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1. [bookmark: _Toc27338153]Introduction
1.1. [bookmark: _Toc27338154]Company profile
The company profile was generated using company annual reports (General Dynamics United Kingdom Limited, 2018) General Dynamics United Kingdom (GDUK) specialises primarily in the design, delivery and through life support of solutions in the Command, Control, Communications, Computing and Information domain and armoured vehicles, most notable the AJAX programme.
This report will focus on the land systems part of the organisation which produce the AJAX Armoured Fighting Vehicle.
GDUK is contracted for the demonstration, production, and extended support phases of the AJAX programme for the UK Army. AJAX will offer unparalleled protection, weight, and agility for a vehicle in its class, along with the most advanced intelligence, surveillance and target acquisition and reconnaissance capabilities. With six variants, the AJAX family of vehicles offers advanced electronic architecture and proven technology for an unparalleled balance of survivability, lethality, and mobility along with high reliability for a vehicle in its weight class.
1.2. [bookmark: _Toc27338155]Report aims and objectives
This report will undertake a strategic analysis of GDUK Land Systems, identifying the main strategic issues it faces in maintaining its competitive advantage. The report will summarise the key external and internal issues through situational analysis using a SWOT framework.
The report will evaluate potential corporate level strategic directions that have been taken by GDUK Land Systems to date in order to develop and sustain its competitive advantage. Specific frameworks such as Ansoff’s Matrix will be considered when considering specific strategies for developing and sustaining a global competitive strategy.
The report will discuss the implications of the options taken for strategic management decision-making.
The report will provide recommendations based on the report’s findings.
1.3. [bookmark: _Toc27338156]Outline of business case for undertaking this report
This report is an opportunity to demonstrate the writer’s ability to evaluate the strategic options identified in relation to the development of global competitive positioning as well as offering an understanding of the requirements of building competitive capabilities for leveraging across global markets.
The report also allows the writer to demonstrate an appreciation of the wider implications for strategic management decisions and the incorporation of a new strategy on certain areas within GDUK Land Systems.
1.4. [bookmark: _Toc27338157]Reference to literature
This report contains references to literature that serve to inform the reader of current research. The literature references provide substance to the report and are used to benchmark information with which to compare the report’s findings. Literature used details the analysis and evaluation of the secondary data available and relevant to the report. Information will come from sources such as previous research, theories, and writings evident in textbooks, magazines, journals, and the internet. All sources used are acknowledged in the report and are presented in the bibliography.
2. [bookmark: _Toc27338158]Rational and justification of data collection methods
All literature used to inform this report is relevant and focused on the topic at hand. The report has made use of scholarly reviews and primary sources as appropriate. The report has used a wide range of sources including academic, governmental, and industrial. These include academic journal articles, textbooks, current news articles, organisational documents, and websites. Credibility of sources has been considered carefully, and are the most up-to-date, mostly published in the last five years or so, though some important works may be older.
3. [bookmark: _Toc27338159]Strategic Analysis
3.1. [bookmark: _Toc27338160]The main strategic issues GDUK land systems faces in maintaining its competitive advantage.
The first main issue is the United Kingdom’s exit from the European Union. With this exit comes the risk of not getting equipment from third parties into the UK from other countries, which would affect deliveries. To mitigate this GDUK is working on gaining Approved Economic Operator (AEO) status from the UK Government to help mitigate some of the risk. The UK Government states that AEO status is an internationally recognised quality mark that shows that a company’s role in the international supply chain is secure and customs controls and procedures are efficient and meet European Union standards. AEO status can give companies the right to ‘fast-track’ shipments through customs (UK Government, 2012)
The next issue is foreign exchange rates, GDUK buy and sell products internationally and ideally want a steady exchange rate. GDUK try to mitigate fluctuating exchange rates within the terms and conditions of any contracts that are signed (General Dynamics United Kingdom Limited, 2018).
Another issue is credit risk, most sales by GDUK are to the UK Government or foreign governments so currently the risk is low (General Dynamics United Kingdom Limited, 2018).
The final main issue is liquidity and cash flow risk. GDUK is currently profitable but the company protects itself and other General Dynamics Corporation subsidiaries by cash pooling (General Dynamics United Kingdom Limited, 2018).
3.2. [bookmark: _Toc27338161]Summary of the key external and internal issues through situational analysis using a SWOT framework.
3.2.1. [bookmark: _Toc27338162]Internal issues - Strengths
GDUK Land Systems has several internal strengths. GDUK is a part of the General Dynamics Corporation which was incorporated in 1952 and now consists globally of companies that specialise in Aerospace, Combat Vehicles, Information Technology products & services and shipyards (General Dynamics, 2019). This kind of corporation has a vast amount of knowledge can be tapped into and shared globally.
GDUK in 2018 the number of voluntary leavers as a percentage of headcount stood at 5%, GDUK view this as a positive metric (General Dynamics United Kingdom Limited, 2018). The Chartered Institute of Personnel and Development (CIPD) carry out a yearly survey gives the following data (Chartered Institute of Personnel and Development, 2017):
[bookmark: _Toc27315722][bookmark: _Toc27338081]Table 1: Median labour turnover rates
	
