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Executive Summary 

The purpose of this report is to appraise the impact of a recent re-engineering of a process within the British Army.  Within this report I will scrutinise the re-engineering of the Customs process used by not just the Army but the whole of the Ministry of Defence (MOD), and how it has impacted the service. I will also look at how this has brought about centralisation / de centralisation a change that is renowned when change occurs within an organisation. 	Comment by Graham Orr: As part of an introduction this works – albeit without the personal pronouns which have no place in a formal academic (or military, or business,) report.   An Executive Summary has three parts:   what is the problem being discussed; what approach (aka methodology for an academic research project) hasd been adopted; what is the result of the deliberations which can be phrased in terms of recommendations.   An academic abstract found at the beginning of a research project report follows the same format.


Introduction

The MOD has a legal requirement to ensure that exports and imports of equipment and materiel are made in accordance with HMRC’s requirements. At the point of Export from the UK, information is required not only to allow the Export Declaration to be made but also to ensure that for items being re-imported back into the EU after a deployment, the Department can claim Returned Goods Relief (RGR). 	Comment by Graham Orr: For future work 1.2 or 2.0 line spaces not single spaced.    	Comment by Graham Orr: They are not HMRC laws and regulations.   HMRC are merely the administrators.    For example you might as well state that food preparation and hygiene requirements are made at the behest of McDonalds 	Comment by Graham Orr: Department = MOD?

Consequently, units or formations deploying or recovering equipment and materiel in support of Operations and Exercises, are to provide item-level detail for consolidated consignments as soon as possible after freight departs from the unit. 	Comment by Graham Orr: Excellent.   So many people make the error of misspelling this word when referring to military goods.

In the past this has not been carried out correctly. This brought about fines and other penalties.  Inaccurate, incomplete or missing information could also adversely affect the MOD’s position as a competent authority with HMRC and may affect the renewal of previously agreed concessions or any future concession the Department may wish to negotiate.

The solution to the problem was a standardised customs declaration (MEIL) carried out by a centralised body with in the MOD.  This fell to the Defence Supply Chain Operations and Movements (DSCOM) team.  	Comment by Graham Orr: The abbreviation neds to be written in full and only if it is to be used thereafter in the document is it abbreviated and only the abbreviation displayed  


1. Determining factors of the internal dynamics of the MOD.

1.1 Performance

1.1.1     The change in the customs process is an example of a radical business process re-engineering (BPR) with in my organisation.  It has brought about many benefits for the British military. It has seen the MOD become fully complaint with both UK and international customs law. As Lockamy and Smith, (1997) states: “Re-engineering programs must be designed and implemented within the context of a firm’s strategy”. The customs process was changed to meet the requirements of the whole military supply chain. 	Comment by Graham Orr: Note states, but state.   I realise there are two authors but there is only one book in which they make this claim.     You should have picked up on their assertion that re-engineering is in the ‘context of a firm’s strategy’ and defined what the MOD strategy consists of – saving the cost of fines?

1.1.2     The success of the new customs process can be measured by the number of fines and penalties no longer being issued against the MOD whilst also successfully deploying units overseas.   

1.1.3     As Ozcelik, (2011), implies: “BPR projects involve large investments in physical as well as human capital”.  This can be seen with the implementation of the customs process. A whole new department within DSCOM had to be set up and trained up on the intricacies of international custom processes and protocols. Which not only require investment of time but also money to bring in outside agencies to bring the team up to speed.    	Comment by Graham Orr: TINAS = This Is Not A Sentence.    The highlighted words are actually the end of the preceding sentence.   Grammar is not hard, it is as easy as breathing.    Read the two sentences out aloud , stopping (not merely pausing!) at the full stop after protocols and you will discover why I write ‘…as easy as breathing’.

1.1.4    During the implantation phase of the process the organisation was in state of radical change. This was down to inexperience from both the units submitting the information and by DSCOM who were still getting used to using a complex system. This saw a significant drop in performance as what should take minutes took hours.     	Comment by Graham Orr: So what?





