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[bookmark: _Toc119264284]1.	Abstract

This report investigates the opportunity to introduce a Management Information System into Primary Welfare Support within the British Army. It discourses the reasons why offering Welfare support to Serving personnel and their dependants is important and how the level of support given compares to other industries of the private and public sector. The reader gains an understanding of what a Management Information System (MIS) is and how it benefits first-line Army Welfare. This report further introduces the risks associated to not making relevant changes and offers suggestions on which Course of Action (CoA) to take forward.
















[bookmark: _Toc119264285]2.	Introduction
The student will firstly undertake research to investigate why Welfare Support is important within the British Army, by using different comparisons and a range of literature. She will then discourse how a Management Information System could contribute to the betterment/ improvement of Primary Welfare Support within the Army and finally develop three Courses of Action (CoA) to enable, facilitate and suggest an informed decision on how to progress any future Course of Action (CoA) by the project.

[bookmark: _Toc119264286]2.1	What is Welfare?
The definition of Welfare is very nuanced and the article ‘What is Welfare’ proposes it is a combination of interpretations. For one, Welfare is classed as an individual’s day-to-day views but also that of the collective. It involves elements of social justice, health and even ‘common-sense morality’ (Greve, 2008). The Cambridge Dictionary supports this in its definition that Welfare is ‘help given … to people who need it’ and ‘physical or mental health and happiness’ (Cambridge Dictionary, 2022).

The Ministry of Defence’s (MoD’s) Definition of Welfare is that it is a provision of “… an accessible personal and community support structure that secures and improves the wellbeing of serving personnel and the Service community … [to] optimise the military capability and motivation of all Service men and women” (JSP 770, 2014).


[bookmark: _Toc119264287]2.2	The Army Inspectorate Report of 2019
According to the Army Inspectorate Report (Army Inspector, 2019), there have previously been twenty-seven reports on Army ‘first line Army Welfare delivery’ between 1975 and 2018. These previous documents, in part, form the basis of the 2019 report and suggest that little to no changes have occurred in respect of how primary Army Welfare is delivered since the first review. Specifically, “Thirteen of these reviews relate to the primary level of welfare provision from which sixty-eight legacy recommendations have been consolidated to derive historical themes” (Army Inspector, 2019), which require attention, investigation, and proposed solution from the Welfare Project Team.

The 2019 review, in its conclusions and subsequent recommendations, suggest six key themes that require further investigation/research that could/potentially lead to a change in the proposals put forward by the Army Welfare Project. These key themes are
	
· Strategy. Since 1993 it has been identified that the Army (or Defence) lacks consistency in its welfare strategy and their objectives are, broadly, unclear.
· Information sharing and Management Information Systems (MIS). Army welfare at primary level does not currently have a MIS (Management and Information System) to record welfare data. This restricts the level of governance and assurance, creates potential risk of information being lost and/ or cases being missed.
· Confidentiality. Unclear wording in policy has created confusion as to what and how much information on individual cases can be shared with different stakeholders. Non-disclosure may have become a ‘default setting’ between welfare staff and the Chain of Command (CoC) and as such, it could be suggested that the support offered to individuals is likely to be limited and ineffective.
· Unit Welfare Officer (UWO) selection and manning. Concerns have been raised as to how Unit Welfare Officers are selected. Whilst it has been acknowledged that Emotional Quotient (EQ) should be considered the key driver to determine a candidate’s suitability to the role, it is common practice for a Regimental Seargent Major (RSM) to commission into this role.
· Unit Welfare Officer (UWO) training. The Army Inspectorate Report has highlighted that only 58% of Unit Welfare Officers complete Part 1 of the UWO training prior to entering the appointed role and Part 2, which should be completed within six months in the job, has varying results.
· Options for welfare delivery. The Unit Welfare Office structure has remained largely unchanged for decades. The notion to civilianise all or part of the roles within this structure has been suggested periodically, however it is to be noted that most reviews suggest that it is important/preferable to have existing military personnel in welfare posts due to the shared lived-in experience, ethics, and principles.
(Army Inspector, 2019).

