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Chapter 2:  Literacy review

2.1	Implementation of MJDI
MJDI is the new Log IS platform for the stock control and accounting of the Defence inventory aimed at all members of the tri-service community.  The system is designed to system for demand, receive, issue and maintain an inventory of items ranging from clothing and rations, armoured vehicle, aircraft and ship spares to helicopter parts, munitions and fuel.

MJDI has introduced a new set of business processes that have been agreed by all three Front Line Commands.  The three services now follow the same ways of working, using the same application on a common IT system.  It is a major business change initiative that is impacting across the whole of Defence in the home base and on operations, by DE&S and by industry. 

MJDI supports a Management Information System (MIS), which provides the user with a 
comprehensive view of the entire Defence inventory, wherever it is managed and across all service environments.  It shows all stocks within a given area such as an operational theatre and all materiel by quantities and location across all units of all three services and industry. 

In addition, MJDI provides alternative sources of supply automatically if a unit's own stocks are unavailable as well as reducing paper-based accounting systems being used in the home base and on operations.  MJDI has provided a common way of managing materiel, a common set of operating procedures as well as a single management system for all commodities.

2.1.2	The requirement for MJDI
According to Systems Consultants Services Limited (SCS) Operations TELIC and HERRICK highlighted the MOD’s significant capability gap in deployed inventory management and the detrimental impact this was having on operational effectiveness. Legacy single service “stove- piped” inventory systems, developed in the Cold War era, had become outdated and unable to provide the efficiencies being demanded through joint UK military operations.  The objective of the MJDI Project was to address this capability gap by converging the 3 existing single-Service logistic business processes into one by developing a single underpinning Logistic Information System (Log IS).  
The roll out and migration from previous systems to MJDI was a lengthy process which was delayed on numerous occasions.  Whilst many Army units have migrated, some still operate on legacy systems.  It is however the aspiration that all systems will be superseded by MJDI in the future.  The following logistic systems have been replaced by MJDI: 

· GLOBAL:  
· UNICOM:  
· OASIS:  
· USASII and DUSASII (already replaced by MJDI POC) :  
· DeMAS:  
· ORAC:  
· SEESUPS:  
· RAF non-SCC package:  
With so many differing systems, some older than others, it is apparent that one system that could supersede all legacy systems was required.  Whilst MJDI provides this functionality, unlike legacy systems, it also provides higher formation with global visibility of inventories.  

2.1.3	MJDI commodity capability
Unlike previous legacy systems which were operated independently by different arms and services for differing commodities, MJDI has the ability to provision, control and account for all of the following commodities:

· Materiel and spare parts.
· Munitions.
· Medical stores.
· Expeditionary Campaign Infrastructure.
· Clothing.
· Operational Ration Packs.
· Engineer stores.
· Packed and bulk Petrol Oils and Lubricants.
· Packed and bulk water.
· Furniture/Defence Accommodation Stores.
· Industrial gases.
Currently MJDI does not account for the following:
· 	Some aspects of the strategic deterrent, blood and plasma.
· 	Food.

2.1.4	Where MJDI is utilised
MJDI is currently being operated in maritime shore and afloat establishments, and following the release of Version 5 in 2012 the system continues to be rolled out all deployed and non deployed land units.  

2.1.5	Qualifications required to operate MJDI
In order to operate MJDI, proposed users were first required to complete some form of formal training.  The training required was dependant on the user's appointment and subsequently divided into 3 roles:

· Materiel Accountant (MA):  All personnel operating MJDI are to be a minimum of MA qualified and conduct the mandated one week course.

· Unit Application Administrator (UAA):  Junior commanders' that are required to conduct system administrator duties are to complete the mandated one week course.  This includes and qualifies personnel on the manipulation of the Oracle Discovery module which extracts data pertinent to the account and can be used for analysis or back up.

· Management Information System (MIS):  Formation staff are required to complete MA, UAA and MIS in order that they have overarching visibility of the entire Defence inventory.  The MIS qualification is conducted online.  


2.1.6	Delivery of MJDI training
A number of Full Time Reserve Soldier (FTRS) personnel were employed specifically to deliver the required training to regular members of the Armed Forces.  In addition, a number of regular personnel were trained as "T3" instructors who remained on the MJDI delivery team for periods up to one year delivering training.  
Whilst complex in its conception, delivery of the courses was simplistic in its execution.  Instructors simply read verbatim from a manual whilst completing transactions on screen for the students to follow however many of the instructors were unable to answer most of the questions posed due to a lack of logistical experience.  