1.2 Control Structure

1.2.1     Before the new process units were paying lip service to customs often ignoring it completely. This caused DSCOM to centralise the responsibility for customs to the new customs compliance team (CCT).  However, they also decentralised as well by pushing some of the work back on the units getting middle management i.e. the Regimental quartermasters (QM’s) to provide the costing and quantities for the goods being moved and any discrepancies would result in fines being issued to the unit.            	Comment by Graham Orr: Here’s the nub of the problem.	Comment by Graham Orr: This word is a proper noun and so capitalised.	Comment by Graham Orr: QM’s indicates the possessive tense as in Nigel’s car.   Write QMs to indicate the plural.

1.2.2     During the process of logistics innovation, capabilities of these individuals had to be tested and adjusted to meet battle rhythm.  As Daugherty, et al. (2011) suggests, “decentralization divides decision-making tasks among multiple individuals”. Honing the responsibility to an individual enables   issues to be resolved with a more analytical approach, shifting the responsibilities of the senior-management element toward middle-management. 	Comment by Graham Orr: As fine a piece of military jargon obfuscation as I have ever seen.    Compared to today’s thoroughly modern soldiers, in the 1980s and 1990s we were mere babes at this.      

1.2.3     The decentralising of the customs process allowed management within the supply chain to implement new workplace procedures and instruction. Standardization in the form of standard operating procedures were also introduced using lessons learned from previous events. As mentioned, an organic form of approach was encouraged to find flexible approaches to different unit’s problems that presented themselves during the transition period. 


2. Importance of Change


2.1 Plan and the Management of change


[bookmark: _Hlk518918172]2.1.1     The MOD’s plan was a complete overhaul of the current business procedures by means of a process change. “As a result, companies (the MOD) can remove or cut down the time, paper and people involved in/with every transaction” (Huang et al. (2015).  	Comment by Graham Orr: When inserting words that do not appear in the original use square brackets: ‘…companies [in this case the MOD] can…’     Incidentally the three dots before and, if required after, the quoted words are called an ellipse and indicate missing words.   Just a style thing you may wish to use in the future. 

2.1.1     The MOD’s plan was a complete overhaul of the current business procedures by means of a process change, which, according to Huang et al (2015) can allow organisations to ‘…remove or cut down the time, paper and people involved in/with every transaction”.  


2.1.2     The customs process for the MOD needed either a renovation or replaced with a system with less lateral and hierarchal communication constraints, with improved service capabilities.	Comment by Graham Orr: Missing the word ‘and’

2.1.3     Training was increased to meet the new requirements and implementation into the first stages for individuals with roles in the new customs process. 	Comment by Graham Orr: 2.1.3 to 2.1.6.    Also 2.1.6 works well if made part of 2.1.3.

2.1.6      By means of work place reorganisation, a whole new team was set up in DSCOM with their own management.  Also, a new communication system was introduced with HMRC to speed up all bids for both import and exports for MOD shipments.  

2.1.7     “Informing lower level managers and line workers of the decisions and operating strategies is one of the important elements of a successful implementation” (Huang et al. (2015)). The MOD carried this out by pushing out various Defence Instruction Notice’s (DINs) and Stop Presses detailing the new process and the roles and responsibilities of all involved. 

2.1.8     With regards to decentralisation, lower-level managers (JNCOs) were encouraged to raise issues noticed at the level and possible solutions to middle and senior-management (QM’s / DSCOM).  This enabled the production of standard operating procedure (SOP) document. “Managers or line workers with continuous education will certainly improve their capability” (Huang et al. 2015), the MOD does this by means of a stop press distributed through internal e-mail, disturbed downwards through the chain of command.

2.1.9     This document was a key tool developed by stakeholders, aiding training. The users of the new process can refer to this whenever the need arises. 	Comment by Graham Orr: 2.1.9 is the end of 2.1.8 and does not justify being a separate paragraph.    To understand what I mean copy paste 2.1.9 in isolation , show it to someone who has not seen your report and ask them to describe the subject of the report.
    


3. Information Needed to Meet Corporate Objectives

3.1 Develop an appropriate information system

3.1.1    Cameron and Green, (2012), say “the purpose of a restructure is to align the organisation to better achieve its strategy”. The direction of the BPR was to increase the compliance of the MOD with UK and international customs law.   

3.1.2     It was imperative the BPR reflects the critical success factors of the Movement Control trades across the Armed Forces, getting the right men and material to the right place, at the right time, to the satisfaction of commanders at all levels. To better achieve this strategy, the BPR project encompassed communication, as aforementioned both laterally between units and DSCOM.	Comment by Graham Orr: Oops.   Either you use materiel to indicate military goods or you define the composition of the material being exported/imported, eg goods, comprising a mixture civilian material and military materiel – this gets cumbersome no?    Just stick with materiel when discussing military matters.
  
