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Preface

Marine Corps leaders recognize the need to improve support to expeditionary forces.  To that end, the Corps has begun implementing the “Precision Logistics” concept to help streamline logistics processes and increase responsiveness to the warfighter.  To help explore options for improving logistics, the Marine Corps asked RAND to provide analytical support to this implementation effort.

This research is sponsored by the Deputy Chief of Staff for Installations and Logistics (I&L).  The DCS (I&L) recently tasked Marine Corps logisticians, supported by RAND, to develop performance tracking and reporting systems critical Marine Corps logistics processes.  This project memorandum documents the first of those performance reports, focusing on the order and ship process from wholesale supply.  Two more reporting tools--on retail order and ship times and retail repair cycle time (echelons 2-4) will be forthcoming soon.

The research reported here was accomplished within the Forces and Resources Policy Center of RAND's National Defense Research Institute, a federally funded research and development center sponsored by the Office of the Secretary of Defense, the Joint Staff, and the defense agencies.

1. Introduction

What Is Precision Logistics?

Precision Logistics (PL) refers to how the Marine Corps is going to do its logistics business, both in garrison and when deployed.  More specifically, it is a management program aimed at improving the effectiveness and efficiency of Marine Corps' logistics processes such as parts requisitions and repair.   The Marine Corps conducted a very successful pilot implementation of Precision Logistics at Camp Pendleton, but it is now being  quickly implemented Corps-wide.   Precision Logistics targets every segment of a process with the goal of getting logistics support to the Marine when it is needed.  It improves processes by finding and eliminating the sources of delay, error, and unreliability.  It requires logisticians to measure their performance carefully so they can improve support to their customers and,  particularly, the field commanders.   

PL represents a major change in how the Marine Corps does its logistics business.  Traditionally, the logistics system has been thought of and managed by function, e.g., maintenance, supply, transportation.  Some have described these functional lines as “stovepipes” because they focus only on a single segment of a process.  The problem with functional management is that it is hard to address problems that cross functions.  By contrast, Precision Logistics looks at logistics by process, e.g., the processes of ordering and receiving a spare part or repairing a piece of equipment.   Processes cut across functions.  Precision Logistics can be thought of as managing logistics by process, with an emphasis on streamlining the processes to improve their “velocity” or flow.  In addition to reducing the time it takes to perform basic processes, PL is also concerned with improving quality and lowering costs.  Many changes to streamline process flow also improve quality and save money.  

Precision Logistics has the support of the Marine Corps leadership.  A coalition of the Marine Corps’ senior logisticians headed by the Deputy Chief of Staff for Installations and Logistics (DC/S I&L) has responsibility for institutionalizing this new approach throughout the Corps.  These generals will be assisted by the newly-formed Precision Logistics Working Group, composed of Marine logistics experts from the MEFs and other Marine organizations

Why is the Marine Corps implementing Precision Logistics?

PL requires big changes to every logistics process, so it is fair to ask why the Marine Corps is going to all of the trouble.  The short answer is that previously the Marine Corps logistic system was simply not responsive enough.  For instance, it took a long time to get items you had ordered and, worse, you never knew when something was going to show up.  It might arrive in 30 days, or it might take 120.  And there was no easy way to find out whether it was going to be 30 or 120.  Frustrated with and distrustful of the system’s performance, users react by stockpiling lots of parts and supplies (what some call “logistics mass”),  and by gaming the system or working around it.  Thus, supply clerks would requisition the same part again and again to ensure they received at least one, and motor transport would retain or scrounge extra parts because they “might need them.”  

Those approaches will not work any more.  For one reason, Marine equipment has gotten more sophisticated, and the cost of spare parts has gone up.  Second, the demands on the Corps for rapid and overwhelming deployments are only increasing, and the Corps needs to become less constrained by the need to drag a heavy footprint around the world and the battlefield.  

Precision Logistics substitutes speed and precision for mass.  That is, it aims at moving things through the system quickly to meet customer needs.  If customers know they can get a part or supply in a few days—reliably—they will only order what they need when they need it.  Nor will they have any reason to go to the trouble and expense of hoarding unneeded stock.  As a side benefit, the Marine Corps will be able to reduce its inventories and save money.  But the primary goal—and benefit—is that customers will get what they need when they need it to get the job done, i. e., improved mission readiness.  

How Does PL Work?

Implementing Precision Logistics will require more effective and efficient focusing on logistics processes with an eye to making Marine practices at all levels, from the motor pool to the depot, more effective, efficient, and customer-responsive.  Precision Logistics will not achieve incremental responsiveness by doing business the same way we have always done it, only faster.  Automating a slow and cumbersome process may make it faster, but it won’t make it any better.  Working harder at the same old processes will only produce the same old results, possibly marginally improved, but at the expense of a lot of extra effort on the part of soldiers and civilian workers.

Precision Logistics works by having a team examine a process in great detail to determine what each step does and whether it is necessary.  Based on that diagnosis, the team improves the entire process.  Thus, it might collapse a 12-step process into three.  And the team would not stop there.  It would then examine the new simpler process to see how it could be made even better.   Perhaps automating the three steps would be next.  Once automated, the process would be examined again.  Continuous process improvement is an important characteristic of Precision Logistics.

Measurement is a critical part of the Precision Logistics improvement process.  Without it, attempted improvements based on anecdotes remain just that:  anecdotes, unproved by hard evidence.  It is a basic principle of the Precision Logistics methodology that measurement is critical for at least three functions:


•  to understand where you’re coming from--that is, to provide a baseline for comparing future performance


•  to help uncover sources of poor performance--in other words, to help you perform diagnosis of your current performance


•  to indicate if improvements really work, by providing performance feedback as up-to-date as possible.  

Measures of performance are only useful if they get to the people who can change the way things are done.  For the order and ship process, this includes a wide range of Marines and civilian employees:  headquarters staff (at all echelons), supply personnel, commanders of combat units, transporters, inventory managers, analysts, and so forth.  The goal of the USMC process performance reporting tools is to provide information easily available to all participants in the process.

This document introduces you to the wholesale order and ship time reporting tool.  This is a brand new tool--a “beta” version.  It is only as useful as its users make it, and only as good as its customers think of it.   It is not set in concrete, but can be changed in format and content every time it is issued.  We encourage you to give us feedback on how to make the report easier.  Please call, fax, or email your questions or suggestions to:

Precision Logistics Analysis Office (Code 82A-2)

MARCORLOGBASES

DSN
567-6651\6652
Comm   912/439-6651

Email: MbMatcomPrecLog@matcom.usmc.mil
2. DEFINING the Wholesale Order and Ship Process

Before we can introduce the USMC wholesale OST reporting tool, a brief tutorial on the wholesale order and ship process itself may be of use.  

