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Logistical Arrangements within an Organisation

Executive Summary
A report to identify the existing logistical arrangements in operation within a British Army Logistics Field Unit. The report will assess the existing logistics arrangements in operation, explore how much emphasis is placed on the legal, technological and environmental requirements and if any trade-offs could be implemented. 
The report highlighted that the existing logistical arrangements were sufficient to enable the organisation to carry out its role without hindrance on the operation. All arrangements met legal requirements and technological requirements are utilised to help with operational processes. A transport trade-off was explored with regard to a mode shift from road to rail for vehicle and materiel delivery/distribution to and from the port. 
As it stands the organisation’s operation functions successfully with the existing logistical arrangements in place. However, it is recommended that a transport shift within the delivery/ distribution process take place, displaying a commitment to a reduction in environmental impact over the current method.

1.	Introduction
1.1.	The purpose of this report is to identify existing logistical arrangements that are in operation within a specialised Logistics Unit in the British Army. The report will analyse existing arrangements with consideration placed on the environmental, legal and technological requirements. The implications of using alternative methods to achieve the same outcome will also be explored with trade-offs identified. Logistics is described as the time-related positioning of resources.  It is also described as the “five rights” (CILT UK).  Essentially, it is the process of ensuring that goods or a service is: In the right place, At the right time, In the right quantity, At the right quality, At the right price (CILT UK). An organisation’s logistical arrangements can determine the success or failure of the operation. These arrangements are varied and vast and can range from infrastructure maintenance, delivery of goods, management of transport to supply of goods and services. 

2.	Role of the Organisation 
2.1	The British Army utilises a set structure to organise and deploy its assets. Each sub-command is further broken down until it reaches individual units at the bottom of the structure. Each individual unit is scoped to play a key role within a sub-command or has been formed to provide a specialised function.  The organisation used for this report is in existence due to the specialist function it provides. It finds itself with the title of the only maritime-enabling unit within the British Army. This market-orientated organisation provides a maritime handling capability, allowing military and civilian materiel to be processed and shipped to global deployments and full-time commitments. 
2.2	A logistical organisation that finds itself responsible for handling, importing and exporting materiel will rely on a solid marketing plan to enable efficacy. A solid marketing plan revolves around a few carefully chosen steps, these include; Defining the service offer, determine your primary and secondary market, identify the competition and articulate your value proposition (Andrea Panno, 2019). Applying these steps to the organisation in question is an easier task as most of the outcomes are set by the military or tied up in civilian contracts. The service offer from the organisation is providing a maritime enabling capacity for the military. Also ensuring a secure and fluid materiel handling process at the port. The primary market for the organisation is other military units’ equipment with a secondary market servicing civilian companies’ equipment who are linked with the military on worldwide deployments. Identifying competition will show that only a small challenge exists, a small possibility of using civilian ports with a flexible port task group is possible but is currently not favoured as the preferred option.  Articulation of value proposition comes in the form of productivity and flexibility. These two factors make the organisation stand out as the preferred option for military shipping, justifying its continued existence. They also provide a good argument for future financial investment to sustain and improve on the current capabilities of the organisation. 

