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1.1 [bookmark: _Toc13845970] Soft FM in the British Army

Soft facilities management refers to the services that organisations rely on to maintain their buildings and run daily operations crucial to their success.  Unlike its counterpart, Hard FM, Soft FM services are intangible but are vital to deliver a safe, efficient and productive environment.  Within the British Army, Soft FM is important to provide the ‘lived experience’.  With serving personnel eating and living on barracks, the standard of cleaning, catering and accommodation are vital to maintain morale and achieve maximum effectiveness.  In a period where the Army is undermanned, and retention is a top priority, soft FM management in the British Army is ever more important.  This is further stressed with the aging estate the Army has, with old dishevelled buildings still being used as workplaces, many not to the standard expected of a modern day working environment.
The Defence Infrastructure Organisation (DIO) is the industry partner to the MOD that delivers Soft FM across defence whose mission is to ‘enable the people of defence to live, work and train’ (Gov.uk, 2017).  They control many contracts, which are bought into on behalf of the Army, RAF, and Navy to ensure areas such as catering, security, waste management, messing services, housing provision, and estate investment are addressed.  This helps to deliver better training for a more operationally effective force. 
DIO deliver the Soft FM through the Hestia programme.  This is a newly implemented programme which aims to reduce contractual arrangements from 80 to 7 across the UK.  It has consolidated Soft FM services into seven regional contracts, each in their own right a project. Gaughan (2015), in Hestia: saving hard cash through Soft FM states “it is hoped that Hestia will deliver contracts that are flexible enough to work in relation to future defence needs and the greater focus being placed on customer needs; will introduce a simplified and effective procurement model that sits well with wider defence policy and initiatives; and will enable effective joint working with delivery partners and suppliers, rolling out projects in phases so that lessons can be learned as progress is made.” 
All regions have Regional Infrastructure cells (RICs) which are responsible for over seeing the running of the HESTIA programme and provisioning of money to certain areas for the betterment of personnel on the Army bases.  Under the RIC are numerous roles which were created as part of HESTIA for managing assurance for greater efficiency and output.  DIO, the contractor, and establishment heads of departments fill these positions. Standard operating procedures (SOPs) applicable to all HESTIA contracts have been produced for assurance checks (Smith, 2017), and for the governance and reporting of contract requirements (Payne & Stephenson, 2016). 
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Part of these SOPs is the use of The Occurrence Report Portal.  With the HESTIA project placing a greater focus on customer needs, when it was implemented this was also introduced.  The portal is a means for the customer (the typical soldier) to voice their opinion on the standard of services being provided, whether that is cleaning or catering. Following the identification of a service failure or service quality issue, an Occurrence Report will be raised and submitted onto the portal. Submission is only authorised by those with online logins, and 2 usernames are given to two military representatives from each site. 
In the Northern Region, which includes Scotland and Northern Ireland, there are 105 Army sites which are monitored with regards to the facilities management.  These include regular bases and reserve centres and cadet forces. In late 2017 the Occurrence Report Portal and a helpline were set up in light of the HESTIA programme to report faults in this region. New roles and responsibilities were allocated with reference to Soft FM management, along with supporting training. The portal and a call helpline became the two modes in which the Army could hold the contractor accountable for their services, and highlight these in the hope that by doing so they will be addressed and improvements made.
The use of this portal has not been sufficient. The portal is a reflection of the contractor’s performance, if there is no evidence on the portal then it is deemed the contractor is doing their job up to standard.  As some of the sites have not been inputting onto the portal, presentationally it looks like Aramark (one of the main contractors in the Northern region for soft FM) is fulfilling their duties.  In reality however, this is not the case. Lack of reporting has meant the contractors have gotten away with falling short of what they are contracted to do, and delivering a below par service. To aggravate this further, if the information shows the company is coping fine at one site in their delivery (or there is no evidence to suggest otherwise) then Aramark will withdraw manpower and relocate it elsewhere where it is needed.  This could further throw the service delivery off the mark and makes it even more important that the portal is being sufficiently used.   
The DMAIC methodology will focus on the use of the portal at sites in the Northern Region.  It is a problem which needs addressing as the process is not most efficient, by making it so, better value for money out of this contract can be attained and ultimate customer satisfaction maintained. 
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In terms of contracting the Army’s strategy is to deliver best value for money, and the current situation for soft FM in the Northern region does not reflect this.  A better system for the use of the Occurrence Report Portal will ensure all discrepancies are recorded, along with improvements, and that they are responded to in a timely manner.  It will ensure that all discrepancies are dealt with appropriately.   
The amount of discrepancies being uploaded onto the Occurrence Report Portal is not sufficient and is causing a continuous delivery of service which is below standard.  In turn, this is causing customer dissatisfaction and aggravating relationships between the contractor and site representatives. 
Through interviewing numerous serving personnel who had a role in soft FM in the Northern region, a good understanding of the critical to quality characteristics were attained. Critical to quality characteristics are those that are important to the customer.  But firstly, who is the customer in this situation?
The customer here are the soldiers, including the serving personnel that are site representatives for soft FM.  Per site there are 2 to 4 individuals whose responsibility is to interact daily with the civilian contractor and monitor the delivery of the cleaning, catering, or waste disposal services to name a few.  They should also have logins for the Occurrence Report Portal, and so are the only individuals licensed to update it.  They, themselves are also soldiers. They understand the needs of the wider soldier population on site and so can easily relate to them and communicate any issues to the industry partner where it arises.  
At Glencourse camp near Edinburgh in Scotland sits 2 Scots Regiment. Their industry partner is Aramark. An interview with the two serving representatives for the site’s soft FM showed that the Occurrence Report Portal system works better than the helpline and is effective in getting a service rectified if it falls short.  The interview highlighted quality characteristics of the Occurrence Report Portal system:
1. Must be 	 
i. A reliable system that demonstrates even the lowest of ranks are empowered if they are dissatisfied with the services.  
ii. Faults are responded to in a timely manner.
iii. A good relationship with the industry partner as working closely with them to deliver a mutual output. 
iv. A larger awareness of the portal and the importance of evidencing occurrences.
2. Performance
i. There should be more than 2 licensed users per camp for greater accessibility to the portal.
ii. The helpline and portal should be connected to form a consolidated data base.
iii. Improved passage of information from the industry partner to the service heads of departments (e.g head of catering is not always informed of changes to the food menu, these last minute changes, which are not always for the betterment, leads to customer dissatisfaction).
3. Delighters
i. A cultural awareness by the industry partner that the portal is not a ‘witch hunt’ and that recording occurrences brings about positive change for both parties e.g increased manpower where a service couldn’t be delivered.  
ii. Increased training for the reporting of services under the HESTIA contract. 

