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Chapter 4:  Analysis and results 

4.0	Introduction

This chapter will review the results of 235 of the 300 distributed questionnaires which were completed by soldiers’ ranging from Pte to WO1 of the Supply community.  Each question will be reviewed as to its pertinence and the results will be illustrated in graphical format complete with an interpretation of them. 

4.1	Question one

Q1 – What is your current rank?

Private	  	Lance Corporal          Corporal	 Sergeant	   		  
   
Staff Sergeant 	 Warrant Officer Class 2	    Warrant Officer Class 1	

This question was asked in order to display the rank range across the Supply trade spectrum of those individuals surveyed.  Additionally, it was deemed relevant to identify whether the higher ranks were better informed through the change process thus identifying a lack of overall corporate communication at each rank; this was achieved by linking this question with questions 5 and 6.


Table 4.1:  Rank range

The results of this question are extremely positive and provide evidence that 76.9% of Private soldiers had less than 3 months prior knowledge of the change and little indication of what it meant to them directly along with 83.8% of Lance Corporals and 62.8% of Corporals. As opposed to the advanced corporate knowledge of the senior echelons of management within the Non commissioned officers where it has been identified that only  42.8% of Sergeants, 33.4% of Staff Sergeants, 16.8% of Warrant officer Class 2 and 0% of Warrant officer class one had less than 3 months prior knowledge of the change .

4.1.1	Question two

Q2 – Which service do you belong to? 

ARMY	      	 NAVY		RAF

This question was posed in order to establish as to whether or not there is any disparity between the dissemination of corporate knowledge pertaining to the change in question between the tri service environment.  One of the key principles of this change was to create a tri service supply system and eliminate the separate working practices of the three services. This has been achieved by linking the results of this question with questions 4, 5 and 6. 


Table 4.2:  Associated service 


From the Data received it can be identified that 100 (42.5%) of the surveys returned were from the RAF and 235 (57.5%) were returned from the Army. This allows us to utilise the data to draw conclusions from the aforementioned questions. 

4.1.2	Question three

Q3 – How long have you served in the Army?

1 – 3 years          4 – 8 years	        9 – 12 years        13 – 16 years         17+ years

This question was posed in order to identify the length of service of personnel surveyed so that it could be levied against the amount of potential cultural resistance that could be expected in terms of the "that's how it's always been done" attitude.


Table 4.3:  Length of service

The result of this question details the majority of personnel surveyed have completed between 4 – 8 years of service.  This lends towards a majority of younger less institutionalised users thus being more acceptable of change.






4.1.3	Question four

Q4 – Did you know MJDI was replacing your current LOGIS?

Yes	        No

This question had to be posed in order to ascertain whether or not the notification of the change in its basic form had been made throughout the infrastructure in question.


Table 4.4: Awareness of change

The results show overwhelmingly that the initial information notifying all the echelons of the company that the change was imminent was forthcoming, in as much so that 96.7% of all surveys returned stated that they had been notified.











4.1.4	Question five

Q5 – Approximately how long prior to migration were you informed?

1 Month 	3 Months            6 Months           12 Months 	         Longer than 12 Months


Table 4.5: Length of awareness to change  

This question was posed in order to determine as to any disparity between the corporate knowledge of the change between the tiers of management and workers within the MOD structure.  What it has indeed provided is very clear evidence that the communication of the change differed quite significantly the lower down the rank structure you examine. 57.2% of Sergeants, 66.6% of Staff Sergeants 83.2% of Warrant Officer Class 2 and 100% of Warrant Officers class 1 confirmed over 6 months prior knowledge of the change, as opposed to only 23.1% of Private soldiers, 16.2% of Lance Corporals and 33.2% of Corporals having 6 months or more prior knowledge of the change.










4.1.5	Question six

Q6 – Were you informed in detail the reason why MJDI was being introduced?

Yes	           	No

This question was posed in order to determine the understanding of why the change was necessary across the tri service community and therefore also links to question 1.


 Table 4.6: Understanding reasons for change

When linked to question 1 we can see that 98.5% of Junior non commissioned officers in the RAF felt that they were informed in detail of the change along with 100% of their Senior Non Commissioned Officers whereas in comparison the Army data shows that only 34.4% of Junior Non Commissioned Officers believed that they had been informed in detail of the change along with 86.9% of Army Senior Non Commissioned Officers. This displays a significant difference between the standard of information dissemination between the RAF and the Army. 






