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Situation.

The Marine Corps logistics vision is embodied by the Precision Logistics methodology to dramatically enhance the Marine Air Ground Task Force’s (MAGTF’s) Joint, and expeditionary warfighting capabilities through the evolution of an integrated logistics chain. Emerging warfighting concepts such as Expeditionary Maneuver 21 will either be defined by our logistics chain capabilities or by it’s limitations. To this end, the Marine Corps logistics leadership is committed to exploring ways to reshape the MAGTFs by increasing their combat power, operational versatility, flexibility, and deployability.

At the forefront of this evolution, the Combat Service Support Element (CSSE) advocate and advocacy process define the priorities and direction the Marine Corps ground logistics. The Marine Corps Logistics Campaign Plan (MCLCP) articulates the CSSE advocate’s basic strategy for evolving the logistics process, procedures, and resources to meet future warfighting requirements. This strategy encompasses three pillars: ground equipment readiness; distribution; and logistics command and control (C2). These pillars are interrelated and make up the predominance of efforts and resources with the underlying goal to increase the CSS operational capabilities and reduce the logistics footprint of a MAGTF.

Although there are numerous efforts underway to evolve the Marine Corps logistics, the CSSE advocate and CSS/Supporting Establishment Advocacy board prioritized the various initiatives.  The Integrated Logistics Capability (ILC) is redefining and realigning our CSS functional processes. This redefinition will provide direct combat units with greater flexibility to execute their primary mission and to operate in future war-fighting scenarios. The implementation of the Global Combat Service Support System –Marine Corps  (GCSS-MC) will integrate logistics information systems into a common environment. Autonomic Logistics, with its emerging capability, will provide commanders and their staffs with greater situational awareness of mission critical equipment and the ability to rapidly and effectively respond to logistical requirements on the battlefield.

The imperative to re-engineer the Marine Corps’ logistics chain business process is the result of a directive from the Commandant of the Marine Corps (CMC) and the vision of senior Marine Corps logistics leadership (references (a) through (d)).  To carry out this imperative the ILC Center (code LPI) was formed within the Deputy Commandant for Installations and Logistics, (DC I&L), Headquarters, U.S. Marine Corps.  The ILC center was chartered to be the “change agent” for the transformation of the Marine Corps Logistical chain and its CSS processes (reference (a)).  The ILC Case Study (reference (b)) is the documentation that identifies the imperative to change how Marine Corps logistics chain will conduct CSS in the future.  The ILC charter directs implementation of the approved recommendations from that study.  Implied in the ILC charter is the integration of the CSS engineering efforts across the Marine Corps logistic chain of the future. 

As the Marine Corps transforms its concept of OMFTS into reality in 2007, the basis for that transformation is the "Expeditionary Capability Sets" of Movement and Maneuver, Create Conditions for Success, Operational Support, Supporting Establishment, and Force Protection. Hence Marine Corps logistics of the 21st century must enable, not restrict, expeditionary maneuver warfare in any context. The evolutionary implementation of the Integrated Logistics Capability (ILC) program’s goals will transform Marine Corps logistics to create the 21st century logistics system to operationally support and sustain the Operating Forces of the Marine Corps in "any clime or place."
Lt Gen Gary McKissock, USMC,

Deputy Commandant for Installations and Logistics,

Headquarters Marine Corps
May 2001

The ILC Business Plan (reference (c)) constitutes the implementation strategy with a Plan Of Action and Milestones (POA&M) of the ACMC approved recommendations.  The MCLCP (reference (d)) provides overarching direction to influence the direction of all logistics chain improvements for the future Marine Corps.  The nine ACMC approved recommendations (reference (a)) identified process improvements that are lumped into two groups based on the impact to Marine Corps logistic chain.  The first six relate to execution processes  (analogous to the commercial term “Supply Chain”) while the last three impact the approach to organize and plan within the Marine Corps logistics chain.

· Reengineer Logistics Information Technology (IT)

· Streamline IT Acquisition

· Move Secondary Reparable (SECREP) and 4th Echelon of Maintenance (EOM) Management to the Marine Corps Material Command (MATCOM)

· Move 2/3rd EOM to Intermediate Level

· Automate, eliminate, migrate Selected Supply Function activities from the Supported Unit to the Intermediate Level

· Institutionalize the Quadrant Model

· Institutionalize Best Practice Tools for Acquisition & Material Management

· Establish Academic Strategic Alliance with leading educational institutions 

· Establish USMC Strategic Alliance (HQMC, MCCDC etc)

Integration of the first six ILC recommendations is crucial to a seamless End-to-End (E2E) integrated logistics chain. The CSSE advocates approach is to take the six Marine Corps logistics chain CSS ‘stove piped’ functions and re-engineer them as part of an integrated logistic chain.  The OA (reference (e)) is the cornerstone of that ILC integration effort and contains the “To Be” business rules that implement the activities of the logistic chain OA focused on a deployed MAGTF of the future. In the Military Services these “business rules” are more commonly referred to as Tactics, Techniques and Procedures that will meet the emerging operational requirements of that future MAGTF.  These processes will not change while the MAGTF is in garrison. Its requirements are derived so as to correctly enable those CSS functional processes with IT enablers in order to achieve the greatest effectiveness and efficiency from the Marine Corps logistics chain in the future.

The ILC concept’s Realignment of the Supply Function (RSF) initiative is the product of the ILC business case’s recommendation identified as number (5) above.  The RSF initiative’s charter established the RSF Working Integrated Process Team (WIPT) and directs implementation of this ACMC approved recommendation across the Marine Corps. A copy of that charter is contained on the ILC website.  

The RSF WIPT has developed a Project Management Plan (PMP) and an initial implementation POA&M for the implementation of the RSF initiative across the Marine Corps.  To arrive at an baseline and implementation strategy, the RSF WIPT held a series of workshops in early 2001 (references (f) through (h)).  These workshops produced the initial version of this RSF Concept of Operations (CONOPS), which since has evolved as a result of various operational assessments. This CONOPS will continue to evolve as the ILC concept becomes more mature and lessons are learned from various operational assessments.  The initial workload analysis conducted by the RSF WIPT utilized the current Field Supply, Maintenance, and Analysis Office (FSMAO) supported unit checklist. The workload analysis conducted by the RSF WIPT identified the current supported unit supply function activities that could be elimated, migrated to a higher-level organization or automated as part of the logistics chain OA and its portfolio of Global Combat Service Support System - Marine Corps (GCSS-MC) enablers. During the workload analysis, the RSF WIPT took the supported unit activities and associated them to the new high-level process re-engineering concepts that will be utilized under the OA in order to accommodate the administrative workload of those activities. These high level OA processes include Request Management (RM), Order Management OM), Inventory Management (IM), Distribution Management, Warehouse Management and Financial Management (FM). 

The RSF WIPT initially developed this ConOps as a roadmap necessary to organize, baseline, and conduct incrementally the implementation of the RSF initiative during the ILC second Proof Of Concept (references (f) through (m)). Additionally, the CONOPS was utilized as a planning tool in support of the ILC Extended Validation within II MEF. 
Mission.

The mission is to document the activities and workload of the current supply function within the Marine Corps logistics chain.  Then present re-engineering concepts that elimate, migrate and/or automate selected supply function activities and their associated workload within the organizational and intermediate levels of supply across the Marine Corps.  This realignment includes providing a process to reduce the supply function workload and simplify how the supported unit obtains its materiel support in the future.

Execution.

Implementing Tasks

Analyze the existing Operating Forces supply function to assist in determining how proposed changes to the supported unit supply function may impact Marine Corps E2E logistics chain process both in forward deployed and garrison using applicable best practices. 

· Review and provide to the DC I&L (LPC) recommended policy changes for Marine Corps supply function policy procedures.

· Create an implementation plan with POA&M (Annex A).

· Identify supply function activities in which there is an associated workload at the supported unit (Annex B).  

· Define capabilities and competencies required to support the realignment of workload from the supported unit. Annexes (C) through (E) provide detailed analysis of the re-engineering concepts to realign this workload. 

· Develop new structure changes at the supported unit and intermediate level that support the re-engineering logistic chain OA concepts.

· Document and institutionalize the results of this reengineering for the Marine Corps Combat Development System. 

· Identify Marine Corps Balanced scorecard performance measurements to monitor and improve logistics-chain performance as it relates to the logistics chain’s supply function.  Reference (i) contains methodology and an initial data collection plan that documented and identified improvement opportunities achieved during the second ILC operational assessment or CSSE POC.

· Update the ILC business case financial assumptions and develop financial tracking methodology with required policy changes.

Phases.

· Establish baseline and conduct analysis of supply function within the Marine Corps logistics chain

· Develop RSF business-reengineering process concepts. 

· Baseline metrics for activities tested during the ILC operational assessments. 

· Implement new processes for testing during ILC operational assessments. 

· Test and assess new processes during ILC operational assessments. 

· Refine/adjust processes, as required. 

· Implement new process and structure across the Marine Corps logistics chain.

 Operating Capability Definitions. 

Initial Operating Capability (IOC). The IOC for the RSF initiative is the ability to proceed with the implementation of realigning selected supply function activities from the supported unit to organizations that have a core competency for the execution of the intermediate level of supply.  The intermediate level of supply as used in this document, refers to a level above the supported unit.  The imperative for change from reference (b) is to reduce the burden on the supported unit to perform mundane administrative supply function activities that do not contribute to their war fighting core competencies.  The development of GCSS-MC portfolio will assist in the implementation of the RSF initiative.  IOC for the ILC RSF initiative is scheduled for second quarter FY 2003.

Full Operating Capability (FOC).  FOC for the purposes of the ILC RSF initiative is to implement, Marine Corps wide, new logistics chain processes and IT enablers that simplify the function of supply.  FOC is currently scheduled for the fourth quarter FY 2004

Supply Function Workload (Business)/OA Re-engineering Concepts Relationship. 

The RSF initiative and its business process re-engineering focuses on the basic workload associated with the receipting, requisitioning, warehousing and financial accounting workload within the supply function, from the supported unit level through the intermediate levels.  Annexes (C) through (G) contain the E2E OA re-engineering concepts (RM, OM, IM, WM, FM) relative to these basic “workload intensive” activities of the supply function and how the RSF WIPT felt those activities could either be elimated, migrated, or automated under the logistic chain OA reengineering concepts.  As previously mentioned, these workload activities resulted from the FSMAO checklist baseline conducted during the initial RSF WIPT workshops.  These supply function activities will be eliminated, migrated away from the supported unit to a higher-level organization or automated as part of the logistic chain OA. What the WIPT has done is show how those supported unit supply function workload (italics) will be incorporated as part of the OA processes:

Order Management (OM). “The planning, directing, monitoring, and controlling of the process related to supported unit orders.  Order management includes order promising, order entry, order pick, pack and ship, billing, and reconciliation of the customer account (APICS Dictionary 9th ed.).” 