The Army Welfare project is examining how to manage these conclusions and recommendations and deliver suitable changes as appropriate. The student’s key focus will be to understand the benefits of implementing JANIS (Joint Army and Navy Information System) as a MIS (Management Information System) and how this will better/ improve the governance and assurance. This approach is part of a reflective process as supported by Schön’s reflective cycle (Hull University website, 2022).




















[bookmark: _Toc119264288]3.	Literature Review

[bookmark: _Toc119264289]3.1	Why is Welfare Support important in the Army?

The Army currently employs 124,000 people, of which, 82,000 are regular personnel; 30,000 are reserve personnel and 12,000 are civilian personnel (Army website, 2020). This makes the British Army the third biggest employer in the country, only surpassed by the NHS England and NHS Scotland (Hedges, 2022).

The Army’s responsibilities and functions are divided into four main categories (Army website, 2020)

· Protect the UK. This includes external threats and internal threats alike. The Army will deploy anywhere in the world to protect its nation, people, and assets.
· Prevent Conflict. Engaging with allies in operations across the world to preserve peace and prevent conflict in the future.
· Deal with disaster. Ensuring the effective and efficient delivery of humanitarian aid and support in response of natural disasters at home or abroad. This includes, amongst others, floods, earthquakes, and virus outbreaks.
· Fight the nation’s enemies. The Army’s primary function is as a war-fighting organisation to protect the nation against enemies and threats. This may happen as a national organisation, as part of NATO (North Atlantic Treaty Organisation) or together with allies such as the USA or France.

The large range of functions as listed above, combined with the vast amount of personnel involved in the organisation, requires a unique approach for the Army to look after the welfare of its people (Army website, 2020). As soldiers could be deployed at any given moment if the need arises, the challenges and sacrifices are not comparable to civilian employment (Army website, 2020). It must/should also be noted that the provision of Army welfare services extends to cover the dependants (partners and children etc) of service personnel. Thus, significantly enlarging/increasing the numbers of people who may require support and the related impact on welfare availability and increase in costs. 

‘Doing the Right Thing: The Importance of Wellbeing in the Workplace’ explains the relationship between ‘output and productivity’ within an organisation and ‘happiness and wellbeing’ of the company’s staff. It discusses that if one has only interest in the profit margins, staff welfare is likely affected and as such, the authors, Theobald and Cooper, recommend a “harmonising balance between the two links to ensure a strong and successful future” (Theobald and Cooper, 2012). Adding to Theobald and Cooper’s thoughts, Kano’s Model of Customer Satisfaction supports their suggestions (Matzler et al, 2004), if transferred to the employees of an organisation. The student understands that if the excitement-, basic and performance factor of an employee are met, the member of staff feels satisfied and fulfilled, if this is not the case, the employee may feel dissatisfied and not fulfilled in their role, which has negative implications on their overall state of wellbeing. Employee satisfaction can be achieved by understanding the different levels of needs a member of staff has in first place, which is supported by Maslow’s Model of Human Motivation and Needs in which he discourses that managing people is about more than a transaction (for example, labour in exchange of money). In his view it is about five points, ranging from having one’s basic needs met, to receiving acknowledgement and respect for their work to ultimately have the ability to feel fulfilled by self-actualisation (Kremer and Hammond, 2013).

Creating a culture which puts the employee’s wellbeing first generates empowerment and engagement of the workforce, which in return develops and sustains a productive and healthy workforce (Technologies, 2016).

If this ideal is applied to the Army, it could be suggested that this will ensure that their welfare is developed to enable Army personnel to undertake their work/tasks to the best of their ability or perform at their highest, professional, level. There is an added sense of pressure, as a mistake in the Army could have further serious implications such as breaches to national and/ or global security, injury and death of service personnel and civilians. Additionally, the safety of others who are immediately associated with the employee whose wellbeing is being impacted, should be considered. A Swedish study supports this claim and suggests that family friends and colleagues can be impacted by the ‘stressful time and coping with stress may rouse various reactions such as somatic problems”. According to this study, half of the participants in close contact with the individual suffering from compromised mental health developed psychological or social problems themselves over time “to an extent that they also needed help and support” (Campbell, 2022).