	2016
(2017 Survey)
	2014
(2015 Survey)
	2013
(2012 Survey)
	2012
(2011 Survey)
	2011
(2010 Survey)
	2010
(2009 Survey)
	2009
(2008 Survey)
	2008
(2007 Survey)

	Left voluntarily
	10.0
	5.5
	5.6
	7.3
	7.8
	6.6
	8.4
	9



This information shows that GDUK staff turnover could be considered as a positive result, lower than the median and a strength.
GDUK are also able to attract new local talent for graduate programmes and apprenticeships. GDUK has a successful graduate shame set up in 2007 and have recruited nearly 90 graduates, the company has links with Cardiff and Glamorgan universities where many of its graduates come from (Aerospace Defence Security Group, 2013). The company has set up partnerships for apprentice programmes with the Newport and District Group Training Association and Merthyr Tydfil College (Welsh Government, 2019).
GDUK is profitable, the company ended 2018 with a profit 10.9% above target. The total operating profit was £89.1 million compared to a profit of £88.5 million in 2017 (General Dynamics United Kingdom Limited, 2018). Strong profit allows the company to survive if difficult operating conditions occur, renew its resources when creating and innovating new products (Lanigan, 1996). Due to the General Dynamics Corporation having several subsidiary companies a strength is the ability to cash pool which they do, giving more protection to GDUK. The European Central Bank gives an example of this strength:
The entities maintain their own bank accounts, and the pooling may be either physical, with surplus funds being physically transferred to offset deficit balances, or notional, when no physical movement of funds takes place but charges and interest payments are dealt with on an aggregated (netted) basis (Colangelo, 2016).
For a defence company maintaining a good relationship with the public can be difficult. Defence’s direct contribution to the UK Gross Domestic Product includes over £7bn of exports generated each year and generates growth and employment in the engineering sectors, GDUK has brought 250 jobs to Merthyr Tydfil, with the AJAX programme representing the biggest single order for a UK armoured vehicle in 30 years (Dunne, 2018). GDUK have signed up to the Armed Forces Covenant where it won a gold award, it is a commitment by signees to support serving personnel, service leavers, veterans, and their families (UK Government, 2019). GDUK also makes charitable contributions in 2018 to the sum of £26,575, supporting The Solders Charity, Combat Stress and the Soldiers, Sailors, Airmen and Families Association (General Dynamics United Kingdom Limited, 2018).
GDUK invests in its employees training, development, and engagement. Promoting diversity and a fully inclusive working environment. GDUK encourages employee participation in matters which affect their interests via questionnaires and an Employee Consultation Group. Employees receive training on conduct and responsibility and there are graduate and apprenticeship schemes. Communication is regular via ‘all hands sessions’ with all staff and the managing director.
3.2.2. [bookmark: _Toc27338163]Internal Issues - Weaknesses
GDUK are going through a phase of significant and quick growth especially with the AJAX programme, GDUK is developing from a research and development company to a manufacture and production company. To allow this growth recruitment must take place, GDUK has used Acorn Recruitment Ltd. to help, across the industry agency recruitment is high:
With the global A&D industry forecasted to experience a significant revenue increase in 2018, now is the time to look to specialist recruiters for skilled workers (Shellard, 2018).
Internally high amount of agency staff brings uncertainty, as there is not as much confidence of them staying neither is there a notice period to leave.
The AJAX programme has suffered delays, due to design and process delays. GDUK has negotiated a ‘modification & recasting of the AJAX Programme’ with the customer (General Dynamics United Kingdom Limited, 2018). The recast must now be met, and the product delivered on time, this puts more internal pressure to get the designs and processes right.
Due to the high amount of agency staff it is unclear on how engaged staff are in the business, its critical to understand the issues that are affecting GDUKs performance and to find out if GDUK is an employer of choice (ACAS, n.d.). Agency staff are neither counted in the staff turnover figures, so the amount of turnover of staff could be higher or lower than what GDUK think.
3.2.3. [bookmark: _Toc27338164]External Issues – Opportunities
