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Contract Logistic Support (CLS) is an important element of the Joint Supply Chain Blueprint and requires a high degree of integration between the Ministry of Defence (MoD) and civilian chains of supply.  Using the Lockheed Martin Joint Asset Management and Engineering Solutions (JAMES) contract as an example his essay will critically appraise the extent to which CLS has provided reliable support and discuss what lessons might be learnt in terms of the metrics needed to measure supplier support.  The essay will also explicitly address the following points:

· The evaluation of the cost of current levels of service
· How these current levels of service may be improved through supplier benchmarking 
· The establishment of the Key Performance Indicators necessary to ensure good performance.

CLS is when a chosen contractor is responsible for the integration of a logistic support function.  Examples of logistic support functions are: providing engineering support, identifying requirements for spare parts; facilities, materiel, equipment and personnel management and performing maintenance on weapon systems.  CLS is a method of obtaining logistic support throughput a product or service’s full-service life, through to its eventual cost-effective disposal.  Contractors can be employed to provide logistic support over a wide range of options: Interim Contractor Logistics Support (ICLS) covers the initial fielding when a product support package is being deployed, to supporting specific limited operations, to full contractor support.  CLS may be introduced as and when required for all necessary logistic functions.  CLS will include the cost of labour, materials and assets used to provide support to a logistic function and must include the funding to upkeep all supporting infrastructure.  All CLS funding must be negotiated and agreed between the contractor and MoD.  If CLS is selected as the primary means of support, all functional areas included in the CLS cost must be identified (Acq Notes, 2017).

Throughout the history of war fighting, it is only the successful leaders that have always acknowledged and understood the importance of logistics to an operation.  Logistics is not merely the procurement and storage of supplies and equipment, but also the timely and balanced arrival of them to the operators that requires them.  An army’s logistic system is its link with the home industrial base and has been described as the bridge connecting a nation’s economy to its warfighting forces.  Following the end of the Cold War the British Army moved away from static defence and is now increasingly looking and planning for expeditionary warfare; because of this the deterrent value of a weapon system is no longer the most important factor.  The most important factor is if the weapon system can actually be deployed and then be used and supported adequately.  Following the end of the Cold War, the MoD where also directed to reduce spending.  A new management strategy was released in 1990 which looked to improve financial accountability by aligning managerial responsibilities with delegated budgetary authority and switching the focus from the cost of consumption (inputs) to the cost of activity (outputs).  A programme of cuts introduced in 1994, saw redundancies, restructuring and camp closures.  It also introduced CLS as a way of driving out cost inefficiencies (Tipping, 2013).

Logistic support must be responsive to the needs of the Armed Forces and any ineffective or obsolete part of the logistic system will be detrimental to the Armed Forces readiness and war fighting capability, therefore all anomalies must be immediately dealt with and corrected.  Contractors must be up to the challenge of meeting the Armed Force’s wants needs and expectations and therefor enhancing their chances of success by providing logistic support more effectively and allowing them to concentrate on its core task – that of warfighting.  The use of contractors in the military is not new.  Throughout modern history the Armed Forces has employed a number of contractors; some being very successful, others not so.  The Armed Forces is aware of the fact that contractors are a requirement to ensure their success.  Weaknesses have been highlighted in the British Army’s ability to fully sustain themselves when operating overseas, more so when local facilities are poor, and have therefore announced their intention to consider the use of contractors where appropriate to assist with logistic support.  There are also a number of other reasons why the British Army have come to this decision:

Overstretching – is an ongoing problem for the British Army.  Since deploying as part of the Kosovo Force (KFOR) in 1999 the British Army has endured some of the highest levels of operational deployment since the end of the World War Two.  In many cases logistic and Combat Service Support (CSS) manpower may well become a limiting factor during any operation and contracted support could well ease this problem.  Contracting services out offers the British Army more flexibility and helps maintain high readiness levels.  It also releases manpower to focus on other military objectives and operations. 

Financial – the MoD continues to deal with continuing budget cuts and must therefore ensure they receive value for money in all departments including CSS.  Logistic support and combat systems can be expensive to procure and see an additional cost to maintain and train service personnel to operate them.  