Following the previous paragraph, it can be suggested that an effective and efficient welfare structure within the Army ensures a stable and healthy workforce (Theobald and Cooper, 2012; Bevan, 2012). An attribute imperative for the functionality and operability of an organisation who describes their workforce as ‘their greatest asset’ (Army website, 2020). For this reason, the Army’s Welfare Support is divided into three main categories
· Primary Welfare.	Where Serving personnel and/ or their dependants can contact the Unit Welfare Office to get advice and help with any arising welfare matters. The aim is to offer support on ground-level in conjunction with the Chain of Command (CoC). More complex cases will be referred to
· Secondary Welfare.	This is led by the Army Welfare Service (AWS) to provide serving personnel and their dependants with specialist care.
· Third party Support.	These are charities and organisations working alongside the Army to support soldiers and their families. These include but are not limited to ABF The Soldiers’ Charity, COBSEO (The Confederation of Service Charities and ADT Army Dependants’ Trust.
(Army website, 2020)

There is a wide range of support offered and the Army Welfare support assists with questions, concerns and worries around
· Children
· Housing
· Healthcare
· Finance
· Relationships
(Army website, 2020)

The level of support the Army is offering is in harmony with Porter and Lawler’s theory of Expectation and Motivation which divides work motivation into three aspects (Kesselman et al, 1974)
· Valence.	The value of the outcome of the task given (Outcomes and/or rewards). The need, attractiveness, and importance at which an individual ranks potential outcome.
· Instrumentality.	An individual’s belief in being able to perform a certain job task to achieve an appropriate outcome.
· Expectancy.	The perceived probability of an individual that giving a certain amount of effort will result in greater performance.
This theory suggests that by having the level of support the Army is offering, a motivated workforce is created and enabled to flourish.

In ‘The Business Case for Employee Health and Wellbeing – A report prepared for Investors in People’ a direct link between having a healthy workforce and the benefits this brings to an organisation is made (Bevan, 2010). The discourse in this report suggests that a happy workforce has less absences from work, less accidents, improved retention, higher employee commitment, higher productivity, better employer brand and greater employee resilience. 

The next part of this assignment will compare how the British Army compares to other organisations, using the previously described criteria for a happy workforce.

[bookmark: _Toc119264290]3.2	What is a Management Information System?

A MIS, short for Management Information System, is a technological method to study and analyse people, processes, organisations, and the relationships between them (Texas A&M University, undated). In the article ‘The importance of management information systems’ a MIS is further discoursed as a data gathering tool, which can be used to collect material to inform the user (Adeoti-Adekeye, 1997).

The idea behind a MIS is derived from the concept of Russell Ackoff’s ‘Data, Information, Knowledge, and Wisdom- Pyramid’ (Bellinger et al, 2003). 
· Data.	The user is presented with raw data.
· Information.	Information is input into the MIS. Questions such as ‘Who’, ‘What’, ‘Where’ and ‘When’ are answered.
· Knowledge/ Understanding.	The combination of the information gives the user knowledge and an understanding of ‘How’ and ‘Why’.
· Wisdom.	The MIS can produce reports and trails to give the user the ability to spot trends, opportunities, and threats.

