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Subject: Centralized Secondary Reparable (SECREP) Management Working Integrated 

   Process Improvement Team (WIPT) After Action Report

1. Background: 

a. The SECREP WIPT conducted a workshop on 10-19 July 00 at Marine Corps Logistics Bases Albany Georgia. Enclosure (a) contains four messages concerning the development of a centralized SECREP inventory management capability and this workshop. The first message from the COMMARCORMATCOM was the “warning order” on the migration of the worldwide SECREP inventory management to the Commander, Materiel Command (COMMARCORMATCOM 260100Z Jun 00). The second message is from the COMMARCORLOGBASES and the establishment of the SECREP Program Support Office (COMMARCORLOGBASES 270200Z Jun 00).   The third message is from the COMMARCORLOGBASES and announces the establishment of the WIPT (COMMARCORLOGBASES 280200Z Jun 00). Finally, the fourth message is from the COMMARCORLOGBASES and contains the coordinating instructions and “pre-requisites” for the SECREP WIPT membership (COMMARCORLOGBASES 060800 Jul 00).

b. Enclosure (b) contains list of which commands participated in the WIPT. Enclosure (c) contains a copy of the initial agenda. The daily agenda however did change over the course of the workshop and is reflected in the daily summary reports provided in enclosure (d). These daily reports were provided to the COMMARCORLOGBASE commander and provide an excellent progress report of the WIPT ‘s efforts.


c. Enclosure (e) contains some of the instructions developed/agreed upon during the workshop by the WIPT that the group’s members (to include the system folks from COMMARCORLOGBASES) need to accomplish to the various SECREP files. This evolution needs to occur in order to have a common understanding of all the data elements of these files. This is part of the WIPT’s efforts of establishing a SECREP baseline and is very important prior to conducting any centralized recomputation process.

d. Enclosure (f) contains a copy of the SECREP management brief the WIPT developed for Combat Service Support Element (CSSE) advocacy board meeting (20-21 July 00). The brief was the main WIPT deliverable and reflects a “summary of the work” accomplished to date by the WIPT on the development of a centralized SECREP inventory management capability. 
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2. WIPT Summary: 

a. The vision of the WIPT includes total assets visibility, centralized management, stock positioning, responsive distribution channels, real time distribution information management, and a centralized financial management capability. During this workshop, the WIPT focused on the following issues:

· Identifying and validating a SECREP inventory baseline and data sources for future measurement,

· Documented the organizational structure of each Reparable Issue Point (RIP) within the FMF and how they conduct their business,

· Document and validate performance metrics, 

· Document the SECREP “AS IS” process flows for all three MEF’s. Those process flows included materiel, finance and information,

· Validate critical success factors that define FOC,

· Begin development of an execution plan/POA&M required to achieve FOC.

b. The following actions were accomplished during this WIPT:

· Defined the SECREP inventory baseline and achieved a current inventory snapshot,

· Identified current materiel flow globally across the Marine Corp utilizing the source/deliver functions from the SCOR model,

· Developed performance metrics for the “AS IS” materiel process flow, 

· Developed process mapping (source, make, deliver) using the SCOR model of the overall SECREP materiel process, 

· Approached level 3 for the SCORE model Plan process,

· Developed possible incremental dividend/quick win scenarios. 

c. Other actions achieved by the WIPT included a definition that defines what a centralized management capability would mean to the FMF representatives at IOC. That definition or capability would include:

· Total SECREP asset visibility,

· Redistribution capability, 

· Minimize backorders and deficiencies through redistribution,

· Visibility and control of requisitions,

· Establishment of an ESOC, 

· Centralized management of excesses.

d.  The incremental dividends and possible quick wins identified by the WIPT that could lead to some quick cost savings/avoidances are identified below. These actions however, still require some work on the part of both DCMC I&L (LX) and the individual WIPT members and their commands.  

The DCMC I&L (LX) taskings include:

· Assist in developing tools for the management action in expediting dues when the RIP’s available inventory approaches 35% of the total RO,

· Associate SECREP fill rate with readiness,
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· Collect and compare information from pervious MEU deployment SECREP, blocks for usage, PEI deadline rate and fill rate in order to challenge the “Iron Mountain” mentality,

· SMR Coding at $100, $200, $300 and $400 unit price (Should we continue to repair or treat as a consumable?),

· Recomputation formula validation,

· Verify the ERQ formula.

The WIPT (MEF) taskings include:

· Dual stockage for the same assets stocked at the MEF’s main RIP’s, Low Density RIP and SMU/ISSA General Accounts,

· Identify all items with acquisition codes for disposal/obsolescence,

· Identify items Marine Corps-wide that have a Backorder with an on-hand, quantity at any location. Begin the redistribution referral process after validation,

· SMR Coding at $100, $200, $300 and $400 unit price (Should we continue to repair or treat as consumable?),

· Collect data to support decision whether or not to buy IIPs for BIC requirements when the same assets maybe available from the MEF’s FIE/FOE,

· Identify assets excess to ERQ that are in the maintenance cycle,

· Validate AAC’s for all Float/sub floats and clear records,

· Correct all SAC 2 items to reflect SAC 1 on the accountable records,

· Correct records to properly account for SAC 2/3,

· Correct asset records which do not match tech data,

· Review, validate and correct all consumable assets listed on RIP records, all assets listed on RIP records with no RO, all assets listed on only one RIP’s records and all assets listed on RIP records with no end item application. 

3. Future Actions. 

a. The next actions for the WIPT include workshops tentatively scheduled for August and September 00. The tentative issues to be addressed during those upcoming workshops include:


August:

· Finish mapping “AS IS” model,

· Step out toward the “TO BE” model,

· Examine “IT” tools for near term use,

· Begin POA&M development to achieve FOC. 


September:

· Finish POA&M to achieve FOC,

· Test IT possible solutions,

· Standup SECREP website.

b. COMMARCORLOGBASES will be publishing two or three messages in the near future that summarize the accomplishments of the workshop as well as identify actions required by the WIPT members that need to be accomplished over the course of the next couple of months.
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