· Single Source Capability (SSC) Concept-Warfighter Portal (Annex (C))-Requisitioning.  The intent of re-engineering the current sourcing or requisitioning process is to provide the supported unit a simpler process to obtain or request materiel support.  The process will not distinguish between organizations.  Many supply function requirements across all classes of supply are similar, yet the process to obtain materiel from their sources of supply on an installation is different and unrelated.  Realizing this difference, the SSC attempts to minimize the complexity of acquiring materiel and other CSS requirements through the use of a portal device, the OA terminology of RM and state-of-the-art procurement capabilities (to include E-commerce).

· Automatic Receipts (AR) Concept (Chapter (D))-Receipting.  The AR concept changes the process today that is cumbersome and inefficient.  This process re-engineering examines the issues surrounding the actual requirement to receipt for materiel below the intermediate level of supply. In the future, this process will be accomplished via automation and a signed manifest (Certified Delivery Order-CDO) utilized during the distribution (delivery) process to the supported unit.

· Supplier Relationship Management (SRM) (Annex (H))-Requisitioning.  “SRM is a set of methodologies and business practices needed for interacting with the suppliers of products and services of varied criticality to the effectiveness of the enterprise (Gartner)”.  For the purposes of this ConOps, SRM explores potential-re-engineering opportunities to improve the logistics chain between the OA’s Supplier 1 and Supplier N levels using best business practices, collaborative planning/forecasting, and commercial best E-procurement capabilities. Two such procurement tools are the Marine Corps Warfighter E-Procurement Program (MC-WEPP), which will be utilized for purchases less than $2500 dollars with commercial vendors, and the PR Builder/SPS contracting tool for procurements over $2500 from commercial vendors. With the utilization of PR Builder the closure of the DD250 documentation will occur at delivery of the material and be part of the vendors responsibilities as part of the Wide Area Work Flow (WAWF) initiative.  

Inventory Management (IM).  ”The activities and techniques of maintaining the desired levels of items, whether raw materials, work in process, or finished products (APICS Dictionary 9th ed.).”

· Centralized Property Accounting Concept (PC&A) (Annex (E))-Accounting.  The processes today that encompass PC&A occupy a large portion of the supported unit supply section’s daily workload.  Additionally, some of the same activities contribute to workload at the Major Subordinate Command (MSC) supply and comptroller offices.  This re-engineered process is an attempt to distinguish between the garrison accountability requirements and the “go-to-war” embarkation visibility required by the supported unit commander.  The RSF “to-be” PC&A process developed must demonstrate that the commander does not relinquish their accountability responsibility by simply relieving them of the inventory management accounting.  Currently the RSF WIPT is looking for a GCSS-MC capability that will allow an interface via a Share Data Environment (SDE) with the supported units MAGTF Deployment Support System  (MDSS) II embarkation tool. The expected outcome from the implementation of this RSF concept is:

· Reduce the activities that create an administrative burden for the supported unit while in garrison. 

· Eliminate the requirement for intense information management by the supported unit while in garrison.

· Provide a single point of contact for service satisfaction both deployed and while in garrison. 

· Eliminate redundancy and overlapping in functionality and personnel skill sets required to maintain two PC&A systems.  

· Provide the ability to centrally manage and store materiel as appropriate via SDE.

· Centralized Warehousing Concept (Annex (E))-Accounting.  This initiative looks at providing a centralized warehousing service for the supported unit.  This centralized warehousing service would include the “warehousing” of  “low-use” “commonly used” Table of Equipment (T/E) that is not exercised on a regular basis while in garrison. This concept is similar in nature to the way the 782-equipment Consolidated Issue Facility (CIF) and Table of Materiel Authorized Control Number (TAMCN) Type III Contingency Training Equipment Pool CTEP) is currently being managed. Other types of inventory being considered for this concept include the operating forces’ Nuclear, Biological and Chemical (NBC) inventory. 

Distribution Management (DM).  “The activities associated with the movement of materiel, usually finished goods or service parts, from the service provider to the supported unit.  These encompass the functions of transportation, warehousing, inventory control, materiel handling, order administration, site and location analysis, packaging, data processing, and the communications necessary for effective management (APICS Dictionary 9th ed.).”

· MAGTF Distribution Center (MDC) Concept (Annex (F))-Receipting.  Materiel distribution is the “capstone” execution process element in any integrated logistics chain.  This section describes a fundamental shift in how the Supporting Establishment (SE) and Operating Forces will organize and establish a “strategic partnership” in order to distribute and receipt for materiel both in theater and garrison. 

Financial Management (FM) (Annex (G))-Accounting.  Financial management today consumes an inordinate amount of time in the supported unit supply section from budget formulation through execution.  This section explains re-engineering the current process into an integrated and streamlined process for financial management. Under the logistics chain OA this reengineered process and its associated administrative workload will be conducted at a higher level than the supported unit and a service will be provided back to the supported unit. 

Information Technology (IT) Enablers (Annex (I)).  This annex describes, in general terms, the requirements to satisfy the logistics chain supply function and its associated activities within the GCSS-MC portfolio of IT applications and enablers.  Reference (o) contains the initial GCSS-MC capability set requirements, which includes initial supply function requirements from an integrated logistics chain perspective.

Administrative/Logistics

The ILC center (LPI) intends to continue hosting RSF WIPT workshops, as required, either in support of the ILC operational assessments or in conjunction/combined with other WIPTs.  These workshops will be combined in order to ensure integration with other ILC initiatives. Continuity in the membership of the RSF WIPT is critical to the overall success of this ILC initiative. DC I&L  (LPI) is responsible to budget and fund for the travel of any RSF SME’s to support this effort.

Command/Signal 

DC I&L (LPI) Points of Contact

ILC Director: Col R. E. Love, USMC

ILC SFR Project Manager: LtCol D.G Barnes, USMC

The ILC case study was developed through a strategic alliance between the Operating Forces, the Marine Corps Materiel Command (MARCORMATCOM), Marine Corps Combat Development Command (MCCDC), and Headquarters Marine Corps (HQMC).  DC I&L, as the CSS Advocate, and DC I&L (LPI) is his “change agent” responsible for logistic chain business transformation through the implementation of the nine ILC ACMC approved recommendations across the Marine Corps Logistics Chain.  

Roles and Responsibilities.  

The following table identifies in general terms, the roles and responsibilities for implementing /assessing the RSF concept during the various ILC operational assessments. More detailed information surrounding roles/responsibilities will be provided in the documentation that will be utilized in support of the operational assessments.
	HQMC (LPI/LPV/LPC/LX/LPD)
	MAGTF Element(s) 
	MATCOM

(SYSCOM and LOGBASES)
	MCCDC (MCWL/TFS),  Center for Naval Analysis (CNA) and local FSMAO’s

	Act as POC sponsor and ensure POC plan meets intent of ILC (LPI).

Assist with data collection efforts. (LX)


	Act as POC (G4) conducting operational assessments and associated ConOps implementation
	Assist with IT enabler development and gap analysis.  
	Assist with data collection efforts. (MCWL/CNA/FSMAO)

	Assist in designing and execution of POC plan and its Chapters (LPI). 

Provide IPR’s to ESC (LPI)
	Provide monthly status/update reports to DC I&L (LPI)
	Acquire, modify and field IT enablers as necessary.  
	Assist with interim T/O & T/E’s (TFS)

	Submit formal findings to ESC (LPI)
	Identify issues and problems requiring Higher Headquarters action
	Provide AIT modification (legacy systems) as necessary. 
	Conduct DOTES assessment at conclusion of operational assessments  (TFS)

	Develop, collect and supervise data collection and assessment plan (LPI/LX)

Oversee Marine Corps Balance Scorecard

Capture T/O&E impacts 

Provide a monthly status report 

(LPC-FSMAO)
	Identify areas requiring policy waivers and adjustments 
	Assist with GCSS-MC portfolio and capability sets roll-out
	Make necessary T/O&E adjustments (TFS)

	Promulgate policy changes (LPC)
	Draft implementation Plan (LOI) for execution of the ILC operational assessment
	
	Assist with identification of necessary POI changes. (FSMAO)

	Coordinate assessment plan and capture lessons learned (LPI/LPC/LX) 
	Support data collection plan as required
	
	Assist with baselining and  mid term assessments

	Conduct gap analysis and identify shortfalls in IT enablers (LPI)
	Identify new training and resource requirements
	Assist in designing and execution of the gap analysis
	

	HQMC (LPC) (FSMAO) will provide special analysis as requested. 
	
	
	

	All external Requirements For Information (RFI) will be submitted first to HQMC (LPI)
	
	
	

	Develop necessary POI changes based on OA
	
	
	


Figure 2: ROLES AND RESPONSIBILITIES

ANNEX A: RSF INITIATIVE PLAN OF ACTION and MILESTONES (POA&M)

	Dates/Phases
	Agenda/Location
	Commands and Organizations

	
	Develop CSSE POC Activities
	

	26-30 March 01


	WIPT (one week)-location II MEF 

Develop baseline criteria

Id/baseline test unit and today’s processes

Capture the data

Model process flow 

Begin development of operational assessment test plan (for all 3 proofs of concept) 
	ISSA/SMU/DSSC, FSMAO, selected MSC/MEF/UU, HQMC (PP&O,LPC, LPI, LX)

	9 April 01
	Baseline (data collection) commences
	

	15 April 01
	1st RSF Proof of concept data paper due from I MEF on single source capability. 
	I MEF

	15 June  01
	Baseline for IOC Operational Assessment -continues

RSF proof of concept data paper due from I MEF on automatic receipts processing. 
	I MEF

	
	CSSE POC Execution
	

	
	Commence Second EOM transition
	2d FSSG

	June 01 (TBD)
	ESC 
	

	July 01
	WIPT @ CLNC 
	ISSA/SMU/DSSC, FSMAO, selected MSC/MEF/UU, HQMC (PP&O, LPC, LPI, LX)

	1 August 01
	2d FSSG Pilot Test Plan due 
	2d FSSG

	14-15 August 01
	OA WIPT (metrics focused) (TBD)
	

	30 Aug 01
	Baseline part completed on current processes. 
	FSMAO, CNA, HQMC (LX, LPI)

	September 01 
	OA WIPT @ CLNC (2 weeks)

Review baseline data and data from first two I MEF proofs of concept. 

