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The USMC Precision Logistics program sponsored the development of order & ship time (OST) and repair cycle time (RCT) measures and now distributes these metrics of supply system performance throughout the Marine Corps in the form of wholesale OST retail OST RCT reports.  Their purpose is to provide all levels of the Marine Corps with measures of organizational performance so that supply support and repair processes can be improved.  Current efforts to reduce OST have generally been concerned with

 optimizing the information delivery processes involved in placing an order for a part and streamlining the parts delivery systems.  Efforts to reduce RCT have and will continue to center around improving the various repair processes.

Both OST and RCT can be further improved through more effective retail stockage by maximizing the local availability of critical repair parts for important principal end items (PEIs) and secondary repairables (secreps).  Since stockage exists at the intersection of OST and RCT, better parts stockage will contribute to decreased OST (as fewer items not in stock will have to be back ordered or the requisitions passed through to the wholesale system) and decreased RCT (since more repair will be able to completed using local supplies).

In general, a repair action cannot be completed until the last part ordered for that repair is received; this is the "last part received problem."  If a repair action requires a moderate number of parts then SMU fill rates in the 65-75% range mean that there is a significant chance that one or more of the parts required will have to come from the wholesale system. These parts take a longer time to be received than parts readily available in the retail system and thus they will significantly increase the repair time.

The ERO fill rate, which is the fraction of EROs for important PEIs and secreps which have all of their critical parts immediately available from the SMU, is a new stockage metric.  It measures supply performance in supporting the repair of equipment that affects combat readiness and is essential to the mission of the Marine Corps.  This report explains how the ERO fill rate metric is computed and discusses why it is important.

What is the ERO fill rate?
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ERO Fill rate  is the percentage of critical EROs for which all high-priority requisitions were immediately available from local supply (i.e., the General Account, the Repairable Issue Point, and their forward locations).  

An critical ERO is one which is involved in the repair of a deadlined weapon system (MARES and non-MARES reportable) or a secrep (with catcode D, F, H in echelon of maintenance 3 or 4).  An ERO is part of a deadlined weapon system repair if the deadline time is at least 90% of the total RCT, from first DRIS to last close-date, measured using either catmdays or the difference between close date and deadline date.  These are the same EROs reported in the RCT Report.  For an explanation of how EROs are selected, see the  RCT User's Guide.

A high-priority requisition an 06 or better priority code. 

The motivation behind the ERO fill rate (EFR) metric is that a repair mechanic, after having determined the parts required to fix a deadlined PEI or broken secrep, should be able to immediately get all critical repair parts out of retail stockage and effect immediate repair of the deadlined equipment.  The goal of the metric is to capture supply performance in facilitating the repair of equipment that affects combat readiness.

The metric differs from other stockage measures in that it only gives "credit" for supplying  the parts for a repair.  If one critical part is unavailable then it is unlikely that the repair can be completed.  So, getting 90 or 95 percent of the parts is not sufficient.  Only 100% of the parts will complete the repair, and that is what ERO fill rate measures.

) shows that critical repairs which have all of their high-priority parts locally available from the SMU have a 30 percent shorter average repair time when compared to repairs which had one or more of those parts not immediately available.  So improving the ERO fill rate directly improves repair cycle time, which contributes to Marine Corps readiness.

Why Is ERO Fill Rate Important?
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Calculations show that ERO fill rate directly affects repair cycle time.   A comparison of  repair times (as defined and calculated in the RCT report) shows that critical repairs which have all of their high-priority parts locally available from the SMU have a 30 percent shorter average repair time when compared to repairs which had one or more of those parts not immediately available.  So improving the ERO fill rate directly improves repair cycle time, which contributes to Marine Corps readiness.

ERO Fill Rate Reports
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The ERO fill rate (EFR), which is the fraction of EROs for important PEIs and secreps which have all of their critical parts immediately available from the SMU, is a new USMC Precision Logistics metric.  This metric measures supply system performance in supporting the repair of equipment that affects combat readiness of the Marine Corps.

Under Precision Logistics, many Marine organizations and individuals will be working toward the goal of dramatically improving supply system performance. They need to access performance data in forms that are useful to them. For this reason, DC/S I&L has instituted a series of USMC performance reports that are available electronically. The data will be processed and the reports prepared at the Precision Logistics Analysis Office, COMMARCORLOGBASES. It is intended that all Marines (from supply

officer to headquarters level) have access to the information contained in these reports. 

The report is currently only composed of tables for the MEFs.  These reports will become more detailed and include graphics over time.  Besides quarterly results, users will find below an abbreviated ERO Fill Rate User's Guide and a list of frequently asked questions (FAQs).