The following process map gives a visual representation of the Occurrence Report Portal process, and how it brings about change. 
Identification of service delivery failure.
Report to the DSO, CSO or site facilities manager (DIO employed). 
May advise you to use the helpline depending on level of dissatisfaction.
Submit report onto the portal.
Industry partner alerted of error & supports with a mitigating comment.  
Supported/contradicted by comment from the senior facilities estate manager. 
Occurrence report reaches multi contract monitoring and assurance team (MMAT)—judge & jury. 
Industry partner addresses issue and rectifies service delivery. 
Is the occurrence still relevant? 
Possible financial  punishment & re-allocation of resources.
no
yes



Figure 1.0  Process map of the Occurrence Reporting Portal system.
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Data Collection
For the purpose of this investigation, I collected primary quantitative data off of the Occurrence Report Portal itself.  I compared the number of entries from the first 6 months of its use (November 2017 – April 2018), to the last 6 months of its use (April 2019 – March 2019). 
Table 1.0 shows the occurrences over these time periods. 
	Month
	Entries

	
	November 17 – April 18
	January 19 – June 19

	1
	18
	82

	2
	9
	142

	3
	6
	109

	4
	8
	86

	5
	14
	95

	6
	10
	103

	Total
	65
	617


Table 1.0.  Data collection of portal entries
Since these low levels of entries were recorded in the first 6 months, there was portal awareness training conducted in a centralized location for the Northern Region. Entries started to increase and the latter 6 months demonstrate this greater awareness.
Since it’s initiation in November 2017 there have been 928 entries on the portal.  Through interviews with SMEs in Soft FM management and the portal, this is considerably lower than it should be. 
This data in conjunction with the information gained from the interviews is evidence to show that the portal has not been utilized properly, and this is due to teething issues within the Regiments.  The rest of this paper will investigate this through root cause analysis.  
FMEA Analysis
The use of the FMEA analysis is a powerful aid to identify the quality of a product or a service by analyzing its stages of delivery step by step. It highlights areas that could potentially go wrong and the risk/ chances associated with this. With the customer always in mind, changes can be made to improve customer satisfaction and experience of the product or service. 
I have applied the FMEA analysis to each of the stages of the process flow chart (Figure 1.0), and identified areas in the process where the steps could go wrong.  These are the potential failure modes. The potential failure effect is the impact on the customer if the failure mode is not prevented. The SEV is the severity of the effect on the customer, a high score is assigned to a high impact event and vice versa. The root cause behind the failure is the potential cause, and how frequently this failure could occur is assigned an OCC (Occurrence) rating. A frequently occurring failure is assigned a high score. The existing controls that either prevent the failure mode from occurring or detect it are the current process controls, and how probable the detection of the failure mode is, is assigned a DET (detection) rating. A failure mode that is not easily detected is scored high, and one that is easily detected is scored low. The overall risk score of an event is calculated by multiplying the score for severity, occurrence and detection. An event with high Risk Priority number demands quicker attention, while events with lower RPNs are less risky. 
The results are shown below in Table 2.0.     
	Potential failure mode
	Potential failure effect
	SEV
	Potential Causes
	OCC
	Current Process Controls
	DET
	RPN
	Action Recommended 