The UK Defence Secretary in 2019 confirmed his commitment to growing Defence’s contribution to UK economic growth under the UK Defence Prosperity agenda. The commitment included £500k to strengthen international competitiveness and productivity of the UK defence sector, a £1.2m research and development investment in a Defence Technology Exploitation Programme and also a the potential for an Advanced Manufacturing Research Institute (UK Government, 2019). GDUK could take advantage of this agenda.
The Defence Growth Partnership is a partnership between industry and the UK government with the aim of improving the defence sectors competitiveness. The UK Defence Growth Partnership markets the UK defence industry solutions to the UKs international partners. An example of this is trade event held in London 2017 called Defence and Security International. GDUK is a partner which allows a wide audience access to its solutions (Defence Growth Partnership, 2019).
In December 2019 there was a General election in the UK the party that won were the Conservative and Unionist Party (The Times, 2019) and, in their Manifesto of 2019, they make the commitment to:
‘continue to exceed the NATO target of spending 2 per cent of GDP on defence and increase the budget by at least 0.5 per cent above inflation every year of the new parliament’ (The Conservative and Unionist Party, 2019)
‘to modernise the equipment and improve the capability of our world-class Armed Forces and intelligence agencies’ (The Conservative and Unionist Party, 2019)
‘invest in training and equipping our Armed Forces’ (The Conservative and Unionist Party, 2019)
Although these commitments are without real detail there could be opportunities in the next parliament for GDUK.
GDUK works with its supply chain and customers to generate value. GDUK is committed to paying suppliers within the terms set out by the UK Government’s Prompt Payment Code. The benefits of becoming a signatory of the code are GDUK could benefit by receiving more favourable pricing or service which could making them more competitive (Prompt Payment Code, 2015). GDUK is also committed to building collaborative relationships with customers and external stakeholders and achieved ISO 44001 Collaborative Business Relationship Management accreditation in 2018. This provides benefits such as the generation of innovative ideas, reducing costs through efficiencies and sharing of resources, and access to new services and technologies (Naden, 2019)
3.2.4. [bookmark: _Toc27338165]External Issues – Threats
The United Kingdom’s is leaving the European Union on the 31st of January 2020 and a withdrawal agreement has been agreed in principle, if this is not signed the UK could leave without a deal (UK Government, 2019). With this exit comes the issue of not getting equipment from third parties into the UK from other countries, which would affect deliveries. To mitigate this GDUK is working on gaining Approved Economic Operator (AEO) status from the UK Government to help mitigate some of the risk. The UK Government states that AEO status is an internationally recognised quality mark that shows that a company’s role in the international supply chain is secure and customs controls and procedures are efficient and meet European Union standards. AEO status can give companies the right to ‘fast-track’ shipments through customs (UK Government, 2012)
GDUK buy and sell products internationally and ideally want a steady exchange rate. GDUK try to mitigate fluctuating exchange rates within the terms and conditions of any contracts that are signed (General Dynamics United Kingdom Limited, 2018). Another issue is credit risk, most sales by GDUK are to the UK Government or foreign governments so currently the risk is low (General Dynamics United Kingdom Limited, 2018). Also, there is an issue with liquidity and cash flow. GDUK is currently profitable but the company protects itself and other General Dynamics Corporation subsidiaries by cash pooling (General Dynamics United Kingdom Limited, 2018).
3.2.5. [bookmark: _Toc27338166]SWOT Table
[bookmark: _Toc27315723][bookmark: _Toc27338082]Table 2: SWOT Table
	Internal

	Strengths
	Weaknesses

	· In depth knowledge and experience.
· Low staff turnover
· Apprenticeship and graduate programmes.
· Profitable.
· Cash pooling with other General Dynamics companies
· Armed Forces Covenant.
· Charitable contributions.
· Employee training
	· High amount of contract/agency staff.
· Having to extend the product delivery schedule.
· Unclear employee engagement scores.
· Unclear amounts of staff turnover.

