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TO 4: Consolidate DLA ICPs

Availability of MILCON dollars for facility 
construction 
Loss of key trained people
Risk of having all item management accomplished 
at one location

Streamline and enhance operational efficiency
Closes logistics infrastructure
Reduced logistics footprint; single face to warfighter
Enables workforce streamlining.

Potential ConflictsJustification / Impact

Principle: Supply, Service and Maintain

Transformational Option: Establish a single 
inventory control point within each Service or 
consolidate into joint ICPs

Transfer all Inventory Control Point (ICP) functions 
from DSCP and DSCR and consolidate functions at 
DSCC 
- Close DSCP and DSCR ICPs
- Consolidate similar functions

DriversScenario
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Optimization Modeling 

Review and Taskings

Dr. Kelly  
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Optimization Modeling Review and Taskings

ICP capacity ranking in descending order:
(Capacity is the maximum sustainable annual throughput of standard 

products under normal operating conditions.)

1. NAVICP-PHILADELPHIA, PA
2. DEFENSE SUPPLY CENTER COLUMBUS (DSCC)
3. TACOM-ICP
4. DEFENSE SUPPLY CENTER PHILADELPHIA (DSCP)
5. DEFENSE SUPPLY CENTER RICHMOND (DSCR)
6. Hill AFB-NICP
7. Robins AFB-NICP
8. Tinker AFB-NICP
9. FORT MONMOUTH (CECOM-ICP)
10. Lackland AFB-NICP
11. CO-MCLB-BARSTOW, CA
12. REDSTONE ARSENAL (AMCOM-ICP)

DCN: 11452



Draft Deliberative Document—For Discussion Purposes Only—Do Not Release Under FOIA

Draft Deliberative Document—For Discussion Purposes Only—Do Not Release Under FOIA

Draft as of 23 Sep 04, 0800; 
v.1.2 33

Optimization Modeling Review and Taskings (Continued)

ICP efficiencies: (How sparingly each uses its resources in producing a unit of output.
Resource utilization when operating at capacity.)

Utilization Contracting
Labor

Supply
Labor

Technical
Labor

Workspace

NAVICP_PHILADELPHIA_PA 1.00 0.87 0.89

DEFENSE SUPPLY CENTER COLUMBUS 0.47 1.00 0.42 0.95

TACOM ICP 1.00 0.69 0.20 0.48

DEFENSE SUPPLY CENTER 
PHILADELPHIA

0.28 0.52 0.64 1.00

DEFENSE SUPPLY CENTER RICHMOND 0.31 0.37 1.00 0.47

Hill AFB-NICP 0.74 0.71 0.68 1.00

Robins AFB-NICP 1.00 0.25 0.94 0.59

Tinker AFB-NICP 0.50 0.19 1.00 0.37

FT MONMOUTH (CECOM-ICP) 1.00 0.43 0.15 0.15

Lackland AFB-NICP 1.00

CO_MCLB_BARSTOW_CA 0.39 1.00 0.07

REDSTONE ARSENAL (AMCOM-ICP) 1.00 0.01 0.00 0.02
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One-at-a-time consolidation of ICPs

An example with 5 ICPs:

Open ICPs             Annual Production             Labor Utilization (%)             Work Space Utilization (%)
Alpha 4,000 95 100
Bravo 3,000 100                                             75
Charlie 998  30 21
Delta 1                                         0       0
Echo 1 0 0

Normalized Z = 100 Normalized Military Value  = 100
Add a constraint to limit the number of ICPs to 4 or fewer

Sum  Yj ≤ 4         for j in the set of ICPs

Open ICPs           Annual Production             Labor Utilization (%)             Work Space Utilization (%)
Alpha 4,000 95 100
Bravo                             3,000                     100 75
Charlie                              999                    30 21
Echo 1                                        0         0

Normalized Z = 96.5  Normalized Military Value  = 94.9

Optimization Modeling Review and Taskings (Continued)
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Optimization Modeling Review and Taskings (Continued)

Constrain the number of open ICPs to 3 or fewer
Sum  Yj ≤ 3         for j in the set of ICPs

