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Business Case

Executive Summary
A business case that proposes the creation of a new logistics department within a British Army Regional Command organisation. The business case will describe how the department is to be created and explore how it will fit into the current market whilst considering financial implications.
The business case has analysed the following aspects:
· The proposed market the department would be operating in. 
· The financial plan for implementation/ overheads and a possible revenue stream.
· The marketing plan for the department and how it will penetrate the wider market.
· The management plans.
· How the implementation of the department will be conducted and within what timescale. 
The creation of the department will provide the parent organisation with an excellent flexible asset to task, allowing them to increase military maritime output; whilst also having the option to exercise a potential revenue stream. However, careful consideration is needed with the recruitment of individuals and management as the department is such a small close-knit work environment. Only individuals that are suitably qualified and experienced should be considered for the department, with the management provided by independent highly motivated personnel. 

1.	Introduction
1.1	This business case is for a new department that will separate itself from its current parent organisation a specialised British Army Logistics Field unit. The organisation currently provides a maritime-enabling capability for the British Army. This is through deployable port task-groups, and the running of the Sea Mounting Centre (SMC) in Southampton. The SMC deals with the import/ export of vehicles and materiel; supporting global military commitments. The new standalone department would fall under a different formation (Regional Command Aldershot). The creation of the new department would allow for a smoother and more efficient port-handling process that could handle a higher output. 
1.2	The new service being offered by the standalone department is a fully dedicated team that will specialise in the running of the SMC and any pop-up maritime taskings requiring the use of any other ports in the UK. The team will be scoped so it can provide a constant output at the SMC while still holding enough manpower to facilitate pop-up taskings at short notice. 



2.	Market Analysis
2.1	While analysing the market, the target customers were identified as the other units within the British Army that require movement of materiel, and the civilian haulage companies that provide the heavy transport capability. The civilian contracts allow for the movement of some of the heavier vehicles from the unit lines to the SMC. Fortunately for the newly formed department, there are only a few trade and legal regulations that would affect its operation, apart from these it’s pretty unhampered. 
· The first legal restriction is regarding the loading of class 1 explosives. As the SMC sits directly opposite berth 101 (the cruise terminal at Southampton port) it is restricted on how much class 1 it can load while berth 101 is occupied. Currently when the berth is occupied only a maximum of 10T Net explosive mass of class 1.1 can be loaded. Once berth 101 has been vacated the SMC can load up to 22T which is the maximum allowed on the licence. 
· The second restriction to the operation is drivers’ hours. This affects the operation directly but would not be directly controlled by the newly formed department. Control of this legality would be up to the civilian contractors/ unit to keep their drivers legal. 
2.2	Environmental impact has evolved to become a global concern with a majority of sectors and companies looking to operate with a more environmentally-friendly approach. The newly formed department could minimise its impact on the environment by, implementing a change in delivery method of vehicles and materiel to and from the port; currently this is carried out by means of road transport. The SMC does possess a rail facility, therefore, a swap to rail to move a majority of vehicles and materiel to and from the port would greatly lessen the impact on the environment. Network rail (2019) report that each tonne of freight transported by rail cuts carbon emissions by 76% compared with road haulage. With regard to competition the department would sit in a comfortable position; due to its specialist role and its parent organisation, it does not have any direct competition from another military outfit.  This does not mean however, it can relax its effort. The department will need to continuously perform to a high standard giving the option of operating at maximum capacity at all times. If the department falls short of expectations, it will open itself up to be closed down and the operation given to a civilian contract. 

