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The purpose of this study is to critically evaluate the issues in which Voyager Logistics are experiencing with their current security contractor Lightfinger Security Limited, and in turn, examine the way in which their purchasing department operate. 
Following on from the case study provided, I aim to look at the topics raised and critically evaluate the issues with the current security contractor and suggest potential improvement opportunities to make it a more effective system/supplier.
Voyager Purchasing and Contracts
From the passage, it states Heather Green, head of purchasing and two other staff members from Voyager always sourced everything the previous owners required at the lowest price. It doesn’t state the agreement in the brief provided but assume Lightfinger where the lowest bidder in whom won the contract of employment. 
Current Security Contract Issues 
Lightfinger where awarded the contract to supply security to the Voyager facility and after three months of the contract running there where issues with the contract.  As noted below, three issues where of great concert to Voyager: - 
· Gates are locked between midnight and 6.00am.  So, vehicles are unable to enter the site, and drivers turning up for work cannot commence their shifts.
· On six separate occasions there has been no security presence on site and the security barriers have been wide open.
· Vehicles and trailers have been vandalised and one occasion a brand-new truck was stolen.

As per the information provided, Lightfinger believe they have been following the contract agreement as specified. This stated, depending on the content of that contract, if Voyager and Lightfinger did not stipulate specific detail into which lead to the downfalls, the contract would need to be reviewed and re-issued in which would include specific items in which both organisation would follow.  
Supplier Appraisals 
With regards to the information provided, there is nothing mentioned in the brief about Voyager carried out any supplier appraisal, questionnaires, facility audits in which would have shown the capability of the business from historical or current running contracts. Lightfinger were solely awarded the contract due to the low price in which was submitted when the contract was out for pricing. Procurement has increased in importance exponentially, as it has become a corporate weapon to realize organizational competitiveness. Thus, the function performance is of paramount importance to organizations in achieving their competitive advantage. To achieve this, supplier management becomes a critical issue. However, many organizations fail to carry out the supplier appraisal programs and when it is done it is not well structured and does not achieve the desired results. Murigi.P (2014) Influence of Supplier Appraisal on Procurement Performance in the Real Estate Industry in Kenya: A case study of International House Ltd.
Staff at Voyager where following the existing company’s approach to purchasing. Green and the further two members of staff where carrying out business as they’d always done as had never formally received any training in the department in which they worked. 
Security Improvements Concepts 
Within the brief it states that the facility has had the latest security systems installed making it an attractive option for organisation to store high value goods. Below are three areas of concern which have become apparent within three months of Lightfinger being on site. I plan to evaluate and recommend improvement opportunities in to which could be included in a new service level agreement to mitigate the issues reoccurring. 

Issue 1: -Gates are locked between midnight and 6.00am.  So, vehicles are unable to enter the site, and drivers turning up for work cannot commence their shifts.

Prior to Voyager awarding any contract, Voyager should have provided Lightfinger with all staff working hours, so they could have manned the facility accordingly in which would have been set out in the contract agreement. Knowing this, Lightfinger could have the facility manned during periods stated to allow access to staff around the clock therefore allowing all staff to access the site when needed. If twenty-four hours working would be required, then additional costings would need to be addressed to compensate from the original contract agreement. But if stated in the original quota, then this could have been agreed prior to any issues arising. If not set out in the initial agreement, then this would have additional cost implications from the cost of the training, additional wages to the member of staff for the hours worked, or to implement a vehicle recognition system to allow access during the un-manned hours. In the current world, the rapid growth of technology, communication and especially the large volume of information have led many companies and organizations to use IT systems for the management and the safety of information. (Ukessays.com, 2019). Both these concepts would have additional costings to Voyager. The TAC would need to be assessed for both concepts, be it the employment of a further security officer for these out of normal hours working and training required. Or be it a vehicle recognition system in to which would operate electronically to allow access to drivers out of hours. This again would initially have a starting off cost setting up the system on the barrier/ access to facility. Further to this, all chips into which would need to be installed in all vehicles. 
Going forward, long term the electronic tag system would also let Voyager track and monitor real time data of vehicles entering and exiting the facility. 
Issue 2:-On six separate occasions there has been no security presence on site and the security barriers have been wide open.

With the gates being left open on several occasions with no security present, this could result in a number of issues, from potential harm to personnel working at the facility, damage or theft of vehicles or other products such as oils, diesels and goods in which are used to maintain the vehicles or facility.  Depending on how busy the facility is, there would be a number of personnel present at the facility going to and from their given vehicles. The barrier is there for control measures to only allow authorised personnel onto site. Additional training, at a cost would need to be given to all Voyager and Lightfinger personnel to inform whom is responsible for the closure of the barrier once used. Further to this, if an electronic system, weight pad installed on barrier entrance/exit, this could be carried out electronically, therefore removing the chance of the barrier being left open. This again would have cost implications to Voyager, be it a large outlay starting off, so the TAC would need to be assessed against additional training given to all staff. 

Issues 3: -Vehicles and trailers have been vandalised and one occasion a brand-new truck was stolen.

As per the above issue, there has been a number of occasion where there has been no security presence and the barrier left open. Resulting in damage to vehicles and a new lorry being stolen from the yard. As stated in the brief, the facility has had the latest security system installed but is evident there has been a downfall in its capability. This may be a result in Voyager not communicating with Lightfinger the system that has been installed and the adequate training provided prior to the contract starting. Again, this is something that needs to be looked at and agreed in the new service level agreement, training to take place for all staff who are to work at the Voyager facility. Again, a cost would be apparent to have the staff trained accordingly but all should be stated in the amended SLA. 
With regards to the damage/ vandalism noted, there is no evidence to state that the damage has taken place at the facility. Once offloaded/returning the trailer/wagon, the driver should inspect and submit a sign in/out form stating they have checked their trailer and lorry and is free from any damage prior to leaving or dropping off the facility. This would result in physical checks taking place and measurable information, being current and relevant on the given facility. Regular patrols by Lightfinger should be schedules throughout the shift and noted also, this can then be kept on file by Voyager to minimise the damages noted at the facility. 