The conference paper ‘Management Information Systems and Information Needs of Managers in the Frame of Managerial Decision Making’ further discourses that a MIS has certain key characteristics to help make informed decisions
· Timely and up to date.	Information is arranged in a way that only relevant information is visible. This could be an update note, which will be handled similar to a diary entry in date order (newest first).
· Correct and accurate information.	Out of date information is not displayed. This could include an address change. The old address is no longer in use and hence not relevant.
· Concise.	Information is limited to what is necessary.
· Relevant.	Some data is not relevant and as such is not stored on a MIS.
· Complete.	The information is complete and not partially finished.
(Nedelko and Zlatko, 2009)

[bookmark: _Toc119264291]3.3	What benefits will a Management and Information System give Primary Welfare Support in terms of …

[bookmark: _Toc119264292]3.3.1	… governance and assurance?
The use of JANIS (Joint Army and Navy Information System) will allow a consistent approach on how data is collected across the board for primary level welfare within the Army. All unit welfare offices will be enabled to produce standardised reports which can then in turn be used to measure how successful the delivery of welfare support is or if a unit is delivering below par. Trends can be detected by comparing different units with an array of indicators such as timeliness of response to cases, number of cases requesting support or how many cases have been referred to secondary/ specialist level welfare (Welfare Project Recommendations, undisclosed document). Standardising the approach on how data of cases is collected further assures that all welfare units provide the same quality service and have access to the same resource.

[bookmark: _Toc119264293]3.3.2	… data protection?
With the use of a standardised Management Information System (MIS), all data collected will be input onto the system instead of locally stored on computer desktops or email inboxes. This will reduce the risk of over or under sharing information with relevant third parties such as the Chain of Command (CoC) or Army Welfare Services (AWS) as secondary level welfare support/ specialist support. It further will provide a trail of what work has been done on an individual case, what discussions have been held and what support has already been offered to the person requesting support. This will ensure that the serving personnel or their dependant does not have a feeling of frequently starting from the beginning again with their welfare issue (Welfare Project Recommendations, undisclosed document).

JANIS complies with the legislation of the Data Protection Act (2018) (Government website, undated) and access to information held on an individual case is restricted by different levels of user-access.

[bookmark: _Toc119264294]3.3.3	… data retention and access?
JANIS (Joint Army and Navy Information System) will provide the ability to swiftly access and update information on individual cases as needed. The system will provide necessary access-levels for different stakeholders involved in the support of the individual requesting support, which will have varying depth of information visible. This means a UWO (Unit Welfare Officer) or secondary level welfare support case worker will be able to retrieve the full information held and other relevant parties, such as the CoC (Chain of Command) will be able to view as much information as they require to support the individual effectively in day-to-day undertakings. This is especially important in, for example, mental health concerns, where a soldier may require additional support through their Chain of Command, but they do not require to know why there is a mental health concern (Welfare Project Recommendations, undisclosed document). 

[bookmark: _Toc119264295]3.3.4	… efficiency and effectivity of case work?
The Management Information System (MIS) will provide the opportunity to ensure cases are seen to or referred to secondary welfare support in a timely manner and not lost in a case workers email inbox. It will increase efficiency further, as even in the event of a case worker being off work (sickness, annual leave, maternity/ paternity leave etcetera), the workload can be picked up by a colleague without delays.































[bookmark: _Toc119264296]4.	Analysis

[bookmark: _Toc119264297]4.1	How does Army Welfare Support compare to other industries in the private and public sector?

To compare the diverse support Army Welfare offers, the student has made the decision to compare firstly with a Fortune 500 company from the private sector, secondly, with a different public sector organisation and finally, make a comparison between the British Army Welfare Service and that of another countries Armed Forces Welfare Support.

The employee welfare success indicators are derived from ‘The Business Case for Employee Health and Wellbeing – A report prepared for Investors in People’ (Bevan, 2010).

