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1051724 Lee Mulligan	ADTL03 Assignment 01

You are to conduct a value chain analysis of the whole, or significant part of, the chain of supply currently employed by your organisation. Once complete identify one element that requires manpower to function and plan how the organisation can migrate to the desired future state.
Defence logistics has been described as “the bridge connecting a nation’s economy to its warfighting forces.” (White, 1995). A very basic view of the UK’s defence supply chain, in phases, is: procurement, storage, strategic transportation, tactical transportation and delivery.
DE&S undertake procurement and storage on behalf of the MOD. One of it’s departments, Defence Supply Chain Operations and Movements (DSCOM), manages the strategic bridges to globally deployed forces. DSCOM also works with its commercial partners, LEIDOS, to provide commercial lift when ‘green’ (organic) assets are not available to move the force. DSCOM therefore controls military air transport, military sealift and can provide charter aircraft, charter shipping, commercial road movement and commercial rail.
The RLC Movement Control (MC) trade provides a planning, co-ordination, compliance and assurance service to the armed forces. This service primarily focusses on the strategic bridge connecting base locations to the ‘Forward Mounting Base’, where tactical movement becomes a unit responsibility. The ‘Mission of Movements’ is:
The Direction and control of the use of all means of transport, with the objective of moving the right men and materials to the right place, in the right time, in the right order and in the right condition, using the most economical means possible and to the satisfaction of commanders at all levels. (MCH, 1995)
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[bookmark: _Hlk4595677]Figure 1: Movement Control Employment by Function (AHQ, 2019)
Figure 1 highlights that 42% of MC personnel can be found in a ‘staff’ functions, conducting planning, within all strategic headquarters and DSCOM. MC are able to provide the ‘civilian-commercial’ translation to staff officers and their corporate counterparts.
[image: ] [image: ]
Figure 2: Movement Control Manpower in the UK (AHQ, 2019)
Figure 2 shows the distribution of postings across the UK. MC employed in staff roles are spread across UK formation headquarters in smaller teams. 29 Regiment RLC employs the majority of the 58% of MC employed in an executive role. This unit’s personnel can deploy on Operations and Exercises as a formed unit, small teams or as individuals - as dictated by the scale and nature of the task. Deployed MC can be found at airheads, seaports, railheads, container parks, trans-shipment points, border crossing points and along main supply routes. MC executing the plan provide liaison to units, commercial partners and host nation agencies on the ground; they give assurance to headquarters that loads are correctly documented and prepared to fully comply with civilian/military regulations.
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Figure 3: Movement Control Manpower in Overseas Locations (AHQ, 2019)
MC are employed at ‘Permanent Joint Operating Bases’ (PJOB) across the world as shown in Figure 3. These have been accounted for as staff roles.
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[bookmark: _Hlk4597640]Figure 4: Movement Control Postings by TLB and Location (AHQ, 2019)
Figure 4 highlights that the majority of MC are employed with the army and within the UK. A small number are posted to ‘Joint’ formation headquarters: JFC, Navy, DE&S and NATO. Meanwhile 23 personnel are posted to ‘discretionary tasks’ such as recruiting, training and welfare roles with non-MC trade organisations.
There are 368 MC in the army versus a target figure of 345 by 2020. Whereas this hints at a healthy picture, with a small amount of personnel to shred, these figures do not tell the full story; this essay will assess how MC services might be more efficiently delivered.
More efficient MC delivery might also undermine the recommended ‘Defence Strategic Direction 2016 (DSD16)’ and ‘Henry Wilson’ manning requirements highlighted in Figure 1. Both of these papers recommend a significant uplift in MC manpower requirements.
Kotter’s (1995) ‘8 Step Change Model’ can be used as a framework for managing the change process. Step 1 entails creating urgency around the need for the change. Ideally the whole trade should want change, but this is unrealistic. Support from customers and stakeholders should be sought, whilst honest discussions and dynamic arguments should be constructed. This can be done by utilising SWOT and Value Chain Analysis tools. Opportunities, threats and the MC market position can be analysed as:
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Figure 5: Movement Control Trade SWOT (2019)
Figure 5 highlights that the trade strengths centre on its established nice capability and importance to the supply chain. There a large number of weaknesses questioning the value of the trade in terms of costs and service quality. Cost saving, increased commercial awareness and areas for growth offer opportunities to address these weaknesses. The trade is under threat from customer unrest (poor service), recruitment and retention issues; abdication of tasks to other arms and the RAF MC trade. The appetite for defence manpower reductions and desire to increase combat troop capacity (at the expense of supporting services) is also omnipresent.
To assess MC trade processes, I conducted a Value Chain Analysis. This model was first described by Michael Porter in 1985. It divides up primary and support business processes to enable managers to visualise each process step of from concept to completion. Analysis of each small detail allows businesses to identify savings and efficiencies to increase the profit margin. In the case of MC, profit margin = ‘value’.
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[bookmark: _Hlk4880452][bookmark: _Hlk4442317]Figure 6: Movement Control Trade Value Chain Analysis Step 1 (2019).