Almost all supplies Marines order--repair parts, clothing, fuel, ammunition, and so forth--come from the wholesale system.  The wholesale system includes that vast and dispersed set of organizations operated  or contracted  by the Department of Defense that buys, stores, manages, packs and delivers materiel to DoD customers.  The wholesale supply system includes items directly purchased, stored and shipped by DoD agencies, primarily by the Defense Logistics Agency (DLA),   items contracted for and managed by DLA item managers (IMs), stored in DLA supply depots, and shipped to DoD customers under transportation contracts executed by DLA contract specialists.  In other cases, supplies are provided directly from manufacturers and vendors but through contracts maintained at the DoD level (such as through the Prime Vendor initiative and the Direct Vendor Delivery concept).

It is hardly news to customers of the wholesale supply system that the system often is very unresponsive.  For the Marine Corps, typical times to receive supplies average about 30 days--a far cry from what most Marines experience in their civilian life when they order from commercial suppliers like L.L.Bean.  How can it take so long?  What is the process that leads to such poor performance?  

The following paragraphs are meant as a “beginner’s guide” to the wholesale supply system to give you a feel for its size and complexity.  That may help to suggest why, for now at least, it takes so long for the system to respond to an order with the needed item.   

[image: image1.wmf]##  //

The Wholesale Order and Ship Process Is 

Complicated,  Including Many Actors and Steps

Identify part

needed

Enter

requisition

into ATLASS

Cut diskette or 

email to SASSY

Walk diskette

to SMU

SASSY cycle

SASSY determines

zero balance,

non-stocked

Verify part requirement by

Shop section NCOIC, 

Shop Chief, etc

Pass hi-pri 

maintenance 

requisitions and

replens to DAAS

Pass requisitions

to ICP

Hold for edit,

review, await

replen for low

priority

ICP processes

requisition,

cuts MRO,

selects depot

Depot pulls down

MRO, validates 

priority, selects

shipping mode

Materiel sent

to final customer

and record

closed out

Depot picks and

packs materiel,

offers for 

shipment

Shipper moves

materiel to TMO

or TAC-2 address

customer


Fig. 2.1  A Simplified Laydown of the Wholesale O&S Process

Figures 2.1 and 2.2 give two different views of the wholesale O&S process and how it works.  The first figure (above) attempts to show step by step the normal ordering and shipping process; the latter portrays the same process pictorially.
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Fig. 2.2  A Simplified Map of the Wholesale O&S Process

The order and ship process begins when there is an approved request for a part, whether for repair or for replenishment.  The process continues with the formal creation of a requisition in the Asset Tracking for Logistics and Supply System (ATLASS).  Requisitions are passed from ATLASS to the Supported Activities Supply  System (SASSY) either directly (e.g., through email) or through the “sneaker net” (driving or walking requisition-filled diskettes) on a scheduled basis.  At the SASSY Management Unit (SMU), SASSY cycles are run typically on a daily basis (three to five days a week), part availability is determined, high-priority requisitions for backordered items are passed to wholesale supply, and materiel release orders (MROs) are cut for local stocks.

Requisitions for wholesale supply can come both from the maintenance shop or from retail supply, from the former if the item is not held (or is in zero balance) at retail supply and the requisition has high enough priority, and for the latter for standard (often automated) replenishment requisitions.  For the former case, if the item is not available locally and the requisition has a sufficiently high priority, it may be reviewed and approved at the Supply Battalion (based on a financial value threshold) and then be reassigned a new document indicator code (typically as an A3_, or passing action).  

All requisitions are then passed via SASSY to the wholesale system, first entering it via the Defense Automated Addressing System (DAAS) computer at Dayton, OH.  Requisitions are routed via the DAAS system to the Commodity Control Standard System (CCSS) computer at the appropriate national inventory control point (NICP) where item managers handle requisitions and manage stockage levels for specific groups of items.  At the NICP, a materiel release order (MRO) is produced or “cut,” usually automatically; in certain circumstances, a requisition will be bounced out of the system for further review by the inventory manager.

MROs will be sourced to a DLA supply depot for processing and shipping of the materiel.  The MRO will be transmitted via the DAAS system and be entered into the depot’s computer system where it will be pulled down, typically at midnight, for processing the next day.  MROs are prioritized by the depot for picking and packing, and the mode of shipment--determined by the requisition’s priority and its required delivery date--will be selected.  The package will be offered for shipment and then transported to the installation, often to the Traffic Management Office,
 unless another TAC-2 address is specified, such as the General Account and Reparable Issue Point or other customers.  It is then sent to the Supply Battalion or to other customers, or deposited in a marked bin for pickup by customers.  Upon receipt by the customer, such as a maintenance shop, a D6T (acknowledgment of receipt) is posted through ATLASS to SASSY, again either through electronic or “sneaker net” transmission.  When the SASSY cycle is run, a D6S is posted to DAAS, which completes the requisition history and closes out the record.

3. Measuring the Wholesale Order and Ship Process

Precision Logistics recognizes that ready access to performance detail required to support efforts to improve the Order and Ship process.  There are several ways Marines can find out how long and variable their order and ship times are.  Queries to the Due  and  Status File (DASF) can pinpoint problems with currently open requisitions; a slightly less cumbersome procedure, for those with access, is to go to the DLA-maintained VLIPS interactive query system.
 The VLIPS system also allows searching for historical information in somewhat aggregate modes, such as by a DODAAC over a specified period of time or for a particular NSN.

What neither of these systems provides is the ability to track trends and understand large-scale performance of the wholesale O&S process.  What is the overall OST of the Marine Corps for the past month or the past six months?  What are the long poles in the tent driving OSTs?  What depots are the fastest providers to Camp Lejeune?  What shipping modes are providing the best service?  Are backorders becoming a serious problem?

To answer questions like these, Marines need access to a complete archival record of the order and ship process--a database that includes complete histories of the demands that the Marine Corps puts on the wholesale supply system.  Such a historical database exists.  