[bookmark: _Toc119264298]4.1.1	Comparison of Welfare Support for employees between British Army and Amazon UK
Amazon UK has made the headlines on several occasions for being a workplace harbouring practices and conditions which ‘could cause mental and physical illness’ (BBC, 2013). Strict targets, audible sounds to alert of failure to hit the target and pressure of disciplinary action, as described by the BBC’s Panorama (YouTube via GMB Union website, 2013), are some of the concerns raised by employees. Amazon advised in a statement that ‘employees’ safety and wellbeing is their number one priority’ (Amazon website, 2013), however the student’s investigation into the actual benefits offered by Amazon to support employee wellbeing were widely unsuccessful. On Amazon’s website (undated), it is described that full-time employees receive private medical insurance and time off (paid and unpaid) for holidays, appointments, and mental and physical health concerns. Further, an article by the BBC, described Amazon was trying to counter stress in employees through ‘AmaZen – Wellness Chambers’, a booth playing relaxing videos of guided meditations, positive affirmations, and calming sounds. The BBC further reported these booths were ridiculed and quickly labelled as ‘crying booths’, ‘dystopian work practices’ and ‘coffins’ (BBC, 2021).

Amazon’s offer of annual leave is a requirement by law (Government website, undated), rather than a ‘benefit’ exclusively to Amazon. Compared to the Army, whose service personnel are entitled to thirty-eight days of holiday (Army website, undated), higher than the mandatory twenty-eight days any full-time employee in the United Kingdom is lawfully entitled to. It further becomes apparent that, whilst the Army must change and adapt to new challenges it faces to adequately support their people, the current welfare system is highly advanced compared to Amazon as a private company. 

Using the report for Investors in People (Bevan, 2010) as a benchmark, it can be noticed that whilst the productivity seems high, employee happiness is low. The student suggests that the pressure put on employees contributes to the high productivity but raises concerns that the long-term effect for staff is detrimental. Comparing this to the British Army, high pressure without adequate welfare support may lead to an Army incapacitated by low morale. A current example of effects of low morale in a war-fighting organisation is the Russian Army in their illegal war against Ukraine (Dunlop, 2022).

Finally, it is to be noted that as a private company, Amazon does not appear to offer any direct support to family members of employees, something the Army does offer.

[bookmark: _Toc119264299]4.1.2	Comparison of Welfare Support for employees between British Army and NHS England
When investigating the welfare structure of the NHS England, the student recognised an immediate similarity between the two organisations – tangible welfare support information is difficult to find, unless one either knows exactly what kind of help they require (which is less likely in complex situations) or is very familiar with the system.

NHS England has a selection of different tool kits for ‘self-checks’, but also offers staff UK-wide forty ‘Mental Health and Wellbeing hubs’ to receive access to assessments and support when needed (NHS website, undated). According to the website, this service is entirely provided by a third-party provider and separate from the organisation. In comparison to the Army, a similar approach seems to be undertaken, however the Army strives to provide each unit with a welfare office.

Whilst the NHS England seems focussed on tool kits and reading materials to help their employees, the Army appears much more people centred with their direct access to welfare offices within each unit. 

Using the report for Investors in People (Bevan, 2010) as a benchmark, the NHS does appear to put effort into employee wellbeing, however an article in ‘Nursing Times’ suggests that there has been a ‘staggering rise of mental health issues since Covid-19’, with one of the reasons being the severe pressure staff is being put under by their employer (De Castella, 2021), in direct comparison, the UK armed forces personnel (Tri-Service) saw a decrease in mental health related issues from the previous year (MoD, 2021). 

[bookmark: _Toc119264300]4.1.3	Comparison of Welfare Support for employees between British Army and US Armed Forces
The students third comparison is between the British Armed Forces and the US Armed Forces, to create a balanced or like for like verdict. As both organisations are classed as war fighting organisations, it would be expected that there a much more commonalities than with private organisations or non-war fighting organisations within the public sector.

When investigating the US Armed Forces welfare website (Army MWR website, undated), the student identified that both organisations offer a similar support network to serving personnel and their dependants.

The support offered by the US Army includes the following
· Army Community Services (ACS)
· Child and Youth Services (CYS)
· Finance
· Home Based Business (HBB)
· Civilian Employment Assignment Tool (CEAT)
· Soldier and Family Assistance Centre (SFAC)
· National Suicide Crisis Lines
· Auto
· Food
· Health and Fitness
Each category further comes with sub-categories, covering a wide range of issues and concerns serving personnel and/ or their families may face throughout employment.