Continue developing RSF ConOps (if required)

Begin work on OA To Be process and Business rules
	ISSA/SMU/DSSC, FSMAO, selected MSC/MEF/UU, HQMC (PP&O, LPC, LPI, LX)

	September 01 
	WIPT @ CLNC 
	ISSA/SMU/DSSC, FSMAO, selected MSC/MEF/UU, HQMC (PP&O, LPC, LPI, LX)

	 September 01
	Second EOM Transition Complete
	2d FSSG

	
	Test and Assess
	

	1 October 01
	Commence ILC Pilot Test
	2d MP Bn

	October 01 
	OA WIPT  @ CLNC

WIPT to complete operational assessment plan for all three proofs of concept (including centralized property accounting

Finalize test and schedule test with selected MEF


	SMU’s DSSC’s, FSMAO, selected MSC/MEF/UU, HQMC (LPC,LPI, LX)



	1 December 01
	Initial second ILC POC Assessment
	

	January 02


	RSF WIPT 

Continue development of ConOps plan to implement across logistics chain  


	TBD

	June 2002
	ILC POC EV Units Identified 
	2d MarDiv

	June 2002
	Initial EV Planning Session 
	2d FSSG, 6thMar, 

	April-Nov 2002
	Draft ILC EV ConOps Plan 
	ILC

	July 2002
	Second EV Planning Workshop I @ CLNC


	HQMC, 2dMarDiv, 2dFSSG

	August 2002
	EV Planning Workshop II @ CLNC


	

	September 2002
	Pre EV Assessment brief (OA baselining) by FSMAO 1/LX to DC I&L (LPI)
	

	September 2002
	“Final” Assessment of 2nd FSSG POC
	

	November 2002
	Brief EV ConOps to appropriate leadership for approval@ ILC ESC

*Validation Plan (HQMC)

*Assessment and Metrics Plan (FSMAO)

*Logistics Concept of Support (2nd FSSG)
	

	November 2002
	ILC EV ConOps Plan published
	

	Oct-Nov 2002
	Collect Workload Data DCI&L (LX)
	

	October 2002
	EV Planning Workshop

EV Planning /Training Session workshop’s @ CLNC

-Div/FSSG Commanders/Key Staff (OA/Change Mgt/Log Support)

-Implementers (CSS Support Concept, processes, and IT enablers)


	

	November

2002
	2d MarDiv (LOI) published 
	

	November 2002
	2d FSSG Logistics Concept of Support published
	

	November 2002
	EV Planning /Training Session workshop’s @ CLNC

-Div/FSSG Commanders/Key Staff (OA/Change Mgt/Log Support)

-Implementers (CSS Support Concept, processes, and IT enablers)


	

	November 2002
	EV ConOps brief to ILC ESC, CG MFL, CG II MEF, CG 2d MARDIV and CG 2nd FSSG
	

	
	Expanded Validation Execution
	

	Nov-Dec 2002
	Commence/test EV OA within 2d FSSG (utilizing COTs OMS and Portal Device)
	

	Dec 2002
	Interim IT Enabler (COTS) fielded within II MEF
	

	June 2003
	Mid Term Assessment
	

	Dec 2003-Dec 2004
	EV Sustainment, Assessment and Analysis  
	

	February 03
	Publish RSF Co-Ops on ILC web site
	


ANNEX B: PerfORmance Measurements

Introduction.  The OA performance measurement plan, which is contained in appendix 6 of the OA implementation manual (reference e), is important to understanding and measuring outcomes of the Marine Corps logistics chain OA re-engineering effort.  Deriving the desired performance from the integrated logistics chain will require applying a rigorous metrics plan.  The figure below is an overhead view of a pyramid that depicts the four responsibilities of the CMC; to equip, train, and sustain the force for the Combatant Commanders.  The Marine Corps integrated logistics chain is represented at the bottom of pyramid.  The six attributes at the bottom represent the groupings of metrics that support both the integrated logistics chain’s efficiency as well as its effectiveness (responsiveness) of providing CSS to the supported unit.

Traditionally the Marine Corps has measured performance along internal logistics chain CSS functional lines (i.e., supply, maintenance, transportation), which de-emphasized and focused internally the overall Marine Corps logistics chain relative to supporting the supporting unit.  However, that view is changing as Marine Corps logistics chain evolves and becomes more responsive through OA process improvement and the GCSS-MC implementation. With the evolving integration of the logistics chain comes the requirement to consider performance measurements that focus on the entire integrated logistics chain for products and services efficiency as well as providing logistics chain effectiveness to the supported unit.  The Marine Corps metrics scorecard and its six attributes are grouped into two groups. The first group of attributes is called as  “Warfighter Satisfaction” and these attributes relate to the effectiveness of the logistics chain and how the logistics chain impacts readiness, reliability and responsiveness. The scorecard’s second group of attributes relates to the efficiency of the “logistics chain” and those attributes are called assets, expenses and flexibility.  

Approach. As the Marine Corps logistics chain becomes integrated through the OA reengineering and enhanced with state-of-the-art IT, the use of the lower-level scorecard diagnostics metrics within these six attributes will provide logisticians at all levels of the Marine Corps logistics chain an easy to use diagnostics research capability. The following is an overview summary of the Marine Corps metrics scorecard, its six attributes and their first-tier performance metrics:

Reliability:  Logistics chain delivery reliability is the performance of the logistics chain in delivering the correct product, to the correct place, at the correct time, in the correct condition and packaging, in the correct quantity, with the correct documentation, to the correct customer. The proposed tier-one metric for this attribute is quality order fulfillment. 

Quality Order Fulfillment:  In order to measure reliability and quality of the supply chain, Quality Order Fulfillment has been selected as the tier-one metric for the reliability attribute. Quality Order Fulfillment is defined as the right product, delivered to the right place, at the right time, in the right condition and packaging, in the right quantity, at the right cost, to the right customer. 

Responsiveness:  Responsiveness in the logistics chain is the velocity at which a logistics chain provides products to customers. This attribute discourages organizations from remaining mired in thinking of themselves in stovepipes, but encourages a more holistic approach to servicing the customer. This attribute enables logistics chain managers to balance the different aspects of the logistics chain so that they work together, instead of against one another, all to the benefit of the end customer. The proposed tier-one metric for responsiveness is total supply chain cycle time.

Total Supply Chain Cycle Time:  Total Supply Chain Cycle Time has been selected as the responsiveness attribute’s tier-one metric. Total Supply Chain Cycle Time is the time between receipt of customer order and fulfillment of that order for products and/or service.

Flexibility:  Logistics chain flexibility describes the agility of a supply chain in responding to sudden changes in demand.    For the Marine Corps this would be the capacity available to handle sudden demand surges.  

Supply Chain Capacity:  Indicates how much unused capacity is available within the supply chain.  Unused Capacity helps buffer the supply chain in the event of a major demand surge. 

Readiness (Equip):  While many commercial concepts apply to the Marine Corps logistics Chain, Readiness is a military unique type of metric.   During our research we discovered that Readiness is really a four-sided Pyramid.  The USMC Logistics enterprise owns one face (piece) of the USMC Readiness Pyramid.   Operational Availability metric (Ao) has been selected as the Readiness attribute’s tier-one metric.

Operational Availability (Ao):  Operational Availability is intended to represent the percentage of equipment that is mission ready.   It focuses on uptime versus downtime.

Assets:  This attribute examines the ability of an organization to manage its assets in support of demand satisfaction.   The proposed tier-one metric for this attribute is Asset Utilization

Asset Utilization:  This tier-one metric measures how efficiently the logistics organization utilizes its people and assets.
Expense:  Total supply chain expense measures all expenses incurred in the planning and execution of the supply chain.

Total Supply Chain Expense:  Logistics chain expenses are the expenses associated with operating the supply chain. The proposed tier-one metric for this attribute is total supply chain expense.
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ANNEX C: SUPPORTED UNIT WORKLOAD ANALYSIS

Introduction.  The hypothesis of the ILC RSF initiative will allow supported unit commanders to be able to focus on improving the core competencies that contribute to their missions. This will be achieved by identifying those supply function activities that can be eliminated, migrated or automated.  The ILC case study substantiates this hypothesis; however, it did not provide a detailed analysis of the lower level activities of the supply function at the organizational or supported unit level.  This was unfortunate, because from a supply function perspective across the Marine Corps logistics chain, the organizational level supply function activities are where the ILC RSF initiative and its re-engineering will have the greatest impact.  

Approach.  The RSF WIPT approach to accomplish this workload analysis began with a review of the sixteen activities that currently make up the FSMAO supported unit checklist.  The following discussion, centers around this checklist and the workload necessary to meet the daily requirements of the supported unit’s supply function.  The checklist proved to be an effective tool because it has allowed the WIPT to focused on specifically the administrative workload associated with requisitioning, receipting, warehousing and accounting which are found within all the sixteen activities. The workload analysis forms the baseline from which the RSF WIPT has developed its recommendations on which activities can be automated, migrated or eliminated within the supply function based on the integrated logistics chain OA.  During references (d) and (e) is when most of this the RSF WIPT workload analysis was conducted.  Then with the completion of the logistics chain OA, the RSF WIPT matched (in italics) those appropriate OA processes that would handle the associated workload of the supported unit’s sixteen activities.  

· Publication Management 

· Collecting and Accounting for Public Funds

· Mechanized Property Accounting

· Sub Custody Procedures

· Requisitioning and Follow-Up Action

· Control of Serialized Small Arms

· Warehousing Procedures

· Individual Clothing Procedures

· Demand-Supported Stock Management

· Ammunition Accounting

· Control and Accounting for POL at Consumer Level Activities

· Medical and Dental Materiel
· Personal Effects
· Miscellaneous Supply Procedures (investigations, DRMO historical property)
· Packaged Operational Rations
· Accounting for Morale, Welfare, and Recreation Equipment
Throughout this analysis it has became apparent that the supply function activities were “stove piped” based on classes of supply.  This analysis has led the SFR WIPT to the conclusion that there is an E2E planning and execution process within the supported unit supply function that is discriminated by TTP’s for each classes of supply.  The following is a synopsis of those discussions based on each activity on the FSMAO checklist. As the RSF initiative becomes more mature and lessons learned with each operational assessment, this ConOps will be updated periodically.  The paragraphs below identify the activities that the supported unit performs today, and how the WIPT believes those activities can be reengineered/realigned relative automation, migration or elimination of those activities at the supported unit. Annexes (C) through (H) are organized to reflect that ongoing analysis.