The Logistics Response Time (LRT) database, maintained as part of the Office of Secretary of Defense’s LRT Process Action Team, preserves an archived record of all closed requisitions submitted by wholesale customers, including the Marines and other Services, and other customers of DLA.  The LRT is maintained in Dayton, Ohio, at the Defense Automated Addressing Systems Center (DAASC).  The LRT builds a history of each requisition processed by DLA by excerpting information about each transaction affecting that requisition as it passes through the DAAS computer.  These transactions can be the registering of the requisition itself, the transmission of an MRO to a depot, the notification that the depot is shipping the item, queries about current status of the requisition and responses to those queries (as anyone who has used the DASF can attest, there can be many, many transactions on an individual requisition).  The LRT database is built by taking a portion of those transactions and building a record for that requisition keyed to the requisition document number.  As requisition histories are completed (by posting of a receipt date, for example), the full record is placed in an archived database.  The LRT PAT then uses the LRT database to produce a series of standardized reports that are available to registered users via the VLIPS system.

While many of the LRT reports would be of use to the Marine Corps, the senior logisticians of the Corps determined that the Corps needed more tailored reports to fit their specific needs.  They established a channel with DAASC to provide raw requisition histories to Marine Corps analysts and data processors on a regular basis, in part to allow customized analyses of order and ship issues, and in part to produce a standardized report, fitting specific Corps needs, to be made available to the field on a routine basis. 

What can LRT data tell us about the wholesale order and ship process?  Firstly, it is a comprehensive record of order and ship times overall and by segment.  Figure 3.1 shows what segments are measured in the LRT database.
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Fig. 3.1  Measuring Wholesale Order and Ship Times With the LRT Database

Figure 3.1 repeats the process laydown in Fig. 2.2 and adds the most relevant time stamps the LRT database offers.  These time stamps allow us to compute overall order and ship times and also the various time segments that add up to the overall time.  

That database has five time stamps which yield four time segments, as well as an overall measure of OST:

•  The document date (when the requisition was first created in ATLASS or SASSY), which is extracted from the requisition;

•  the document establishment (or “birth”) date, which is the date the requisition first enters the DAAS system (typically, with an A0_ or A3_ document identifier code);

•  the MRO date, when the NICP issues instructions to the depot to release the item and that information is transmitted to the appropriate DLA supply depot;

•  the depot ship date, at which time the item is picked up by the contracted shipper and leaves the depot; and

•  the D6S date, when the received item is posted to the supply account acknowledging receipt by the ultimate customer and the record is closed out.

This then yields four time segments, as well as the overall OST:

•  docdate to establish:  on-base processing times until the requisition is received at the wholesale level;

•  establish to MRO:  the processing time at the NICP required to issue an MRO;

•  MRO to depot ship time:  the depot handing time, including picking, packing and delivering to the shipper;

•  depot ship to receipt time:  the time from when the item leaves the depot, is transported to the installation, and then is distributed to the ultimate customer and the record is closed out.

•  docdate to receipt time:  the overall order and ship time of the requisition.

Note that the LRT database of Marine requisition histories does not include some time stamps that might be useful in focusing efforts to reduce OST.  The TK4--acknowledging initial receipt at an installation (say, at TMO)--is not yet included, making it difficult to separate pure shipping time from on-base receipt take-up time.  Few of the overseas components of distribution are captured, including receipt at the port of embarkation and receipt at the port of debarkation, as well as any other intermediate steps for Okinawa and Hawaii customers.

But there is more to the LRT database than just simple time stamps.  Other indicators and data fields allow closer analysis of drivers of performance in the wholesale order and ship process.  Table 3.1 shows the information available in the LRT database illustrated with some random sample records.  By examining the available fields, we can gain insight into the kinds of questions the LRT may allow us to answer.

Table 3.1 -- Sample Requisition Histories in the LRT Database

	LRT Field
	Sample Record #1
	Sample Record #2
	Sample Record #3
	Sample Record #4

	Document number
	Mxxxxx61837075(*)
	Vxxxxx60787C14
	Rxxxxx61524R07
	Mxxxxx60617227

	Document date
	96183
	96078
	96152
	96061

	DAAS establish date
	96211
	96080
	96156
	96067

	MRO date
	96212
	96171
	[Missing]
	96067

	Available to ship date
	96215
	96172
	96155
	96068

	Shipped date
	96215
	96172
	96155
	96068

	Receipt date
	96234
	[Missing]
	[Missing]
	96072

	Document ID code
	A3A
	A0A
	AE8
	AM1

	Inventory control point
	S9I
	N32
	S9E
	S9I

	National stock number
	530011343786
	2540014202570
	5945000858189
	5330001526432

	Priority
	06
	06
	03
	03

	RDD
	E
	777
	[Missing]
	069

	Requisition type
	BA
	BB
	BA
	BA

	Depot
	BR4
	NDZ
	[Missing]
	SNI

	Shipping mode
	5
	J
	J
	J


(*) -- Documents have been de-identified.

The table shows the major elements contained in the LRT database (other data elements, either less critical or rarely filled in, are not shown here).  We’ve put in four examples--based on real requisitions submitted by Marine customers and filled by the supply system--to demonstrate what the data look like and what kinds of information they offer.

The first case shows a fairly typical example.  We’ve put the time stamps the LRT captures to show elapsed time.  In this case, the total OST is 51 days (from the document date of 96183 to the receipt (D6S posting) date of 96234).  It took 28 days to move the requisition off the installation (document date of 96183 to DAAS establishing date of 96211), one day to process at the ICP (96211 to 96212), three days at the depot (96212 to 96215) and 29 days to ship the item, move it to the customer on the installation and post the D6S to DAAS.

The document ID code (A3A in the first example) identifies this requisition as a passing action (typically, first starting as a Z0A when passed from ATLASS to the SMU which then reassigns it with a document code of A3_ and then transmits it to DAAS).  

The ICP indicator (S9I) shows that the inventory manager for this item is with the Defense Industrial Supply Center, Philadelphia.
  

The requisition had an 06 priority and its required delivery date of “E” showed that lack of this part was expected to lead to a NORS-condition (not operationally ready due to supply).  The requisition type of BA shows that the item was available on the shelf of the depot and no backorder was required.   The depot code of “BR4” shows the depot assigned the order was Red River, TX.  Shipping mode “5” signifies surface small package delivery (such as UPS Ground-Trak).