This depth of welfare support seems, compared to the British Army, very advanced and gives the appearance that soldiers and their families are well looked after.

Using the report for Investors in People (Bevan, 2010) as a benchmark, the US Army has seen a slight decrease of physical and mental health-related problems from the previous year (APHC, 2022), whilst the British Army has seen a slight increase (it is to be noted, that the statistics of the British Army include near-miss incidents, whilst the US Army does not) (MoD, 2022).

The student will note that the US Army has much greater numbers of soldiers and their families than the British Army, with 481,254 active soldiers only (Statista Research Department, 2022) compared to 124,000 personnel (active, reserve, and civilian) (Army website, undated).

[bookmark: _Toc119264301]4.2	What are the risks involved of changing the current work process?

The student believes it to be imperative to investigate the risks associated to continuing the Army welfare support without making any changes. In the Oxford Handbook of Sociology, Social Theory and Organization Studies -Contemporary Currents’ the authors speak of risk being associated with ‘danger and harm but also with opportunity’ (Adler et al, 2014), a statement, the student agrees with because without conducting an analysis of perceived, potential, and actual risks, chances of failure increase. This is further supported by the author of ‘Risk Analysis – Foundations, Models and Methods’, who explains that acknowledging risks and mitigating them will increase the success chances of projects (Cox, 2002). 

Using the traditional HS&E (Health, Safety and Environmental) risk analysis (Cox, 2002), the student has found the following risks if primary level welfare continued without changing the work process to include a MIS (Management Information System)
· Reputational Damage.	As the recommendation to include a Management Information System has been made in several welfare reviews, no changes could lead to reputational damage within the organisation but also outside of the organisation.
· Failure to support cases in a timely manner.	Without a MIS, cases can be overlooked or misplaced and service personnel or their dependants may have to start the process again of seeking support. If a case worker is off work, it is difficult for a different member of staff to pick up the case, as they may not have access to the information. It further could lead to delays in referral to secondary/ specialist welfare support.
· Information not shared appropriately.	Without a Management Information System, data collected relies on the case worker to forward it on to relevant third parties. This could lead to third parties, such as the CoC (Chain of Command) receiving more information than they require or should have access to or not enough to give appropriate support.
· Governance and assurance adversely impacted.	Without a standardised MIS, reporting in individual welfare units will widely differ. For example, the referral of a case from primary welfare support to specialist help for the same case scenario could differ, due to the subjectivity and discretion of the case worker. This would result in some units seemingly being inundated with cases, whilst others are not and further would falsify reports to effectively compare case statistics between units but also make it impossible to capture a picture of welfare as a whole within the Army.

Identifying these risks is important to understand the impact no change would have and gives indication of whether a risk is deemed as acceptable or unacceptable, meaning should the risk occur, will it disrupt the process or can the risk be easily mitigated.

Whilst making no changes to the current Welfare support, may seem an attractive solution as no cost is involved and because it would not stop the individual Army Welfare Units from conduction their business, it would carry the above risks with it and not create betterment or progress on how business is done. Failing to create change and responding to advancements of the internal and external environment can cause great damage to the organisation which is supported by the ADKAR-model which explains the connection between
· Awareness.	The need for change is acknowledged.
· Desire.		Supporting and participating in the change required.
· Knowledge.	How to change and what requires changing
· Ability.		Able to introduce the skills and behaviours required to change.
· Reinforcement.	To be able to sustain the change.
Whilst the need for change has been determined and acknowledged through the Army Inspectorate Report 2019, this does not confirm the other steps are taken to make the change happen. If the ADKAR-model is not followed through, the result will be carrying the risks involved with ‘doing nothing’ forward.