3.	Existing Logistic Arrangements
3.1	Supply arrangements provide a crucial lifeline to organisations. The definition of supply chain management is “The management of upstream and downstream relationships with suppliers and customers in order to deliver superior customer value at less cost to the supply chain as a whole” (Martin Christopher, 2011).  Christopher (2011) also states that the focus is on co-operation and trust with the “Whole being greater than the sum of its parts”; however, challenges do sometimes arise with the interests of one party needing to be subsumed for the benefit of the chain as a whole. A reliable and competitively priced supplier will play a major part in the management of materiel flow and services. Certain criteria need to be put in place so that a successful relationship can flourish, these include an agreed method of payment (Bank Transfer, Commercial bill paid by bank etc), any potential costs that are going to arise (Taxation, general payments, transport etc) and any possible risks that may arise (faulty, late or undelivered goods, late payments). 
3.2	The objectives of the chosen organisation are to provide the British Army with a specialist maritime-enabling capability. This means that the organisation becomes a supplier and is reliant on suppliers to fulfil the role it has been created for. As a supplier the organisation is regularly tasked to supply a port task group which includes manpower and occasionally the supporting Materiel Handling Equipment (MHE). This is in support of wider logistical plans that see the deployment of large quantities of manpower and materiel to existing deployments or new operational areas that emerge from government decisions.  
3.3	Two of the biggest logistical arrangements that allow for the organisational objectives of enabling-maritime movement to be achieved are; the supply of infrastructure maintenance at the unit’s geographical location and the supply of transport to move vehicles and materiel to and from the port location. The infrastructure where the unit is situated provides work/accommodation and leisure facilities to its members. A maintenance arrangement is in place to ensure each facility does not fall behind the required standard. The arrangement sees a civilian company fulfilling a Ministry of Defence contract to provide maintenance services to the unit. A drop in standards has the potential to affect the organisation’s objectives by reducing work capacity and output through poorly functioning work areas, and possible reduction in man power if the accommodation areas become un-inhabitable. The transport that enables vehicles and materiel to be delivered and collected at the port is split between military assets and civilian contractors. A good relationship between external units, civilian contractors and members of the port movement team, is critical for an efficient delivery and collection process. The outsourcing of parts of the transport work takes away some of the stresses on the overstretched military assets; allowing all sizes of deployment to be catered for. This arrangement allows the organisation to meet its objectives by facilitating a busy vessel unloading/loading programme; which requires tight arrival periods and short vessel unload/ load times. A well organised logistical arrangement will prove its worth and will be visible through the deliverable. 

4.	Trade-Offs
4.1	Trade-offs between differing transport modes provide logistics managers with complex decisions to be made. Amer Jazairy (2018) explains that the choice of transport mode extends the decision beyond operational and environmental impact to include financial constraints and strategic issues. Each mode presents different characteristics that will benefit individual operational goals, Table 1 shows the characteristics of each transport mode.			
Table 1, Characteristics of Transport Modes
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(Justin White, 2015)
4.2	With cost performance viewed as one of the main performance indicators within logistics practices (Amer Jazairy, 2018). A trade-off that could possibly be implemented within the organisation would be to assess and swap the transport used to deliver vehicles and materiel to the port. Currently a high proportion is delivered by road. However, a move to rail as a means of delivery is a viable-trade off to be considered. The option to use rail would see benefits in an economic sense and would be financially positive; presenting a low-cost option with a large range and high speed. The move to rail delivery would also allow for large consignments to be moved in one stage as opposed to individually via road. An implementation of such change goes somewhat in the right direction towards creating a sustainable logistic chain, balancing profitability and environmental impact. Eco-efficiency is described by Blowfield and Murray (2011) as considering the economic and environmental notions of sustainability at the same time, thus creating more value for goods and services with less resource depletion and environmental impact.
4.3	The trade-off also sees some downsides to switching transport modes. Rail does not possess as much flexibility as road transport, therefore struggles to allow for last minute changes. An increase in the unload times at the port would also surface due to limited infrastructure to deal with vehicle offloads, this has the potential to delay vessel loading if the delivery timings are not managed and gaged correctly. Another issue is with the dimension allowance, capped for rail use, any oversized pieces of kit would be unable to use this mode and therefore would still have to be transported by road.  The competing transport objectives of sustainable practices, environmental impact and financial cost, according to Langella and Zanoni (2011), often result in a trade-off against each other, as the ideal arrangement is rather seldom in reality. 

