Annex C:  Measuring the RESPONSIVENESS of the USMC Logistics Chain
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Responsiveness.  Total Fulfillment Cycle Time is a Tier-1 metric that measures the speed at which the logistics chain provides products to supported units.  This metric includes two of seven OA SC Tier-2 metrics:  Request Cycle Time and Order Fulfillment Cycle Time.  Order Fulfillment Cycle Time includes three Tier-3 metrics:  Order Management Section Cycle Time, Order Entry Complete to Product Ready to Ship, and Transportation Time.  Order Entry Complete to Product Ready to Ship considers all repair orders and requisitions.  This plan will calculate three different instances:  Maintenance Cycle Time for repair orders, Purchase Cycle Time for requisitions that are not in-stock, and Order and Shipping Time for requisitions that are in-stock.  The relationship between all of the above is described below.

Total Fulfillment Cycle Time = (Request Cycle Time) +(Order Fulfillment Cycle Time)

*** Total Fulfillment Cycle Time will not include Purchase Cycle Time or Order and Shipping Time for requisitions related to Repair Orders.

Some other lower tier metrics that will be considered under total fulfillment cycle time include:

· Total source cycle time

· Product development cycle time

· Make cycle time

· Reverse logistics cycle time

· Customer service recovery cycle time

· Plan cycle time

2.1.  All four LM initiatives will contribute to faster Order Fulfillment Cycle Time.

Order Fulfillment Cycle Time = 

(Order Management Section Cycle Time) 

(Order Entry Complete to Product Ready to Ship) +(Transportation Time)

2.1.1.  Implementing Commercial-off-the-Shelf (COTS) Logistics Information Technology (LIT) will improve Order Management Section Cycle Time.  This metric captures the amount of time elapsed from when a request is approved at the supported unit until a requisition or repair order is created.

Requisition or Repair Order Created Date/Time – 

Request Approved Date/Time

2.1.2.  Moving 2nd echelon of maintenance to the intermediate level and supply function consolidation will improve Order Entry Complete to Product Ready to Ship.  There are three possible cases for defining this metric, depending on the type of order:

Order Entry Complete to Product Ready to Ship = Maintenance Cycle Time (for repair)

-or-

Order Entry Complete to Product Ready to Ship = Purchase Cycle Time
-or-

Order Entry Complete to Product Ready to Ship = Order and Shipping Time
2.1.2.1.  Moving 2nd echelon of maintenance to the intermediate level will improve Maintenance Cycle Time (MCT).  This Tier-3 metric is a cycle time that begins when the corrective maintenance repair order is created, and ends when the end item is ready to send back to the supported unit.  The OA calls this metric Order Entry Complete to Service Completion Time.  It’s renamed to capture repair impact on Order Fulfillment Cycle Time.

Date Repair Complete – Date Repair Order Created

2.1.2.2.  Moving 2nd echelon of maintenance to the intermediate level will improve Time to Repair (TTR).  This Tier-2 metric measures the amount of time an end item spent in the maintenance facility for CM, and is not awaiting parts.  It is the time between when the first corrective maintenance task is opened and last corrective maintenance task is closed, minus Supply Response Time (defined in 4.1.a).  This metric is not aggregated into Order Fulfillment Cycle Time.  It is included here to describe the responsiveness related to maintenance.

[Date Last CM Task Closed – Date First CM Task Opened] – SRT

*** This metric doesn’t include maintenance occurring after the first part was ordered, and before the last part was received.

2.1.2.3.  Supply function consolidation will improve Purchase Cycle Time.  This metric measures the requisition fulfillment cycle time for all requisitions that are not in stock when the order is received, and must be sourced through commercial or governmental agencies.

Date Requisition Ready To Ship – Date Requisition Created

2.1.2.3.1.  Purchase Cycle Time – Backorders is commonly referred to as OST(w).  This metric is used when an item is requested that the Marine Corps stocks, but is not in stock.

2.1.2.3.2.  Purchase Cycle Time – Non-Backorders occurs when an item is requested that the Marine Corps does not stock, and must be fulfilled through alternative sources.