Open ICPs      Annual Production      Labor Utilization (%)     Work Space Utilization (%)
Alpha                       4,000                           95                                        100
Bravo                       3,000                           100                                          75
Charlie                     1,000                           30                                          21

Normalized Z = 92.3  Normalized Military Value  = 89.5
Constrain the number of open ICPs to 2 or fewer
Sum  Yj ≤ 2         for j in the set of ICPs

CRASH! The problem has become infeasible.  That is, there is no solution — no 
configuration of two out of our original five ICPs has enough combined capacity to 
satisfy the DOD requirements. 
OK then, let us consider moving some ICP resources around to increase the capacity at 
select ICP activities as needed.  Bigger ICPs but fewer of them.
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Optimization Modeling Review and Taskings (Continued)

Relax the capacity constraints on all ICPs

Open ICPs      Annual Production      Labor Utilization (%)     Work Space Utilization (%)
Alpha                       7,999                           190                                        200
Charlie                            1                        0                                            0

Normalized Z = 88.0  Normalized Military Value  = 84.0

ICP alpha’s 190% and 200% utilization rates indicate it needs more resources Alpha’s 350 FTE labor force 
is 90% over utilized. Shortfall of .9 x 350 = 315 FTEs.  The shortfall for its100 units of workspace is 1.0 x 
100 = 100 units.
Constrain the number of open ICPs to just 1 
Sum  Yj = 1         for j in the set of ICPs

Open ICPs      Annual Production      Labor Utilization (%)     Work Space Utilization (%)
Alpha                       8,000                           190                                        200

Normalized Z = 81.5  Normalized Military Value  = 77.4
Again, must add 315 FTE and 100 units work space to the alpha ICP.
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Optimization Modeling Review and Taskings (Continued)

Consolidation of ICPs
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Distribution Depot Capacity Review

Mr. Meconnahey
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Covered Capacity (Storage 100%)
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Overarching Strategy

Col King
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Overarching Strategy

• Service warfighting constructs in transition

- Army – Maneuver Brigades (UE and UA)

- Navy / Marines – Seabasing

- AF – Expeditionary Air and Space Force

- Bottom Line:  Logistics must adapt accordingly

-- “Logistics full partner in Joint warfighting 
process”

JS J4 Focused Logistics Campaign Plan 

• Strategy: Transition traditional Military Logistics’ linear processes to a networked, 
force-focused construct which minimizes the number of sites & reduces excess 
capacity while providing a more effective & efficient DOD Logistics base. 
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ICP Consolidation

Col King
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Transformation Options

• Transformation Option 3: Consider migrating all Service DLRs to
the oversight and management of a single DOD agency / activity.

• Transformation Option 4: Establish a single inventory control 
point (ICP) within each Service or consolidate into joint ICPs.
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• Labor savings achieved through transfer-in-place
– Application of standard labor rates across ICPs
– HQ staff reductions
– Consolidation of support functions

• Reduced labor and support costs from site consolidation 
• Business process improvements

– Consolidation of procurement / repair under single IMM
– Single-up materiel management information systems
– Reduce disposal costs
– Improved stock positioning  

Pro…

ICP Consolidation Under DLA

Source: 1996 OSD Report to Congress
“Review of Consolidation of Inventory Control Points”
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Con…

• Organizational separations between…
– Weapon system PMs and material managers
– Principal end item procurements and secondary item procurements 
– Weapon system PMs and ICP engineers, technicians, and equipment 

specialists  
• Operational commanders and ICP managers under different command and 

control 
• Loss of synergism within weapon system teams if team members under 

different management

Source: 1996 OSD Report to Congress
“Review of Consolidation of Inventory Control Points”

ICP Consolidation Under DLADCN: 11452
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ICP Consolidation Under DLA 

12 Year Plan…

Year 1: Decision making and pre-implementation planning

Years 2-6: DLA assumes management of Military Service ICPs
(transfer in-place) 

Years 7-12: DLA reduces the number of ICPs and standardizes 
systems and procedures

Potential cumulative savings
of $2.2B to $3.8B

Source: 1996 OSD Report to Congress
“Review of Consolidation of Inventory Control Points”
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ICP Consolidation Alternatives

