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1. Introduction

The British Army has suffered from a lack of suitably qualified and experienced personnel with regards to contract management. Even now, with the well documented errors that have arisen from poorly written and managed contracts, there is still no plan to address the systemic failings that cause an unnecessary loss of public money, personnel morale and most importantly capability. 

The British Army does not contract in isolation. It is organised and conducted through different MOD entities such as the Defence Infrastructure Organisation and Defence Equipment and Support. DIO plays a vital role in supporting the armed forces by building, maintaining and servicing the infrastructure needed to support defence. DE & S is a bespoke trading entity, and arm’s length body of the Ministry of Defence that manages a vast range of complex projects to buy and support all the equipment and services that the Royal Navy, British Army and Royal Air Force need to operate effectively. This arms breadth approach means that the commercial aspect of warfighting is kept separate, encouraging legality, assurance and allowing the military branches to focus on their own capabilities. However, as there is very little contract management knowledge or experience within the individual units of the armed forces, there is a distinct gap between the owner of the requirement and the commercial body that contracts out the requirement. Combine this with typical lengthy timelines, the changing nature of defence and a lack of communication, the effect it has at all levels can be extremely frustrating to all involved. 

Secondly there is another aspect to contracting, which is the operational or deployed arena. The Army has positions and roles that facilitate the use of contracts to engage with outside sources in order to fulfil a service or provide a product. Most commonly this equates to sourcing catering, fuel, infrastructure, vehicles and other equipment. Usually split as Hard and Soft Facilities Management with the Royal Engineers specialising in the infrastructure or Hard FM and the RLC specialising in services and material or Soft FM. 

The Defence College of Logistics, Policing and Administration, specifically Field Log 2, has formulated a pilot course for its Royal Logistic Corps, Direct Entry Officers, that seeks to provide the sufficient training and experience to fulfil these relevant contracts related roles throughout the British Army. This essay is the culmination of said course and it looks to address what seem to be significant failings within the course itself and the wider approach to contracts within the British Army using the DMAIC methodology. DMAIC refers to a data-driven quality strategy for improving processes, and is an integral part of the Six Sigma Quality Initiative. It is an acronym for five interconnected phases: Define, Measure, Analyze, Improve, and Control (Terry, 2019). 

1.1 Limitations
As there are only 7 personnel that have attended the pilot course, there is not a wealth of data to be analysed and the not all the nuances and processes can be detailed within the myriad services, MOD and DIO or DE&S. This means further study should be conducted specifically towards the interaction of Armed Services and Civil Servants within DIO and DE&S.

2. Define

There are 4 overarching problems that have been identified on the course:

· Course Content – The pilot course is largely based upon an older, redundant course with several other, separately ran courses bolted on. The main element consists of a Post Graduate Certificate in Logistics ran by the University of Wales Trinity St. David. The other bolted on courses consist of:

· The Defence Logistics Contracts Management Course.
· The Local Resource Supply Course.
· The Food Safety Level 2 Course.
· A week long visit to a Regional Infrastructure Cell.

There seems to have been little deviation from the previous legacy course and no communication between the owners of the different bolt on courses as every course has reiterated the same information with hardly any value added for the purpose of the LOCC students. This lack of communication extends to the University led course which is a PG Cert in Logistics not contracts hence the content is focused on logistic topics such as logistic operations and strategy, financial management and supply chain management with contract law being the only module relevant to contracts and contract management. 

· Purpose of the course - As mentioned previously, courses are capability generated therefore the capability should form the core tenet of any course. With no communication before the course started, the reasons for doing the course were ones of expectations from previous students of the older legacy course. No training objectives have been presented and so it is difficult to understand what the purpose of any of the modules are.

· Contracts roles post course – As mentioned previously there are two categories for the contract’s roles within the British Army. The first is deployed, which encompasses any role supporting deployed units or Soldiers, essentially providing material or services from locally sourced businesses. The second is home based, encompassing any role that provides contracts services acquiring material or services to units based in the UK not associated with deployed operations. An expectation with any long course in the RLC is that once acquired it would lead to an assignment relating to that specialism. This is not the case with the LOCC. There appears to be no appetite for contracts trained Officers in the deployed space as you do not need to be contracts trained in order to fulfil the role despite the technical and legal implications of dealing with public money. Therefore, roles that initially attracted students were filled by others who had not completed this course and the roles that are being offered are not contracts related.