2.1.2.4.  Supply function consolidation will improve Order and Shipping Time (OST).  This Tier-3 metric is called “Order Entry Complete to Product Ready to Ship” within the OA.  Order and Shipping Time, also known as OST (retail), is the requisition fulfillment cycle time for requisitions that are in stock when the order was received.  This metric will be calculated for all products in supply classes (I-V, VII-IX).

Date Requisition Receipted – Date Requisition Created

2.1.2.5.  Supply function consolidation will improve Supply Response Time (SRT).  This Tier-2 metric measures the amount of time maintenance waited for supply support.  It begins when the first part was ordered, and ends when the last part was received.  The measure will span across all corrective maintenance tasks within the WON.

Date Last Part Received – Date First Part Ordered

*** In most cases, there will be maintenance occurring during this period, especially in cases when there are multiple corrective maintenance tasks opened at the same time.

*** SRT is not aggregated into Total Fulfillment Cycle Time.  It is included here because it is a measure of responsiveness.  One observation of SRT can span across several requisitions and therefore is not a component of Order Entry Complete to Product Ready to Ship.  SRT is used later to compute Operational Availability (Ao) and Availability Due to Supply.

2.1.3.  The distribution center concept will improve Transportation Time.  This Tier-3 metric measures the time between when the product is ready for shipment until the time that the supported unit receives it.

Date/Time of Delivery – Date/Time of Ready to Ship

2.1.3.1.  Distribution and Administration Response Time (DART).  As previously stated in the Operational Availability definition, it is the portion of end-item downtime not attributable to Time to Repair and Supply Response Time.

Downtime – ((TTR) + (SRT))

2.2.  Implementing Commercial-off-the-Shelf (COTS) Logistics Information Technology (LIT) will improve Request Cycle Time.  This Tier-2 metric measures any time that elapsed prior to the approval of the request.

Request Approved Date/Time – Date/Time Request

Total Logistics Chain Cycle Time consists of the following tier-two time based metrics:

· Request Cycle Time

· Order Fulfillment Cycle Time (CWT)

The above items contribute to the calculation of the Total Logistics Chain Cycle Time.  Responsiveness measures the speed at which the logistic chain provides products/services to supported units (Total Logistics Chain Cycle Time (TLCCT)).  Total Supply Chain Cycle Time is the time between receipt of customer order and fulfillment of that order for products and/or services.  The sum of all of the tier-two metrics equals the total logistics chain cycle time.

► Formula for TLCCT:
(Request Cycle Time) + (Order Fulfillment Cycle Time)

Note:  A specific segment of time needs to be decided for gathering data.  Whether it is 30 days of current data, 30 days of history and 30 days of current, etc…   This needs to be determined due to the affects and the limited/validity of data being able to capture.  I.e. 4 cards only kept for 30 days [(will not be able to capture RCT (Supply) if looking at history data], will not be able to capture enough data on the Order Fulfillment Cycle (CWT) for Purchase Cycle Time for backorders (OST) if only looking at current 30 days.  The segment of time reviewed has to be significant enough in order for the data captured to portray an accurate assessment for the total population.

Request Cycle Time (Supply):

This metric consists of three separate tier-three metrics:

(1) Request Identification to Request Approval Time

(2) Request Approval to Internal Fulfillment Time

(3) Request Approval to Order Entry Time

All of these metrics are calculating the time it takes to complete a specific tasks or set of task in the request cycle.

	Criteria to be measured
	Measures the time that elapses
	Where to find data/information

	Request Identification to Request Approval Time
	from the moment a request is identified to until that request is approved internally
	Date on 4 card. Will not be able to capture if looking at history data due to 4 card retention period. 

	
	
	DSSC shopping list

	
	
	RHIC request

	
	
	OP request

	Request Approval to Internal Fulfillment Time
	from the moment a request is approved until the request is completed internally
	Date SNCO/Officer signed 4 card.  Will not be able to capture if looking at history data due to 4 card retention period.

	Request Approval to Order Entry Time
	between the approval of a request and the time that request is entered as an order entry
	Date supply requisition clerk places item on order + one day for the cycle to process


Order Fulfillment Cycle Time (CWT) for a Product:

► Formula for Order Fulfillment Cycle Time (CWT):
Determine segment of time being reviewed.