Now look at the second example (column 3 of Table 3.1).  It’s unclear what the total order and ship time is because no D6S was ever posted (this happens fairly frequently), but we do know that 94 days passed from the creation of the requisition until it was shipped from the depot (document date of 96078 to depot ship date of 96172).  Most of that time was spent awaiting a materiel release order (DAAS establish date of 96080 to MRO date of 96171); as the requisition type shows (“BB”), this requisition was backordered by the ICP N32 (Naval Aviation Supply Office, Philadelphia, PA)--this despite a priority of 06 and an RDD of 777.  When the MRO was finally cut, it was assigned to depot NDZ (San Diego, CA) and shipped by air small package (shipmode J--e.g., Federal Express).  The shipping and receipt take-up time is unknowable, however, without the D6S.

The third example (fourth column of Table 3.1) shows a different type of requisition--a direct vendor delivery case.  Note that no MRO date is shown, signifying that this went through the vendor (also note that no depot is shown).  This requisition processed very fast--possibly too fast!  Entering the requisition into DAAS took four days (96152 - 96156) and was shipped from the vendor even earlier--on 96155!  (This may reflect a simple mistake--the vendor meant to put in 96156 or some other date but just put in the wrong one--or it’s conceivable that the vendor acted on the order before it was “officially” entered into the system.)  The item was shipped using premium service (FedEx-type delivery, shipmode J) but, again, it is impossible to calculate the last segment of shipping/receipt take-up time because of the missing D6S.

The final example (fifth column of Table 3.2) illustrates the need to develop a much more responsive order and ship process.  It shows how even very high priority requirements may be seriously delayed.  The example shown in Sample Record #4 demanded a rapid level of service:  the document was created on 96061 with a required delivery date of 96069--only eight days.  However, the time to process the requisition on the installation was six days (document date 96061 to DAAS establish 96067).  Once in the wholesale system the requisition was processed rapidly:  ICP processing time was less than one day (DAAS establish date of 96067 to MRO date of 96067) and the depot processing time was also fast (MRO date of 96067 to depot ship date of 96068).  The ICP (S9I again) assigned the MRO to depot SNI (New Cumberland/ Mechanicsburg, PA), which gave it high priority transportation (FedEx-style, shipmode J), shipping it out on 96068.  The item was received, moved to the customer, and receipted with a D6S on 96072, for a total elapsed order and ship time of 11 days, more than half of which occurred on the installation.

Types of Metrics

Studying requisition histories case-by-case can be quite informative, as these examples suggest, but they hide the big picture:  How is the Marine Corps as a whole doing?  What are the larger trends?  How do various organizations perform over time in speeding up or slowing down the process?  In the past year (March 1996 - February 1997) Marine Corps customers had 376,000 requisitions filled at the wholesale level--far too many to look at one by one.  It is necessary to look at them in the aggregate and broken into meaningful groups.

It is usual to measure a large group of numbers with a standard metric like averages (also called “means”).  For example, the average order and ship time for those 376,000 requisitions was 44 days.
  However, the Marines have decided to use a fuller set of metrics in this report, one which provides more insight into the performance characteristics of the order and ship process.  Instead of (just) using averages, we use “percentiles”:  the 50th percentile (“median”), 75th percentile and 95th percentile.  The 50th percentile gives a better sense of “typical” performance than does the mean, and the 75th and 95th percentile metrics help us to understand how variable (dependable) the process is.

Consider Fig. 3.2.  It shows a distribution of order and ship times for one particular MEF for the period March 1996-February 1997.  (This particular case includes only items available on DLA depot shelves--that is, it excludes backorders, direct vendor delivery cases, and so forth).  
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Fig. 3.2 Illustration of Variability in Wholesale Order and Ship Times

Figure 3.2 shows the distribution of order and ship times for one year’s worth of requisitions from II MEF.  The horizontal axis represents the days of OST; the vertical axis the percentage of requisitions that took that many days.  Note the wide spread of OSTs and especially the long “tail” stretching out to the right of the figure. 

This figure shows clearly why a simple measure like an average is not sufficient to help diagnose performance deficits or to guide and monitor improvement efforts.  Not only  is the order and ship processlong , it is alsohighly unpredictable.   The 24 day average order and ship time for Marine requisitions shown in Fig. 3.2 is very --too long, given that the items are waiting on the shelf and the service level is far poorer than Marines experience in their civilian life.  Yet this might be tolerable if it were not for the extreme unpredictability of the order and ship system.  If all requisitions took exactly 24 days to arrive, Marines could plan on that basis.  But as the figure shows, this is far from the case.

Some requisitions are filled very quickly, within a few days.  Others take a very long time--fifty, sixty, or even more days (despite the fact that no backorders are included here).  The average itself explains very little of the process--as you can see, only two percent of the requisitions were filled in the average time 24 days.

This high variability underlies the inherent unpredictability of the order and ship process.  Analysis has shown that there is no single, simple explanation for those delays--not priority, not dollar value, not location.  More importantly, when a Marine enters the requisition, he or she has almost no basis for judging whether the item will arrive in five days or fifty days.  And as more parts are ordered the problems only get worse.  If a single repair requires ten requisitions (which is not at all atypical), the Marine is rolling the dice with each one.  The first five might arrive in a week or ten days, the next three within two weeks, another in three weeks and the last one in sixty days.  But since, quite often, the repair can’t be completed until the last part arrives, in effect the supply process is driven by the slowest requisition--the job waits sixty days, no matter how fast all the other parts arrive. Typical responses to this slowness and extreme unpredictability are hoarding, cannibalizing, entering multiple requisitions and going off-line.

Precision Logistics aims to bring processes like order and ship under tight control:  that is to reduce both the overall length and the wide variability of the order and ship process.
To accomplish this, proper metrics are critical.  Toward that end, the Precision Group has agreed upon the standard use of percentiles:  median, 75th and 95th.  The median shows, in this case, the time required to fill 50 percent of the requisitions (here 18 days); the 75th percentile day is the time to fill three-quarters of the requisitions, and the 95th percentile is the mark for that percentage of requisitions.  These measures paint a more complete picture of the performance of logistics processes like order and ship.  

A convenient way of picturing these percentiles is shown in Fig. 3.3.   A color-coded stacked bar can be used to denote the median, the 75th, and the 95th percentile.  In this figure, we show side by side order and ship times for each MEF for the non-backordered items received March 96 - February 97.  The Precision Logistics reporting systems are adopting this standard graphical means of presenting information.
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Fig. 3.3 Illustration of Stacked Bar Representation of Wholesale OST

With that as background, the next section will introduce you to the USMC Wholesale Order and Ship Reporting System, what it contains, how to use it, how to get it, and where to go with questions.