	External

	Opportunities
	Threats

	· UK Defence Prosperity agenda
· Defence Growth Partnership
· UK Conservative party are to increase spending on defence.
· Improving supply chain
	· Brexit
· Unable to get equipment from outside of the UK into the UK for programmes.
· Exchange rates
· Credit
· Cash flow



3.3. [bookmark: _Toc27338167]Evaluation of the potential corporate level strategic directions that have been taken by GDUK Land Systems to date in order to develop and sustain its competitive advantage.
The below evaluation makes use of the Asnoff Matrix, which is a growth matrix that suggests a business’ attempts to grow dependant on whether it markets new or existing products in new or existing markets. The output from the Ansoff product/market matrix is a series of suggested growth strategies which set the direction for the business strategy. (tutor2u, 2016).
3.3.1. [bookmark: _Toc27338168]Market Penetration – Selling existing products to existing customers – Low Risk
GDUK have several products that it is currently selling to the UK Government via the Ministry of Defence (MOD).
GDUK are currently producing the AJAX armoured fighting vehicle to the MOD, which is a contract worth £3.5 billion and is to deliver 589 vehicles to the British Army. GDUK was also contracted to provide in-service support until 2024 which is worth £390 million (Elliot & Shennan, 2015).
GDUK are also providing a product called Bowman a battlefield communications system to the MOD (British Army, 2019).
The MOD are also customers for the MORPHEUS product which modernises the UKs communications and command and control systems and is a £3.2 billion defence programme (UK Government, 2016)
GDUK are also a key supplier of avionic equipment to the Royal Air Force Typhoon aircraft and the Royal Navy Wildcat helicopter programmes (General Dynamics United Kingdom Limited, 2018)
3.3.2. [bookmark: _Toc27338169]Product development – Selling new products to existing customers – Medium Risk
Work by GDUK on communication systems saw them win a contract in 2018 with the MOD to design and install new communication technology. In 2019 they won another contract with the MOD to support and maintain in-service tactical communication systems (General Dynamics United Kingdom Limited, 2018).
3.3.3. [bookmark: _Toc27338170]Market Development – Selling existing products top new customers – Medium Risk
GDUK offer ‘Command, Control, Communications and Information’ known as the C4I solution, which delivers vital information via the integration of technology and networks. This information is used to observe and act decisively in the field of battlespace management (General Dynamics United Kingdom Limited, 2018). General dynamics is now offering this solution to customers worldwide (General Dynamics UK, 2019)
GDUK provide a range of best in class avionics products which include tactical processors, ground to air links, weapon management computer systems and secure data recorders.
3.3.4. [bookmark: _Toc27338171]Diversification – Selling new products to new markets – High Risk
GDUK targets investment in the design and development of new technologies and capabilities that support business growth and the pursuit of future business wins. Areas that are being targeted are an export version of the MORPHEUS concept, Military avionics systems, NATO interoperability and vehicle electronic architecture integration. GDUK also aims to take advantage of the available technologies in the wider General Dynamics Corporation (General Dynamics United Kingdom Limited, 2018).
4. [bookmark: _Toc27338172]Conclusion