• Alternative 1: Establishment of global inventory control activities
– Consolidation of common reparables under a single Military Service 
– Offers benefits of single IMM with less disruption between materiel and 

weapon system management 
• Alternative 2: Electronic networking and tasking across the Military Services

and DLA
– Electronically link ICPs to provide a mechanism for executing 

partnerships
– Does not change current ICP infrastructure 

• Alternative 3: ICP consolidation within each Military Service and DLA   

Source: 1996 OSD Report to Congress
“Review of Consolidation of Inventory Control Points”
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Consumable Item Transfer

• Consumable Item Transfer (CIT) a result of DMRD 926

• Over one million items were transferred 

• Challenges: 

– Significant workload for both the Services and DLA

– Data quality

– Pipeline funding

– Personnel turnover… loss of item specific corporate knowledge
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Permutations

• Single Joint Activity (TO 3)
– All or some functions transfer
– Risk vs. Reward

• Lead Service or Agency Centers of Excellence to include 
Common DLRs (TO 3)  

• Single Service ICPs (TO 4)

Should ICPs be co-located with industrial repair?
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ICP Core Functions

• Sourcing Decisions
• Requirement Determination
• Procurement Actions / Contracting
• Distribution
• Disposition
• Budgeting  / Resource Management
• Quality
• Cataloging
• Provisioning

• Maintenance Engineering
• Technical Support
• Software
• Repairs Scheduling
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ICP Core Functions
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TO 3: Risk vs. Reward
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TO 3: Single Joint ICP

Scenario Drivers/Assumptions
In phased approach, transfer mgt of Army, Navy, 
Air Force, and Marine DLRs to DLA by:

a. Converting Service ICPs in-place to DLA. Ex: 
AF ICPs at: Hill AFB, Robins AFB, and Tinker 
AFB go to DLA  

b. Developing systems, procedures and 
processes to integrate Service operations and 
create engineering linkages to facilitate 
deployment and ensure readiness

c. Consolidating and implementing best 
business practices as appropriate  

Principle: Supply, Service and Maintain
Transformational Option: Consider migrating all 
Service DLRs to the oversight and management 
of a single DOD agency / activity
Focused Logistics: Changing nature of warfare 
dictates need for network centric approach to 
logistics 
Excess Capacity: GAO Report B-276977 
(Aug 97) estimates significant savings associated 
with ICP consolidation

Justification / Impact Potential Conflicts
Streamline and simplify DLR management 
Fundamentally alters existing IMM/PM 
relationships
Time / cost to develop integrating systems, 
procedures, processes and training workforce
Reduced logistics footprint; single face to 
warfighter

Risk associated w/disruption of existing
IMM / PM system
Resource allocation by appropriation account
Reduce ability of ICPs to provide tailored support 
to their customers 
Hinder efforts to link all echelons of supply 
performance to weapon system readiness goals
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Permutations

• Single Joint Activity (TO 3)
– All or some functions transfer
– Risk vs. Reward

• Lead Service or Agency Centers of 
Excellence to include Common DLRs (TO 3)  

• Single Service ICPs (TO 4)

Must ICPs be co-located with industrial repair?
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What is Common?

Definitions…
• Primary Inventory Control Activity (PICA)

– The principal supply control activity responsible for establishing 
stockage objectives, controlling stockage objectives and maintaining 
item accountability for an item of supply. 

• Secondary Inventory Control Activity (SICA)
– A supply control activity responsible for controlling stock levels and 

maintaining item accountability when supply support is furnished by 
a different Service or Agency or, in the case of Defense Supply 
Centers, responsible for residual supply management actions not 
transferred to the General Services Administration. 
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Commonality by FSC