4. Using the USMC Wholesale Order and Ship Time Report

Purposes of Reporting Measurements

As we indicated previously, a key purpose of measurement is to help support and guide improvement efforts.  Under PL, many Marine organizations and individuals will be working toward the goal of dramatically reducing wholesale OST.  They need access to OST performance data in forms that are useful to them.  For this reason, DC/S I&L has instituted a series of USMC wholesale OST performance reports that are available electronically.  The data will be processed and the reports prepared at the Marine Data Analysis Office, MCLB-Albany, MARCORLOGBASES.
  It is intended that all Marines have access to the information contained in these reports, from every supply officer up to headquarters level.  This chapter explains how to access and use these reports.

Principles Underlying Precision Logistics Process Times Reports

These new reporting tools are based on three underlying principles:


•  Timeliness


Process improvement depends on accurate and timely feedback on what recent performance has been and what has been the impact of new initiatives.  To give regular feedback to Marines without overloading them with data, the wholesale OST report will be made available on a quarterly basis across the Marine Corps.


•  Hierarchy


Information should only be sent to the individuals that can make use of it--otherwise the result is information overload.  The Precision Logistics OST report is structured to deliver different types of information to different users.  Each user will see Marine Corps performance at an aggregate level but will also see much more detailed information relating to his or her MEF.  At the Corps level, finer analysis of Corps-level performance will be shown, but not the disaggregated details delivered to the MEFs.


•  Diagnosis


It is not enough simply to see how you’re doing--e.g., what’s the past month’s OST--but rather to understand why your performance is like it is.  That’s why the OST report is structured both to show aggregate performance and trends over time, and also to permit exploration into the details to understand why, for example, overall OST was so slow and variable last quarter:  e.g., did backorders increase? did deliveries come from different depots than the previous quarter and did they use slower shipping modes?  is there an emerging problem getting requisitions off the installation?

Structure of the report

The Wholesale OST report is made available on a quarterly basis in spreadsheet format.  The spreadsheet is delivered by email attachment to a targeted list of recipients.
  The report will be produced primarily for users of the Microsoft Excel spreadsheet application, version 5.0 and higher (for reasons to be discussed later) but will also be made available, in a less capable version, in Lotus 1-2-3.

The report will be composed of both tables and graphs, with the graphs reflecting pictorially a representative sample of the tables.  Recipients at each MEF will receive a spreadsheet with a selected group of Corps-level results and all tables related to their MEF’s performance.

The complete spreadsheet includes 92 tables, 20 covering Corps-level performance and four groups of MEF tables with 18 tables each.  The following table of contents shows how the report is structured.

Table 4.1--Wholesale OST Report Table of Contents

CORPS TABLES

​# 

Description
By
Period




1 

OST Segments (Immediate Releases)
Current quarter 


2 
OST Segments (All Releases)

Current quarter


5  
Document date to D6S
 IPG
Current quarter


6 
Document date to D6S
Month
Last 12 months 


7 
Doc date to DAAS establish date
Month
Last 12 months 
  

8 
DAAS establish date to MRO
Month
Last 12 months 
 

9 
MRO to depot ship
Month
Last 12 months 
 

10 
Depot ship to D6S
Month
Last 12 months 
 

11 
Document date to D6S
MEF
Current quarter
 

12 
Doc date to DAAS establish date
MEF
Current quarter
 

13 
Depot ship to D6S
MEF
Current quarter
 

14 
DAAS establish date to MRO
ICP
Current quarter
 

15 
Backorder Rates
Month
Last 12 months 
 

16 
Backorder Rates
ICP
Current quarter
 

17  
MRO to depot ship
Depot
Current quarter

18
 Shipment Counts
Depot
Current quarter

19  
Shipment Counts
Depot,Shipmode 
Current quarter
 

20 
Shp to D6S
Depot,Shipmode 
Current quarter
 
Table 4.1--Wholesale OST Report Table of Contents (continued)
MEF TABLES *


# 
Description
 By
 Period



X01  
OST Segments (Immediate Releases)
Current quarter
 

X02  
OST Segments (All Releases)

Current quarter
 

X05  
Document date to D6S
IPG
Current quarter
 

X06 
Document date to D6S
Month
Last 12 months 
 

X07  
Doc date to DAAS establish date
Month
Last 12 months 
 

X08  
Depot ship to D6S
Month
Last 12 months 
 

X09  
Document date to D6S
MSC
Current quarter 
 

X10  
Doc date to D6S (All Releases)
MSC
Current quarter 
 

X11  
Doc date to DAAS establish date
MSC
Current quarter 
 

X12  
Depot ship to D6S
MSC
Current quarter 
 

X13  
Shipment Counts
Depot
Current quarter 
 

X14  
Shipment Counts
Depot,Shipmode 
Current quarter 
 

X15  
Depot ship to D6S
Depot,Shipmode 
Current quarter 
 

X16  
Shipment Percent D6S
MSC
Current quarter 
 

X17  
Shipment Percent D6S
DODAAC
Current quarter
 

X18  
Doc date to DAAS establish date
DODAAC
Current quarter 
 

* -- "X" refers to MEF ("1" = I MEF, etc.)

The following list attempts to describe more simply what is contained in the report tables:

Table 4.2--Description of Wholesale OST Report Table of Contents

CORPS TABLES

1 

Overall OST and by segment for current quarter (no backorders, DVD,  etc.)  