Lifecycle Equipment Costs – Contractors must now be fully involved in the complete lifecycle of their service or equipment, especially when the service or equipment is technically complex.  Involving contractors in the complete lifecycle of a system works in the British Army’s favour as the contractor can then ensure a higher level of reliability to their system and therefor reduce any maintenance requirements.  When the maintenance requirement is reduced, less pressure is place on the supply chain as less spare parts are required and less faulty parts will require back loading.  

Host Nation Support – throughout the Cold War the delivery of host nation support was effectively guaranteed; however, more recent operations have seen the British Army deploy to parts of the world that lack quality infrastructure nor have a host nation that is willing to support them.  This generates a gap in the British Army’s capability which sees vital support such as fresh water supply and suitable airports & seaports missing.  A solution to these problems must be found to ensure the highest level of capability.  

Changes in Warfare – Recent operations have been long and have seen troops deployed over a number of years.  A good level of welfare must be provided to deployed personnel, with reasonable accommodation and services being provided to maintain high morale.  British Army operations are also often in the public eye and receive a lot of media attention that must perceive that British soldiers are being looked after (Moore and Antill, 2000).

Managed between a Lockheed Martin team based in Warminster, Wiltshire and a Lockheed Martin team in Orlando, Florida the JAMES system enables users from the British Army, Royal Navy (RN) and Royal Air Force (RAF) to quickly view and identify the status, availability, condition, ownership, location and quantity of equipment such as vehicles, weapon systems and communication equipment.  The JAMES system can even be used to track how many miles a vehicle has been driven or how many shots a weapon has fired.  Since the system’s introduction to the MoD in 2004 users can access information on items from nuts and bolts through to weapons and vehicles.  This gives the MoD real-time exchanges of reliable, up-to-the-minute information that support quick and quality decision-making, therefore improving operational effectiveness.  The MoD and Lockheed Martin contract is currently in place until 2021 and comes at a cost of £18 million (Lockheed Martin, 2015).

In order to evaluate the JAMES system contract, the following SWOT analysis has been conducted: 




	SWOT ANALYSIS OF THE JAMES SYSTEM CONTRACT

	S
	· The JAMES system has seen a 100% performance and availability reported against the Managed Service over recent years. 
· The JAMES system continues to exceed its service level agreements, supporting more than 900,000 pieces of equipment, more than 5.5 million catalogue items and consistently processing transactions in excess of £7 million.

	W
	· Online training is required to be completed by all JAMES users prior to them being authorised access to the system.  The training is a slow, long process and can take in excess of 30 hours to complete. 
· Some areas within the system are user friendly, however, some areas are still challenging to operate by the less experienced JAMES users. 

	O
	· The JAMES system is currently being utilised by the British Army, Royal Airforce (RAF) and Royal Navy (RN), making it a tri service system.  The system could easily bet introduced to other government agencies where there is a requirement to manage equipment such as the Police, Fire Service or National Health Service.  
· The JAMES system has the capability to manage complex air and sea equipment and is likely to begin doing so in the near future. 

	T
	· The JAMES system is accessed through, and relies on the MoD’s intranet system.  When the Armed Forces deploy to a location that lacks a reliable electricity supply and reliable/ secure internet connection they can no longer rely on the live JAMES system and must resort to using JAMES Unplugged Devices (JUDs) and pre-system methods to manage their equipment.  The consequence of this is a slower update of equipment status information which can then have a detrimental effect to operational effectiveness and make future planning slower.  


Figure 1: A SWOT analysis of the JAMES system contract. (Lockheed Martin, 2015).

Lockheed Martin are providing an adequate service to the MoD with the JAMES system contract.  While the JAMES system provides the British Army, RAF and RN with good support whilst working within barracks in established countries, the service provided is less adequate when deployed overseas on operations and exercises.  The online JAMES training that is currently being proved is poor and time consuming.  These two matters let a good whole fleet management system down and should be addressed by Lockheed Martin.  