3.	Financial Plan
3.1	The estimated costing of the department’s operation is £7 million per annum. This is based on the costs incurred by the contracts that provide infrastructure and materiel handling equipment (MHE) maintenance (£1.1 million), salaries and support elements of all personnel within the department (£4.4 million) and the costs of involved in keeping the operation running i.e. fuel, electricity, individual working items and training (1.5 Million). Port handling fees will be charged for all equipment to pass through the port. The charges vary depending on the items being shipped/received. For 20 & 40ft containers a standard rate of £70 per container will be charged. A refrigerated container will be charged at £100 per container. All vehicles will be charged at £150 per vehicle. A mis-declared container or vehicle, including incorrect paperwork or undeclared/ wrongly labelled dangerous goods, will face a surcharge of £150 to cover the extra admin/ time needed to rectify the issue. 
3.2	The resource requirements have been assessed as needing a mix of 50 personnel from the key trades per working day (18 Ship workers, 10 for the off-loading party, 12 MHE drivers and 10 Movements Staff). This will allow for concurrent activity to be conducted, including receiving of material while still possessing the ability to load/ unload vessels. 12 MHE vehicles will also be required to operate daily. This will be split between 4 Container handler vehicles, 4 transport tugs and 4 forklifts (2 heavy, 2 light). 
3.3	The management of a budget is a key part to enabling the organisation to stay profitable. Portions of the yearly budget must be allocated to individual areas (Maintenance, fuel, working equipment etc). This is to ensure a financial cap is set out for each area, making it easier to manage and budget accordingly for the year. The created department would be financed by the MOD through the budget of its parent organisation (Regional Command Aldershot). The infrastructure and equipment are already in place allowing for an easy start up, without the need for a massive financial injection. Contracts for maintenance and equipment hire would need to be handed over to the new commanding organisation RC Aldershot so that an accurate budget can be monitored. 
3.4	Possible alternative sources of finance could come from the rental of port space, and handling capabilities, to civilian shipping companies. With some months of the year quieter than the rest, there would be scope within the shipping programme to accommodate civilian ships alongside and offload/ load these as necessary. This could provide an additional source of income as the civilian companies would be charged for the handling capability and each day the vessel is alongside the port. This could bring some form of financial return on investment for the Ministry of Defence, who fund the military through the budget given to them by HM Government. 

4.	Marketing Plan
4.1	The marketing plan for the newly created department is focused around understanding what service it provides and how to promote this to the wider military. When broken down into the 4 P’s of market penetration strategy (Product, Price, Place, Promotion), a clear understanding is given of what is on offer, for what price, and how to convey this to the potential market.  The product on offer is a maritime port-handling capability for the military. The department will deal with the receiving/ dispatching of vehicles and materiel through to the offload/ load of vessels. The price for this service would be set at £150 per delivery of vehicles or equipment. The price has been set, taking into account the average number of monthly vessels and how many items each vessel transports. This would see the yearly running cost covered, plus a small profit (as highlighted in Para 3.1). 
4.2	The service will be delivered at the SMC in Southampton which is a fully operational port. There is scope, if the need arises, to deliver this service for the military as a pop-up at any other port in the country. The advertisement of this product would come from social media outlets with pre-deployment instructions sent to each unit prior to them engaging with the department. The department would have its own social media presence (Instagram, Facebook). This would be used to inform and promote the service being offered at the SMC to military units and corporate companies that could potentially lay the foundations for future business for the department. Before the arrival of vehicles and materiel, the organisation that is shipping the equipment will receive a pre-deployment instruction. This would detail all the actions that need to be taken prior to arrival and would explain the process to be carried out upon arrival. There would also be a short description of the whole port process, allowing other organisations to understand the service being provided. 


5.	Management Plan
5.1	Within the newly formed department, a clear management structure would be implemented to ensure direction and control of the operation. The implementation of personal policies would ensure employment legislation is adhered to and a strong work environment at all times. The department management will, by law, make sure that the Health and safety at work etc Act 1974, (the legislation that protect workers’ rights), and the Equality Act 2010 are implemented from its conception and monitored closely by management at all levels. Employee motivation will be promoted by policies that ensure a healthy work life balance; this will see extra time away from work allocated to all individuals after busy/stressful periods. Due to the nature of the organisation, financial incentives are not an option so extra time given to carry out their personal hobbies is an appealing trade-off.  
5.2	The management structure of the department would be set up in a functional format. Leading from the top there will be two independent department managers (Executive Manager and Assistant Manager) who oversee the whole operation with no affiliation to any of the trade streams within the port. Below them will sit the team leaders of each trade stream within the department, their job would be to oversee their specialist team, and advise the management if questions arise that relate to their specialist skill set. 
5.3	Staff training is an important factor in delivering a successful operation. Individuals within the department would all be trained to carry out their role to a competent level. This involves refresher training, carried out throughout the year to consolidate skills already taught. Personnel will also attend trade upgrade courses as soon as they become eligible, allowing them to build on their knowledge base and further develop in a professional capacity. Prachi Juneja (2020) describes the importance of training employees as:
“crucial for organizational development and success. It is fruitful to both employers and employees of an organization. An employee will become more efficient and productive if he is trained well”.
Training would also extend to personnel development; individuals will be allocated time/resources and a small amount of funding £175 per annum, to engage in either educational studies or practical courses chosen by the individual. All training would be fully supported and monitored by the management, who would ensure a deconfliction takes place between the work schedule and the number of individuals granted training time at any given period.  