· Communication – Information delivered before and during the course has been intermittent and sometimes completely wrong, if given at all. Misinformation regarding the above contracts role post course, a lack of joining instructions which are supposed to give the student all required information in order to join the course and bolt on courses that didn’t even know the LOCC was supposed to be on their course presents a picture of confusion and ineptitude.

The Customer

The customer is twofold. The immediate customers are the students or DE Officers who are accepted onto the LOCC and the secondary customer is the British Army/MOD who need the capability. Due to the nature of the British Army it is difficult to obtain data or feedback from sources higher up at the decision-making level so this will focus on the customers from the LOCC.





Quality Characteristics

Qualities are usually broken down into 3 categories:

· Product
· Service
· Cost 

For the purpose of this report and the inability to access the costings, service qualities will be measured and analysed however, it is assumed that if the service is not appropriate then the cost is either too low to warrant the level of service required or is too costly. Service qualities that are considered critical by the customer are:

· Topic Relevance
· Instructor Quality
· Reliability
· Communication and Interaction
· Qualification Standard
· Non-lesson instruction (Replies to questions outside of the designated lessons)

Process Mapping

The process map below shows a linear diagram of both the course from inception to completion and the process for students attending the course. Noting the highlighted critical to quality nodes, these are the points where, if not done correctly, or the variance is to large then the ultimate satisfaction of the customers will be affected. These will inform the variables that will measured during the Measure phase of the DMAIC process.
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Scope

In order to create a relevant and comprehensive course that satisfies its students the following variables should be examined:

· Student knowledge of the course before application – Joining instructions received, Job roles received by prospective students.
· Job roles available from the qualification – Job roles available after the course.
· Training objectives – Training objectives seen by students.
· Proofing of the course – Has the course been continuously evaluated.
· Instructor quality – Are the instructors of a sufficient quality to teach students.
· Topic relevance – Are the topics being delivered relevant to contracts.

3. Measure

The measuring of a service can often be difficult (Cronin and Taylor, 1992), with differing opinions and attitudes what is a positive level of service for one is negative for another with a whole range in between and beyond. However, using lean principles that align with DMAIC and Six sigma for the purposes of this report, the customer is the decider of value and therefore measurement must derived from their experiences of the service.

Data collection

The collection of data is in the form of a questionnaire that offers yes or no answers and variable answers to determine quality based upon the criteria set above. These have been completed by the students on the LOCC. Below is the survey as seen by the students of which any comments will be held in confidentiality.
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4. Analyse

The results from 7 replies are presented in a graphical analysis format and are as follows:

[image: C:\Users\jak\AppData\Local\Microsoft\Windows\INetCache\Content.MSO\CAC6020F.tmp]

Out of 7 students, none received joining instructions. A fundamental part of any course as it holds all the administration information required to successfully enrol onto any courses, provide accommodation, arrange points of contact and any other useful information pertinent to the course. Reasons for the lack of joining instructions could be of the turnover of staff within the course owner’s department leading to the course being forgot about or other commitments taking priority. However, in terms of customer satisfaction, the joining instructions are one of the first pieces of formal correspondence between course and student. Without the relevant information or forewarning, unexpected waits or inconveniences become greater (Davis, 1994).
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Out of 7 students all replied with responses indicating they received a list of available job roles. As the jobs list is created by a separate department to the course owner, it indicates a lack of communication between the two. Further investigation into the relationship between the course and the potential fulfilment of roles post course would be beneficial as it raises the question of whether performance has any say on who gains employment in a role.
[image: C:\Users\jak\AppData\Local\Microsoft\Windows\INetCache\Content.MSO\8CF943F8.tmp]

Out of 7 students 6 miantain that the job roles available were not avialable upon starting the course meaning the roles that formed the motivation to attend the course suddenly became unavailable. Obvisouly, this will affect customer satisfaction in a negative way and would be seen as unfair. Interestingly, one student maintains that the jobs were available upon attending. Further investigation is required to discern whether this is an error or the ne student genuinley had the roles still open to him or her. If the latter is the case then further investigation into why this was the case should be investigated.[image: C:\Users\jak\AppData\Local\Microsoft\Windows\INetCache\Content.MSO\865C4383.tmp]