Benchmarking is the practice of imitating what other organisations do best and is a fast and effective way to improve practices and performance within an organisation.  Successful benchmarking allows companies to potentially leapfrog the experience gaining stage by trying things that have worked well for other companies (Wisner et al, 2015).  There are three benchmarking types that can help organisations identify where improvements can be made: internal, is focused on the processes of within a single company; external, examines processes outside of an organisation’s direct industry, and competitive, examines processes at companies within the same industry (Murray, 2016).  Using benchmarking the Lockheed Martin JAMES team can see where improvements can be made or deficiencies eliminated within the JAMES system.  Using internal benchmarking the Lockheed Martin JAMES team can monitor and compare performance data from the British Army, RAF and RN.  For this to be successful and provide useful improvement data, the Lockheed Martin JAMES team would need to have set realistic Key Performance Indicators (KPIs).  The Lockheed Martin JAMES team also receives feedback from the JAMES users in the form of change requests that are then used to enhance the capability and functionality of the JAMES system.  Using external benchmarking the Lockheed Martin JAMES team can compare their data to other online systems that are also being using within the MoD, such as the Management of Joint Deploy Inventory (MJDI) system which is used for demanding, receiving, supplying and maintaining details of stores ranging from boots to ammunition and medical stores or the Joint Personnel Administration (JPA) system which is used to administer personnel that are serving within the British Army, RAF and RN.  Using competitive benchmarking the Lockheed Martin JAMES team can compare their system data to other whole fleet management systems that are available to identify improvements.  Although there are three benchmarking options available to the Lockheed Martin JAMES team, the JAMES system is a particularly unique system that has been specially designed to be used within the MoD and can therefor make the benchmarking options difficult.

Once an organisation understands the requirement for performance indicators and also has an understanding of what the right measures may incorporate the design of a set of KPIs is the next step.  Before KPIs are introduced, an organisation must be clear about its own aspirations and how performance can be measured against this (Mangan et al, 2008).  Two useful KPIs for the Lockheed Martin JAMES team would be the measurement of login time and successful logins to the JAMES system.  In order for a JAMES user to operate using the JAMES system, they must first log in to the system using their unique personal username and password.  System problems can sometimes delay the login process, causing the JAMES user to lose valuable working time and work momentum.  Other and more serious system problems can cause complete login failure.  The Lockheed Martin JAMES team must ensure all measures are in place to enable a fast and successful login.  All login times and failures should be recorded and colour coded, and the data used to improve the system.  All successful login times under 10 seconds are to be recorded as green and are not to be considered an area of concern.  Login times recorded between 10 – 60 seconds are to be recorded as amber.  The Lockheed Martin JAMES team are to treat ambers as a concern and review the login process to identify the cause of the slow login time.  Login times that are recorded to take more than 60 seconds and complete login failures are to be recorded as red.  The Lockheed Martin JAMES team are to treat all red logins as a priority and immediately identify the cause of the problem.  The table below shows how the KPI data for login times and log in success should be recorded as explained:
	Login Time
	Login Status

	<10 Seconds
	Green

	Between 10 – 60 Seconds
	Amber

	60 Seconds>
	Red

	Complete Login Failure
	Red


Figure 2:  JAMES system login KPI chart

The MoD continues to develop the JAMES system as a way to deliver engineering and asset management capabilities to enable the Armed Forces to manage its equipment.  It is considered to be a vital step forward which significantly increases the operational effectiveness of the Armed Forces and ultimately will result in savings in equipment support costs (Defense-Aerospace.com, 2005).  The Defence Equipment and Support (DE&S) Strategy is to transform logistic support to the Armed Forces by delivering improved reliability and availability and continuing to maintain that level of support at reduced cost.  Additionally, it is reinforced by the smart acquisition approach which encourages project teams to seek increasingly innovative support solutions in order to optimise levels of service and value for money to drive down the cost of ownership (JSP 886, 2014).  In order for the Lockheed Martin JAMES team to provide the MoD with an annual cost they must first produce a cost model.  There are several considerations that must be made when producing a cost model.  Firstly, the considerations include: the design and production, the operation and support and the retirement and disposal of the system at the end of its life cycle.  Secondly, the following costs should be considered: staff costs, maintenance costs, system performance/performance indicator data and penalty costs for poor performance. (Nenni, 2012). 

Since its initial launch in 2004 the Lockheed Martin JAMES logistics technology celebrates a number of years of managing assets for the MoD.  The system delivers a range of tools to assist in the planning and execution of equipment support both within a unit and throughout the support chain.  Using the JAMES system contract as an example his essay has critically appraise the extent to which CLS has provided reliable support to the MoD.  This essay finds that benchmarking can be used by the Lockheed Martin JAMES team to identify where improvements can be made within the JAMES system.  It has also designed two KPIs that help ensure a good service is provided to the Armed Forces.  Finally, this essay has specified the considerations which must be included when producing a cost model for a CLS contract such as the JAMES system.  
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