[bookmark: _Toc119264302]5.	Conclusions
The student concludes that it is difficult to compare the British Army with any other organisation in a sense of ‘like-for-like’ due to the unique nature of the organisation. The student understands that as a war-fighting organisation, the British Army will offer their personnel more support than a private company like Amazon, to ensure their staff is able to cope with the exceptional challenges Service personnel face daily. In respect to the NHS, the student was somewhat surprised that the welfare support seemed marginal in relation to that of the British Army since the NHS as an organisation is dedicated solely to the health of the nation’s citizens. Finally, the student did expect the range of welfare support offered by the US Armed Forces to their Service personnel and would suggest that both British Army and US Army have a very similar structure and only deviate in terms of overall size/ personnel employed and government funding.

The student further resolves that a MIS, in this case JANIS, has a range of benefits which can contribute to the betterment of Primary Welfare Support within the Army and make a significant impact on ‘how’ help is provided to Service Personnel and their dependants. Having the ability to learn lessons, recognise trends or concerns but also acknowledge improvements will provide an opportunity to further improve the overall welfare support where needed and enhance the structured approach of welfare services offered. The student further acknowledges that a MIS will support the Unit Welfare Teams, in terms of reducing pressure and having a standardised method of working across the Army.

For the purpose of offering three potential Courses of Action, which each highlight different scenarios and outcomes, the student has come to the decision to offer the Army Executive Committee (ExCo) the option to ‘Do Nothing’, albeit, as per her previous research the risks are exponentially greater than making a change and implementing a Management Information System (MIS).




















[bookmark: _Toc119264303]6.	Recommendations

[bookmark: _Toc119264304]6.1	Development of Course of Action (CoA)
Based on the previous research, the student is now able to develop the different CoA (Course of action) to present to the Army Executive Committee (ExCo) for a decision as to which option they would like to take forward. 

She has divided the key focus points into four categories: 
· Personnel
· Training
· Resource
· Risk

Please also see PowerPoint Presentation included in the separate reference documents.

[bookmark: _Toc119264305]6.1.1	CoA 1 ‘Implement JANIS pan army without pilot, with fully live MIS’
Option One seeks to deliver the MIS JANIS, without a pilot to test the suitability, across all welfare units within the United Kingdom at the same time.

Personnel.	There would not be any changes to the set up of the current Unit Welfare Teams (UWT).

Training.	The training course for the Unit Welfare Officer (UWO) would require changes to include instructions on how to use JANIS appropriately. Further, a user guide would have to be created before the system goes live. Scoping and a Training-Needs Analysis (TNA) are required for this course of action.
		
Resource.	There would be no changes to military personnel. Regarding civilian personnel, for the Army Welfare Services (AWS) to effectively coordinate and conduct governance and assurance, a civil servant uplift of nine C2/SEO grade employees (Senior Executive Officers) would be required to cover all Regional Points of Command (RPoC). This would cost a total of £297k per annum, based on the average salary of £33k per annum salary for one SEO civil servant.

Risks.		If the MIS is rolled out across the whole Army at the same time, there is a high chance of chaos, which could be in form of the system breaking down due to everyone trying to log on at the same time or the delivery team being overwhelmed with questions and problems from users. With the change happening very abruptly and without prior testing, any problems and setbacks are likely to affect the morale of the unit welfare staff, making them more likely to be resistant to the change. It is further difficult to capture feedback to use for improvements of the system, as the system will be live and any changes would take the MIS offline, impacting the workflow. Finally, although implementing JANIS without a pilot, would reflect success in the timeliness of delivery of this project, it may mean quality is impacted. If the quality is impacted, there is a risk of reputational damage and the argument that ‘betterment’ of welfare support should be the priority.

[bookmark: _Toc119264306]6.1.2	CoA 2 ‘Implement JANIS Pilot, with a training version of JANIS for a 6-month period, with a 3-6 month period of Data collection and build up to full Role out pan Army to follow’
Option Two seeks to deliver a pilot of the MIS JANIS to test suitability prior to a full rollout across all welfare units.

Personnel.	There would not be any changes to the set up of the current Unit Welfare Teams (UWT).

Training.	The training course for the Unit Welfare Officer (UWO) would require changes to include instructions on how to use JANIS appropriately. Further, a user guide would have to be created during the test period to ensure a fully working document is available for the pan Army rollout. Scoping and a Training-Needs Analysis (TNA) are required for this course of action.