	Service failure not identified 
	- Product will deteriorate
- Dissatisfied customer

	6
	- Customer does not know what to look out for
	7
	- Information packs detail service failures
- Briefing days to make soldiers aware
	 8
	336
	Min. quarterly training to make soldiers aware of the faults to identify. 

	Service failure not reported   
	- Product will deteriorate
- Dissatisfied customer
	7
	- Customer does not know the portal exists
- Customer does not know who to report to
- Failure was resolved imminently at a lower level.
	9
	- Briefing days
	7
	441
	Min. quarterly training to make soldiers aware of the existence of the portal and who to report to.

	Occurrence not uploaded onto portal
	- Product will deteriorate 
- Very dissatisfied customer
	8
	- Licensed user does not know how to upload.
-Does not want to upset the contractor
- No authorised access to portal
- Unprofessional and not fulfilling duties
- The failure was resolved at a lower level.
	4
	- Hand over takeover notes from user to user
- Delivered HESTIA training package
	6
	192
	Rigid handover notes from user to user and more licensed users at each establishment.
Mandated training for portal users.

	Supporting comments not submitted onto the portal
	- Slows down rectification process
-Reputation loss of contractor
	6
	- Unprofessional and not fulfilling duties
- Does not know how to submit comments
	4
	- Delivered HESTIA training package
	3
	72
	

	Fault not rectified by the industry partner
	- Reputation loss of contractor
- Frustrated customer
- Product will deteriorate 
- Alerted to MMAT
- Potential financial punishment by MMAT
	8
	- Lack of resources to rectify fault
- Lack of cooperation to rectify fault
	6
	- Potential financial burden acts as deterrent

	3
	144
	Hold the contractor to account.
Provide resources to fix the problem.
Maintain a good relationship with the contractor.

	MMAT don’t do their assurance checks
	- Establishment/ industry partner not held accountable
- Hard to reach a solution 
- Partner relationship jeopardised
	9
	- Lack of ownership and professionalism   
	2
	- Automatic emails are sent to MMAT alerting them of an upload to the portal
	2
	36
	


Table 2.0. FMEA analysis of the Occurrence Reporting Portal process. High RPNs need addressing more than lower RPNs. 
As can be seen from the FMEA analysis the first two failure modes; Service failure not identified (336) and Service failure not reported (441) came out as the highest risk priority numbers. The lowest risk priority numbers were assigned to; MMAT don’t do their assurance checks (36) and Supporting comments not submitted onto the portal (72).
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By representing the data collected graphically, a comparison of the portal submissions for the first 6 months from November 2017 and the last 6 months from January 2019 can be seen (graph 1.0). 

Graph 1.0.  Line graph showing the first 6 month’s use of the portal in comparison to the last 6 months 
[bookmark: _GoBack]Proportionally, we can also look at the number of records there should be on the portal as a minimum, in comparison to the number of entries there actually are. By taking the average entries of the last 6 months, there should be at least 1954 entries sitting on the portal, when in fact there is just 928. This is an increase of 211%; a significant difference (graph 2.0).

Graph 2.0.  Pie graph comparing the total number of portal entries to what we should be expect over the same time period.  

As can be seen by graph 1.0, there were significantly lower entries in the first 6 months. We can ask us the question why, and many of the reasons are suggested in the FMEA analysis (Table 2.0).  To investigate this further, I will be looking at the 5 Why analysis. The 5 Why analysis is one of the several root cause analysis tools available for use in problem solving and highlighting weaknesses in organisations.  By finding the root cause, a corrective action can be determined and applied to mitigate it, thereby improving processes leading up to the delivered output. 
By taking the top 3 severe failure modes from Table 2.0, I will attempt to find the root cause for the low input of occurrences.
1)Service failure not identified
Soldier does not know what to look out for
Soldier has not been educated in this area
There has been no training put on for the soldiers
As the portal was relatively new concept the need for service identification failure was not appreciated

Why?