2 
Same as Table 1, but includes all requisitions 


3 
Same as Table 1, but for past year


4 
Same as Table 2, but for past year


5  
Shows overall OST for current quarter, immediate releases, broken out by IPG


6 
Shows a twelve month trend of OST (immediate releases) 


7 
Shows a twelve month trend of doc establishing time (doc to DAAS), all releases 
  

8 
Shows a twelve month trend for ICP processing time, immediate releases only 
 

9 
Shows a twelve month trend for depot processing time  (all releases) 

10 
Shows a twelve month trend for shipping/receiving segment of OST (all releases)
 

11 
Compares overall MEF OSTs (immediate releases) for current quarter
 

12 
Compares MEF document establishing times (all releases) for current quarter
 

13 
Compares MEF performance for current quarter in shipping/receiving segment
 

14 
Compares performance across ICPs for current quarter in requisition processing time
 

15 
Shows twelve month trend in backorder rates for all Corps requisitions 
 

16 
Compares backorder rates across ICPs for the current quarter
 

17  
Compares depot processing time (MRO cut to depot ship) by depot for current quarter
 

18  
Number and percentage of shipments by depot to Corps customers, current quarter

19
 Breaks down Table 18 results by depot and shipmode used by the depot

20 
Shows shipping/receiving time by depot and shipmode, current quarter
 
Table 4.2--Description of Wholesale OST Report Table of Contents (continued)

MEF TABLES *


X01  
Same as Table 1 but for each MEF 
 

X02  
Same as Table 2 but for each MEF 
 

X03  
Same as Table 3 but for each MEF
 

X04  
Same as Table 4 but for each MEF
 

X05  
Same as Table 5 but for each MEF 


X06
Same as Table 6 but for each MEF










 

X07  
Same as Table 6 but for each MEF
 

X08  
Same as Table 10 but for each MEF 
 

X09  
Compares overall OST by MSC for the current quarter (immediate releases only) 
 

X10  
Compares overall OST by MSC for the current quarter (all releases)  
 

X11  
Compares requisition establishing time  by MSC for the current quarter (all releases)
 

X12  
Compares shipping/receiving segment  by MSC for the current quarter (all releases)
 

X13  
Same as Table 18 but for each MEF 
 

X14  
Same as Table 19 but for each MEF 
 

X15  
Same as Table 20 but for each MEF 
 

X16  
% of shipments in the past quarter with a D6S, by MSC 
 

X17  
% of shipments in the past quarter with a D6S, by DODAAC 

 

X18  
Requisition establishing time by DODAAC for the current quarter 
 

* -- "X" refers to MEF ("1" = I MEF, etc.)

Format of the report

The OST report is a combination of spreadsheet tables and embedded graphs displaying the tabular information in picture form.
  To give you an idea of what these tables and graphs look like, we’ve included a few examples below.

The first set of examples is drawn from the first table in the report.  It shows overall OST performance for the Marine Corps aggregated over the most recent three-month period (December 1996-February 1997), for items immediately available at DLA supply depots.  Typically, this is the first thing you will see when you open the spreadsheet attachment from your email.

	Table 1--Corps: OST Segments (Immediate Releases):         Dec96-Feb97
	
	

	Label
	Number
	avg
	50th
	75th
	95th
	Segment
	Level

	1 Docdate to receipt (D6S)
	154178
	30.8
	20
	36
	88
	Docdate to receipt (D6S)
	Corps

	1 Docdate to DAAS est
	365798
	6.5
	3
	6
	22
	Docdate to DAAS est
	Corps

	1 DAAS est to MRO date
	350416
	2
	0
	1
	4
	DAAS est to MRO date
	Corps

	1 MRO date to depot ship date
	347031
	3.1
	2
	4
	8
	MRO date to depot ship date
	Corps

	1 Depot ship date to receipt (D6S) date
	149844
	22.1
	13
	24
	74
	Depot ship date to receipt (D6S) date
	Corps


This table shows the most common type of format used in the OST spreadsheet.  The name of the table always is always set at the top.  Below the title are the records containing all the OST results pertaining to this cut at the data.  Here there five records (some tables have many more records).  The first column contains descriptions of what is contained in each row.  For example, the first label--”1 Docdate to receipt (D6S)”--shows that the record belongs to Table 1
 and contains information on overall order and ship time (that is, from the document date until the D6s is posted).  The other records contain the segments of the overall process:  

•
requisition establishing time (docdate to DAAS est);

•
ICP processing time (DAAS est to MRO date);

•
depot processing time (MRO date to depot ship date); 

•
shipping/receipt time (depot ship to receipt date).

The second column shows the number of cases in each of the cuts of the data.  Note, for example, that the first and last records have far fewer cases than the others; this is because a large number of requisitions never have D6S’s posted and some are not posted soon enough to be captured in the most recent report.  The third column shows average times; for example, the average OST for non-backordered parts across the Marine Corps in this period was 30.8 days; the average time to establish a requisition was 6.5 days.  Following that column are the percentile measures that demonstrate the variability in the process.  Take, for example, the second record showing requisition establishing times.  While the average is 6.5 days, half are established in three or fewer days.  The next quarter (to the 75th percentile)  took between three and six days (that is, the average was greater than the time it took to establish 75 percent of the requisitions) and the 95th percentile was 22 days.  Five percent of Marine Corps requisitions took more than 22 days to enter the wholesale system.

Finally, the other columns contain “control identifiers.”  These tend to repeat information embedded elsewhere (such as the title or the first column) and permit easier sorting and resorting of the records to reorganize the information in ways the user may need.

As this discussion shows, a lot of useful information can be gathered by examining the numbers in a table.  Still, tables can be hard to read or it may be difficult to see the larger effects.  The OST report also comes with embedded graphics that present tabular results pictorially.  The figure below shows the embedded figure for Table 1.  It displays the percentile results for each of the segments and the overall OST.

[image: image6.wmf]Table 1--Corps: OST Segments (Immediate Releases):Dec96-

Feb97

0

20

40

60

80

100

120

Doc date

to receipt

Doc date

to DAAS

establish

DAAS

establish

to MRO

cut

MRO cut

to depot

ship

Depot

ship to

receipt

Days

95th

75th

median

Table 1--Corps: OST Segments (Immediate Releases):Dec96-

Feb97

0

20

40

60

80

100

120

Doc date

to receipt

Doc date

to DAAS

establish

DAAS

establish

to MRO

cut

MRO cut

to depot

ship

Depot

ship to

receipt

Days

95th

75th

median


Percentile breakouts are not appropriate to displaying some data in the report.  For them, showing data by percentages, counts, or averages is more meaningful.  The OST report is constructed to show those types of figures in those formats.  For example, the figure below, graphing the results of Table 15--backorder rates by month--shows the percentage of Marine Corps requisitions that were backordered by month over the past year.
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How to Access and Read the Report’s Tables and Graphics

The following explanation is geared toward users of Excel.  Lotus 1-2-3 users can obtain a “bare bones” version of the spreadsheet with just the tables, but missing the graphics and the figure-building capability.

