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[bookmark: _Toc513179677]1 – Executive Summary
Over the last five years, the Army has reduced in manpower by over 17,000 trained soldiers and is currently more than 4,000 soldiers below the target strength of the Army for the year 2020. The current shrinking of the Army cannot be allowed to continue.
This report looks at the circumstances that lead to this situation and considers problem-solving techniques that will be applied to the problem. The report is structured around one of these techniques, the British Army Decentralised Decision-Making Model, starting with an analysis of the causes of the problem through the use of a causal tree diagram. It goes on to evaluate possible solutions to the problems identified and considers their suitability. Having landed upon the most useful solutions the course of action to be taken is considered and the need for future reviews of the outcome is decided upon.
Identified as particular problems are the ageing UK populations, the impact of government cost-cutting and the lack of exposure to the military among the youth of today. Also noted as problems are the attitude of the Home Office to applicants from Commonwealth countries and the propensity of trained soldiers to leave in search of greener pastures in the private sector.
The solutions decided upon as most cost-effective are:
· Increase support for new Cadet units to promote the military to young people and maintain the military’s position in the public consciousness. 
· Relax restrictions upon Commonwealth applicants to encourage them to travel to the UK and join our Armed Forces.

[bookmark: _Toc513179678]2 – Introduction
[bookmark: _Toc513179679]2.1 – Report Remit
Over the last few years, there has been a decline in the trained manpower (also called strength in this context) of the British Army and the wider category of British armed service personnel. The goal of this report is to analyse the problems within the British Army, their recruitment structure and advertising. The history of the problem will be examined. Methods and techniques that can be used to analyse the problem will be considered and applied. Having considered the root causes of the problem, potential solutions will be evaluated and the implementation of the most suitable of the solutions will be discussed.
[bookmark: _Toc513179680]2.2 – Background of the Problem
“A combination of factors has made recruiting into the Armed Forces increasingly difficult in recent years. This includes economic and demographic factors as well as other changes which, when taken together, have created something of a “perfect storm” for recruiters.” 
– (Francois, 2017, p. 11)
With near record employment levels, an ageing population and more young people staying in full-time education for longer than ever before; the Armed Forces are slowly losing ground when it comes to recruitment and required personnel levels (referred to as “liability”). Mark Francois MP, former Armed Forces Minister published a report last year about the difficulties and challenges facing Armed Forces recruiters in the current working environment. While the report identifies many of the potential problems the Armed Forces face in meeting their liability, the report was compiled over 2016 and the start of 2017. Since then there have been further problems encountered such as the utter failure of the new Recruitment Partnership Project (RPP), a new computer system to manage applications to the Armed Forces that has taken five years to complete and cost the tax-payer £1.3bn and yet the system still has many faults, some severe enough to require the staff at the Royal Military Academy Sandhurst to manually send thousands of documents to move applicants along with the process and delaying an intake of recruits at Sandhurst (Corfield, 2017a). [bookmark: _Toc513175077]Figure 1 - Armed Forces Manning Deficit
(Francois, 2017, p. 13)