3.1.3     Users can have real time access to all information regarding to the customs process from a website setup in DSCOM for any help needed this shows that the critical success factor of communication was used to better achieve this strategy.

3.1.4     The MOD employed team in DSCOM was set the task of being the Subject matter experts for the Customs for the whole on the ministry.  They also dictate the policy’s and doctrine involved with all matters to do with customs.  	Comment by Graham Orr: Stray capital.	Comment by Graham Orr: Policy not policies and not ‘s!


4. Non-Financial Performance Appraisal

4.1 Performance Management Indicators

4.1.1     As Rowland, (2012), points out, “appraisal is usually part of a performance management system and can result in increased pay and other rewards such as promotion, career opportunities or actions to remedy disciplinary or capability issues”. 

4.1.2     The MOD’s customs process is typical example of the British Army’s performace mangments system. Privates or Lance Corporals (Line Workers) will find the basic information for a customs declaration. The information will then get passed to the SNCOs (Middle Managements) who will make a MEIL and this will be passed to high management (DSCOM) for approval.  Individuals are keen to progress within their respective careers, whilst with the Army’s annual appraisal system has middle-manager’s continuous scrutiny upon the line-worker’s daily routine.	Comment by Graham Orr: This paragraph does not successfully make the case that the customs procedures have significant impact on a soldier’s career and, all of a sudden, SNCO are middle management.    I don’t disagree however this should have been established earlier.    There is also the begged question of whether a MovCon Sgt (or JNCO ] based in DISCOM is ‘senior management’ whereas a RQMS or QM is ‘middle management’.	Comment by Graham Orr: Naughty fingers.


Conclusion

Once the innovation was implemented the whole customs process was seen to be much better managed and user-friendly undertaking. This can be seen by the massive reduction in fines being issued to the MOD and penalty statements.  This can be related to what Ozcelik, (2011), implies, once BPR projects are finalised and implementation risks are resolved, employees are likely to become more comfortable with the new process design, and hence firms may be operated more efficiently  

The “strategic objectives are driven by customer needs and expectations” (Lockamy and Smith, (1997)), and this reflects by bringing the MOD in line with all other civilian exporters and importers to ensure that HMRC are happy and everyone is obeying the law of the land. 
 

As Huang et al. (2015) implies; “during the BPR implementation, companies can utilise information technology to speed the process and also reduce the need for additional papers or human resources while dealing with the order processing task”. The new customs process achieved exactly that, by having a central point for all customs declarations with a wealth of knowledge. This saved units time with all relevant customs information being found on DSCOM’s new website allowing for accurate declarations to be made.  	Comment by Graham Orr: They only suggest this is so?


The BPR for the customs process was a massive success reducing the amount of fines and penalty fines being issued to the MOD as a whole by the HMRC.  Also it brought them in line with the civilian export and import company’s and made the MOD compliant with not just UK Customs Law but also International Law.  Overall this new process is in its infancy and only time will tell if in the long run the unit continue to use this very efficient process.   




[bookmark: _GoBack]Like this a lot despite the comments littered throughout which are mostly concerned with the style you should adopt for the future.    In essence, the originators of BPR, Hammer and Champy*, base the whole of their premise on the availability of IT connectivity allowing the decimation of middle-management since higher-management could simply pass down edicts to the workforce.   It never worked and happily you do not describe such a situation.    The one significant lack in your work is a failure to adequately describe what the previous process comprised of; you describe the result of non-compliance but not the actual process itself.    This would have allowed you to demonstrate the extent of the change that was implemented and it is unfortunate for you that your grader is ex-RLC and aware that there were processes, albeit largely ignored procedures, in existence for decades.    BAOR has a lot to answer for when it comes to the education of soldiers in the minutia of customs procedures that do not revolve around the number of fags and bottles of whiskey that can be moved (smuggled lol) across NATO borders.    Enter Kenya et al and the need to (properly!) pay attention to customs procedures ().

Good work, be careful not to write single-sentence paragraphs.    58/100  - solid 2:2 country.

*Interesting omission.
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