Spreadsheets will be sent to a list of subscribers to the report each quarter at a date to be determined.  The initial list of subscribers was developed between the Precision Logistics Analysis Officer (PLAO) /MARCORLOGBASES and the MEFs; interested parties who wish to be added to the distribution list should contact:

Precision Logistics Analysis Office (Code 82A-2)

MARCORLOGBASES

DSN
567-6651

Comm   912/439-6651

Email: MbMatcomPrecLog@matcom.usmc.mil

The spreadsheet you receive as an email attachment will be formatted to contain overall Corps results and information specific to your MEF.  The tables will appear in the one spreadsheet attached to the file, listed in the tab at the bottom of the screen named “data.”  The tables will be placed in numerical order; by paging down the spreadsheet and watching the left hand column you can go to the table of interest.

Each table has one or more embedded graphics as appropriate to it. These are available in the tabs located at the bottom of the file.  Each tab carries the name of the table from which the information was extracted; if there are multiple figures from a single table, the names of the figure will indicate that.  Figures can be called up simply by clicking on the tab with the figure name; the next figure can be called up by clicking on another tab.  You can return to the data tables by tabbing to the far right and click on the “data” tab.

How to Build Customized Graphics

The Excel spreadsheet also gives you the ability to quickly build customized tables based on the processed records.  The module embedded in this Excel spreadsheet enables you to build two types of tables:  stacked percentiles and histograms.  These two were illustrated above.  The stacked percentiles shows the 50/75/95 percentile measures for OST.  The histograms can show averages or percentages or counts.

Say for example that you wanted to see displayed the information in Table 1 in terms of average OST instead of 50/75/95 percentiles, or you wanted to show the number of cases in each segment.  To build a new graphic is straightforward:


1)  highlight the labels in column A you want included in the table


2)  then highlight the relevant figures in the averages column (column C, the third one from the left); to avoid highlighting column B as well, hold down the shift key as you drag the mouse down the chosen cells


3) to build the chart, enter <control+k> (that is, press the control key and the “k” key at the same time).  This should build a chart that shows the labels on the horizontal axis and builds bars for them.  


4)  to create a title for the chart enter <control+t>.  A window will appear asking you which cell it should look for to build the title.  For Table 1, the cell is A5.  You will need to refer to the spreadsheet to determine which is the appropriate cell (hint:  note the cell designation before you start building the chart).


5) click twice on the tab on the bottom of the screen (called something like “Chart 1” or whatever chart number you have gone to) to call up the window for naming the figure.  Enter the desired figure name and hit return.

The procedure is very similar for building a stacked percentile bar chart.  Highlight the column A labels as in step 1 above.  Then, using the shift key and dragging the mouse, highlight the values in the 50/75/95 columns.  (To ensure the legend appears correctly in the figure, also include the cells that say “Label,” “50th,” “75th,” and “95th” in your highlighting of these columns.)  Next enter <control+j> to build the chart.  Note that the vertical axis will automatically have an axis title generated (“Days”).  Build the chart title the same way as before and then name the figure.

Questions and Feedback

The Marine Corps Wholesale OST Report will be an evolving tool.  Future versions will reflect the questions and needs of the field, as they feedback their experience.  If you have any suggestions for improving the report, please feel free to call or write:

Precision Logistics Analysis Office (Code 82A-2)

MarCorLogBases Albany

AV   567-6651/6652   

Comm  (912) 439-6651/6652

MbMatcomPrecLog@matcom.usmc.mil 

5. Frequently asked questions about the USMC Wholesale Order and Ship Time Report

1.  I’d like to get on the distribution list for the USMC wholesale order and ship report.  How do I do it?


Contact:

Precision Logistics Analysis Officer (Code 82A-2)

COMMARCORLOGBASES

DSN
567-6651

Comm   912/439-6651

Email: MbMatcomPrecLog@matcom.usmc.mil

2.  I can’t get the graphic-building tool to work.  What am I doing wrong?


Remember that there are just a few commands:  <control+j> to build the stacked bar percentile chart; <control+k> to build the histogram (for percentages, averages, number of cases, and so forth) and <control+t> to build a table title (you’ll need to remember the number of the cell including the title from the spreadsheet).  If you’re still having difficulty, contact the experts at PLAO at the phone number listed above.

3.  I don’t have Excel.  Why can’t I do the same things in Lotus?


The Marine Corps adopted an Excel-based report as its standard product for reporting order and ship time for two reasons.  One is that the current version of Lotus 1-2-3 commonly available throughout the Marine Corps does not support the graphic building macros built into the Excel version.  Building the many charts that illustrate Marine Corps OST performance would be far more labor-consuming in Lotus.  Second, Excel provides the ability to produce “overlaid bar” graphs of percentiles (50/75/95) which is far more cumbersome to do in Lotus.


The report is available to Lotus 1-2-3 users except without the embedded.  If you want to get the spreadsheet in its Lotus version, write or call Maintenance Data Analysis Office.

4.  What’s the difference between “immediate” and “all” releases?


“Immediate” releases are those that are supplied out of DLA supply depots and are available on the shelf at the time of requisitioning.  “All” releases include these as well as all backordered items, direct vendor delivery items, and several other smaller categories as well.

5.  How is the D6S percentage calculated and why does it vary so much?  Also, my unit posts all our D6S’s yet my percentage is below 100%.  How can that happen?


The posting of the D6S to DAAS closes out the record on a requisition.  The D6S is transmitted to DAAS on the daily SASSY run after the SMU has received a D6T from the customer’s ATLASS computer, acknowledging receipt of the item by the customer.  We calculate %D6S by comparing it to the number of shipments sent to the customer.  If all items shipped have a D6S associated with them, the D6S percentage is 100%.  This report looks at the period of three months to do the calculation.  This means, however, that there is a bias toward underestimating percentage of D6S postings.  An item that is shipped toward the end of the three months is less likely to have a D6S associated with it if only because it hasn’t been received by the customer by the cutoff time.  So even if you send a D6S for every requisition, you still may not see a 100% score.  Alternatively, you may exceed 100% at times, if in a three month period you have more D6S’s posted than items shipped to you (this might happen, for example, if you had many items shipped in the previous three months and posted D6S’s for these in the current quarter, and then had fewer items shipped in the present period).

6.  Why don’t all records in the tables appear in the figures?   Also, sometimes it looks like the bars in the graphs and the numbers in the spreadsheet don’t match.