To conclude I have made use of the Kaplan and Nortons Six-Perspective Balanced Scorecard (Parmenter, 2010). The scorecard aims to measure a company’s performance using a balance of both financial and no-financial data. The aim of the balance scorecard was improve the management of intangible assets, and to integrate the measurement of intangible assets into their management systems (Kaplan, 2010).
4.1. [bookmark: _Toc27338173]Financial
To utilize assets and optimize working capital.
GDUKs profit was 10.9% above target for year end 2018 due to strong programme execution. Operating profit was £89.1m in 2018 compared to £88.5m in 2017. Mitigation for cashflow issues is via cash pooling with other General Dynamics Corporation subsidiaries.
4.2. [bookmark: _Toc27338174]Customer Focus
To increase customer satisfaction, targeting customers who generate the most profit.
GDUK is providing several solutions to customers in the defense sector. The solutions GDUK are providing are being purchased by customers which makes it clear that GDUK are customer focused. This is shown by GDUK membership in industry and government partnerships such as the Defense Growth Partnership. GDUK is focused on delivering its products on time, and by doing this existing customer are returning for repeat business such as the MOD. Where GDUK are unable to meet delivery schedules, they engage with the customer to agree a recasting arrangement keeping the customer on side. This is shown with the recasting of the AJAX programme.
4.3. [bookmark: _Toc27338175]Environment / Community
To support local businesses, linking with future employees, community leadership.
GDUK made charitable contributions to the value of £26,575 in 2018, supporting The Solders Charity, Combat Stress and the Soldiers, Sailors, Airmen and Families Association. GDUK have signed up to the Armed Forces Covenant where it won a gold award, it is a commitment by signees to support serving personnel, service leavers, veterans, and their families.
GDUK also has successful apprenticeship and graduate programmes, which supports local talent into work.
4.4. [bookmark: _Toc27338176]Internal Process
For GDUK to deliver in full on time, optimize technology and have effective relationships with key stakeholders.
GDUK works with its supply chain and customers to generate value. GDUK is committed to paying suppliers within the terms set out by the UK Government’s Prompt Payment Code. GDUK is also committed to building collaborative relationships with customers and external stakeholders and achieved ISO 44001 Collaborative Business Relationship Management accreditation in 2018.
4.5. [bookmark: _Toc27338177]Employee Satisfaction
For GDUK to have positive company culture, retention of key staff and increased recognition.
GDUK invests in its employees training, development, and engagement. Promoting diversity and a fully inclusive working environment. GDUK encourages employee participation in matters which affect their interests via questionnaires and an Employee Consultation Group. Employees receive training on conduct and responsibility and there are graduate and apprenticeship schemes. Communication is regular via ‘all hands sessions’ with all staff and the managing director.
GDUK have in balance with the amount of agency staff that are currently at work this needs to be addressed.
4.6. [bookmark: _Toc27338178]Learning and Growth
To improve GDUKs empowerment, increase its expertise and adaptability.
GDUK takes advantage of the expertise it can leverage from other General Dynamics Corporation subsidiaries. GDUK also works with industry and customers in partnership to understand the latest innovations and customer requirements
5. [bookmark: _Toc27338179]Recommendations
A TOWS framework has been used to develop recommendations from the SWOT analyses.
[bookmark: _Toc27338083]Table 3 TOWS Analysis
	