Publication Management (RM/OM/IM).  
The IM process associated with publications management will continue to be conducted by the Directives Control Point (DCP) within the administration section of the supported unit. Today the supported unit uses the Marine Corps Publications Distribution System (MCPDS) to request, mange the order and maintain all publications within the supported unit to ensure that all pertinent publications are on hand or on order.  By continuing to have this electronic capability to handle this management responsibility all supported unit sections will be able easily reconcile their portion of the publication listing with the DCP.  
Hence, this capability will remain in the supported unit because the commander will continue to be responsible for publications that are germane to their competency of command. Through the use of the electronic publications system called PLMS (Publication Library Management System) the RM and OM workload associated to these activities is not complex or time consuming so it will continue to remain as a supported unit responsibility.  Any technical publications that the supported unit will need to maintain and satisfy mission requirements will be accomplished via a CD-ROM.

Collecting and Accounting for Public Funds (OM/FM/IM).  

In the past, absent current technology, the supported unit supply officers were responsible for the safekeeping of public funds for the command.  The supported unit supply office collected funds for three basic reasons:

(1) Sales of Government Property

(2) Sales of Meals

(3) Miscellaneous Sales. 

With the advent of direct deposit and electronic funds transfer (OM), the requirement to physically collect cash has become no longer necessary.  Therefore any remaining record keeping (FM) along with the storage (IM) of any monies collected can migrate to a Higher Headquarters (HHQ) organization. But if cash collection is required for whatever reason it will continue to be started at the supported unit but ultimately sent to the HHQ. Additionally, the supported unit will no longer be required to maintain any paperwork because it can accompany the monies to that HHQ within the supported unit’s Major Supported Command (MSC). 

Mechanized Property Accounting (RM/OM/IC/DIST/FM) (Annex D).  

The mechanization of accounting is simply applying an IT enabler for managing allowances against corresponding on-hand materiel. Currently a commercial best Equipment Asset Management (EAM) tool is being considered to assume this responsibility in a garrison environment as well as interface data with the MDSS II via SDE for embarkation purposes when a supported unit deploys. Inventory found within a supported unit supply account today is by definition called retail stocks.  Retail stocks are further differentiated into two categories.  These categories are allowance items (Purpose Code “C”) and demand supported items (Purpose Code “A”) but this concept focuses on Purpose Code “C” materiel.  

Generally, there are three reasons when formally establishing purpose code C allowances occurs on official supported unit records.  First as a result of a HQMC established Table of Equipment (T/E) allowances, second as a result of the supported unit’s HHQ establishing a non-T/E and Special Allowances (SA). Third as the result of the supported unit’s commanding officer establishing a non-FMF Type II allowances.  Today, purpose code “C” items are loaded to what is known in Supported Activity Supply System (SASSY) as a Mechanized Allowance List (MAL) record while in ATLASS II+ the record is known as the Unit Materiel File (UMF).  Hence, the MAL and UMF are the accounting records for the supported unit’s “Accountable Officer to manage his records while in garrison. ” The accountable officer then appoints Responsible Officers (RO’s) as “sub-accountable officers” to manage the unit’s government property on day-to-day basis. Today these RO’s are Major Supported Command (MSC) dependent and use either the SASSY Consolidated Memorandum Receipt (CMR) file to support the MAL or the ATLASS II+ Section Materiel File (SMF) to support the UMF as their appropriate accounting management tools while in garrison. 

This current process of accounting for allowance type materiel is cumbersome and labor intensive. In addition, once a supported unit deploys it requires the utilization of a second system called MDSS II, which also provides a similar “CMR/SMF-like” functionality. After some analysis the RSF WIPT believes there is reducncey between the two systems and therefore, the (MAL/CMR) system and its associated workload should be eliminated at the supported unit. Coordination continues with the MDSS II functional advocate at HQMC (DC I&L (LPO)) in the hopes of developing a PC&A- capability within MDSS II for use as an accountability tool while in garrison.  The RSF WIPT envisioned that the workload associated with this new MDSS II capability would be conducted at a HHQ organization resulting in regular (in-garrison) accountable updates to the same MDSS II database being utilized by the supported units embarkation section because the Marine Corps continues to require the supported unit commander to account for his/her materiel at all times.  Under the ILC initiative, there will not be a requirement for the supported unit commander to maintain separate administrative records for accountability in garrison and a separate set when the unit deploys.  The maintenance of accountability records will take place at a level above the supported unit while providing a accountability tool (“MAL/UMF like”) back to the supported unit commander for his accountability purposes in garrison, thereby allowing the supported unit RO’s to continue utilizing a tool for the day-to-day management of property trusted to their care. 

As previously mentioned, the utilization of MDSS II is being “reengineered” to test this concept and assess this accountability requirement in garrison. In addition, the PC&A tool of the EAM module has also begun. For now it appears the PC&A part can be elimated and either the EAM PC&A tool or MDSS II utilized for accountability purposes both in garrison and deployed.

Investigations.  For the investigation part of PC&A activity, the supported unit will continue to identify or convene investigations. The supported unit is responsible to forward the results of the investigations to the next HHQ’s for resolution and filing.  Similar to the methods used today.  Hence it appears this part of the mechanized property accounting activity can also migrate away from the supported unit to a HHQ which will now maintain T/E allowances and will provide the “CMR/SMF-like functionality” documentation back down to the supported unit’s commander on a regular basis satisfying the inventory management requirement and regularly scheduled inventories while in garrison.   
Sub Custody Procedures (RM/OM/IM/FM) (Annex D).  

Refer to Mechanized Accounting Procedures above. 

Under the ILC concept this supply function activity will be consolidated at the supported unit command section now vice down to the supported unit’s sections and companies.  However, the accounting management responsibilities that use to be handled by the MAL/CMR and UMF/SMF relationship will be consolidated to an IT enabler (MDSS II or EAM PC&A tool) that will continue to provide the supported unit commander and RO with visibility and accurate identification of materiel for in garrison as well embarkation purposes. Work on this effort continues and hopefully will be assessed and operationally assessed during late FY 2003.

Requisitioning And Follow-Up Action (RM/OM/IM/DIST/FM/SRM) (Annexes C/D/G).  
An objective of supported unit supply function is providing the correct quantity of items to the warfighter at the correct place and time.  Today, Marine Corps activities may requisition principal and secondary materiel within prescribes Table of Equipment (T/E) authorizations or in support of daily unit training schedules or required maintenance.  Like the accounting for allowance of materiel, the requisitioning process relies on a variety of management tools to requisition, and then manage that order to fulfillment, based on type of materiel ordered (class of supply), funding utilized, and source of supply.  But this requisitioning process as we know it today will drastically change with the collapse of Echelons Of Maintenance (EOM), migration of PC&A management, an improved IT approach, and other ILC related initiatives.  Under the logistics chain’s OA’s RM/OM relationship all requisitioning will migrate away from the supported unit’s supply section to a centralized procurement activity that will be located within the OA’s Supplier 1. This centralized procurement section, as part of the Inventory Capacity Management (ICM) responsibilities will handle all requisitioning on behalf of the supported unit. This section will utilize either DoD/GSA for government system materiel via the DAAS system, the Marine Corps-Warfighter Electronic Procurement Program (MC-WEPP (E-Procurement tool), for small open purchases (under $2500) from commercial vendors or finally utilization of the PR Builder (via BPR’s) for larger contracted (over $2500) open purchases.

Control Of Serialized Small Arms (Crane reporting) (RM/OM/IM/DIST.) (Annex D). 
Refer to Mechanized Accounting Procedures.

The accounting for small arms in principle is no different than accounting for any supported unit allowance item.  However, the difference is in the lower level TTP’s that require how the reporting of inventory requirements is conducted to the Naval Surface Warfare Center Division (NAVSURWARCENDIV), Crane, Indiana.  Currently, the Crane report is sent to the MSC of the supported unit who in turn forwards to the supported unit.  Under the ILC initiative, a higher-level centralized supply activity (HHQ) would receive the Crane report on behalf of the supported unit and individual Marines within this activity would be assigned as “account managers” to a specific supported unit and would manage that particular supported unit's crane report.  The supported unit in conjunction with this account manager would conduct regularity scheduled inventories of its weapons and the results submitted by the centralized activity account manager to NAVSURWARCENDIV, Crane. Because of the improved mechanized accounting procedures in the future as well as the establishment of a centralized supply activity, the administrative management workload associated with this supported unit supply function activity will migrate to a HHQ.

Warehousing Procedures (IM) (Annex D).  
Supported Unit Commanders are responsible to maintain all supported unit materiel in a state of readiness by maintaining that materiel in suitable storage and inspect this materiel at a minimum annually for serviceability, preservation, as well as identification and accountability for inventory management. The workload associated with the care and storage of this “common low use” materiel can be migrated to a centralized facility similar to the Individual Combat Clothing and Equipment (ICCE) Centralized Issue Facility (CIF) and CTEP concepts.  Because of the functional capabilities found in the Marine Corps WMS (STRATIS) today, the ability of centralized management and decentralized execution/storage for commonly utilized supported unit equipment provides an excellent opportunity to consolidate the labor and facilities as well as administrative workload currently utilized in the managing and storage of this type of equipment within the supported units today.  

Individual Clothing Procedures (OM/IM/FM).  

Generally, the administrative workload for managing Individual Clothing falls upon the Marine Corps Recruit Depots, the Marine Corps Officer Candidates School and the Marine Corps Inspector Instructor Staffs.  The supported unit does issue, from time to time, individual clothing and supplementary issues (i.e., maternity uniforms, recruiting uniforms, drill field uniforms, Swords, Sam Brown belts etc).  The RSF WIPT believes record-keeping requirements to support this activity can migrate to HHQs.  However, the supported unit would still be required to initiate the NAVMAC 604 and 631 forms and forward to higher headquarters for filing once they are completed.  Analysis by the WIPT continues.

Demand-Supported Stock Management (RM/OM/IC/FM). 