While all processed data appear in the spreadsheet tables, we make selections of what will appear in the graphs.  Sometimes individual cases have too few records to make it meaningful to include them in the graphs; small number cases are prone to exaggerated behavior (long times or huge variability) that would create a very misleading picture if put in a graph.  We applied two selection criteria for inclusion of results in graphs.  The first, and general, one is that there has to be at least 50 cases for the record to be included.  The second, related only to depot performance, is that we graph only the top five depots in terms of volume of work.  You have the option of building customized graphics that include data omitted from the pre-formatted graphics.  Also, you’re right that values on the bars are sometimes less than what appears in the tables.  We do that so that single bad cases (especially “low volume” bad cases) do not skew the information contained in a graph.  We cut off the vertical axis to show a better representation of all the bars on the graph, and not just highlight the one bad case.

7.  Why don’t the averages and percentiles for each segment add up to the overall order and ship time?  Sometimes they are way off.


Several tables show first an overall result (document date to D6S posting date) and then times for each of the segments that make up that overall time.  As this question correctly notes, the times of the individual segments often don’t add up to the total OST time.  This happens for percentiles simply because percentiles (like medians) are not additive:  they’re not expected to add up (this is because each percentile measure only takes into account a part, and not the whole, of the population).  Averages, on the other hand, typically are expected to add up--if they represent the same population.  In this report, however, the populations reported in different segments are often quite different.  Note, for example, that there are a lot more cases of document date to DAAS establish than there are of ship date to D6S posting.  That’s because many requisitions never have a D6S posted.  Because we have different populations, it’s not all surprising if the overall average is different from the sum of the segment averages.

8.  I’m in Okinawa, and knowing the time from leaving the depot until D6S doesn’t do me much good.  When will I be able to learn what goes on during that part of the process?


The LRT database is an evolving tool.  Currently, only a limited number of time stamps are fed into the database.  Plans are underway to expand the number of time stamps by feeding data from the Global Transportation Network.  Once that happens, it will be possible to cut the transportation data more finely, including capturing arrival and departure times from ports.

9.  Why does the report only cover DLA- and Navy-managed items?  Will Marine- and Army-managed items ever be included?


As in our previous answer, the LRT is maturing and becoming more comprehensive.  It is expected that Marine-managed items will be included in the LRT database in the not too distant future, to be followed by Army-managed items.  In the meantime, though, the LRT database covers more than 85% of the requisitions issued by Marine Corps customers.

10.  Why do some types of charts appear just for the Corps as a whole and not for the MEFs?  I have in mind backorder rates, ICP processing time, and depot handling time.


Some parts of the wholesale order and ship process treat requisitions from all MEFs the same.  ICP and depot handling are examples.  Because ICP and depot handling times are the same across all MEFs (except for random fluctuation), no purpose would be served by showing the results by MEF:  they’ll look the same as the overall Corps results.  Additionally, we see this as a tool HQMC can use to get better service for all Marine customers by dealing with issues that affect service Corps-wide.
11.  There’s a lot of great stuff in this report but it doesn’t answer some questions that are very important to me.  Can I get a customized report?


The current USMC wholesale OST report is a compromise between completeness and simplicity.  We didn’t produce every report we might have, yet we wanted to give the field information we thought would be of most importance to you.  If important results are missing, there are two ways of getting that info.  First, if we hear enough feedback from the field that a different way of cutting the data is critical, it will be added to future standard reports.  Or, if you have a special request now and it’s unlikely it would be made standard in any case, call or write the analysts at PLAO and they will try to do a customized report for you.  In addition, if you have the capability to analyze raw data, it may be possible to extract the requisition histories you are interested in, send them to you, and let you create your own reports.

12.  I have questions I’m sure other Marines would like the answer to as well.  Is there any way of updating and broadcasting this FAQ (frequently asked questions)?


The experts at PLAO will be building a FAQ based on questions received from the field about this report, as well as the ones to follow on retail OST and repair cycle time.  Means for making the FAQ available to the field are still in development.

�  Technically, we should call this “the order and ship process for orders placed against wholesale supply.”  Much of the process actually occurs on the “retail” side--that is, in the FMF.  For purposes of brevity, however, we will continue to refer to it as “wholesale order and ship.”


�  This discussion is simplified in many ways.  Not only does it compress a very complicated set of actions into a few simple statements, but it also discusses only some of the ways the wholesale supply system works.  The above description applies mainly to class IX (repair parts) and is focused solely on items managed and stored by the Services and Defense Agencies (i.e., we don’t discuss Prime Vendor or Direct Vendor Delivery).


�  Retail order and ship time, which will be the subject of a future USMC reporting tool, is not discussed here except as it affects the wholesale O&S process.


�  For OCONUS shipments, the item will be delivered from the depot to a designated port of embarakation (POE) for transit to the OCONUS port of debarkation (POD) and then onward to the assigned customer.


�  Access to VLIPS may be obtained by contacting the program manager or the Customer Support Officer by phone:  commercial 513/296-5914 or DSN 986-5914; email lipshelp@daas.dla.mil; or fax:  DSN 986-5758 or commercial 513/296-5758.


��The major NICPs and their codes are:


	N32		Naval Aviation Supply Office  Philadelphia PA


	N35		Naval Ships Parts Control Center  Mechanicsburg PA


	S9C		Defense Supply Center Columbus (OH)


	S9E		Defense Electronics Supply Center  Dayton OH


	S9G		Defense Supply Center Richmond (VA)


	S9I		Defense Industrial Supply Center  Philadelphia PA


	S9M		Defense  Personnel Support Center (Medical)  Philadelphia PA


	S9T		Defense Personnel Support Center (Clothing & Textiles) Philadelphia PA


�  This includes backorders and direct vendor delivery.  For non-backordered requisitions filled out of DLA supply depots the average order and ship time was 35 days.


�  The prototype report was first developed at the RAND Corporation for transition to MDAO.


�  To get on that list, see the FAQ at the end of this document.


�  This is for the Excel version of the report.


�  This is only the case with the Excel version of the OST report.  The Lotus 1-2-3 version offers tables only.


�  It is important to keep the table number in each record in case the records are sorted later; this allows the user to reconstruct the original tables if that is needed.


�  When you first open the spreadsheet the computer may ask you if you want to “reestablish links.”  Say “no.”  (To create the spreadsheet, figures were made once and moved from spreadsheet to spreadsheet, creating a one-time link.)


�   It is recommended that you store the original file as a master copy and create additional copies as working files.


�  Using shift+mouse drag works on most systems; yours may differ.  Refer to the manual for how to select cells to be highlighted.
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