2.1.7	Benefits
SCS (ibid) claim “Systems Consultants Services Ltd consultants have made significant contributions to the successful development of a system which, over the past 4 years, has become truly global in reach and will provide up to 18500 transactional users with 24/7 access to the most up-to-date inventory data and information available.”
MJDI capability has provided operational commanders with a greatly improved ability to plan and execute operations through better management and visibility of materiel.  It has improved the Joint Support Chain performance to expeditionary operations and increased unit and platform availability. The potential financial benefits to be realised are in fewer equipment losses and reduced transport and operating costs. A detailed assessment of operational and emerging benefits which will be captured in a Benefits Realisation Plan.    

2.2	Theory of change management
According to Kotter (YEAR), “30 years of research have proven that 70% of all major change efforts in organizations fail. Why do they fail? Because organizations often do not take the holistic approach required to see the change through”.
Change management theories and practice originate from different, diverse social science disciplines and traditions. Consequently, change management does not have clear and distinct boundaries, and the task of tracing its origins and concepts is extremely difficult.
Whatever form change takes and whatever the required outcomes of any change initiative, managers responsible for implementing change must address the management issues at either an individual, group or organisational level.
It may also be argued that a successful change programme must address the management issues at all levels.
According to Macredie (1998) 3 main theories upon which the change management theory stands are the Individual, Group dynamics and the open system perspectives.
Computer change management pertains to managing change in computer systems, it may be better known as IT change management. Human behaviour change management is the more popular form of change management which many people know when change management is mentioned. Both computer change management and human behaviour change management are important processes to undertake.
According to Blockdijk (2008) It is no longer sufficient to simply hire technically qualified people, then put them to work on refining computers and computer systems. It is equally important to find out about the backgrounds of their people, what they think about their work, their superiors and their co workers; and how satisfied they are with their choice of occupation.   
It is difficult to find a single definition for change management because it is a comprehensive term used to describe change at both the individual and the organisational level. For example the term change management can be used to describe the process of following change in computerised systems, logging best practices and or system upgrades. According to Connelly (2013) change management can be defined as "The co ordination of a structured period of transition from situation A to situation B in order to achieve lasting change within an organisation"
According to the Collins English dictionary "Change management is a style of management that aims to encourage organisations and individuals to deal effectively  with the change taking place in their work"
Faucheux (2009) believes "Change management can be defined by three main components: adapting to change, handling the change and effectively putting forth that change. All of these components must be dealt with before any change is instituted. If not, you will not be successful."
Arguably these definitions mean the same thing, although emphasising different aspects of change management they make similar points just in different ways.

2.2.1	Advantages and Disadvantages of Change Management
Passenheim (2010) believes there are 5 change strategies that can be followed when implementing change: Directive, Negotiative, Educative, Expert and Participative. These are not exclusive however part of the skill required to implement change effectively is recognising what strategies to employ when to employ them and how best to utilise them. The table below shows these 5 strategies and the advantages and disadvantages of implementing them.

Table 1. Advantages and Disadvantages of Change Management Strategies.

	STRATEGY
	ADVANTAGES
	DISADVANTAGES

	1.Directive
	-Relatively Fast
	-Ignores the views of those affected by the change

	2. Negotiative
	-Change recipients have some say
-Reduced resistance
	-May be relatively slow
-Anticipated change may have to be modified

	3.Educative
	-People committed to the change
	-Relatively slow
-Requires resources and costs

	4.Expert
	-Use relevant expertise
-Small groups required
-Relatively fast to implement
	-Expertise may be challenged
-Resistance of those not consulted

	5.Participative
	-Change more likely to be accepted
-More people committed to the change
	-Slow to implement
-More complex to manage
-Requires more resources
-Increased costs

	
	
	




Chapter 2.2.2:  Obstacles to change 
There are many factors that can become obstacles to change in business regardless of what the specific change is Wells (2006) demonstrates this theory when discussing Lewins' theory of force field Analysis.  “Lewin’s force field analysis evaluates the net impact of all forces that influence change. These forces can be divided into two groups: driving forces and restraining forces. Driving forces are all forces that push for and promote change. These change drivers promote and encourage the change process. Some examples of driving forces are executive mandate, customer demands, and increased efficiency. Restraining forces are forces that make change more difficult. These forces counteract driving forces and lead to the avoidance or resistance of change. Some examples of restraining forces are fear, lack of training and the lack of incentives. When these two sets of forces are equal 
change is in a static state of equilibrium meaning that no movement towards or away from change is happening. To better understand the connection between driving and restraining forces and how they impact change”
 Kurt Lewin is best-known for his development of the Force field analysis model in 1947 seen below.
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Fig.1. Force field analysis (Slack et Al 2010)