Calculating the ERO Fill Rate
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Calculating the EFR requires merging MIMMS data with SASSY data for critical EROs and high-priority requisitions.  The process is conducted in the following general steps:

From MIMMS select the EROs that closed in a quarter that were part of critical repairs.  Critical EROs are defined as those that are selected by the RCT report methodology.   Only closed EROs are used to avoid any bias that would result from including EROs that have not have received all of their parts and to prevent double counting open EROs from time period to time period. Closed EROs are defined to be those with status codes 03 and 15.

From HDIS select all requisitions with priority greater than or equal to 06.  For each requisition determine whether it was provided immediately from local supply by examining the "AE1" records.  If all AE1 records list a BA status and at least one shows a RIC for a SMU  then the requisition is classified as immediate retail issue, otherwise it is not.  The priority restriction screens out less critical requisitions and those that may have been attached to the EROs out of convenience.

Merge the ERO records with the HDIS records by ERO number, MEF, and whether the requisition document date falls between the ERO DRIS date and the ERO close date.  Delete canceled requisitions and all EROs that had no requisitions so that the population under consideration finally consists of important EROs and their associated high priority requisitions for a given time period.

Finally, evaluate each ERO's set of requisitions to see if all requisitions had a BA status.  The ERO fill rate is the proportion of filled EROs out of the whole population of EROs that had at least one requisition that matched between the MIMMS and HDIS databases.

Next Steps
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The ERO fill rate is meant to be a measure that ties supply and repair performance more closely together.  To improve the ERO fill rate and - -- more importantly -- by so doing reducing repair times and improve

readiness, will require closer cooperation between these two functions and the development of new supply tools.  Many things affect the ERO fill rate, including:

1.  USMC stockage policy  (reliability of  SMU replenishment from external sources)

2.  The flow of demands from the SMU's customers

Each of these needs to be addressed by Marines working together and with suppliers outside the Corps.  For example:   how can Marine stockage policy be changed to cover more of those items that deadline systems and prevent rapid repair of broken secreps?  how can SMU replenishment be made faster and more reliable, to permit reduction in stockage levels and therefore allow broadening of lines held?

how can supply and its customers work together to help avoid or deal with surges of demands that periodically empty out SMU bins and lead to increased stockouts?

The ERO fill rate is just an opening shot in this battle.  By itself, it is not meant to point toward solutions.  In fact, what is presented here will probably raise more questions than it answers.  But that is the intention.  For the next step, we ask your help:  How can the ERO fill rate be improved?  Would it be useful to show more detailed results of ERO fill rate (by MSC, AAC, TAMCN)?  We want your feedback!

Please direct all questions and comments to:

Precision Logistics Analysis Office (Code 82A-2)

Code G318

MarCorLogBases

DSN 567-6651/2  Comm 912/439-6651/2

ERO Fill Rate FAQs
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1.  I didn't quite follow how the ERO fill rate is calculated.  Can you try me one more time?

The idea is fairly simple.  Each critical ERO's high priority requisitions are evaluated.  If all parts come from local supply that ERO receives a score of "1" and if any part comes from wholesale supply that

ERO receives a score of "0".  The "1's" are totaled up and divided by the entire population to yield the ERO fill rate.

2.  In many of my repairs, I use parts from my pre-expended bin (PEB) or get them from local purchase.  How does that affect the ERO fill rate?

The ERO fill rate technically only looks at those requisitions that pass through the SMU and are filled either by Supply Battalion locations (GA, RIP) or from the wholesale system.  PEB and local purchase

items are not considered.  In effect what this means is that ONLY items filled out of wholesale supplies can reduce the ERO fill rate.  If, for example, half the parts for a repair come from the GA and half from local purchase or PEB, that will be treated as having the entire set of ERO parts

filled locally.

3.  What if some parts for my ERO are filled locally but are initially backordered?

The ERO fill rate measures the percentage of EROs that get all their parts IMMEDIATELY from the SMU.  Any backordered part (issued with supply status M8) means this ERO will get a score of "0" on the ERO fill rate metric.

4.  Some of my requisitions are split, part coming from the SMU, part coming later.  How does that affect the ERO fill rate?

An ERO fill rate value of "1" means that ALL parts required for the job come from the SMU immediately.  If any portion of a high priority requisition is backordered at the SMU or is passed through to the

wholesale system, the ERO fill rate value becomes "0".

5.  Sometimes I order the wrong part or have the wrong one delivered which I then rollback with a D7P transaction.  Do these requisitions count against the ERO fill rate?

Yes.  The ERO fill rate calculation only looks at what is issued against an ERO, not what is later returned from the using unit.

6. I'd like to get on the distribution list for the USMC ERO fill rate report.  How do I do it?

Precision Logistics Analysis Office (Code 82A-3)

MarCorLogBases

DSN 567-6651/2  Comm 912/439-6651/2