  (Order Management Section Cycle Time) 

+ (Order Entry Complete to Product Ready to Ship) 
+ (Transportation Time)
= CWT

	Criteria to be measured
	What is being measured
	Where to find data/information

	Order Management Section Cycle Time
	The amount of time elapsed from when a request is approved at the supported unit until a requisition is created

► Formula: (Requisition Created Date or Time) – (Request Approved Date or Time)
	Date keypunched on EROSL (4 card)

	
	
	Date to RCO for OP

	
	
	Date keypunched in RHICS

	
	
	DSSC – unable to determine date

	Order Entry Complete to Product Ready to Ship Time

*Note – must choose one. (Purchase Cycle Time Backorders or Purchase Cycle Time Non-Backorders or Order and Shipping Time)
	The requisition fulfillment cycle time for all requisitions 
	

	
	Purchase Cycle Time - Backorders (OST/w)

Used when an item is requested that the Marine Corps stocks, but the item is not in stock 

► Formula: (Date Requisition Ready to Ship) – (Date Requisition Created)


	Voucher Dump

	
	
	DASF / HDIS (AS1 status from CONUS or BA status from SMU



	
	
	POD File (for all sources)

	
	Purchase Cycle Time - Non-Backorders

Used when an item is requested that the Marine Corps does not stock, and must be fulfilled through alternative sources

► Formula: (Date Requisition Ready to Ship) – (Date Requisition Created)
	Voucher Dump

	
	
	DASF / HDIS (AS1 status from CONUS or BA status from SMU



	
	
	POD File (for all sources)

	
	Order and Shipping Time (OST)

Use when an item is in stock when the order was received

► Formula: (Date Requisition Receipted) Actual rec’d date or date processed? – (Date Requisition Created)
	Voucher Dump



	
	
	DASF



	
	
	POD File (for all sources)

	Transportation Time
	The time required for products to be transported to the customer.  Delivered to supply or commodity?
	POD date received by customer


Request Cycle Time (Service):

This metric consists of three separate tier-three metrics:

(1) Request Identification to Request Approval Time

(2) Request Approval to Internal Fulfillment Time

(3) Request Approval to Order Entry Time

All of these metrics are calculating the time it takes to complete a specific tasks or set of task in the request cycle.

	Criteria to be measured
	Measures the time that elapses
	Where to find data/information

	Request Identification to Request Approval Time
	from the moment a request is identified to until that request is approved internally
	Authorization for ERO signature

	Request Approval to Internal Fulfillment Time
	from the moment a request is approved until the request is completed internally
	DRIS date on ERO

	Request Approval to Order Entry Time
	between the approval of a request and the time that request is entered as an order entry
	Date keypunched in MIMMS


Order Fulfillment Cycle Time (CWT) for Intermediate Service:
► Formula for Order Fulfillment Cycle Time (CWT):
  (Order Management Section Cycle Time) 

+ (Order Entry Complete to Product Ready to Ship) 
+ (Transportation Time)= CWT

Should we only look at PEIs and not SECREPs since SECREP data is captured under the PEI ERO unless the item is for stock?  In addition, the goal and the end state of LM is to improve Readiness.

	Criteria to be measured
	What is being measured
	Where to find data/information

	Order Management Section Cycle Time
	The amount of time elapsed from when a request is approved at the supported unit until a repair order is created

► Formula: (Repair Order Created Date or Time) – (Request Approved Date or Time)
	Date 3rd ERO opened (authorization signature and date)

	Order Entry Complete to Service Ready to Ship Time  (Maintenance Cycle Time)
	The time that begins when the CM repair order is created, and ends when the end item is ready to send back to the supported unit 

► Formula: (Date Repairs Completed) – (Date Repair Order Created)
	ERO job status closed date

	Transportation Time
	The time from when the service is ready for shipment until the time the supported unit receives the item

► Formula: (Date or Time of Delivery) – (Date or Time ready to ship)
	ERO awaiting pick up date or Date evacuated to higher echelon


*Unable to determine for 1st and 2nd Echelon of Maintenance
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