Primary activities within the MC organisation are a little different to that of a civilian counterpart, in that all MC are expected to adhere to the ‘Soldier First’ ethos. This means MC are expected to be a ‘soldier first, tradesman second’. In this analysis, we are assessing the MC trade – and the individual MC soldier is a resource working within all activities, with the exception of Infrastructure.
Staff MC primary activities tend to focus on ‘Inbound Logistics’ (IL) and ‘Operations’ (Ops). They conduct research work for upcoming tasks and offer subject matter expert advice to staff officers, who are responsible for strategic planning. Their activities may also include allocation of military transport assets to tasks, delegation of task execution to a movements unit (an asset) or project managing a global movement of units.
Executive MC straddle the Ops and ‘Outbound Logistics’ (OL) activities. 29 Regiment Operations MC allocate MC soldiers to task during the Ops activity; also ensure they are adequately prepared to conduct the task. 
During the OL phase the MC conducts liaison, co-ordinates the movement task to ensure compliance and assurance, reports movement details along the logistic chain and crisis manages incidents.
Limited marketing, sales and customer service activities are also conducted.
MC support activities Infrastructure, Human Resource Management (HRM), Technical Assets and Procurement (Recruitment, Basic and Trade Training) are in place to enable MC to conduct their primary tasks. Each activity can be broken down to allow for deeper analysis and assignment of cost or efficiency. The sum of all costs or efficiencies across support and primary activities allows managers to understand their competitive advantage (profit).
The model allows managers to understand the organisation’s internal dependencies, transactional linkages, value system and causal textures. Internal dependencies are links between the functions in the value chain e.g. manpower tasked for military duties reduces the pool available for execution of MC tasks. Transactional linkages are similar, but between the organisation and a customer, supplier or other external party e.g. there is a lack of formal customer complaints process between customer units and the MC trade. The value system is a set of transactional linkages between the organisation and supplier e.g. MC provide assurance/compliance and civil-military translation to their customer units, but only limited feedback in return (no financial transaction).
Causal textures are the changing environment and links outside of the organisation that may affect it e.g. change in civilian shipping regulations that mean amending working practices.
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Figure 7: Movement Control Trade Value Chain Analysis Steps 2 - 5 (2019).
Figure 7 are the final steps of the Value Chain Analysis, that allow us to assess the importance and cost of activities.  Here it is not possible to accurately assess the cost of each activity - as each cost analysis is a large piece of work. I have therefore assigned broad estimations. The analysis shows that, although they are important/very important, primary activities are relatively cheap (with the exception of military duties).
Much larger costs are incurred by infrastructure and procurement activities. The table highlights the internal dependencies. The link between IL – Ops - OL appears to have synergy; there is a clear requirement for Marketing and Service to positively impact upon primary and support activities. However, Military duties are directly and indirectly negatively impacting upon Ops and OL by placing additional pressure on MC resource tasking. Furthermore, they increase the burden on HRM and Procurement, whilst significantly bloating the trade Infrastructure requirements. For example, a soldier must meet physical fitness standards; to enable this gyms, training programmes, medical and HR systems are required. If a soldier cannot meet these standards, they cannot deploy – thereby increasing the burden on ‘fit’ MC.
It is assessed that huge cost reductions can achieved by removing the requirement for MC staff to undertake Military Duties i.e. MC undertaken by the commercial sector. This would ease the tasking burden upon MC staff, whilst also reducing the army’s Infrastructure, HRM, Tech Development and Procurement costs.
But what is the MC trade’s market focus?
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Figure 8: Porter’s Generic Strategies (1980)
The trade currently seems to ‘sell’ its services to a small market as a niche capability, with no civilian equivalent. Porter would describe this as ‘differentiation focus’, as per Figure 8. By focussing on the same market, but shedding infrastructure, procurement, HRM and military cost burdens, the new MC model would have a ‘cost focus’. 
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Figure 9: Outsourcing Decision Matrix (Barnes, 2008)
MC highly contributes to the strategically important supply chain, but makes a low contribution to the British Army’s operational performance (its core task). In this case: ‘Contractors must be up to the challenge of meeting the customer’s needs…by providing logistic support more effectively, and allow the Army to concentrate on its core task – that of warfighting.’ (Cross, 2000). Therefore, as per Figure 9, the MOD should form a strategic alliance with a commercial partner for provision of MC services.
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Figure 10: Contractorization of Movement Control Trade Force Field Analysis (2019)
Lewin (1943) developed the ‘Force Field Analysis’ to assess whether forces driving change outweigh those opposing change. Figure 10 concludes that the forces for contractorization outweigh those opposing it. It is assessed that the greatest opposition would come from those fearing the loss of a niche capability i.e. once lost to the commercial sector, it would be extremely difficult to regain personnel, corporate knowledge and trade framework. Loss of the MC trade, would reduce the requirement for life support personnel – effectively negating the need for 29 Regiment RLC. This has exponential consequences on the manning and requirement of higher formations. 104 Brigade would provide a lesser logistic service – so less staff officers may be required at that level. Commanders of these formations are therefore likely to try to ‘protect their empires’.