Resource.	There would be no changes to military personnel. Regarding civilian personnel, During the pilot, Army Welfare Services (AWS) would require one additional civil servant to coordinate. This would be at a cost of £33k per annum, based on the average salary of a C2/SEO grade (Senior Executive Officer). After the pilot is finished, a further eight civil servants would be required for a pan Army rollout. This would total a cost of £297k per annum.

Risks.		There are concerns that the Unit Welfare Officers (UWO) would double up on work because JANIS will not be connected to a live environment during the pilot-phase. This may add pressure to the team, as two ways of working would be used simultaneously. A further concern is, if one additional Civil Servant to coordinate and conduct governance and assurance is sufficient for the pilot and collection of data required to make an informed decision on the suitability of JANIS at primary level welfare.


[bookmark: _Toc119264307]6.1.3	CoA 3 ‘Do nothing’
Option Three is the suggestion to ‘do nothing’. This means that no Management Information System would be introduced to Primary Welfare and the current ways of working are continued without any changes.

Personnel.	There would not be any changes to the set up of the current UWT (Unit Welfare Teams).

Training.	There would be no changes to the training as it is currently delivered.

Resource.	There would be no changes to military personnel or civilian members of staff. No additional costs would occur.

Risks.		As the Army Inspectorate Report (2019) has highlighted a range of shortcomings within the area of welfare support, ‘doing nothing’ is likely to result in reputational damage inside and outside the organisation, as the support remains unchanged. There is a chance of data protection breaches, as no Management Information System is used and the potential to fail in supporting serving personnel and their families efficiently and effectively remains unchanged. 

[bookmark: _Toc119264308]6.2	Final Thoughts and Next Steps

The student recommends Course of Action (CoA) Two as most viable option. This is due to the possibility to trial the implementation of the MIS prior to rolling it out pan Army. It gives an opportunity to test the system for suitability and make any amendments during the six-month testing period, allowing minimal disruption to workflow and assurance that cases are still dealt with with care and diligence. The investment is minimal (£33k for an additional civil servant to coordinate the pilot) compared to the option of adapting a Management Information System without a pilot-phase and will provide necessary data to measure successful betterment of the current system.

The student’s suggestion to choose Course of Action (CoA) Two is backed by the article ‘How To Have Greater Success With Your Pilot Projects’ in Forbes Online (Khilstrom, 2022). The article states that big changes to people, process and technology within an organisation can be difficult and by breaking down the change by running a pilot or trial, it increases success chances and further gives opportunity to make relevant improvements if required before altering a way of working for the entire organisation. Three key themes are mentioned when piloting any change
· The Scope should be limited but meaningful.	Within this pilot project, the scope revolves around changing from having no separate system to store case information, to implementing the Management Information System JANIS into Army Primary Welfare Support. 
· Remembering the Pilot Team.	This is particularly important in terms of gathering, evaluating and appropriately using feedback information to create a cycle of reflection (referencing Schön’s Reflective Cycle, Hull University, 2022). Within the pilot project, this will be exhibited through regular feedback sessions with the participating Unit Welfare Teams, monthly Working Group meetings with all major stakeholders and continuous improvements to issues and concerns that arise throughout the lifecycle of the pilot.
· Plan for Success (and next Steps).	Once all relevant data throughout the project has been gathered and examined, the final decision can be made as to whether the project is viable to be implemented across the British Army and how and when this should happen. In case of this Welfare Project, the suggestion would be that after a successful pilot, a staggered implementation pan-Army should occur. Should the pilot raise serious concerns however, then it may be postponed, and further investigation would be required.

Finally, choosing Course of Action (CoA) Two, will give an opportunity to pilot the change on a small group of units, without impacting or disrupting the welfare support currently offered to Serving personnel and their dependants. It will shine light on any concerns and offer insight into how viable this change would be if rolled out nationally across the British Army.
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