Purpose code “A” stocks are those quantities of expendable items that are on hand based on repetitive usage.  The collapsing of EOM under the ILC concept reduces or eliminates the requirement for a supported unit to maintain this type of stock or order.  Hence this activity and the administrative burden associated with IM can be migrated to Supplier 1 under the logistics chain OA. Additionally, in the future, the Quadrant model will be utilized as an enabler for improved more efficient stock positioning and requirements determination across the logistics chain.. 

Ammunition Accounting (RM/OM/IC/FM).  
The ordering of training ammo from a supported unit will continue as today by the supported unit but by using the warfighter portal. The reporting of usage and accounting of security ammo will also remain at the supported unit but will utilize an IT enabler to HHQs.  

Control And Accounting for Petroleum, Oils, and Lubricant (POL) at Consumer Level Activities (RM/OM/IM/FM).  

Today class III POL is considered consumed once issued by the SE’s Direct Supply Support Center (DSSC) and in the future there will be no requirement for units to account for POL.  The Marine Corps Order (MCO 4400. 170) is currently in the process of being cancelled. However, the requirement will continue for supported unit’s to comply with base, local, federal POL regulations and HAZMAT concerns when handling and carrying POL.  

 Medical And Dental Materiel (OM/RM/IM/FM).
An initial assessment continues underway with the RSF WIPT with this activity.

Personal Effects (RM/OM/IM/DIST) (Annex E). 
Today the supported unit is responsible for the initial inventory and subsequent inventory management of personal effects for 30 days. The RSF WIPT believes this initial administrative part of this responsibility will remain along with the initial inventory actions (UA/incarcerated/hospital) at the supported unit but that IM should be reduced and once initially inventoried the personal efforts will be turned over to a central storage facility via a chain of custody process after 72-96 hours.  This centralized storage function will be managed similar in nature to what currently occurs for storing personal efforts when a unit deploys. The focus of this reengineering effort will be to relieve the supported unit of any long term IM burden and migrate to another activity. The RSF WIPT continues to assess this concept as to which organization in the operating forces or SE would best be able to store personal effects. . Possible candidates include; TMO, the MDC or the standing up of a Centralized Personnel Efforts Baggage Center within the SE.
Miscellaneous Supply Procedures. 
Miscellaneous supply function procedures include a variety of general and administrative activities that are not included elsewhere in the FSMAO checklist.  These miscellaneous activities include:


Certificates of Relief.  An assessment on this supply function activity continues. The RSF   WIPT offered ne possible scenario that includes having a centralized supply facility preparing the certificate of relief to the outgoing supported unit commander (approx 14-21 days prior to his relief).  This will provide an opportunity for face-to-face discussion and deconfliction before the change of command date.  Some recommended information and associated TTP’s that this certificate of relief document could include by the centralized supply facility includes:

- This Certificate document would reflect the condition of materiel, serial numbers records, and operating procedures just as the current MCO 150 requires.

- Outgoing CO reviews certificate and endorses it to inbound CO (Copy to

 the centralized facility and HHQ) prior to COC.

- Outgoing CO endorsement provides perspective/guidance on condition of materiel, records, and operating procedures as well.

- Within a defined period of time after assuming command (30 or 60 days)

the new CO reviews certificate of relief with endorsement and conducts physical inspections as necessary with supported unit account managers.

- Finally these certificates of relief and attached endorsements should at the minimum reflect that following areas have been examined:   

· Inspections of material (i.e., LM2 readiness, Crane Report update/validation, T/E allowance item posture including validation of equipment in all categories temporary loaned, dead lined, listing of T/E overages/deficiencies and action to resolve, SMF/CMR posture (RO's conduct inspections and report posture of their RU in writing, Care in storage, Sets/kits/chests inventory records), 

· Inspection of supported unit facilities 

· Financial posture and identification of unfunded requirements, 

· Adequacy of logistics chain-related SOP's, 

· Adequacy of organic supply personnel and supported customer training on supply procedures and discipline, 

· Results of last Command Inspection from FSMAO/SMAT and the identification and certification of remedial actions taken,

· By name validation of fiscal files in hands of centralized supply facility

· Identification of areas, which require assistance, areas of concern or vulnerabilities, and recommendations.


Blank Forms.  These are controlled forms (i. e., meal signature sheets) and the storage requirement and accounting documentation of these forms can be moved to HHQs.  If a supported unit needs a control form they can go to HHQs to have it issued to them


Historical and Museum Equipment.  The RSF WIPT believes this entire activity and associated administrative workload can migrate to HHQ’s.


Public Animals.  The RSF WIPT believes this activity can migrate to HHQ’s and appears to fall under property control procedures. 


Garrison Property. The RSF WIPT believes this activity can remain the same as it is today.


Marksmanship Training Unit (MTU). The RSF WIPT believes this activity can remain the same as it is today.


Training.  The RSF WIPT believes this activity should remain at the supported unit because the commanding officer is still required to do Military Occupational Specialty (MOS) training at the supported unit.
     
 Packaged Operational Rations (RM/OM/IC/Dist./FM).  This supply function activity can migrate to HHQs because the ordering of POR’s is a demand (like other consumable inventory) that will be submitted by the supported unit to Supplier 1 via the RM process and the portal device. Record keeping of usage/consumption can also migrate to HHQ.  Under the logistics chain OA when the supported unit submits its POR requirement to Supplier 1 (OM), that usage information will in turn be submitted to that supported unit’s HHQ’s that will be maintained for two years.

Accounting for Morale, Welfare, and Recreation.
The RSF WIPT believes this entire supply unit supply function can migrate to HHQ. 

ANNEX D: ORDER MANAGEMENT 

Introduction.  The APICS Dictionary 9th ed defines Order Management (OM) as “The planning, directing, monitoring, and controlling of the process related to customer orders.  Order management includes order promising, order entry, order pick, pack and ship, billing, and reconciliation of the customer account.”  

The current logistics chain process to obtain product or materiel support requires the supported unit to be a part of the process vice “a customer to the process”.  Today, the supported unit is responsible to research, register, track, and closeout their requisitions.  In the case of the purchase card, the supported unit does everything including arranging for distribution to obtain product and materiel support. Additionally today’s logisticians do not have the tools necessary to provide proactive management and feedback to the supported unit on their requirements.  

Approach.

Single Sourcing Capability (SSC)-Requisitioning

Creating a Single Sourcing Capability (SSC) for requisitioning is the initial step to provide the supported unit the ability to obtain materiel and services using one single procurement process.  Today, depending on the class of supply, and funding used, a supported unit is faced with multiple processes and touch points in order to satisfy their requirements.  The ILC business case study documents the business imperative to consolidate selected supply function activities at a level above the supported unit. One of those activities is the requisitioning process.  This concept explores creating for the supported unit a “single point of contact” for supply support in requisitioning.  By migrating this supply function activity away from the supported unit will eliminate redundancy and overlapping supply functionality, and unite skill sets.  

The initial scope of this business process re-engineering is to design a single process for requisitioning product or materiel held at the SASSY Management Unit (SMU)/Intermediate Supply Support Activity (ISSA) and the Consolidated Material Supply Center (CMSC)/Direct Support Stock Control (DSSC) as well as for any open purchase procurements under $2500 from local commercial vendors. Once this process is tested and refined, that process can migrate to all classes or categories of materiel support.

Instrumental to creating a single source capability is the ability to establish partnerships between the various intermediate supply organizations within the Marine Corps as well as strategic alliance with commercial vendors (supplier N).  See annex H for further information concerning the Supplier N relationships and collaborative planning and forecasting. The RSF WIPT membership determined it was essential that this supplier partnership be capable of testing and implementing a process that creates a single source environment for product or materiel support (requisitioning and receipting) within all elements of the MAGTF.

Currently the supported unit commander receives intermediate level supply support through two intermediate supply activities, the SMU/ISSA and the CMSC/DSSC while in garrison.  Historically, the mission of these organizations differs relative to the customer requirements and funding utilized for locally stocked materiel.  Requesting products and services within the Marine Corps logistics chain today is made up of a myriad of processes and procedures resulting in requesting goods and services in a garrison environment is different than the requisitioning process in a deployed environment.  These differences include different procedures for different commodities, as well as different procedures for the same commodity depending on whether that item is to be requested through the supply system or through an open purchase.

Today, in a deployed environment, there is generally a single point of entry for the customer; via the combat service support element (CSSE) that has been assigned to provide direct support to the MAGTF.  This process is relatively simple to follow, although it is not highly automated.  In this process, the supported unit does not have to decide the best option among multiple sources of support.  Nor does the supported unit have to choose among different request processes depending on what is being requested.  Additionally, the supported unit does not have to manage the order.  In this environment, the supported unit simply acts as a requestor and the CSSE does the rest.  This allows both the supported unit and the CSSE to better focus on their primary mission responsibilities. This is where ILC is taking the Marine Corps logistics chain under the OA.  

The future of the requisitioning and order management process is to provide one seamless application that will create a virtual inventory that alleviates the need for manual intervention.  Under the logistics chain OA all classes of supply, regardless the inventory location whether government or commercial source of supply, will have a single process for order fulfillment of the supported units request. However, there are financial management issues such as when and who closes the contract information with vendors (DD250) that impact the design of this procurement (receiving, requisitioning) and distribution concept. These issues have to be explored further.  Annex F provides a detailed discussion of the “to-be” financial management process improvement.  Figures 3 and figure 4 below reflects this procurement and distribution concept under the logistics chain OA for a system or non-system purchase and receive/receipt.

Figure 3: Integrated Logistics Chain Requisitioning/Receipting
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Figure 4: Integrated Logistics Chain Requisitioning/Receipting 

Automatic Receipts-Receiving/Receipting

Today the receipting process is effective; however, it is inefficient, complicated, and places an unnecessary administrative burden on the supported unit.  As public servants, there is an inherent responsibility to ensure effective and efficient use of the funds entrusted to us.  The receipt process finishes the audit trail to satisfy the effective use of public funds.  One could argue, that due to the time involved to complete the receipt process, the Marine Corps spends more in labor than the cost of the materiel itself, making the process inefficient.  Additionally, the receipt process does not reflect what we as private citizens practice with our own money.  As a private citizen we are perfectly comfortable allowing Federal Express to leave a $2000 computer on or front doorstep; yet as Marines, we track a $.02 washer down to who received it and then spend time sending a confirmation of receipt to the supplier.  This Annex explores and tracks the creation of an effective and efficient receipt and receiving process.

