Annex A:  Supplemental Information

1.  Background.  The Marine Corps’ logistics vision as embodied in the Precision Logistics (PL) methodology will dramatically enhance the Marine Air Ground Task Force’s (MAGTF’s) Joint and Naval expeditionary warfighting capabilities and lethality through the evolution of a Naval integrated logistics chain.  Emerging warfighting concepts such as Expeditionary Maneuver Warfare (EMF) and SeaBasing will be defined by either our logistics chain’s capabilities or by it’s limitations.

The logistics chain’s Operational Architecture (OA) is based on the integrated logistics chain (analogous to the commercial term “supply chain”) management philosophy.  Integrated logistics chain management creates an environment that looks at managing cross-functional CSS areas.  Focus is on integrated, end-to-end processes that ensure consistent fulfillment of warfighting and other MAGTF operational requirements.  The extent of the integrated logistics chain is not limited to the span of control of the Marine Corps; it requires collaboration and coordination from the MAGTF warfighter through Department of Defense (DoD) organizations and commercial partners.  The emphasis in a logistics chain causes a shift from functional performance and costs to total logistics chain performance and costs.

Most processes and systems optimized for garrison and peacetime operations usually violate a basic tenet of good operational planning —- they do not take into account the requirements of a “worst-case” scenario.  Garrison logistics chain operations along the full length of the chain are generally conducted in a benign and relatively undemanding environment.  The nodes are largely static in nature and enjoy a robust infrastructure that supports the free flow of information given the right in-transit visibility (ITV) up and down the logistics chain.  Alternately, deployed operations, particularly combat operations, are typified by a highly dynamic, often chaotic nature and occur in a “closed” environment that interrupts the upstream and downstream flows within the logistics chain for product and services, particularly with regard to information or visibility.

Logistics Modernization (LM) recognizes the distinction between garrison and forward deployed Combat Service Support (CSS) and has framed its concepts and recommendations from its business case in that context.  Unlike supported units, the CSS Element (CSSE) of the MAGTF of the future will obtain visibility upstream while simultaneously maintaining an interface through an Order Management System (OMS) with their ultimate customers -- the warfighters.  The CSSE functions as the “logistics bridge” between the warfighters and the rest of the logistics chain.  This “critical link” to the warfighters in the area of operations (AO) provides visibility or the upstream logistics chain flows.  The CSSE also provides the critical connection through the establishment of Service Level Agreements (SLAs) and a demand management philosophy that ensures product and service fulfillment of supported unit demands.  Under LM, the burden for maintaining continuity of the logistics chain will now rest largely on the shoulders of the MAGTF’s CSSE.  Furthermore, the responsibility for planning and executing the lion’s share of MAGTF CSS will also be with the CSSE.

2.  Supported units based on service needs.  Traditionally the logistics chain provides the supported MAGTFs the same level of service regardless of mission.  The logistics chain of the future must have the flexibility to distinguish between those deployed, those in the beginning of the work up cycle, and those in a garrison environment.  The logistics chain must be able to tailor its CSS products and services to each separate MAGTF’s mission.  Following are characteristics found in a successfully integrated logistics chain:

a.  Customize the logistics chain network.  When designing the logistics network, the focus of main effort is on the service requirements and operational missions of the MAGTF.


b.  Listen to demand signals and plan accordingly.  Operations and consumption planning must span the entire chain to detect early warning signals of changing demand and ordering patterns, MAGTF missions, and so forth.  A demand-intensive approach leads to more consistent forecasts and optimal resource allocation.  By applying best inventory management practices, utilized by the commercial best in class companies, the Marine Corps will dramatically improve SLAs for the supported unit, while at the same time providing additional funds through inventory draw-down.


c.  Differentiate products and services closer to the supported unit.  The Marine Corps can no longer afford to stockpile inventory to compensate for forecasting errors and uncertainty.  Differentiation of sources of supply and services allow planners to develop strategies (Quadrant Model, ABC inventory management, etc.) that provide consistency in the level of support to each MAGTF.  The Marine Corps manages material within various classes of supply without regard for its end item application or original use requirement.  The commercial best practice is to focus on the end item requirement and manage the individual parts accordingly.  Today time, from requisition to order receipt cycle, is measured in days and weeks in the Marine Corps while the best in class commercial companies use hours as their measurement of success.  Furthermore, the Marine Corps uses one logistics chain to manage all its materiel while, the commercial best practice is to develop separate logistics chains based on the criticality of need for that materiel.


d.  Strategically manage sources of supply and services.  By working closer with key suppliers (i.e. Defense Logistics Agency, Caterpillar, Staples, etc.) the Marine Corps can reduce the overall cost of ownership.


e.  Develop logistics chain-wide technology strategy.  Information technology must support multiple levels of decision-making through a clear view of the flow of products, services, and information through the integrated logistics chain.


f.  Adopt channel-spanning performance measures.  Effective logistics chain measurement systems do more than just monitor internal functions.  They adopt measures that apply to every link in the logistics chain; from the supplier’s supplier to the supported unit’s supported unit.