As shown in figure 1, while the manning deficit is increasing, the deficit experienced by the Army seems to be increasing at a faster rate than the other Armed Forces, particularly the Royal Air Force who seem to have been making progress in the reduction of their deficit. The situation is becoming more serious for the Army as time goes on with the example of the Combat Infantryman’s Course in the Infantry Training Centre Catterick, where only 14 of the 96 spaces available were filled on one of the intakes in 2017 (Grimes, 2017; Glaze, 2017). The most recent government statistics show that the overall Armed Forces manning deficit is now at 5.7% and this is despite some surreptitious goalpost moving from the Ministry of Defence (MoD). Army initial training is carried out in two stages, called Phase 1 and Phase 2; Phase 1 is the basic soldiering all members of the Army are taught while Phase 2 is where trade specific training is carried out (Foundation Combat Engineering, Artillery Gunnery, etc.). Prior to January 2017, only those who had finished basic training were counted towards the Army liability. Post-January 2017, anyone who has completed Phase 1 is now considered a trained soldier and thus counted in the official statistics. Despite this figure 1 shows that the manning levels continued to decline between December 2016 and May 2017 (Ministry of Defence, 2018a). 
With the Army required by the Strategic Defence and Security Review 2015 (SDSR) to have a full time strength of 82,000 people; the actual manpower of the Army has decreased sharply from 94,611 at the start of 2013 to 77,467 at the start of 2018, a fall of 18.1% over just 5 years (Ministry of Defence, 2015a; Ministry of Defence, 2018b). This serves to throw into stark relief the very pressing issues the Army faces, and this report seeks to solve.
[bookmark: _Toc513179681]2.3 – Problem Solving Techniques
The ability to plan and solve problems are the defining characteristics of human sapience and perhaps the key element that raises us above the other sentient creatures of this world we, so imaginatively, call Earth (Haidle, 2010). The tool use of the primaeval people in southern Africa is perhaps the earliest extant example of the thought through solving of problems, demonstrating the need put aside an immediate problem in order to think of abstract solutions (Lombard & Haidle, 2012).  Over time the methods people use to solve the problems they encounter have developed and become codified into set frameworks for people to follow to solve their problems. While sticking to a strict framework can be an effective means to assess a problem it can lead to a certain degree of tunnel vision. No one framework can be considered a perfect method to solve a problem but by the sheer fact that they are a strict structure means that people are likely to follow the method dogmatically and not be aware of other potential solutions that may present themselves.
[image: ]While many problem-solving models exist, this report will focus on a small number of methods. John Adair (2002) suggests a three-stage model of first analysing the problem, then synthesising solutions and finally valuing those solutions to select the most useful. This model has been taken by the British Army and developed into their own version for decentralised decision making (see figure 2), turning Adair’s linear process into a circular process that continuously assesses the situation to ensure the best course of action (shortened in the diagram to COA). This process avoids the common pitfall of many problem-solving techniques of presuming to find the best solution and then clinging tightly to that solution as the one correct solution.[bookmark: _Toc513175078]Figure 2 - British Army Decentralised Decision-Making Model
 (The Open University, 2005, p. 59)

[image: ]In 1976, Kaoru Ishikawa described his eponymous problem-solving method, though he referred to them as Cause and Effect diagrams (See figure 3). Though originally intended to be used purely as part of the quality control process in the factories of Japan, it has since been found to be applicable to a range of fields and been enshrined as one of the “Magnificent Seven” tools of statistical process control (Montgomery, 2009, p. 180). While it is a supremely effective tool in the areas of product development and the quality control of production processes, the author feels that it requires a far too in-depth analysis for the current problem and that the degree of detail required for a complete Ishikawa diagram would be excessive.[bookmark: _Toc513175079]Figure 3 - A basic example of a cause and effect diagram.
(Ishikawa, 1976, p. 35)

Another popular problem-solving technique is the “5 Whys” method (Conger, 2011; Connelly, 2012). This has a problem rather opposite to the previously discussed Ishikawa method, as though the “5 Whys” is intended to lead the user to discover potentially unintuitive solutions to their problem; the process ends up with a laser focus on a single issue and fails to account for the wider picture. Very seldom do problems follow a single neat causal path back to one root cause. An apt example of this is given by Card (2017; see figure 4) whose example demonstrates that individual problems can have many causes and following a single thread will not tell you the complete picture. To fully examine the problem many more factors should be considered in a causal tree (See appendix i).
It is important to apply these problem-solving methods in their proper place. Ishikawa diagrams and causal trees can be likened to the commonly used process of brainstorming. They are helpful to fully understand the cause of a problem and to examine it from all angles. It is once the problematic components of a system have been identified that models such as Adair’s three-stage model and the British Army model can be applied to the issues identified to focus in on the most suitable solutions to the problems identified.Incident: Wrong patient medication error
1. Why? Wristband not checked.
2. Why? Wristband missing.
3. Why? Wristband printer on the unit was broken.
4. Why? Label jam.
5. Why? Poor product design.
Incident: Wrong patient medication error
1. Why? Wristband missing. 
2. Why? Wristband printer on the unit was broken. 
3. Why? Healthcare system purchased an unreliable printer. 
4. Why? Poor process for evaluating and purchasing ‘nonclinical’ equipment. 
5. Why? Equipment deemed ‘non-clinical’ is not seen as safety-critical.
[bookmark: _Toc513175080]Figure 4 – 5 Whys Examples (Card, 2017, p. 672)

