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Executive Summary

The purpose of this report is to appraise a crucial military transhipment point and explore potential re-engineering of the processes involved when moving military personnel and equipment to and from the UK.  This report will detail the current organisational control structures involved in the Joint Air Mounting Centre (JAMC), the potential re-engineering for an alternative transhipment point in the north of the UK and the cost implications of developing an organisational change within the military.

Introduction

As stated by Ozcelik ‘Business process re-engineering (BPR) is defined as a radical redesign of processes in order to gain significant improvements in cost, quality and service’.  As an ever evolving force, the British military is continuously seeking new revolutionary re-engineering processes in order to better efficiently operate as a defence force.  This report will look at a transhipment point for air travel, the processes involved, the service it provides, the performance of the current measure and the implementation of an alternative location elsewhere in the UK.

The JAMC is a logistical location in Gloucester for the British military, and allows for the preparation of large amounts of airfreight and passengers to be processed prior to onward travel to RAF Brize Norton.  The JAMC has been a fundamental part of the deployment process for over 25 years, however this process has not been upgraded in sometime and would benefit from an injection of modernisation in many aspects. 

The JAMC is manned and operated by both Army and RAF personnel, with the combined joint venture being beneficial for all involved. The function is designed to adequately prepare passengers and freight in a timely manner ready for onward move to the aircraft on completion.  This function is known in the military as a Movement Control Check Point (MCCP).

1.	The internal dynamics of the JAMC and the factors that determine them.

1.1.	Organisational Control Structures of the JAMC

[bookmark: _GoBack]1.1.1	As stated by Daugherty, et al (2011) “Organisational structure involves the alignment of resources in a manner to develop and support specific logistics service innovation capabilities”. As the JAMC is a Ministry of defence (MOD) asset, in support of the specific logistics service ultimately being to deploy passengers and equipment globally. The resources in question come in many forms such as, manpower that is provided from both the RAF and the Army Movement controllers. Training for said personnel comes from the Defence Movement School. Transport for personnel and equipment to and from the JAMC from unit lines where ever it may be in the UK.  Each unit’s control structure (chain of command) are working in conjunction with the JAMC ops room to communicate, timings, task specific needs and operational requirements.

1.1.2	For the successful processing of freight personnel are broken down in to teams consisting of 6 personnel.  Each team has one SNCO two JNCO and four private soldiers to carry out processing and documentation checks.  As the JAMC is an MOD asset, the JAMC is able to independently operate and make fundamental decisions, this process is known as decentralization.  As stated by Daugherty, et al (2011) “centralization is the extent to which decisions are made at a higher levels in a firm’s hierachy, whereas decentralization involves decisions being made at lower levels”.

1.2	Performance Analysis of the JAMC

1.2.1	The JAMC’s performance is monitored through the use of weekly stats, MCCP reports and regular feedback questioners given to personnel travelling through the location.  As the JAMC is the only location of its type within the UK many units have hundreds of miles to travel to arrive, this therefore leads to poor reviews from its customers (user unit) spending many hours conducting checks prior to deployment

1.2.2	The amount of civilian coaches and baggage wagons chartered to undertake the tasks are captured using stats and costs are scrutinised quarterly by a higher formation.  This analysis indicates that it would be beneficial to move units in the north of the UK to fly from a different location.

1.2.3	Personnel and Freight figures are analysed from previous years’ statistics and trends are identified to aid training and ensure any bad practice is eradicated to ensure structural changes are current and necessary

1.2.4	Travel timings from unit to Aircraft are also captured and again scrutinised quarterly with many northern units often spending 12 hours or more to successful assign kit to an aircraft. 

1.2.5	As stated by Ozcelik “BPR Projects involve large investments in physical as well as human capital.  The monetary costs of a BPR project include purchasing new equipment, hiring new personnel and training employees to handle new roles”. As earlier mentioned due to the assets and resources provided by the MOD, both employees and training are already provided.  For a more northern JAMC type location to work, the implementation of mobile Movement detachments teams would be sufficient.  The teams would provide the same function working out of a regional airhead such as ‘Manchester Airport’ for example rather than a fixed location.  This idea will be explored further in this report.