	Strength
· In depth knowledge and experience.
· Low staff turnover
· Apprenticeship and graduate programmes.
· Profitable.
· Cash pooling with other General Dynamics companies
· Armed Forces Covenant.
· Charitable contributions.
· Employee training
	Weaknesses
· High amount of contract/agency staff.
· Having to extend the product delivery schedule.
· Unclear employee engagement scores.
· Unclear amounts of staff turnover

	Opportunities
· UK Defence Prosperity agenda
· Defence Growth Partnership
· UK Conservative party are to increase spending on defence.
· Improving supply chain
	Financial information should be more widely shared across the business to all staff.

GDUK are primarily a research, development, and production company. To increase customer focus GDUK should implement a customer service charter.
	Human resources should implement a learning and development strategy for GDUK.

	Threats
· Brexit
· Unable to get equipment from outside of the UK into the UK for programmes.
· Exchange rates
· Credit
· Cash flow
	Introduce a new KPI which is to measure the cycle time of decision making.
	GDUK should work towards and achieve ISO9001:2015 quality management accreditation.

GDUK should work towards and achieve ISO14001:2015 environmental management accreditation.




5.1. [bookmark: _Toc27338180]Recommendation - Financial
What – Financial information should be more widely shared across the business to all staff.
Why - Employees need to see how financial management can help them perform better, rather than merely imposing controls on them. Information should be shared across the business wherever it will help individuals do their jobs and understand how they are contributing to business success. A reasonable degree of financial transparency can both reassure and motivate staff (Association of Chartered Certified Accountants, 2016).
Whom – Head of Finance should ensure that all departmental managers are clear on their financial contribution to GDUK.
Where – This should be targeted at the high cost parts of GDUK first i.e. Production. But all departmental managers should be looking at how they can improve the finances of the production process chain.
How: Head of Finance should be delivering a departmental financial summary to all departmental managers so that teams can be briefed on the current performance.
When: Finance packs should be delivered by end of February 2020 for review and financial briefings should start March 2020.
5.2. [bookmark: _Toc27338181]Recommendation - Customer Focus
What – GDUK are primarily a research, development, and production company. To increase customer focus GDUK should implement a customer service charter.
Why – Regardless of the size of the business or the size of the customer business, there should be an understanding be GDUK employees as to how GDUK expect their customers to be treated. Also customers should have a clear expectation of how they will be treated if they do business with GDUK (The Institute of Customer Service, 2017)
Whom – Managing Director, there should be a customer services team in place to deal with customers when they are on site rather than departmental mangers direct contact.
Where – This should be focused on the shop floor, due to production staff not always aware how to conduct daily business when customers are visiting production facilities, customers services should ensure customers have the best experience possible when visiting.
How – Managing Director to ensure customers service is a high agenda item for GDUK.
When – Customer Service team and customer service KPIs in place by April 2020.
5.3. [bookmark: _Toc27338182]Recommendation - Environment / community
What – GDUK should work towards and achieve ISO14001:2015 environmental management accreditation.
Why – It would help GDUK improve its environmental performance through more efficient use of its resources and reducing waste. It would allow GDUK to gain a competitive advantage and the trust of its stakeholders (International Organisation for Standardisation, 2015)
Whom – To lead the implementation plan of the standard should be the Facilities Manager. Once the plan is devised and agreed the relevant departmental managers will be responsible for compliance.
Where – The biggest target will be the Production and Manufacturing departments.
How – The Facilities Manager to implement a compliance plan, consulting with departmental managers.
When – GDUK to be compliant by end of 2020.
5.4. [bookmark: _Toc27338183]Recommendation - Internal Process
What – GDUK should work towards and achieve ISO9001:2015 quality management accreditation.
Why – It would help GDUK ensure that its customers get consistent, good quality products and services, which in turn brings many business benefits (International Organisation for Standardisation, 2015).
Whom – To lead the implementation plan of the standard should be the Quality Manager. Once the plan is devised and agreed the relevant departmental managers will be responsible for compliance.
Where – The biggest target will be the Production and Manufacturing departments.
How – The Quality Manager to implement a compliance plan, consulting with departmental managers.
When – GDUK to be compliant by end of 2020.
5.5. [bookmark: _Toc27338184]Recommendation - Employee Satisfaction
What – Human resources should implement a learning and development strategy for GDUK.
Why - A learning and development strategy outlines how an GDUK develops its workforce's capabilities, skills, and competencies to remain successful. It should be an important part of GDUKs overall business strategy and its policies (Chartered Institute of Professional Development, 2018).
Whom – The Head of Human Resources should lead this; this could lead to a business case for the recruitment of a Learning and Development Manager / Team.
Where – The target would be to train direct staff first to ensure production is moving as quickly and efficiently as possible.
How – Human Resources to develop a training and competency matrix in consultation with departmental manager.
When – A strategy should be in place by the 30th of June 2020.
5.6. [bookmark: _Toc27338185]Recommendation - Learning and Growth
What – Introduce a new KPI which is to measure the cycle time of decision making.
Why – Decision making can be slow in large multinational, but it needs to be quick to improve adaptability. This measure will highlight what slows the decision making process and will produce targets as to what needs to be changed to accelerate to a fast moving environment (Reeves & Deimler, 2011)
Whom – Continuous Improvement Manger, it is role of this job function to improve efficiency.
Where – Company wide but firstly to focus on any decision that stops or delays production activities.
[bookmark: _GoBack]How – Continuous Improvement Manager to attend all production meetings and to follow ‘stop’ or ‘delay’ decision cycle through to analyse why the decision making is a lengthy process.
When – This continuous improvement initiative should be put into practice February 2020.
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