This report uses the British Army Decision Making Model as a framework for the main body of the report, applying each of the stages in turn over the following pages. As stage 1 of the process, “mission analysis and subsequent review”, a causal tree diagram is used to carry out the initial analysis of the problems faced and once these causes are identified a more detailed review process is applied. Following this, the factors are evaluated, and solutions developed. These solutions are considered for feasibility and potential cost and the final conclusions are presented at the end of the report.

[bookmark: _Toc513179682]3 – Analysis of the Problem
For the purposes of this examination of staffing shortage experienced by the Army, first, a causal tree analysis was carried out to identify any recurring problems.
[bookmark: _Toc513179683][image: ]3.1 – The Causal Tree[bookmark: _Toc513175081]Figure 5 - Causal Tree, part 1



[image: ][bookmark: _Toc513175082]Figure 6 - Causal Tree, part 2

[bookmark: _Toc513179684]3.2 – Analysis of Root Causes
Considering the causal tree above it can be observed that a large component of the concatenation of circumstances that the Army is facing can be traced back to pressure from government departments outside of the MoD. 
A considerable part of the problem is that the Army is haemorrhaging trained soldiers. They are leaving for more attractive work propositions with private companies, whether this is because of the potential for them to draw a higher wage than they would receive in the Army or if they were in some way dissatisfied with Army life. A useful tool in examining this problem is the Armed Forces Continuous Attitude Survey (AFCAS), a survey of the morale of the Armed Forces carried out annually by the MoD. It is from the records of this survey we can see that in 2015 25% of the Armed Forces stated that they planned to “leave before the end of their current engagement or commission, or as soon as they can, or have put in notice to leave” (Ministry of Defence, 2015b, p. 18). The most recently released AFCAS shows that some of the factors causing dissatisfaction include the quality of the catering from civilian contractors (only 30% satisfied), satisfaction with the quality of maintenance and repair work of accommodation and response to requests for maintenance/repair have both fallen 5 percentage points to 30% and 28% respectively (Ministry of Defence, 2017). It is worth noting here that all repair and maintenance of UK military accommodation is carried out by the contractors CarillionAmey (Housing Prime) Ltd (Defence Infrastructure Organisation, 2014).
One of the major problems identified is the lack of interest in careers in the Armed Forces amongst the youth of today. To a degree this can be explained by the rising proportion of young people choosing to continue to higher education, with the number people under the age of 25 choosing to enrol in university rising year-on-year from 1,498,375 in the 2012/2013 academic year to 1,587,410 in 2016/2017, a 6% rise (Higher Education Statistics Agency, 2018). Combine this with an aging population that has seen the median age rise from 34 and a lower quartile age of 16 in 1974 to a median age of 40 and a lower quartile age of 21 in 2014 (Office for National Statistics, 2016) and estimates that by 2041 there will be as many people aged 15 to 25 as there will be those aged 65 to 75 (Office for National Statistics, 2017; see appendix ii). With the MoD closing 91 Army sites in 2016 in an effort to make the Army more “streamlined” amid cuts called by the then Deputy First Minister of Scotland “brutal” and “deeply distressing” the presence of the Army in local communities has been greatly reduced.  Combine this with the end of the deployment to Afghanistan and the end to active land warfare operations meaning that there has been a significant reduction in the coverage of the Armed Forces in the national news media. This has left many towns with the only military presence being a local cadet unit.
Recruits from the Commonwealth countries have also dropped since the introduction of UK residency rules to those of Commonwealth nationalities who seek to join the British Army. Prior to the 11th of July 2013, the usual 5 years living in Britain requirement for permanent residency status was waived for Commonwealth residents joining the British military (Ministry of Defence, 2013; GOV.UK, 2018). This was a very powerful incentive that drew large numbers of applicants to the military from the less well-off Commonwealth countries.
In a bid to reduce costs the MoD joined with Capita to create the Recruitment Partnering Project in 2012, with the new system going into effect in 2013 (Capita, 2012). This process meant that Armed Forces Careers Offices (AFCOs) were no longer staffed by serving members of the Armed Forces but are not instead filled with civilian contractors who have never spent any time in any of the Armed Forces (Corfield, 2017b). This presents a problem not only when it comes to them explaining life in the military to new applicants but confusion can arise when it comes to more simple matters around job roles and the cap badge they wish to join (cap badge is a broad term used to refer to the regiment, unit, corps or squadron a soldier belongs to), such as whether the applicant is seeking to join REME or the Royal Engineers, very different jobs with a superficially similar name. (REME – Royal Electrical and Mechanical Engineers, the mechanics of the Army. Rather different from the Royal Engineers who are responsible such things as battlefield demolitions, bridge building, water purification and base construction.) The success or otherwise of Capita can be judged for oneself from the data presented in figure 7.[bookmark: _Toc513175083]Figure 7 - The Impact of Capita (Francois, 2017, p. 26)