4.1.6	Question seven

Q7 – What training did you receive prior to migration?
(Please tick all of the relevant boxes)	

	No Prior Training
	

	Online Learning
	

	1 Week Basic Course
	

	2 Week comprehensive Course
	

	On the job training post migration
	

	*Please insert any comments about your training below*

	




Table 4.7: Prior training

This question was posed in order to ascertain the level of planning and forethought that went into organising a change that involved cultural barriers as well as skill sets that would require updating.  A comments box was added to this question to allow expression of satisfaction over the quality, depth and duration of the training.  

Out of 235 surveys received (80%) opted to make a comment and an astounding 100% of those comments were a negative criticism of the training provided. These complaints are broken down as follows:

a.	Lack of Instructor Knowledge
b.	Training on an early version release that was not fully working in all aspects
c.	Synthetic environment did not provide a comparison to current protocols and procedures.
d.	Training did not cover important key areas of requirement such as provisioning.

This data can be linked directly to the change management table referenced in Chapter 2
Under the heading training we can draw the conclusion that in this particular area in the model referenced the MOD certainly did not succeed in there management of change in this particular area.

4.1.7	Question eight

Q8 – Was clear policy on the use of the system available prior to migration?

Yes	   	No


Table 4.8:  Distribution of policy

This question was posed in order to ascertain the level of direction that had been given through the chain of command with regard to the use of a new supply chain Logistic Information system that would affect the future of every individual as well as the level of confidence customers would ultimately have in the system after the change came into effect.
Again the data for this question seems to show that the RAF were given greater direction with regard to policy than the Army.  An overwhelming 100% of Army Senior Non Commissioned Officers believed that they had no clear policy referring to the use of the new system ultimately that will reduce confidence in the change and cause resistance in accepting the change.

4.1.8	Question nine

Q9  – 	12 months post migration, would you say you were a competent user?

Yes	       No		Not Fully


Table 4.9:  User competancy

This question was posed in order to gauge the feeling of confidence individuals had in the change after the fact as opposed to in anticipation.  The data clearly shows that 70% of users still feel they are not competent 12 months post change demonstrating further failings in the management of the change.



4.1.9	Question ten

Q10 – In your current role and experience of MJDI would you say it works as advertised?		

Yes	       No

Due to the cultural resistance that any change to procedure, policy and or skill sets can inherently produce this question was important to determine how effective the change has ultimately been.  With the length of service users have subscribed as serving utilising prior systems it could have been assumed that attitudes to the change would still be negative such a short time post migration.


Table 4.10:  Effects of change 

In fact it is the opposite.  84% of the survey reports a positive response to the changes ultimate product.  However it must be pointed out that a successfully end state does not necessarily mean a smooth transition nor a professionally managed process adhering to the principles of change management.
 









4.2	Interview Transcript Sergeant Lee Hanlon MJDI Instruction and Implementation team, 12 Dec 12

Question 1 - Effective Communication

Were the benefits of migrating the LOG IS systems in the Tri Service environment to MJDI across the MOD effectively communicated to all personnel affected?

Hanlon:
I believe that within the RAF there was a clearer picture painted as to what MJDI would do to improve the logistic chain.  The Army and Navy received the same notifications and briefs but I believe they were received at a higher level and not communicated directly down.  I say this as most Army personnel that I have taught on the courses have less of an understanding of MJDI's impact than other service personnel.

Question 2 - Hostile Culture 

Was there a hostile culture amongst the recipients of the change to MJDI within the MOD?

Hanlon:
Yes in short. The general consensus across the board from the majority of individuals that I have taught was that why change? Global works fine! And another trend in comment was that "this isn't how the other Log is System did it!".  I found that no clear direction or policy governing how they would make the new system fit their current methods of practice had been produced therefore a lot of arguments were pursued regarding how best to make the system fit what they already do as opposed to adopting new standardised protocols.

Question 3 - Underestimation of Complexity 

Was the project delivered on time?

Hanlon:
The initial rollout was delayed by some months but the training programme was delivered on time and in a professional manner.  The majority of the issues were to do with the version that we were teaching.  Version 3.2 was the version we delivered and unfortunately it was not quite bug free.  In fact some areas had not even been adequately explored such as provisioning.  Ultimately Version 5 is what was installed so people attending the first few courses were not necessarily fully up to date on all the functions of MJDI at the time of roll out.

Question 4 – Technology

Was MJDI able to produce everything that it had promised in terms of its advertised capabilities?