3.  Demand Management.  Demand management may be thought of as focused efforts that estimate and manage a supported unit’s demand, with the intention of using this information to shape operating decisions, SLAs, inventory categories, and their location in relation to the warfighter.  The goal of demand management is to enhance the ability of organizations to collaborate inventory levels and distribution support to better serve the demands of the warfighter.  Information about unit demand patterns will be used to create collective and realistic service levels.  Performance measurements will optimize those service levels in order to better support the warfighter.

A major component of demand management is forecasting the amount of materiel that will be demanded by warfighters, where to locate it, how to move it, and who will mange it.  Although forecasts are made throughout the logistics chain, the single most important forecast is that of the primary demand of the warfighter.  In an integrated logistics chain, all demands will emanate directly from, or at least be influenced by, the primary demand of the ultimate customer -- the warfighter.

Historically we have organized our logistics around the six CSS functions.  Organizationally, this fosters the perpetuation of processes that are function specific, such as requisitions, repair actions, transportation requests, engineer support, health service support, etc.  Management enablers have been developed for the request processes but they are specific to the logistics CSS functions.  Of note is the difference between how logistics chain support is delivered in a garrison environment and how it is delivered while deployed.  In Figure 3 the garrison process shows the many touch points for logistics chain support that the supported unit faces after its organic resources are exhausted.  The colored circles represent the six functional CSS areas.  The deployed (i.e. CSSD for a CAX, MSSG of a MEU) process provides the supported unit with one single point of entry for the delivery of logistics chain support.  In a deployed environment the single point of entry manages all logistics chain support from a centralized operations center.  The supported unit need only levy the requirement to that organization.
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Figure 3:  Current Garrison vs. Deployed logistics chain process.
4.  Measuring Customer Service.  The four dimensions of customer service (below) are the underlying basis for establishing standards of performance in the integrated logistics chain.  The performance measurements in use today are not in the best interest of the supported unit.  Those performance measurements demonstrate how well the logistics chain CSS providers perceive their performance.  Meeting the supported unit’s SLA and expectations requires new thinking that focuses on the supported unit.

Customer service or integrated logistics chain liaison has multifunctional interest for logistics leaders.  Instrumental to the success of the integrated logistics chain is the ability of logisticians to provide customer service to the supported unit.  These processes ensure supported unit requirements and expectations are met.  Without the basics of customer service in place, nothing else matters from the supported unit’s perspective.  There are four basic dimensions of economic value that an integrated logistics chain can add to a product or service:


a.  Time.  The time factor generally refers to order cycle time.  There are several components that affect the time factor.  Products and services must be available at the time and place demanded by the supported unit.  This is called time utility or the economic value added to a product or service by having it at a demand point at a specific time.  For the MAGTF the time cycle consists of the request, order transmittal, order processing, order preparation, and order shipping.  Remember, the order in the OA is more than just a requisition, repair task, ammunition request, etc.  An order includes everything necessary to fulfill the request.


b.  Dependability.  Dependability may be more important to the supported unit than time.  A fixed lead-time will allow the supported unit to minimize inventory.  From the service aspect, a dependable delivery allows the service provider to schedule resources to a plan.  The elements of dependability are cycle times, safe delivery (undamaged or lost), and correct orders.


c.  Communications.  Information flow is instrumental to the success of any logistics chain.  In the order information stage, the use of electronic transmittals can reduce errors in transferring order information from the order to the receipt into production or inventory.

Another aspect of communication relative to customer service or logistics chain liaison is actual contact with the supported unit.  Communication with the supported unit is vital to monitoring customer service.  Communication is also instrumental in establishing SLAs.  SLAs establish the rules by which the logistics leader measures its performance and stipulate the performance supported units can expect.  Further, even though the SLA is the rule, there will be those situations when the logistics organization may not hit the target.  That is where close communications can sooth relations.  In those cases the logistics leader must communicate this to the supported unit.  This allows the supported unit to recalibrate and incorporate the change.


d.  Convenience.  SLAs must reflect the mission of the supported unit.  In a perfect world, all supported units would be created equal and one set of SLAs would apply to all.  In a MAGTF that is not the case.  The units of the MAGTF are generally in some varying form of preparing to deploy or returning from a deployment.  The SLAs should be indicative of the supported unit’s position in the deployment cycle and the mission or capability they provide to the MAGTF.
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