6.	Implementation Plan
6.1	To understand how the implementation of the new department would happen, the PERT chart below shows what actions will be taken and in what timescale. 





1812883 Poolman D 	PD 01 Task 5




2


PERT Chart





Design Task 3:
Creation of shipping programme (3 Weeks)
Facilities Task 2: Facilities modified (2 Months)
Personnel Task 2:
Training of individuals begins (2 Months)
Personnel Task 1:
Individuals identified for new department (2 Weeks)
Design Task 1:
Liaise with parent organisation (1 Weeks)
(
Facilities Task 3: Test run of work areas (1 Week)
Facilities Task 1: Facilities to be inspected and adaptations identified (3 Weeks)
Finish- Fully Operational
Start- New department need identified
Design Task 2:
Contracts are written (1 Months)
Personnel Task 3:
Individuals begin work


	Task
	Task Personnel
	Task Description

	Design Task 1
	Department Management
	Department Management will liaise with the parent organisation, agreeing on the operating tempo and the departments main goals and focus. 

	Personnel Task 1
	Department Trade Leaders
	Trade leaders will identify which individuals will be needed to fulfil the departments requirements. These will be based on specific trade class, rank and specialist qualifications. 

	Facilities Task 1
	Department Trade Leaders
	All facilities/ infrastructure are to be inspected to make sure they are safe and fit to carry out the role needed. Any faults or adaptations are to be identified and reported to the department management. 

	Design Task 2
	Department Management 
	Contracts are to be discussed and signed. These contracts will include infrastructure maintenance, MHE long term hire and servicing. 

	Personnel Task 2
	All Personnel (Excluding Management) 
	All personnel in the department will receive upgrade trade training if they require. If not, general refresher training will be conducted to ensure all members are fully competent within their role. 

	Facilities Task 2
	Section Leaders and Tradesmen to lead. Department members to facilitate. 
	Any facilities previously identified as being unsuitable to carry out the desired role will be modified to the correct specification. I.e. Office spaces and the organisation of traffic routes on convoy marshalling areas. 

	Design Task 3
	Department Management & Trade Leaders
	The creation of the shipping programme will allow the department leaders to set a working tempo from the start. This planning tool will allow the workload to be forecast weeks in advance so that adequate manpower and equipment can be allocated. 

	Personnel Task 3
	All Personnel
	Upon completion of all training, all personnel from the department will start work in their new roles. This will allow for a period of familiarisation to happen. 

	Facilities Task 3
	All Personnel 
	A test run of all work areas and supporting equipment will be conducted. This will ensure all areas and processes are fit for purpose. The test will also provide a final check before the department is declared operationally ready. 
























	Learning Outcome - The learner will:
	Assessment Criterion - The learner can:
	Demonstrated in Paragraph(s)

	4.1
	Know the structure and use of a business case
	4.1.1
	Demonstrate how to prepare a business case
	 All

	4.2
	Understand the ownership of businesses, their internal structure and their sources of finance
	4.2.1
	Critically assess the structure of a business
	 2.1/2.2

	
	
	4.2.2
	Evaluate the alternative sources of finance
	 3.3

	4.3
	Understand the use and management of budgets
	4.3.1
	Create and manage a budget
	 3.2

	
	
	4.3.2
	Demonstrate how to monitor costs against an operating plan
	 3.1

	4.4
	Understand the principles of costing, pricing and the requirement for profit
	4.4.1
	Perform a costing process
	 3.1

	
	
	4.4.2
	Calculate prices against set criteria
	 3.1

	4.6
	Know how to appraise investments and minimise financial risk
	4.6.1
	Demonstrate how to appraise financial risk
	 3.1/3.2

	
	
	4.6.2
	Compare options for asset purchase and maintenance
	3.1/3.2
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