Hanlon:
Again the answer is yes, eventually.  On roll out there were various teething problems such as compatibility issues with current communications bearers, requirements for larger bandwidth capabilities for example but on the whole MJDI lived up to expectations.

Question 5 – Training 

Was adequate training provided prior to delivery of the new system?

Hanlon:
The training provided was relevant to the version that was available at the time of producing the training package.  The course was consistently updated in line with improving functions and increasing capability with each version.  The instructors chosen were not subject matter experts in logistics but had competent teaching qualifications and delivered from a strict script ensuring that all training was standardised across the board.  MJDI also has an online learning function so that it is possible for individuals to learn on the job.












4.3	Interview Transcript WO2 (SQMS) Jackson Squadron Technical Warrant Officer, 76 General Support Squadron, 2 Logistic Support Regiment,  07 Nov 12

Question 1 - Effective Communication

Were the benefits of migrating the LOG IS systems in the Tri Service environment to MJDI across the MOD effectively communicated to all personnel affected?

Jackson:
I don't believe this was the case across the board.  I found out via duty rumour years ago that some new system was coming, but I had no idea what it would do or that it would have such an impact on how we do business as a Corps.  The benefits as you put them were not clear as a whole picture until I actually attended the operator’s course in April 12, 2 months before we actually migrated over to it.

Question 2 - Hostile Culture

Was there a hostile culture amongst the recipients of the change to MJDI within the MOD?

Jackson:
Yes I believe there was and still is in some respects.  I personally still have my reservations. The system is not performing as advertised.  It has functions that do not yet work and or don't fit in with the doctrine that governs how to carry out our business.  Global one of the systems it replaced was very efficient and we were told that MJDI would replace all systems streamlining business practices but we are still using VITAL and MJDI can't yet carry out accounting for Ammunition so we have SEESUPS 2 in operation as well.  I am sure if we did some digging there are other faults.

Question 3 - Underestimation of Complexity

Was the project delivered on time?

Jackson:
I am of the understanding that there were many delays in delivering MJDI.  It was certainly delayed in arriving in my Squadron by at least 3 months.

Question 4 – Technology

Was MJDI able to produce everything that it had promised in terms of its advertised capabilities?

Jackson:
To be honest in principle this system promised the earth however in terms of doing what it says on the tin it has fallen short of the mark.  We have been up and running for 5 months and we still have not got the provisioning running correctly and the stocktaking module has been shut down to be re-written.  I suppose that is par for the course where the MOD are concerned Global was on release 30 when it was replaced and still had areas of improvement.  The search pattern set up changing us from a supply chain to a supply network is very good.

Question 5 – Training

Was adequate training provided prior to delivery of the new system?

Jackson:
The training is my biggest complaint I think.  Although some of the instructors were very knowledgeable of the system in general none of the training focused on how we would do business at second line.  It was directed at the lowest common denominator and did not prepare us adequately for the eventual migration.

4.4	Analysis

There is a consensus of opinion on question 1 that the corporate knowledge regarding delivery, training and benefits of the change could have been delivered better.  There also seems to be a disparity between the level of detail provided to the RAF as opposed to the Army and Navy although that is more likely to be the result of the individual chain of command failing to pass information down. 

Question 2 draws interesting comparison as it is clear there was and still is a hostile culture towards the change.  The MOD did try and address this through the production of leaflets and internal intranet advertising but ultimately this was clearly no substitute for clear detailed communication.

Question 3 asks whether the project was delivered on time? The answer was clearly no. 
When the model on managing change in chapter 2 is examined it is clear that there was an
 underestimation of the complexity of the task by the project team and ultimately the MOD.  

In terms of technology in question 4, there is a clear contradiction in terms of the end 
product.  The implementation team claim that is delivers bar a few inevitable teething problems and the customer believes it still has a long way to go before it is fit for purpose.

Finally question 5 regarding training poses the clearest result in as much as both the questionnaires and the interviews point towards a weakness in the training package delivered for MJDI.  Most  users were dissatisfied and the instructors themselves admit to being unable teach all the content required by the end user or provide direction with regard to how the new system will affect them.

4.5	Summary	

The questionnaire proved to be an outstanding tool for the collection of data for subsequent analysis in order to ascertain if the principles of change management have indeed been applied from the perspective of the employee.  Equally the interviews provide valid insight pertaining to how the process has been managed and delivered from both a member of the organisation implementing the change, and a senior management figure experiencing the change. 
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