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Defense Commissary Agency (DeCA)

Brief Description:
The mission of the Defense Commissary Agency (DeCA) is to provide an efficient and effective worldwide system of commissary stores for the resale of groceries and household supplies at the lowest practical price (consistent with quality) to members of the Uniformed Services, their families, and other authorized patrons, while maintaining high standards for quality, facilities, products, and service. Two business areas— Commissary Resale Stocks and Commissary Operations—are maintained for DeCA because of its unique funding structure.

· The Commissary Resale Stocks Business Area finances the inventory of commissary goods sold to commissary customers.  This area procures commissary inventory to sell to authorized commissary patrons. Income from the sale of inventory is reinvested in inventory to support the commissary sales.

· The Commissary Operations Business Area finances resale stores, command and region headquarters, and support services. Specific costs include civilian labor, labor contracts, travel, transportation of goods overseas, indirect and other base support, and reimbursement of military personnel. The primary revenue source for this business area is an appropriation from Congress.  Commissary Operations receives additional funding for processing manufacturer’s coupons and reimbursement for other support.  This appropriation pays for the majority of costs to operate and maintain overseas and Continental United States (CONUS) commissaries rather than recovering its operating costs through rates charged to its customers like other Defense Working Capital Fund (DWCF) businesses. Resources are used primarily for personnel related requirements which approximate 60 percent of the required funding.

The DeCA Headquarters is located at Fort Lee, Virginia.  The headquarters maintains oversight of four regions, zones within regions, and approximately 290 commissaries.

DeCA Business Area History:

The Jones Commission Study entitled, “DoD Study of the Military Commissary System,” dated December 18, 1989, recommended the consolidation of the four Military Service commissary systems into a single DoD agency.  The study concluded that consolidation would eliminate the need for redundant, coexisting management layers and create uniformity through singular policy direction.  The establishment of the DeCA was effective October 1, 1991.   In FY 1992, the DWCF was implemented with two business areas for the commissary system.
Primary Outputs:

Cost per Dollar of Sales is the primary output of the Commissary Resale Stocks business area. Since commissary products are sold at cost, the unit cost goal for this output is normally 1.00, and the revenue is reinvested in additional inventory. 

Cost per Dollar of Retail Sales is the primary output of the Commissary Operations business area.  Cost per Dollar of Retail Sales = Cost of Operations divided by total commissary sales. Commissary Operations finances operating costs for resale stores, command and region headquarters, and support services.  The unit cost goal for commissary operations is expressed as a cost per dollar of retail sales.  Specific costs include civilian labor, labor contracts, travel, transportation of subsistence overseas, indirect and other base support, and reimbursement of military personnel.  The funding for the Commissary operations business area comes from appropriated sources, handling fees for manufacturers’ merchandise coupons, and from reimbursements for other support. 
Unit Cost Reporting:

The DeCA produces three levels of unit cost reports from expenditure data downloaded from the Defense Business Management System (DBMS).  The reports are still basic prototypes, involve physically computing much of the data, and are not yet being used extensively by individual commissaries or regions.  
1. Commissary Report.  This report provides a one-page cumulative operational report which reflects paid productive hours, non-productive hours, and costs of the operation by department.  Costs divided by sales for department measures, and commissary cost divided by total sales are calculated for use as a tool for comparing commissary operations against other providers.  In the future, overhead, depreciation, and other expenses will be allocated to the commissary level. All operations of the commissary are currently considered to be direct costs in support of the consumer/sales mission.

2. Region Headquarters Commissary Summary.  This report provides a summarized, condensed reproduction of the Commissary Report.  It is a comparative tool that provides major department details, sales, and work measures.

3. The DeCA Summary.  This report is a condensed version of the former reports by major organization.

Financial & Workload Systems:

The DeCA accounting systems collect the costs of producing outputs (sales).  In CONUS, commissary operations costs are collected in the Defense Business Management System (DBMS).  Outside the Continental United States (OCONUS), operations costs are collected by either host installation accounting systems, Standard Financial System (STANFINS), or DBMS, depending upon the location. 

Effectiveness Measures:
The effectiveness performance goals established for DeCA involve In-stock Rate and Inventory Turns.  These measures are used in the Chief Financial Officer (CFO) annual report.

· In-stock Rate: Selected as a measure of quality, In-stock Rate is the percentage of line items on stores’ shelves for resale versus the total number of line items authorized to be stocked.  Stocking policies are based primarily on customer feedback, trends in product movement, and industry marketing initiatives.  In stock Rate indicates whether the commissary has what the customer wants, when the customer wants it, and where the customer wants it.  The In-stock Rate also represents a measure of timeliness and customer satisfaction, in addition to quality.

· Inventory Turns: Inventory Turns are the number of times the average on-hand inventory is sold annually (value of sales divided by value of inventory).  Store inventories have been reduced through increased use of just-in-time inventories.  The number of turns should increase as even more just-in-time direct vendor deliveries drive inventories further down.  High inventory turns would indicate that the DeCA is buying the right items (what the customer wants) in the right amounts.

· Cost of Inventory to Sales Revenue: Revenue from sales is reinvested in inventory for additional sales whereby the cost per dollar sales goal each fiscal year is 1.00.

· Customer Savings: Dollar savings realized by patrons when comparing to the amount paid during a typical trip for groceries at the commissary to the amount they would otherwise pay if they shopped at the local commercial grocery store.  Savings comparisons are made to final price paid, including surcharge or local taxes.  

· Unit Cost: DeCA is committed to monitoring and reducing costs.  The Agency continues to identify operational efficiencies, such as developing more cost effective methods for ordering, shipping, and receiving merchandise; modernizing automation; standardizing and streamlining operations without impacting on current customer service levels; and reducing region and headquarters staff.  Resource Management routinely monitors unit cost of sales by measuring commissary operations DWCF costs extracted from Defense Business Management System (DBMS) reports to sales extracted from STANFINS.
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