Out of 7 student 6 maintain that the course has not been evaluated whilst one student has either seen or knows the course owners to have carried out an evaluation. In retrospect, this question is open to interpretation and may be the reason for the deviance in response. It all also does not take into account evaulation that may have been done outside the knowledge of the students attending the course. However, it does indicate that the students have not been included in the evaluation of the course, if any has been made, or been made aware that it is happening demonstrating a lack of communication. 
[image: C:\Users\jak\AppData\Local\Microsoft\Windows\INetCache\Content.MSO\B3032BF6.tmp]

Out of 7 students 7 miantain that the level of instruction has not been sufficient to fulfil a contracts related role. Whilst an opinion based question leaves gaps for the objectivity of the course and its process it does offer an insight into the satisfaction of the customer or student. This indicates that the course content and calibre of instructors is in question. Further questioning regarding specific instructors and course content should be undertaken in order to draw out specifics that can be corrected however, linking in with the evaliation of the course and the lack of training objectives it would be fair to say that it is not the fault of the instructors rather the course itself is lacking suitable direction and guidance.
[image: C:\Users\jak\AppData\Local\Microsoft\Windows\INetCache\Content.MSO\DC92569C.tmp]
Out of 7 students 7 maintain that they are not aware of any training objectives for the course. A fundamental part of any military course, the training objectives are the core criteria that must be met in order to for the student to be capable of fulfilling a certain role. They also inform the student of what is to be expected throughout the course and should fall directly out the job specification for a military contract’s role. 
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Out of 7 students 4 strongly disagree and 3 disagree. An extremely negative view on the relevance of the topics that have been taught on the course the cause is most likely to be a combination of the above conditions talked about in the other questions. A fundamental breakdown in communication can be the only reason that incorrect topics are being covered. Once again, the training objectives should decide the course content however, this is clearly not he case. Further investigation into what topics have been irrelevant should be conducted and revised in order to prevent potential future courses from being blighted with the same inconveniences. 

In summary, the analysis has uncovered poor administration, communication and planning in what seems to be systemic across the entire course generation process. Root causes are identified as:

· A lack of training objectives.
· A lack of communication to students before and during the course.
· No course validation or proofing.
· A lack of roles available post course.

5. Improve

All steps to improve the process and the course must look to improve customer satisfaction as the main driver. Clearly a lot of the improvements are simply common sense however, as is the case with large organisations, beaurocracy can interfere with common sense and uniquely with the British Army, decision makers often change role every two years with often conflicting assignments. This all contributes to confusion and a lack of focus on less important projects. The following improvements are recommended for future courses:

· Whilst this iteration of the course was supposed to be the pilot course it has not conformed to the definition that is a trail implementation of a proposed improvement, conducted on a small scale under close observation. Another pilot should be ran taking on board all of the improvements this report details. Close observation is a must by the course designers in order to see first hand where frictions lie and improvements can be made. This would tackle the validation and proofing of the course. The DMADV process could be used as a tool to generate new courses.
· A consultation between the department that decides job roles and the course owners. This should provide the information needed for students to decide whether the course is suitable for them. This information should be included on the initial calling notice for the course in order to inform the potential students as early as possible in the process. An added benefit would be the timing of the course could be better suited to coincide with postings.
· Communication must start with Joining Instructions that provide in depth information as to what to expect from the course. This will better prepare students for the academic work ahead. This serves as a crucial point of reference and the initial communication between the course owners and the students themselves. During the course timetabled regular meetings between course staff and the students should be held in order for feedback to be acquired when it is current. This can then contribute to a course record used in the feedback process and inval at the end of the course.
· Training objectives must formulated in conjunction with the relevant roles that the course is designed to fill. Only then can specific training and academic content be compiled in a sensible and logical way that should prevent repetitive learning and frustration. These must be reviewed periodically in order to keep the course current and fit for purpose.

6. Conclusion

In summary, this report has tried to quantify the student satisfaction with the LOCC that has recently been put forward as an answer to provide suitable qualifications for contracts related roles within the British Army.  It has explained the current picture of contracts in the British Army and j=hopefully justified why the course needs to happen. However, as highlighted, the course has been fraught with complications and deep-rooted problems that were always going to affect the course negatively. With the very simple questionnaire that has identified simple but essential failures by the course, it has proved that student satisfaction is extremely low and the course needs to be revaluated from the top down. The improvements recommended are common sensical but essential to improving the course and making it suitable as a long course for RLC Officers. 
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