FSC Commodity Service
Total DLR 

NIINs
Total DLR NIINs with 

Multiple Users Percentage

1935 Barges and Lighters, Special Purpose Army

Navy

Army

DLA

DLA

Army

Army

DLA

DLA

Army

Air Force

1 1 100.00%

1945 Pontoons and Floating Docks 4 4 100.00%

2610
Tires and Tubes, Pneumatic, Except 

Aircraft 2 2 100.00%

3410
Electrical and Ultrasonic Erosion 

Machines 1 1 100.00%

3446 Forging Machinery and Hammers 1 1 100.00%

3590
Miscellaneous Service and Trade 

Equipment 1 1 100.00%

3615 Pulp and Paper Industries Machinery 1 1 100.00%

6520
Dental Instruments, Equipment, and 

Supplies 1 1 100.00%

6545
Replenishable Field Medical Sets, Kits, 

and Outfits 3 3 100.00%

7195 Miscellaneous Furniture and Fixtures 1 1 100.00%

7450
Office Type Sound Recording and 

Reproducing Machines 2 2 100.00%
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Commonality by FSC

FSC Commodity
Predominant 

Service
Total DLR 

NIINs
Total DLR NIINs

with Multiple Users
Percenta

ge

5998
Electrical and Electronic assemblies, Boards, Cards, 

and Associated Hardware Navy

Navy

Navy

Navy

Air Force

Army

Navy

Navy

Navy

Navy

Air Force

Navy

106489 9208 8.65%

5895 Miscellaneous Communication Equipment 18116 2270 12.53%

6625
Electrical and Electronic Properties Measuring and 

Testing Instruments 11103 1583 14.26%

6130 Converters, Electrical, Nonrotating 13281 1372 10.33%

2840
Gas Turbines and Jet Engines, Aircraft, Prime 

Moving; and Components 8387 1147 13.68%

5810
Communications Security Equipment and 

Components 1684 946 56.18%

5820
Radio and Television Communication Equipment, 

Except Airborne 4469 859 19.22%

4920
Aircraft Maintenance and Repair Shop Specialized 

Equipment 9581 856 8.93%

5985 Antennas, Waveguides, and Related Equipment 6509 712 10.94%

5999 Miscellaneous Electrical and Electronic Components 10234 653 6.38%

1560 Airframe Structural Components 13457 651 4.84%

7025 ADP Input / Output and Storage Devices 5527 625 11.31%
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TO 3: Lead Centers of Excellence

Risk associated with disruption of existing PICA / 
SICA system
Resource allocation by appropriation account
Reduce ability of ICPs to provide tailored support to 
their customers

Streamline and simplify DLR management 
Enables workforce streamlining
Fundamentally alter existing PICA / SICA 
relationships
Time / cost to develop integrating systems, 
procedures, processes, and training workforce

Potential ConflictsJustification / Impact

Principle: Supply, Service and Maintain

Transformational Option: Consider migrating all 
Service DLRs to the oversight and management of a 
single DOD agency / activity

Drivers/Assumptions Scenario
Consolidate Service ICPs in Service Centers of 
Excellence.  Service Centers of Excellence 
manage Service unique “core” DLRs
Consolidate management of Common DLRs 
single Service or Agency
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Permutations

• Single Joint Activity (TO 3)
– All or some functions transfer
– Risk vs. Reward

• Lead Service or Agency Centers of Excellence to include 
Common DLRs (TO 3) 

• Single Service ICPs (TO 4)

Must ICPs be co-located with industrial repair?
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TO 4: Consolidate Army ICPs

Scenario Drivers / Assumptions

Justification / Impact Potential Conflicts

Provides a single face to customers  for all 
materiel requirements

Provides a standardized processes
Provides opportunities for improved customer 

support and cost efficiencies
Establishes framework for a DOD ICP 

Three Army ICPs (AMCOM, TACOM, and CECOM) 
consolidate at Redstone Arsenal, AL

Establish a single, integrated, collocated Materiel 
Management Center

Life Cycle Management Centers will provide 
readiness support, matrix support to PEOs, and 
industrial base management

Assimilating cultural differences among commands
Initial loss of efficiency due to loss of expertise
Separating Item Managers from the readiness and 

acquisition communities

Principle: Supply, Service and Maintain

Transformational Option: Establish a single 
inventory control point (ICP) within each service or 
consolidate into joint ICPs
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TO 4: Consolidate NAVICP

Scenario Drivers

Justification / Impact Potential Conflicts
Savings from site consolidation 
Process standardization
Maximize use of existing capacity at 