Why?

Why?


Why?



Figure 2.0 ‘Service failure not identified’ 5 Why Analysis
The root cause of this problem is that there was no appreciation of the lack of soldier awareness for service failures, and there was no structured program in place to educate on this matter.
2)  Service failure not reported
Soldier does not know the presence of the portal to report failures  
Soldier has not been informed
The camp soft facility managers have not passed down information regarding the portal
They are too busy to pass down this information and feel soldiers may abuse it

Why?


Why?


Why?


Why?


Figure 3.0 ‘Service failure not reported’ 5 Why analysis
The root cause of this problem is that the Soft facility managers desire to have a sense of control of the soft FM side of Regimental life leads to lack of information being passed down the chain and to the wider audience. There is also a concern that the soldiers may abuse the system and report miniscule failures which are not serious enough to go on the portal and would just back log it. The Quartermaster’s department is also a busy department, they are busy with many other tasks and would have thought other tasks took priority over education of the portal. 
3) Occurrence wasn’t uploaded onto the portal
Licensed user does not want to upset the contractor
The contractors think the portal is a ‘witch hunt’
The portal reveals weaknesses in the contractor’s abilities, which then requires manpower and effort by the contractor to rectify

Why?

Why?


Why?



Figure 4.0 ‘Occurrence wasn’t uploaded onto the portal’ 5 Why analysis
The root cause here is the culture that exists within the industry partners. Employees from companies such as Aramark or Sodexo (two big industrial partners for the Army) have a poor idea of what the portal is there to achieve. They see that the portal brings about positive rectification for the camp being managed, at their expense, and they do not see that the portal can bring about positive change in their workforce by re-allocation of manpower and resources where it is lacking.  
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The analysis has highlighted certain areas for improvement of the occurrence reporting portal system. Some are of higher severity than others, and so need more focus for improvement.  The suggested main improvements are as follows:
1. To mitigate the problem of soldiers not identifying service failures and not reporting them,  training awareness should be implemented to educate on the discrepancies to look out for and how to report them. A structured training programme should be produced and/or, as part of their arrival to the Regiment the soldiers should be given a booklet with services that can be reported on. This will advertise the presence of the portal and who the soft facility managers are so that the soldiers know who to report to. This training will let the soldiers know they have a voice, empowering them will increase the chances of these faults being reported. It will also mitigate any ‘laziness’ by stressing the importance of reporting faults and looking after their working environment. 
2. Cultural change in industry partner’s attitude to the portal needs to take place. As discussed, the portal isn’t there to inconvenience the contractor worker, however it is dissatisfying them. This is leading to tensions in the partner relationship, which is detrimental to the work output. The industry head of department needs to educate their workforce on the benefits the portal is there to bring about, mutually. In doing so relationships will build and entries to the portal won’t go unsubmitted.
3. Better handover take overs between licensed users should take place. Some records may not be submitted due to lack of awareness by the licensed user. In the Army, people change roles every 2 years and so a new set of eyes needs re-educating on the use of the portal and the existence of their licensed username. A HESTIA training package in the Northern region has proven effective in educating users, and this should be repeated to ensure appropriate and adequate use. 
4. More licensed usernames will relieve some of the tasks taken on by those in the Quarter Master department that deal with soft facility management.  This will mean fewer discrepencies are not missed out, and a more thorough record of faults can be maintained. By giving building custodians usernames, they can look after their property and cut out the middle man when needing to upload a report – this will make the process quicker and more efficient.  
5. The telephone helpline and portal should be connected to consolidate reports onto one system. As it stands, the faults reported over the helpline are not recorded. By recording these a better representation of service delivery can be shown and actions where appropriate can be taken. 
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The occurrence reporting portal is still a relatively new concept in the British Army. Naturally, as shown over the two years in the Northern Region, with growing awareness more usage will occur. The improvements suggested will act as catalysts.  Some of these improvements are short terms solutions, some longer, but it is important to note that buy in from both partners is imperative to the success of it.  
Contrary to the belief of making more submissions, fewer entries on the portal is not always a poor representation.  Being able to rectify the service failure at the lowest of levels is a greater success than having to report the unresolved default on the portal.  
Soft facilities management is a complex and costly service. The portal is a way of making this more efficient, transparent, and accessible. It’s advertisement across the wider Army will undoubtedly empower our soldiers, give them a voice, and ultimately improve the lived experience as a whole on our barracks – important to the retention and ongoing strength of the force. 
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