Not content with the sterling quality of their recruitment campaign, Capita forged ahead with their Defence Recruiting System (DRS) project which has reportedly lead to the average application taking 300 days to process at the cost to the taxpayer of £1.3 billion (Crisp, 2018). With reports of whole applications vanishing down an IT blackhole and in some cases causing Capita staff to have to phone applicants to fill in missing information from their application (Parker, 2018).



[bookmark: _Toc513179685]4 – Evaluating Possible Solutions
The somewhat glib solution to the majority of the identified problems is to relax the pressure on the MoD to make cuts and savings and allow them time to adjust to the current conditions without the continued pressure to make further cuts. Unfortunately, this seems unlikely to happen when the Armed Forces are seen as something of a soft target when it comes to budget cuts until the time comes when they are called upon to act they will likely continue to be squeezed for all they’re worth by the Exchequer.
To reduce the loss of trained and experienced soldiers more incentives could be offered to encourage them to remain in service. Currently, reserve soldiers receive a tax-free annual bounty for meeting training standards every year that rises with each consecutive year that the standards are met. A possibility is offering something similar to regular soldiers upon completion of their minimum term of service of 4 years they could be offered the possibility to sign up for another 4 years with a tax-free bonus at the end of those 4 years with the same offer made at the end of each period of service all the way up to the compulsory retirement age of 60.
Regarding the lack of knowledge of the Armed Forces as a potential career path, there are several routes that can be taken. More Army Cadet Force (ACF) units could be formed, either attached to local secondary schools in a single ACF unit with association with the surrounding secondary schools. The benefits of membership of one of the cadet forces are many, for both the members of the cadet force and the local community (Bertram, et al., 2018). Young people who are members of cadet forces reported that the cadets had greatly improved their leadership and planning abilities, taught them to respect authority and made them want to do well in life. Surveys of the cadet forces have found that in comparison to the general youth population, those with cadet experience are more likely to be active in their local communities with over 90% of cadets saying, “they would intervene to help control threatening behaviour or violence on their local streets or provide help for neighbours.” (Moon, et al., 2010, p. 27) Compared to 75% of youths amongst the general population.
[image: ]The most recent Army recruitment advertisements have been criticised by some for the way that they focus on specific aspects of military life while neglecting the more traditional military advertising route of a more bombastic style. Unfavourable comparisons have been drawn between the 2018 Army “This is belonging” campaign (Karmarama, 2018) containing such videos as “Can I practise my faith in the Army?” and the Royal Marines Commando advertisement “They come from the sea” (WCRS, 2014) which watches more like a psychological horror than a recruitment ad for the most part. While there is merit in seeking out new demographics to recruit from, it should not be at the expense of the current target audience.[bookmark: _Toc513175084]Figure 8 - Can I practise my faith in the Army? (Karmarama, 2018)