2.	Logistical Change within the MOD

2.1	Planned Organisational change.

2.1.1	As previously explored the idea of re-engineering a further location to conduct the JAMC function in a more northern location to better aid the user units in the north of England, Northern Ireland and Scotland. 

2.1.2	As stated by Huang et al “Enterprises must dynamically reengineer and improve the business process to cope with the new constraints, and further it must be responsive adequately to address the emerging challenges”. Although the JAMC is sufficient in its task, to improve the business process and improve the customer service the implementation of a Mobile Movements Detachment working out of a regional airhead ought to be planned considered and implemented.

2.1.3	The detachments would require 6 personnel and would be sufficiently trained to deal with passengers transport operations and airfreight preparation.  The team would need to have SQEP to consign and prepare Dangerous Air cargo to civil legislation standards in accordance with the IATA DG Manual.

2.2	How to manage a process of change within the MOD.

2.2.1	As stated by Huang et al “Informing lower level managers and line workers of the decisions and operating strategies is one of the important elements of a successful implementation of BPR”.  Due to the nature of a Mobile detachment communication between the JAMC Ops and the team leader the larger strategy can be relayed back informing of decision and amendments such as delays or good practice.

2.2.2	The BPR would still fall under the command of the JAMC and be managed so, however the changes resources and funding would come from the MOD as a whole.  Liaison between the MOD and the civil airheads would be conducted by Mov Con trades personnel, working within Defence Supply chain of Movement (DSCOM) a location in Bristol designed to work with civilian organisations and authorise contracts on behalf of the MOD.

3.	Corporate objectives.

3.1	The Development of an information system within the MOD.

3.1.1	The information system utilised for regional movements is the system known as Aircore.  This system was designed as a central booking tool for all military flights around the globe to operate using.

3.1.2	As stated by Cameron and Green “the purpose of a restructure is to align the organisation to better achieve its strategy”.  The system recently replaced an outdated communications system known as MMARS.  This restructure means that Aircore has the ability to produce passenger manifests, created personal profiles for passengers and check in passengers for flights.

3.1.3	The implementation of Aircore itself was a BPR and through effective communication and training the system has been a great success.  The system is operated by Mov Con trade personnel who have completed the Aircore supplementary course at the Defence Logistics School. Single Point of Contact (SPOC) is an MOD contractor organisation and provides IT support on all matters communications for the MOD.  By allowing SPOC the overarching control, the user (Mov Con) can concentrate on a specific area rather than having the knowledge about the whole application. Very much a need to know basis for the ease of the operator.

4.	Financial and non-financial performance appraisal of the JAMC

4,1	How to manage non-financial performance indicators to ensure the outcomes are achieved.

4.1.1	As with many functions undertaken by the Movements trade, a financial appraisal is determined at a much higher formation. The non-financial performance indicators are determined by speed of passenger processing, the efficiency of large numbers of freight and equipment being consigned and documented.  Through the use of MCCP Reports the performances of units prior to arrival at the JAMC are monitored and feedback is given to the unit deployment officers.  Bad practice is also highlighted and again fee back is given to the unit on areas to improve for future deployments.

4.1.2	As stated by Rowland “performance management systems based on individual rewards are not congruent with established cultures of teamwork and the move to autonomous self-managed teams”.

4.1.3	The JAMC does not offer personal rewards as the MOD as whole takes credit for the fantastic work carried out. This is both testament to the training given to the Movement controllers as a trade and the JAMC hierarchy for setting realistic targets and achieving those targets.

Conclusion

This report has appraised the military transhipment point the JAMC and explored potential re engineering in order to allow for northern based units to travel from regional airheads closer to their home unit. The BPR would be fundamentally controlled by the mod with the JAMC acting as line management of the regional detachments created. 

The system Aircore is already in place to provide IT support for the regional tasks and the detachments using them.  This whole BPR idea is designed to reduce travel time, reduce transport costs and provide a much more efficient customer service for the user units. 

The BPR would need to be investigated further to determine real life costs however the innovative idea would add value to the trade and therefore the MOD if successful.
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