockpile Management

	-  Command and Control (including policy, program management, resourcing, and

	   performance monitoring)

	-  Customer interface standards

	-  Regulatory enforcement



	Two points about the above list.  One is that it applies today and probably for the next few years, but it can, and almost certainly will, change over time as we assess developments and periodically revise our plan.  The other point is that it reflects core activities, not a complete list of current core competencies.  Since this type of “core” terminology is used frequently within both the public and private sector, it is important to understand the differences reflected in this plan.  While our overriding core competency in providing logistics support for combat operations will not change and drives what we define as our strategic core activities, some individual elements of our current core competencies, such as our significant skills at acquiring and distributing stock, are not in all cases core activities that must remain a Federal workforce responsibility.



	Step 4:  Source/size the remainder through application of good business practices.  Once we establish those core activities that will primarily be performed by Federal employees in an MEO manner, as described above, then our next step is to make good business decisions in "sourcing” and “sizing” those non-core activities we are responsible for within each business area.  We must determine whether they can be performed best and most affordably through public or private sector sources.  Our objective in this case, given the high priority placed on infrastructure reduction, is to seek to transition non-core activities to private sector sources whenever those alternative sources can perform the function more affordably for our customers while meeting mission requirements in peacetime, wartime, and during contingency or humanitarian operations.  In so doing, we must keep in mind that we have an obligation to make any such transfers transparent to our customers, and to ensure before doing so that we have properly assessed our own Federal workforce’s capability to perform the function.  This latter point is extremely important.  Our Federal workforce brings tremendous experience and capability to the table in providing logistics services.  We must ensure any sourcing assessments we perform adequately consider those factors and do not bias our assessment toward the private sector.  Once again, the basic rule for making these sourcing assessments for non-core activities is that sources (from within DLA, from elsewhere in DoD or the Federal Government as a whole, from other governmental sources, or from the private sector) should be selected that will provide the best value mix of quality, responsiveness and affordability for our customers.  Once this is done, sizing becomes a natural outgrowth of the sourcing decisions. 



	There are two basic techniques applicable to sourcing decisions:



	-  In some cases, such as Prime Vendor approaches to supply support, the commercial sector offers a new way (a new activity) to meet underlying customer needs that may differ significantly from the activity we could take even in an MEO posture.  In such situations we make a Business Case Analysis (BCA) and determine which course of action to follow: continue our current approach under an MEO, evolve to the commercially available source or a mix of the two.



	-  In other cases, where we can make a direct assessment of comparable activities (e.g., DRMOs receipt, store and issue functions), the “A-76" process provides the best vehicle for this analysis, and it ensures the capability and expertise of our Federal workforce are appropriately factored into any sourcing decision.  A-76 provides the process by which public-private comparisons are conducted.  A-76 comparisons result in either a Federal workforce performed MEO process, or a decision to outsource to the private sector, whichever is the best value for the Federal government.



	We all have a very important role to play in the sourcing process.  Despite the implications of sourcing decisions in terms of the size and perceived opportunities for our workforce, we must, as responsible stewards of taxpayer resources and given our vision to provide integrated logistics solutions, view these decisions not as “competing with the private sector” but as one of reaching the best value decisions for our customers and the taxpayers.  Since we will, in fact, wind up in some cases in what are typically described as public-private “competitions” in the A-76 process, this may seem inconsistent.  But the fact is we can and will conduct such comparisons as business decisions linked to the best way to provide combat logistics support, and not as  “DLA vs. industry” competitions.  In turn, we will not set goals in terms of “retain x % in-house”  nor in terms of  “outsource  y %.”  Our goals, and the related metrics used to track progress, will be to conduct the comparisons necessary to reach the best decisions on sourcing non-core activities within our business areas.



	One final point on this subject of sourcing.  Once a decision is made to outsource a particular function, we must make a follow-on determination as to the need for DLA to remain involved in the function.  The basic rule here is simple: if DLA’s continued involvement would not add value for the customer, then we should remove ourselves from the picture and allow the customer to deal directly with the outsourced supplier.  This is most likely to apply in cases when we decide that we no longer need to be involved in a function that we used to perform, but which was really not integral to our overriding core competency to provide logistics support for combat operations.  In such cases, it is unlikely our continued involvement after outsourcing the function would have value to the customer.  Clearly, in those cases where we outsource functions that do relate to our overriding core competency, then we will retain sufficient involvement to ensure such functions are performed to our customers’ satisfaction.



	With the above guidance in mind, we can also draw some conclusions relative to decisions regarding new or expanded business.  Because of our stakeholders’ expectation of a reduced infrastructure, we must look cautiously at any action which would expand our staffing or facilities.  In some cases, such as the recent DoD decision to expand our cataloging role, it can be clearly demonstrated that this will reduce overall infrastructure elements in DoD and reduce taxpayer costs, while also offering opportunities for improved mission performance.  But in most situations we must look suspiciously whenever the result would be to slow the pace of DLA’s workforce reduction or even cause its expansion, other than those situations that might develop associated with a response to sustained workload increases.  The significance of  “sustained” cannot be overemphasized.  Temporary workload increases should be accommodated by temporary increases in staff, whether commercial or organic.  Normally only sustained increases in core activity workload areas should be justification for increases in our Federal workforce or facilities.  Proposals to expand the Federal workforce or facilities in other than core activity areas should not normally be considered.
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