With Kurt Lewins theory fully understood his model can be applied to the realisation of the evolution to MJDI from conceptualisation to implementation. By examining the forces for change versus the forces against, measuring their value and applying that to the evolution we can glean how effectively the process was managed. 
Operations management 6th edition by Slack et Al chapter 4 poses some interesting questions:
 “What is process design, What objectives should process design have, How do 
volume and variety affect process design, how are processes designed in detail” 
(Slack et Al 2010)


Chapter 2.2.3:  Managing the Change
From the conceptualization of MJDI right through to its implementation a plethora of obstacles were faced, many have been overcome and some remain an ongoing burden that is constantly under review. Using the table below some of these obstacles can be examined.
Table 2. Managing Change Model.
	
Category 
	
Examples 

	Communication 
	Ineffective outgoing communication
 Ineffective listening
Failure to effectively prepare the staff for the new system

	Culture
	Hostile culture within the information systems organization
Hostile culture toward the information systems area
No strategies to nurture or grow a new culture

	Underestimation of complexity
	Missed deadlines and cost overruns
Lost Credibility

	Scope creep
	Failure to define and maintain original success criteria
Failure to renegotiate deadlines and resources if criteria do change

	Organizational
	No clear vision for the change 

Unintended consequences

Ineffective reporting structure

Staff turnover

Staff competency

Provision of a technical “fix” to a 
management problem

Lack of full support of “boss(es)”

Roles and responsibilities not clearly defined or understood by everyone

Several people vying to be “in charge”

Adequate resources not available from the beginning

Failure to benchmark existing practices

Inability to measure success


	Technology
	System too technology oriented

Poor procurement

Lure of the leading (bleeding) edge

Inadequate testing


	Training
	Inadequate or poor-quality training

Poor timing of training—too early or too late


	Leadership issues

	Leader too emotionally committed

Leader's time over committed

Too much delegation without control

Failure to get ownership in the effort

Leader's political skills weak

“Lying” to get initial approval “





	(J Am Med Inform Assoc. 2000 Mar-Apr; 7(2): 116–124. 
	

	
	


Once the details above are fully understood it can be applied directly to the migration of the legacy systems to MJDI. Almost all the categories contain examples of the obstacles faced during MJDI’s implementation.
Training - “Poor timing of training—too early or too late” The MJDI team rolled out their training in a rush to ensure users would be ready to receive the system, unfortunately only version 3 of the system was available for training and did not contain many of the functions required by 2nd line units within the Army environment.
Technology – “Inadequate testing” When MJDI finally arrived many functions still did not work or were not suitable for the process that they had been designed for.
Organizational – “Staff competency” Instructors were sourced from part time reservist soldiers who were not current within the required knowledge base and did not have the relevant knowledge across the whole spectrum of supply within the MOD, for example Infantry instructors were used to train logisticians and although competent instructors they did not have the background in logistics required to fully understand the bigger picture of what they were trying to achieve.
Culture – “Hostile culture within the information systems organization” This was a major obstacle to overcome all three services had in place their own procedures and LOG IS systems and all fought to ensure that their  way was the “best practice”. Finding a common path rather than adopting one policy or another was a serious hurdle.






Figure 2
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Kotter (1996) maintains that too many managers don’t realize transformation is a process, not an event. It advances through stages that build on each other and it takes years. Pressured to accelerate the process, managers skip stages, but shortcuts never work. Equally troubling, even highly capable managers make critical mistakes—such as declaring victory too soon. The result is loss of momentum, reversal of hard-won gains, and potentially  devastation of the entire transformation effort.

Chapter 2.2.4:  Summary:
There are a number of theories and models demonstrated in this chapter, by applying principles from the models shown to any proposed change can provide a clear path to a potential successful result with minimum friction. 
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Eight Steps To

Successful Change —
nstituionalise the change

- John Kotter
‘Consolidate & build on the gains
Create short term wins
Empower people to act on the vision
° Communicate the vision

Develop a clear shared vision

Create a guiding coalition
Establish a sense of urgency
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