Future Works

Voyager have been awarded a contract with Ketch Automotive to build a new 25,000m warehouse in which will be equipped with the latest computerised equipment. This could give Voyager information on products such registration recognition systems in which could be implemented at the facility where they have been having issues with Lightfinger. When proposing a new contract and a service level agreement, such items could be included in the overall contract and costings of the amended contract. As stated in the brief, Lightfinger pointed out that any amended contracts must contain a service level agreement. 
Service Level agreement (SLA)
A Service Level agreement (SLA) is an agreement between the buyer and seller that the seller will guarantee a specified level of service for the product. Doyle, C. (2019). A Dictionary of Marketing. [online] Oxfordreference.com. 
By reading the case study provided, it is evident Voyager did not stipulate specific details within the contract of employment in which they agreed with Lightfinger. It was obvious within three months of the contract agreement being in place that there were many downfalls into the original agreement.
Outsourcing often fails due to managers not setting expectations correctly. When that happens, cost escalates, service delays increase, and quality suffers. (31West, 2019)
It does not state Voyager management set a clear set of instruction within the contract in which Lightfinger where to work to. By setting these, both parties would have a clear understanding into what each party is expected to carry out. Examples below in conjunction with the proposed improvement concepts above are examples in which Voyager could consider including in the amended SLA: -
-Critically state the service in which Lightfinger are to provide and not provide. Be it workforce, dates, times, resources needed, facility required i.e. security cabin, canteen, mess facilities. 
-Critically state times and shift patterns of staff manning the barrier and facility. This mean Voyager sharing the information to Lightfinger of all working rotas so both parties understand the working hours required and costs involved, including all out of normal hours working costs.
-Clearly state rates of pay throughout both companies. Personnel on site during the normal working period and any out of normal hours working
-If additional personnel are required on site, then staffing cost and training cost need to be agreed upfront in the amended SLA.
- Voyager will need to instruct all drivers / users to complete a facility log in /out form stating they have checked their trailer and truck for any damages prior to use. Result in physical checks taking place and measurable information, being current and relevant. Lightfinger will obtain these and file accordingly and deliver the information to Voyager on a regular basis as agreed. If additional software i.e. computers are required, then this will have needed to be stipulated in the SLA. Either Voyager supply, or Lightfinger will at a cost.
-Voyager could have assessed Lightfinger sooner than 3 months. In the amended SLA, they could include that regular internal audits of the security contractor will take place and a time table communicated. Therefore, any issues could be raised and addresses accordingly, not waiting the 3 months as noted within the passage with a number of actions to be address.
-Voyager as a company need to communicate with Lightfinger their expectations form the start of the contract. If Lightfinger feel they don’t have the capacity or capability to follow the contract through, then Voyager need to be made aware of this prior to signing contracts. 
Within a SLA, there would be a section in there for review and modifying the agreement to address any service changes as per this case with Lightfinger. By agreeing a SLA, there will be a better relationship throughout companies and all information communicated accordingly. 
If any other issues arise, then a review and a new SLA could be generated accordingly, using the right method stated in the SLA. (31West, 2019)
Total Acquisition Cost (TAC) 
“Total Cost of Acquisition” (TAC) is a managerial accounting concept that includes all the costs associated with buying goods, services, or assets. Generally, it is the net price, plus all other costs needed to purchase the item and get it to the point of use. In order to reduce total acquisition costs, it is necessary to consider and analyse not just the basic product cost, but also your entire order process costs (Gfienterprises.co.uk, 2019)
Heather Green, and employee of Voyager for ten years was unaware of Total Acquisition Cost within purchasing as had never undergone any formal training within her department. This was an oversite by her and her team and previous boss as she’d always aimed to get the best price on items/suppliers. 
All additional cost as mentioned above in the improvement concepts would all need to be agreed and monitored by Green and included in the new SLA.

[bookmark: _GoBack]Voyager Conclusion
Although the brief provided predominantly targets the three areas in which where highlighted regarding the security issues at the facility, there are further examples of poor purchasing and control within the business. 
Staff at Voyager where following the existing company’s approach to purchasing which was picked up on by John Baxter, who replaced the general manager of Voyager due to poor performances. On 
Peer review
Baxter should carry out a peer review to assess the current employees at Voyager. Managers can use peer reviews as part of a formal review to give them a better picture of an employee's true strengths and weaknesses. This, in turn, can help managers develop a training and development program that can include the specific skills that each employee needs to improve. (Steele, 2019). This would allow Baxter to examine Green and her co-workers and conduct a thorough investigation onto the downfalls within the department. This would have a positive impact on the company going forward when making future purchases on suppliers and alike, therefore taking all aspects into account, as mentioned TAC of suppliers and services.
Purchasing 
Further to this Baxter should review the purchasing department as can play an integral way into the way a company operates. Whereas once the purchasing department was mainly reactive and supportive, today it increasingly serves as a strategically involved and internally integrated business functions (Van Poucke et al., 2018).
Taking away the issues Voyager have been experiencing with Lightfinger, the organisation need to step away from the way in which they have ‘always’ operated. Bad habits are apparent and no structure present. They need to rebuild themselves into a more efficient business within their sector. New management entering the company with over twenty years industry experience will hopefully bring his experiences to allow Voyager to grow and become a reputable company within the logistic sector. 
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