Mechanicsburg or Philadelphia sites 
Single face to the customer
Establishes framework for a DOD ICP

Consolidate NAVICP (Philadelphia and 
Mechanicsburg sites) into a single location 

Relocate personnel and Supply functions from/to 
Philadelphia or Mechanicsburg

Automated systems integration
Initial loss of efficiency due to loss of expertise

Principle: Supply, Service and Maintain

Transformational Option: Establish a single 
inventory control point (ICP) within each service or 
consolidate into joint ICPs
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TO 4: Consolidate Air Force ICPs

Scenario Proposal Drivers / Assumptions
• Consolidate Air Force ICP operations under 

single point command and control
• Single ICP orchestrates activities at 3 

commodity centers of excellence
• Applying commercial SCM practices to 

drive real cost and inventory savings
• Realign materiel management workload at 

ALCs to create pure centers of excellence

• Principles: Force Sustainment 
• Transformational Option: Consolidate 3 

ICP C2 activities to a single operations 
center

• Specialized SCM tech functions at ALCs
• Efficiencies driven through shared 

commodity industrial base intelligence, 
repair technologies, strategic sourcing 
arrangements and engineering support

Justification / Impact Potential Conflicts
• Improves readiness through centralized 

forecasting, allocation and execution
• Saves $415M+ (to date - FYDP) through 

strategic sourcing, elimination of 
redundant command and control structures 
and efficient sharing of commodity 
engineering / technical expertise at ALCs

• Seamless operation – war or peace

• Shift of ICP management to a single 
Logistics Operations hub from current 
decentralized activities 

• Minor materiel management reassignment 
– negligible PE moves
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TO 4: Maintain Sole MC ICP

Scenario Drivers

Justification / Impact Potential Conflicts
Reduces DoN HQ Staffs for the ICPs
Consolidates the support functions
Facilitates standard database for monitoring 

contractor performance
Provides potential for a single material 

management information system
Consolidation of procurement and repair under a 

single manager

Maintain sole Marine Corps ICP at Albany, GA

Disruption of the relationship between service ICPs 
and weapon system PMs

Specific weapon system readiness concerns with 
regard to organizational separation

Operational commanders and ICP managers under 
different command and control may result in less 
responsive support

Principle: Supply, Service and Maintain

Transformational Option: Consolidate service ICPs
Consolidation will improve performance while also 
reducing costs
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TO 4: Consolidate DLA ICPs

Availability of MILCON dollars for facility 
construction
Loss of key trained people
Risk of having all item management accomplished 
at one location

Streamline and enhance operational efficiency
Closes logistics infrastructure
Reduced logistics footprint; single face to warfighter
Enables workforce streamlining

Potential ConflictsJustification / Impact

Principle: Supply, Service and Maintain

Transformational Option: Establish a single 
inventory control point within each Service or 
consolidate into joint ICPs

Transfer all Inventory Control Point (ICP) functions 
from DSCP and DSCR and consolidate functions at 
DSCC 
- Close DSCP and DSCR ICPs
- Consolidate similar functions

DriversScenario
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TO 3 and TO 4 Summary

• Single Joint ICP
– Key: Procedure / Policy / Systems Development

– Risk vs. Reward Assessment

• Lead Service ICP
– Key: May Require Additional Data Call

• Single Service ICP
– Navy: 1 Flag; 2 Locations (Data Unroll)?

– Marine Corps – Albany / Barstow?

• Ops Research Support Needed for Risk vs. Reward Work
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Issues

• Definitions

• ICPs

• Retail

• Good data for optimal optimization

• Sensitive material security

• Hand-carry 

• Control numbering and making copies
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Way Ahead

• 24 Sep - S&S JCSG Chair briefs ISG

• 30 Sep - Proposed scenarios due for OSD Scenario Tracking Tool

• 1 Oct - Refine ideas / proposals; clean up data; run Optimization; 
de-confliction

• 4 Oct – Next JCSG Principals’ Meeting (1500-1700)

• 1 Nov - Data calls, COBRA runs

• 15 Nov - Candidate Scenarios due
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