The Logistics chain OA Automatic Receipts (AR) concept is to change a process that today is cumbersome and inefficient.  In the future under the logistics chain OA, the re-engineered distribution receiving and receipt concept places the process in the hands of Supplier 1 (S1) to ensure order fulfillment for the supported unit.  The design of the future receipt process will assume the supported unit receives all materiel; unless the supported unit notifies the supplier (S1) the order did not meet the supported unit’s order fulfillment expectation then it’s the suppliers responsibility to complete the order.  This approach is similar to better e-business practices being used today in the commercial sector where the commercial vendor is paid upon register of the customers order and assumes receipt or that order unless they receive notification that there was a problem with the order.  In most cases, the commercial vendor issues another product in the interest of maintaining customer satisfaction. The figure below reflects this concept in a three-phase implementation.     
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Figure 5: FUTURE RECEIPT/RECEIVING PROCESSING 

Figure 5 above provides the interim re-engineered receipt process using existing IT enablers.  The result is a standard simplified process for the Marine Corps.  The key to the success of this process is that if supported unit signals that their order was not fulfilled by Supplier1 then the order will be reissued.  [image: image7.wmf]Proposed Theater Distribution Process
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Enabling this process with an OMS and designing the appropriate E2E distribution process with appropriate performance measures will allow for quality order fulfillment.  

ANNEX D: INVENTORY MANAGEMENT: PROPERTY CONTROL, ACCOUNTING  

Introduction.  The procedures that we use today for Property Control, and Accounting (PC&A) was developed to account for materiel in a garrison environment.  The tools that enable this process do not easily translate to practical use for a deployed environment hence we currently have two systems.  This annex focuses on re-engineering the PC& A process so that the supported unit has a tool that assist them in accounting for the materiel they are responsible for while in garrison while also providing them a tool to assist them in the deployment planning process.  

Definitions.  Currently, the administrative management of sub-custody activities is where most of work occurs within a supported unit supply function today.  Changing where the accounting for materiel management occurs does not relieve a Commander of accountability under current statute.  Title 10 talks about accountability and how it is inherit with command.  The commander can delegate that responsibility for custody and management of the supported unit’s equipment. 

Accountability.  

(DOD Dictionary) The obligation imposed by law or lawful order or regulation on an officer or other person for keeping accurate record of property, documents, or funds.  The person having this obligation may or may not have actual possession of the property, documents, or funds.  Accountability is concerned primarily with records, while responsibility is concerned primarily with custody, care, and safekeeping.  See also responsibility. ” 

(MCO P4400. 150_) Accountability is the obligation of any individual who, in the performance of their duties of position, designation, or assignment, is required to assume jurisdiction over, and upon occasion effect an accounting for, public property committed to that individual’s charge.  An individual of a position, designation, or assignment-involving jurisdiction over public property establishes accountability upon acceptance. 

Responsibility.  

(DOD Dictionary) The obligation for the proper custody, care, and safekeeping of property or funds entrusted to the possession or supervision of an individual.  See also accountability.  

MCO P4400. 150_) Responsibility is defined as the obligation of each individual who is required to have personal possession of or general supervision over public property to ensure that the items are procured, maintained, used, or disposed of only as authorized.  Any person having public property in their custody or under their supervision assumes a public trust that the property will be used only for its intended purpose and as authorized by law or regulations.

Approach.  The Marine Corps has created the today’s PC&A process to provide detailed custodial accountability and responsibility records and chain of custody.  Further, the Chief Financial Officer (CFO) Act has levied requirements on the Military Services to develop inventory control like balance sheet accounting for their materiel.  The effect of both of these requirements is a garrison mentality for enabling the PC&A process.  The current hierarchy of Consolidated Memorandum Records (CMR) and Responsible Officer (RO) assignment reflects that mentality and serves no value to how we deploy our materiel.  With this mentality and procedures comes a heavy administrative workload on those charged with maintaining the garrison records and transitioning that data for deployed purposes.  Changing the procedures of how the Marine Corps manages and accounts for all types of materiel reduces the amount of workload at the supported unit.  This reduction in workload comes from eliminating, migrating or automating property accounting activities between the supported unit and MSC.  Further, this concept will integrate data requirements for property accounting purposes into embarkation useable data for use by the MDSS II embarkation tool.  In summary, this fundamental change in data integration attempts to streamline materiel management for “go to war” embarkation requirements. 

PC&A activities today occupy a significant portion of the individual supported unit supply function workload.  Additionally, there are redundant supply activities associated with these activities beginning with the supported unit up through the logistics management chain to the MSC logistics office. The supported unit Commander is responsible to maintain two sets of records that reflect materiel in their possession.  Originally, the two sets of records were developed separately to satisfy separate requirements.  One set is for purely administrative purposes in order to comply with a variety of inherent garrison requirements (e. g.  CFO Act).  The second requirement is to maintain a record of materiel for embarkation purposes as a result of possible deploying.  Generally, the enabling applications for both sets of records use the same data elements but different databases. That will change under the logistics chain OA and GCSS-MC effort. 

The design of the PC&A concept under the logistic chain OA will place the responsibility for maintaining the accountability records at a level higher (within the MSC) than the supported unit.  However, the supported unit will continue to have the responsibility for the custody of the materiel in their immediate use.  Initially, the foundation of this initiative is the ability to share data effectively to satisfy custody, storage, embarkation, and life cycle management requirements of the supported unit.  The PC&A concept initially envision making the accountability data available to a variety of management applications (embarkation, life cycle, storage, etc.).  Figure 5 below depicts a high-level process flow of the PC&A concept.  The embarkation application in concept can satisfy the visibility for custody purposes at the responsible officer level and allows the ability to build load plans from that data for deployed operations.  This concept will demonstrate that the commander does not relinquish their accountability by simply relieving them of the accounting records. 
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The evaluation of the MDSS II as a primary property accounting tool in addition to performing embarkation-planning functions is underway with the MDSS II functional sponsor. In addition, the RSF WIPT is also looking at the PC&A module within the maintenance EAM tool as a possible PC&A candidate. The RSF WIPT believes that whatever tool is utilized it must be able to provide the following improvements:

· Provide a single source for property accounting data at the supported unit.

· Enable changes in accounting data (i.e serial numbers) to be updated concurrently in both materiel management and embarkation sections via SDE.

· Provide consolidated accountability and deployability data for use by HHQ.

· Increasing the collective visibility of materiel at a HHQ improves the ability to move assets more freely to meet the requirements from a broader perspective. 

· This concept has the potential to decrease or eliminate the workload at the supported unit supply function. 

· Minimizes the administrative workload on the supported unit  

· Maintains the “go to war” materiel in a ready for embarkation state. 

· Allows for centralizing asset tracking of Remain Behind Equipment (RBE) resulting from unit deployments. 
· Allows for the centralized storage/control of that type I and II materiel that is common to all supported units. Examples include: tentage, water/fuel cans, concertina wire, field desks, and camouflage netting. Only the unique items to that particular supported unit and its mission should remain under that supported unit’s control. An example is the 5K slings for HST support that is the mission of TSB.

Under the logistics chain OA a centralized supply facility (using centralized management) will utilize a warehouse management system to manage supported unit T/E inventories utilizing possible satellite sites established close to the supported unit (decentralized execution). The supported unit Responsible Officer (RO) responsibilities will remain within the supported unit along with Responsible Individual’s (RI’s) assigned to the supported unit’s sub-elements.  For Type I (Charlie TAMCNS), supported units will have to store/maintain mainly a small amount of unit type gear like kits, chests, gas cans, water cans etc.  The balance can then be maintained at a centralized warehouse facility. For type II (K/J TAMCNS) some of these items will remain with the supported unit with the balance again stored at the centralized supply facility. For SL-3 items, some of this PC&A activity will remain dependent on the new organizational EOM.  

This method of centralized management for supported unit inventory is already being utilized with success within 2d FSSG as well as with the MEF’s CTEP and CIF for Class II 782 gear. The administrative workload associated with the management of supported unit sub-custody activities and materiel storage is where most of workload resides within a supported unit supply function today but under ILC that will migrate.  But changing where these activities occur does not relieve a Commander of accountability under Title 10 current statute.  But the Commander can delegate that responsibility for accounting and management of the unit’s equipment.

ANNEX E: Inventory Management: Centralized Warehouse Management Concept.
Introduction. Today, the Table of Equipment (T/E) identifies all principle end-items, regardless of class of supply required to be on-hand or on-order at the supported unit.  The supported unit devotes considerable amount of man-hours to meticulously identify those things that are not on-hand and through the budget formulation process, they prioritizes and acquire those things that are not on hand or require replacement.  Most of the time the amount of funding they receive does not equate to amount they require to have everything on-hand or on-order.  Generally, the T/E materiel that a supported unit may do without are those things that tend to have most utility for training purposes or stock list-3 (SL-3) materiel (tents, poles, tools, type II, etc.). The T/E for the supported unit is a product of what units across the Marine Corps need to carryout their assigned mission in garrison and deployed.  Many times the materiel on the T/E is not necessary to have available all of the time.  Items such as tents, cots, Type II, etc. are required on a periodic basis to assist the training mission and not necessarily needed to deploy.  

Approach.  This concept explores the concept of providing the supported unit a service for warehousing and distributing T/E materiel that the supported unit may not necessarily need in a deployed scenario or that when deployed is issued to support static elements of a deployment and 

therefore could be managed centrally.  This concept is akin to the CTEP and CIF for the storage and issue of Individual Combat Clothing and Equipment (ICCE).

This intent of this concept is to reduce the workload in the warehouse, and the budgeting, and accountability administrative-related activities associated with maintaining this materiel.[image: image8.wmf]Applications
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 The risks associated to this concept are the ability to locate materiel so that it can be delivered to the supported unit in an effective and efficient manner in order to meet the supported units requirements.

ANNEX H: DISTRIBUTION: MAGTF DISTRIBUTION CENTER (MDC) CONCEPT

Introduction.  Timely and dependable delivery of materiel to the ultimate customer is the cornerstone of order fulfillment in any logistics business today.  The Marine Corps does not plan or train for distribution to the ultimate supported unit in theater today in garrison.  The Marine Corps management of distribution, in particular the last mile delivery, is not planned nor executed from a Marine Corps enterprise standpoint.