There may be scepticism towards outsourcing borne from loss of other trade groups e.g. Tank transporters, Pioneers and Railwaymen. It is likely that the trade sponsor and commanders would mirror the concerns of trade personnel citing redundancies or reskilling.
Change requires true leadership Kotter’s 2nd step focusses on identifying key stakeholders to ‘Build a Powerful Coalition’.  There are more forces driving change (large infrastructure, HRM and procurement cost savings) and a strategic alliance allows the army to reduce its manpower or reconfigure its force (weighted towards combat troops over supporting services). A commercialised service would more effectively utilise marketing and customer services to streamline MC resources (and allocation) to improve compliance/assurance. Key stakeholders will therefore be Chief of the General Staff, Commander Land Forces, Commander Force Development and Capability; Chief of Defence Logistics.
Step 3 of the change process is to ‘Create a Vision for Change’. The values central to change should be the key savings and opportunities highlighted above. They should be encapsulated in a short summary of how we ‘see’ the future of MC e.g. ‘A commercial partnership that provides enhanced movement planning, compliance and assurance services at a lower cost to defence.’
A strategy to execute the vision should be created, for example:
1. Army conducts study of MC roles and tasks.
2. Army puts MC trade services out to tender and chooses strategic partner.
3. Army offers MC personnel choice of redundancy or trade transfer.
4. Commercial entity hires personnel to fill static MC headquarter planning roles in line with study and any rationalisations it chooses.
5. Commercial entity creates a core operational cell for market analysis, receipt of tasks and allocation of MC resources.
6. Commercial entity hires former MC (redundant individuals and previous veterans) on ad-hoc consultant basis, utilising short- or long-term contracts.
7. Individual MC, working as consultants, live in an area of their choosing and are responsible for own life support and professional development.
8. Commercial entity sets up training and customer service teams, as it deems fit.
Step 4 of Kotter’s model is the communication of this vision. The vision should be communicated often, with stakeholder’s concerns addressed honestly and openly. 
Step 5 is the removal of obstacles, where change actually starts happening. Leaders should reflect the type of change to be delivered:
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[bookmark: _Hlk4956248]Figure 11: Types of Change (Balogun & Hailey, 1999)
Balogun and Hailey (1999) identified four types of change, dependant on the stimulus of change and its pace. If the Army was to initiate change, then it would be transformational and if MC were to be conducted by a commercial partner, then fast/big changes would be needed. Therefore, the change would be a revolution. Kotter and Schlesinger (1979) believe that change requiring high urgency and facing high resistance requires a coercive style, utilising power through the use of orders.
During this phase the ideal structure and culture of the commercial partner should be considered, particularly in relation to the British Army. This can be done by utilising the Cultural Web Model:
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[bookmark: _Hlk5469410]Figure 12: Johnson & Scholes Cultural Web Model (1988)
Johnson and Scholes described 6 interrelated elements that form the culture of the organisation as shown at Figure 12. Firstly, the organisational structure should be considered. Whereas the MC currently uses a formal hierarchical structure, based upon the ranks and organisation of the army, it is envisaged that a commercial solution would be considerably flatter and less formal. It would perhaps have a strategic board, with small operations, marketing and customer service teams sitting below it. Individual MC would be self-employed consultants, recruited on an ad-hoc basis. This structure would encourage competition and improved professional development amongst consultants vying for tasks.
Key to the organisational structure would be it’s ‘cost focus’, which is differs from the current ‘differentiation focus’.
When establishing roles and job descriptions within the new organisation, they should consider the current MC trade and rationalised where necessary. At this stage, the redundancy compensation package for MC should also be formulated by the army.
Whereas the army employs a power culture, a commercial entity utilising consultants would be more weight towards task or person cultures. Handy (1976) stated that task cultures utilised teams, with shared values, that best delivered projects and innovation; innovation is also best delivered by person culture that taps into the creativity and power of ‘experts’.
A commercial partner should implement improved marketing, resource allocation, customer service and quality control systems; the stability of staff would improve corporate learning – as opposed to the system of 2 year postings before moving on.
A commercial partner might look to build its culture upon the symbols, rituals and routines upon those used by the MC trade. By remembering the stories and myths of the trade, it would strengthen the ‘esprit de corps’ between veteran MC.  These could continue in company culture as veterans retire and fresh blood is recruited.
Short term wins should be sought during step 6, as these successes will help to convince any doubters of the transformation. It might be that small, stable UK based detachments are quickly taken over by the commercial partner. Step 7 will see this change built upon as more roles and positions are taken over by the commercial partner. This increased momentum should see lessons learnt by the commercial partner, seeking continuous improvement.
The final step is to anchor the changes in corporate culture. Success stories should be told and key staff should receive public recognition. The ideals and cultures of the commercial partner, which closely resemble those of the army, should be central to any new staff recruitment plans and training.
Questions for future exploration:
1. What are MC personnel views of the trade? How is morale? What issues do they face?
2. Does the MC trade meet customer expectations?
3. How many tasks a year do MC conduct?
4. How is workload truly split between staff and executive functions?
5. What is the true cost of recruiting, training, employing and deploying MC?
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