One solution that could at a stroke solve two of the identified problems is to reinstate the residency waiver and limited intake of Commonwealth applicants. This [image: ]would encourage these applicants to start applying in their previous high numbers which also benefits the UK in that though the population of the UK is ageing, the population of many Commonwealth countries is far younger than the UK’s (see appendices iii, iv & v).[bookmark: _Toc513175085]Figure 9 - They come from the sea. (WCRS, 2014)

The common denominator amongst the failings of the recruitment system seems to be Capita itself, a potential solution to many of the problems experienced could be to move away from Capita and renationalise the AFCOs. This may not only reduce the occurrences of Capita’s usual brand of incompetence but putting veteran members of the Armed Forces back into the careers offices can only improve the experience for any applicants using them.



[bookmark: _Toc513179686]5 – Consideration of the Course of Action to Take
[bookmark: _Toc513179687]5.1 – Improve the Cadet Forces
The single most impactful solution to the problem the Army faces would be to rekindle the interest of the youth, who seem to have become rather disinterested in the Armed Forces these days. Cadet Forces in more schools around the country can only be of benefit to the students, without considering the interest it will drum up in young people. With cadets providing all the activities of the civilian youth clubs such as scouts along with additional activities such as military exercises, annual camps on military establishments and, depending on the unit they are associated with, the potential to ride in tanks or learning to pilot a glider solo.
While there would be some start-up costs, cadet units are primarily volunteer-run organisations which once established tend to be self-sufficient. With older, higher ranked cadets teaching the younger cadets and when they age out of cadets many joining on as adult staff, the most difficult period for a cadet unit is the foundation. As such the value of cadet units cannot be overstated when compared to the minimal costs of running them.
[bookmark: _Toc513179688]5.2 – Welcome the Commonwealth Applicants
Though it may not be a popular choice with the current government and their “Hostile Environment” stance on immigration (Hill, 2017) the relaxing on limits on Commonwealth applicants would ensure the Army had a steady supply of suitable applicants willing to work hard for the opportunity to earn themselves a better life through service to the British crown. The draw of a job in the British military is such that should the current downward trend for UK recruits continue the military should have no trouble meeting their required numbers with commonwealth troops.
Though politically unpopular the actual monetary costs of relaxing the restrictions would be minimal barring perhaps slightly increased administrative staffing costs for the Home Office. The onus to travel to the UK in order to apply remains on the Commonwealth recruits so no additional travel costs would be incurred.

[bookmark: _Toc513179689]6 – Future Review of the Results
Once the above recommendations have been put in place reviews will be carried out as part of the next SDSR, due to be carried out in 2020. A telling indicator of the success or failure of these measures would be whether the  Army meets it’s 2020 liability of 82,000 regular soldiers, which if current trends continue they will miss quite significantly.
[bookmark: _GoBack]Should the manpower levels of the Army continue to be a problem further consideration can be given to the other identified problems that this report perceived as of lower priority or of less value for the expenditure required to solve them. A further root cause analysis could be carried out to assess any changes in the political landscape and the willingness of the government of the time to invest in the Armed Forces.
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Appendix i: Full causal tree of the medication mistake. (Card, 2017, p. 673)
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Appendix ii: Age structure of the UK population, mid-2016 and mid-2041 (Office for National Statistics, 2017)
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[image: ]Appendix iii: Population distribution of the Commonwealth country of Fiji in 2016. (PopulationPyramid.net, 2018)



Appendix iv: Population distribution of the Commonwealth country of Tonga in 2016. (PopulationPyramid.net, 2018)
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[image: ]Appendix v: Population distribution of the Commonwealth country of Guyana in 2016. (PopulationPyramid.net, 2018)
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