The MDC concept is an attempt to integrate the activities of the Supporting Establishment’s Transportation Management Office (TMO) with elements of the Marine Expeditionary Forces (MEF) in order to provide an efficient and effective distribution process in theater.  Then institutionalize this process so that the same management and execution is practiced in garrison where practicable.  Instrumental to this concept is “real time” transaction processing, resource management and scheduling, automatic receipting, cross-docking capabilities, inventory availability, and in-transit visibility.  In order to realize these real-time capabilities the Marine Corps must leverage existing and emerging commercial sector automatic identification technologies (AIT).  

Definition. “Distribution – The activities associated with the movement of material, usually finished goods and service parts, from the manufacturer (supplier) to the customer.  These activities encompass the functions of transportation, warehousing, inventory control, materiel handling, order administration, site and location analysis, industrial packaging, data processing, and the communications necessary for effective management.  It includes all activities related to physical distribution, as well as the return of goods to the manufacturer. (APICS Dictionary 9th ed.)

Approach

Transportation Management Office (TMO).

The Marine Corps enterprise does not plan nor train for theater or garrison distribution.  The TMO, who owns a large portion of the E2E distribution process, is primarily responsible for the inbound and outbound transportation and freight management services for bases or stations and tenant organizations.  The executive agency to initiate and execute contracts in support of the transportation and freight function lies with the base or station Commander.  

The narrowest interpretation of the TMO duties is that they track freight (boxes end items, capital equipment, etc.) from and to their docks.  The distribution of what is in the boxes lies with the owner or requester of the materiel.  This narrow interpretation does not allow for the TMO to be involved in the theater distribution of the last tactical mile.  However, in garrison today there are many organizations that assist in the distribution of materiel and currently these activities are not managed from the Marine Corps enterprise and are personality driven by each TMO.  

Force Service Support Group (FSSG).

Logistics Movement Control Center (LMCC).  The LMCC controls the movement of personnel and materiel by the FSSG.  The LMCC does not control all transportation assets in the MEF that is conducted by the FMCC.

Transportation Support Battalion (TSB).  TSB has the resources (Marines and equipment)

to distribute materiel within theater.  However, the Marine Corps does not take advantage of this resource in Garrison which would will help prepare them for their in-theater distribution requirements. 

Supply Battalion. 

The intermediate supply activities in SUPBN have the responsibility to provide intermediate supply support (inventory management) to the supported unit both in garrison as well as forward deployed.  

Packing, Packaging, and Preservation (PP&P).  This activity is currently a stove piped activity that does not have any visibility of materiel until the work order is delivered to their door.  Further, this activity does not have the capability to share data with the TMO until they have the materiel packed and ready for delivery.  Better practices generally incorporate this activity as part of the inventory management.

Deployment Support Unit. (add mission statement?)

Supporting Establishment. 

The DSSC focus of main effort is to support base or station and to a lesser extent the supported units in garrison. In the future under ILC this organization will be replaced. There are a variety of initiatives throughout the Marine Corps today to provide delivery of the materiel within the base or station.  These initiatives range from partnerships between the intermediate activities (TSB, SUPBN, and DSSC) and the TMOs, to supported unit using their tactical vehicles for pickup.  For the most part there is not a coordinated effort within the overall E2E distribution process. The enabling software that provides tools to assist in the management of the various distribution processes in use today reflects the same problems associated to the other enterprise logistics applications, many disparate stove-piped applications that do not share data.  

TMO, Freight Operations Section is responsible for receiving materiel, regardless of the final destination.  This section is primarily staffed with civilian personnel from the base table of organization (T/O).  TSB Marines have little or no opportunity to participate in this activity, an activity that is inherent to theater distribution when deployed. Activities that relate to or impact the TMO function, such as the management of personal effects and baggage and PP&P are currently performed by a variety of different organizations and are “stove piped” which does not take advantage of economy of scale or technology advancements.

The current TMO process focuses on traffic management and freight movement in peacetime garrison environment and current process does not permit balancing of organic capabilities (usage costs) against available commercial assets while also having little consistency between Marine Corps bases.
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Figure 9: CURRENT DISTRIBUTION PROCESS

The future MDC concept explores the consolidation of the E2E distribution activities under one single process owner called the Distribution Capacity Manager (DCM).  Instrumental to this concept is the ability to share data throughout the order management process but more importantly within the E2E distribution process.  A robust E2E distribution process that is linked to the OMS and incorporates all elements of transportation with inventory management, materiel-handling capabilities, warehousing and procurement/sourcing activities will provide the visibility and management necessary to distribute materiel to the supported unit deployed or in garrison in a responsive matter.  

A successful “to-be” E2E distribution process must have visibility of materiel from the time the order is formalized through delivery.  Under the logistics chain OA, adequate visibility of materiel requirements will allow the inventory capacity manager to share information with the DCM that in turn will allow the order manger the capability to promise delivery to the supported unit.  Today this is not possible because of the lack of visibility of in-theater transportation resources (foreign contract carriers, tactical aircraft or vehicles, etc.) as well as visibility with commercial vendors.  Developing these capabilities (advance shipping notices (ASN)) in conjunction with robust ITV enablers will provide an opportunity to improve response time to the supported units in-theater demands and accurate accounting of materiel delivery. 

The “to-be” MDC combines materiel distribution from the intermediate level sourced inventories using resources from the base TMO and FSSG.  The MDC concept combined with other RSF initiatives (i.e., SPE and AR concepts) will allow for the development of an E2E distribution based on a “pull demand” methodology that resulted from customer service levels established with the supported unit.  Figure 8 represents the conceptual process flow for theater materiel distribution.  Figure 9 is a high level view of the “to-be” MDC concept in garrison. 
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ANNEX G: FINANCIAL MANAGEMENT 

Introduction.  The current financial management process requires re-engineering in order to reduce workload and redundancies.  The activities surrounding the financial management responsibilities at the supported unit, MSC, and operating force intermediate supply activities include checks and balances that are cumbersome and lack trust.  The reengineering of this supply function activity is in line with the ILC concept of removing administrative workload from the supported unit and consolidating those activities where and when it makes sense. 

The execution process for financial management is labor intensive and redundant.  The redundancy is obvious result of the checks and balances throughout the process from the supported unit, to the MSC (Supply and Comptroller Sections) to the operating force intermediate supply activities.  Basically the supported unit works the day-to-day efforts at the transactional level while the MSC Comptroller office works the management of the MSC as a whole with the operating force intermediate supply activity keeping the requisitional authority (RA) documentation on behalf of the MSC comptroller. Further, this hierarchical financial management process does not reflect the process that the Marine Corps is likely to use on the battlefields of the future.

Today, the supported unit commander is responsible for the financial management of a portion of the MEF’s Operations and Maintenance (O&M) Marine Corps budget.  The supported unit participates in the budget formulation process.  In part, this process consists of the MSC Comptroller passing out a spending ceiling and asking the supported unit to identify any “un-funded” deficiencies.  Once the MSC receives the annual appropriation, funding is provided to each supported unit in two forms, Planning Estimate (PE) and Requisition Authority Control (RAC).  The accounting for these different funding sites is further segregated into separate cost account codes (categorizes spending), all of which require management. The below list developed during earlier RSF workshops identifies those activities that are part of a supported unit’s financial management workload today:

· Validate source document for line of accounting. 

· Maintain document logbooks (checkbook) to account for unit spending. 

· Maintain a document file that contains all copies of fiscal source documents (e. g. , commitments, obligations and expenses) for a period of six years. 

· Manage the travel budget (some Adjutant sections run this portion of the budget). 

· Track the financial accounting for work request and Military Interdepartmental Purchase Request.  

· Maintain and record all source documents (i.e., pending, obligation, expensed and complete) to the appropriate accounting file (manual and automated). 

· Post variances to accounting records resulting from cancellations and or price adjustments. 

· Validate daily transaction reports entries. 

· Correct erroneous transactions. 

· Maintain and Monitor budget execution to ensure proper expenditure of funds and not exceed authorizations. 

· Provide budget estimates to higher headquarters. 

· Perform quarterly un-liquidated order validations,

· Perform monthly reconciliation with the ISSA/SMU for RA transactions,

· Certify invoices for payment,

· Attend financial training Comptroller personnel. 
The supported unit supply officer and supply chief usually spend most of their time during the year in fiscal management oversight roles These management roles generally include budget formulation; actions required as the Fund Administrator (FA) for TAD accounts; manage the supported unit’s obligation rate; as well as approving official for the support units open purchases and Government Purchase Card purchases. 

Reducing the administrative burden associated with financial management at the supported unit requires a simplification/reengineering of the entire financial management process.  The first step is to alleviate the burden on the supported unit having to track and account for two separate types of funding (RA and PE) and the associated accounting nuances.  The process below describes the future financial services that the supported unit commander that will help them in their financial management. 

Under the logistics chain OA, the supported unit will continue to participate in the budget formulation much like today.  This concept considers the impact of the consolidation of maintenance levels, realigning of the supply function within the logistics chain, and other ILC business re-engineering initiatives. In the future, for example, the budget formulation for maintaining a supported units T/E materiel will be conducted by the same organization with the maintenance management responsibility for supporting the supported unit’s T/E. The budgeting responsibilities that will be left with the supported unit will include the following:

(1) Historical Organizational Maintenance 

(2) Training/TEEP

(3) TAD

(4) SL-3 in support of the ILC first echelon of maintenance concepts 

(5) Admin supplies
The supported unit commander will be given a spending ceiling (or “buying power”) through a “debit-type” process (similar today’s SABRS-PRT_SOF/XR-16 report or commercial credit card statements) to help the supported unit execute their budget. The budget execution accounting responsibilities will migrate from supported unit to a higher level.  This central financial management organization will issue “bank like” statements (similar to the SABRS-PRT SOF/XR-16 report or commercial credit card statements) on a regular schedule back to the supported unit reflecting the obligations, expenses and liquidations that have caused a change in the supported unit statement during the previous reporting period. In short, this report will allow the supported unit commander to continue to have visibility of their unit’s buying power. 

Under the logistic chain OA when ordering a materiel or services, if the necessary funds are not available then the OMS will provide feedback via the RM immediately that the necessary funding is not available.  Once funding is not available, the supported unit commander can then begin identifying an unfunded deficiency list for use by the MSC.  

From the supported unit perspective the funding they receive in the future will be one type-PE.  The central financial management activity will have the responsibility to manage the supported units CAC and realign as appropriate.  RAC will no longer be necessary and the management of funding for travel will continue as it does today. The Marine Corps ILC SDE and System Realignment And Consolidation (SRAC) initiatives will determine the impacts on the 27 feeder systems for financial management and integrate the data that is necessary to execute the function.

ANNEX H: ORDER MANAGEMENT- EMERGING SUPPLIER “N” RELATIONSHIPS 

Introduction.  Under ILC, key factors of successful Logistics Chain management (LCM) include responsive information flow, responsive customer service, and collaboration relationship between the suppliers. LCM can be viewed as a “philosophy” that manages the “logistics chain pipeline” in an “integrated” fashion resulting in the efficient and effective flow of products and services, and information from Supplier N through Supplier 1 to the supported unit. Part of a good LCM is the integration of all supply function activities (requisitioning, receipting, accounting and warehousing) along with distribution into one cohesive responsive process. To a supported unit, a good logistics chain is an “extended enterprise” that crosses the boundaries of S1 and S N that involve the logistics chain supporting that supported unit.

Definition.  “Supplier Relationship Management (SRM) is a set of methodologies and practices needed for interacting with the suppliers of products and services of varied criticality to the effectiveness of the enterprise (Gartner)”.  For the purposes of this ConOps, SRM explores potential-re-engineering opportunities that will the improve supply chain integration between the intermediate (Supplier 1 (S1)) and Supplier n (Sn) as it relates to DoD Wholesale Activities and commercial sources using best business practices.

Approach. With the utilization of the logistic chain OA and its philosophy comes the execution of a coordinated two-way flow of goods and services (orders) to the supported unit with information returning to S1 and S N within the logistics chain.  The OA integrated logistics chain philosophy is the coordination of the traditional business “functional CSS silos” for the purpose of improving the long-term performance of the logistics chain. Some key characteristics of an integrated logistic chain and its supporting logistics business infrastructure include inventory visibility; information flow and customer service. Future work for the Marine Corps logistics chain to be successful will require work in the following areas:

· Recognizing the final supported unit requirements

· Deciding where to position inventories along the logistics chain and how much to stock at each point

· Develop appropriate policies and procedures for managing collaborative the entire product chains from a single entry.

This Annex looks to achieve those success factors through an improved E2E order fulfillment process. Evidence from the ILC case study suggests that there is potential to create a more effective order fulfillment process that will garner tangible efficiencies in resource utilization (manpower and funding).  Improvements in the logistics chain can expect from a re-engineered order fulfillment cycle improvements like; velocity, predictability, flexibility, and visibility of materiel.  Leading edge commercial businesses that apply these same practices to their business processes produce the desired effectiveness with documented improvements to their return on investments (efficiency). 

Figure 12: SUPPLIER AND PROVIDER SUPPLY CHAIN MANAGEMENT
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The ultimate goal is to have an integrated business process that stretches from the supported unit to the ultimate source of supply.  This future integrated logistics chain will provide visibility (to all parties), a reduced inventory footprint while accelerating the velocity of providing the seven R’s (perfect order) to the supported unit.  Those “R’s” include ensuring the availability of the right product, in the right quantity and the right condition, at the right place, at the right time, for the right customer, at the right cost.  

An outcome of reference (h) was that in order to “right-size” the inventories across the Marine Corps and still meet the spirit of an integrated logistic chain, coordination needs to occur by all stakeholders within that logistics chain.  Some areas of future work on implementing this Business-to-Business (B2B) part of that logistics chain includes:

· Revised E-Business strategy or priority from senior leadership

· Establishing overall logistic chain management strategy

· Continued commitment and resources to logistic chain management

· Change by the Marine Corps and its logistics chain partners in how logistics is conducted

· Change in information sharing by the Marine Corps and other logistics chain partners. 

· Identification of logistic chain partner resource limitations

· Convincing logistics chain partners to participate in such areas as vendor managed inventory (VMI), Materials Requirements Planning (MRP), Distribution Resource Planning (DRP) and Collaborative Planning Forecasting and Replishment (CPFR) t

· Continued development of ILC scorecard and logistics chain performance standards

· Utilization of rapid changing technology

· Identification of Internet infrastructure limitations (capacity, speed, bandwidth)

· Integration with Enterprise Resource Planning (ERP) and other legacy systems

· Security

The value of these goals is to provide the ICM the ability to “right size” the inventory and provide the customer a degree of predictability in completing the customers order fulfillment.  Today the maintenance effort faces a challenge in effectively scheduling repairs and allocating resources due to the uncertainly of the supply chain filling a Work Order Number (WON) OR Equipment Repair Order (ERO) in a predictable manner.  In an effort to gain that predictability, the some initial goals for materiel delivery and the MDC concept are as flows: 

· Pre-expended bin (PEB) materiel for operator maintenance: immediate 

· Won with dead lining materiel: 24hrs (three business days)

· Won with no deadlining materiel: 72 hours 
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By establishment of these above goals the marine Corps will be able to begin crafting a stock management process that is in consonance with the quadrant model concept below (figure 13 below). 

Figure 13: PRODUCT CATEGORIZATION (QUAD MODEL)

cHAPTER 8: INFORMATION TECHNOLOGY (IT) ENABLERS

Introduction.  The purpose of IT enablers in the future is to provide the warfighter a “simple to use” electronic capabilities that make the process for requesting integrated CSS from the logistics chain easier.  The vision is that future CSS will be able to provide the same or better levels of CSS while decreasing the amount of resources necessary to manage and direct logistic support. Reference (o) states the GCSS-MC capability sets required in integrating the Marine Corps logistic chain. 

Figure 14: PROTOTYPE GCSS-MC IT APPROACH

Approach. The requirement for a portal device is the result of the recommendations from the ILC case study (reference b) as well as GCSS-MC.  The ILC case study is the foundation of the imperative for logistics process re-engineering; and GCSS-MC is the umbrella for the portfolio of applications and capability sets to enable asset visibility and materiel management in support of the CSS processes in the future under a single integrated OA.  The ACMC approved ILC initiatives and vision for GCSS-MC is to have a web-enabled portal device that provides users simple access to this portfolio of logistics and other applications to improve logistics chain responsiveness, minimize training, and reduce infrastructure (similar to better E-business practices e. g.  Amazon.com).  The need for a portal device requires a near real time exchange expectation for information management up and down the supply chain. Figure 14 reflects were we are headed with enabling the Marine Corps logistics chain.  [image: image14.wmf]“ISSA/SMU”
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The development of this future IT tool will enable the implementation of numerous business process changes, reduce the burden on the supported unit, modernize CSS applications allow access to those applications, and improves responsiveness of the overall Marine Corp logistics chain.  In short, improving the logistics chain responsiveness and gaining effectiveness is the intent of the current CSS re-engineering effort and the implementation of this portal device will allow for that effort to occur.  

The processes of the future state will simplify the front-end information requirements identification and improve integration of back office applications with Marine Corps supply-chain partners.  Further, the design and the enabling of the new processes is such that those who require CSS only need to establish the requirement, not participate in order management and fulfillment.  That frees them to concentrate on the skills necessary for their competency.  This capability will improve the overall supply chain responsiveness while minimizing the amount of resources necessary to provide CSS in the future.  To provide the simplicity of to the process, the tool is envisioned to be intuitive and web-enabled.

The process re-engineering, implementation, and testing will continue per existing processes.  However, without this capability obtaining CSS support in the future will remain “business as usual. ” The way we provide that support will remain stove-piped and require an inordinate amount of resources to provide the support.  Realizing all the efficiencies and gaining the effectiveness of the re-engineering effort is dependent on enabling capability such as this one.  The efficiencies and effectiveness will result in reduction of resources (labor, infrastructure, and funding) necessary to provide CSS in the future.  The absence of this capability will limit the Marine Corps’ ability to achieve anticipated cost avoidance and documented cost savings from the ongoing re-engineering efforts.  Further, continuing with “business as usual” means that the Marine Corps will apply the efforts of it’s scarcest commodity “MANPOWER” on less optimum roles outside of their core competencies.  The Marine Corps will continue to train, field and use the multitude of complex, stove-piped applications to input, track and manage support requirements within each of the six logistics function areas.  The United States Marine Corps can no longer afford to conduct business, “the old fashioned way. 
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PHASE I.  THE FIRST PHASE OF THE AR PROCESS INVOLVES ON-HAND SUPPLY ISSUES FROM MEF RETAIL ACTIVITIES. USING UNITS (U/U) WILL SUBMIT REQUISITIONS TO MEF RETAIL ACTIVITIES THROUGH THE NORMAL OM PROCESS.  THE ISA/SMU PROCESSES THE UNIT’S REQUISITION AND PASSES IT TO STRATIS.  STRATIS SENDS AE1/BA STATUS TO U/U AND GENERATES A MATERIAL RELEASE ORDER (MRO) TO PICK PACK AND STAGE THE ORDER. WHEN ORDERS ARE READY FOR TRANSPORTATION THE ISA/SMU GENERATES A DELIVERY MANIFEST IN (CMATS-STRATIS) AND SENDS A SHIPPING STATUS (AS1) TO U/U. THIS IS THE BEGINNING OF THE DISTRIBUTION PROCESS. MANIFESTED MATERIAL WILL BE DELIVERED TO U/U.  THE MANIFEST WILL BE RETURNED TO THE ISA/SMU AND SCANNED INTO STRATIS TO GENERATES A D6T, FOR THE ITEMS DELIVERED, TO ADJUST THE U/U’S RECORDS.  THE RETAIL ACTIVITY PROCESSES THE UNIT’S REQUISITION AND ALSO RECEIPTS FOR IT AFTER VERIFICATION OF DELIVERY. 



PHASE II.  THE SECOND PHASE OF AR PROCESS COVERS ORDERS THAT ARE NOT ON-HAND AT THE ISA AND ARE PASSED TO A SOURCE OF SUPPLY (SOS) AND WILL BE ACCOMPLISHED WITH THE IMPLEMENTATION OF THE INTEGRATED MATERIAL DISTRIBUTION CONCEPT.  THE INTEGRATED MATERIAL DISTRIBUTION CONCEPT INTEGRATES ISA/SMU SUPPLY FUNCTIONS WITH TMO SHIPPING AND RECEIVING FUNCTION INTO A SINGLE DISTRIBUTION PROCESS. THIS WILL MOVE THE MARINE CORPS TO THE FUTURE STATE OF AR AND WILL GIVE VISIBILITY OF SUPPLY ORDERS FROM SOURCE THROUGH THE DISTRIBUTION PROCESS TO THE CUSTOMER. 
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