5.	Logistics Management
5.1	The effective management of logistic operations plays a key role in keeping the organisation compliant with legal requirements. Legislative framework exists for all modes of transport to make sure it is conducted in a safe manner while still achieving sustainability. Legal requirements for road transport are set out to cover all modal eventualities. Within the organisation the need arises every so often to transport materiel to military locations around the UK using its own vehicle assets. This requires the management of this task so that all legal requirements are met. The drivers will be required to hold the necessary licence for the vehicle type and the journey will be pre-planned so that the drivers do not run over the allotted working times, 9/10 hours a day and 56 hours in a week (VOSA, 2011). Before loading commences the vehicle will be checked to make sure the intended consignment can fit and does not exceed the maximum allowed weight for the journey. Information regarding the parameters can be found within ‘The Road Vehicles (Authorised Weight) Regulations 1998’. If the consignment contains Dangerous goods (DG), the organisation’s Dangerous Goods representative will be on hand to check the packing, labelling and fill out the required documentation so the consignment can be transported. Vehicles carrying full regulation DG are required to show this via placarding externally and the driver must hold the relevant training and qualification to transport DG. All these regulatory stages and competence checks allow for the effective management of the logistic operation, ensuring the organisation does not find itself in compromise of the published legal requirements. 
5.2	It is undeniable that the logistics industry has a major impact on the environment, in the UK, transport accounts for 27% of total domestic Green House Gases (GHG) emissions (SEStran, 2014). Logistics has always had the objective of minimising costs and maximising profits while sustaining the operation. Now with great concern placed on environmental impact this sector is having to adapt and implement ‘Green Logistics’ practices. Rodrigue et al (2012) defines the term “green logistics” as supply chain management practices and strategies that reduce the environmental and energy footprint of freight distribution. This focuses on materiel handling, waste management, packaging and transport. Environmental impact can be minimised in multiple ways within a logistical organisation:
· Careful consideration by management of route optimisation;
· Making full use of carrying capacity;
· Efficient supply and demand planning;
· Streamlining processes to reduce waste and if possible;
· A change of transport to a more environmentally friendly mode.
These are just some examples of how an organisation could look to reduce impact. 
5.3	The Logistics field unit is working towards a reduced environmental impact by improving operational efficiency with regard to its transport plans, this includes where possible maximising payloads on each vehicle and vessel to reduce the amount of transport required. The use of rail is slowly starting to be reconsidered as a means of transporting vehicles and equipment to the port; a shift to this mode as the primary means of delivery would be a huge step towards minimising the footprint with low costing and less emissions than road transport. Application of IT systems within the organisation also plays a key role in the operational efficiency of loads and scheduling. Use of these systems ensures full use of vessel carrying capacity and presents the ability to mitigate waste by pre-planning the delivery/onward move of vehicles and equipment.

Conclusion
To conclude, the current logistical arrangements in the British Army Logistics Field Unit are sufficient enough to allow for the organisation to carry out its primary roles. The legal requirements have been upheld and technological requirements utilised, meaning the operation is sustainable and effective without a disruption in the process due to unlawful operation or outdated working practices. A positive trade-off with regard to a transport change would be beneficial environmentally. A heavier emphasis on the use of rail over road transport, for export/ import movement of vehicles and materiel, would see a reduction in environmental impact. With the current infrastructure and supply arrangements in place, plus the added implementation of a greener transport mode, ensures an efficient, sustainable and more environmentally friendly operation for years to come. 



	
	Assessment Criteria Table
	

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

	2.1
	Understand what is meant by market orientation
	2.1.1
	Analyse the position and role of an organisation in the market
	 
2.1/2.2

	2.2
	Know the importance of an appropriate marketing mix
	2.2.1
	Identify and assess the logistics components of a marketing plan
	2.1/2.2

	2.3
	Understand the principles of supply, demand and price
	2.3.1
	Analyse the effectiveness of supply arrangements to meet demand
	 3.1 

	2.4
	Understand the contribution to competitive advantage from effective logistics thinking
	2.4.1
	Critically assess the role of existing logistics arrangements in meeting corporate objectives
	3.2/3.3 

	2.5
	Understand the types and mechanics of trade-offs in logistics and transport
	2.5.1
	Assess and implement trade-offs that will contribute to corporate objectives
	 4.1/4.2/4.3 

	2.6
	Understand the impact of local, national, EU and international legislation on logistics operations
	2.6.1
	Demonstrate how to manage logistics operations to ensure compliance with legal requirements
	 5.1

	2.7
	Know the importance of sustainability in logistics and transport
	2.7.1
	Demonstrate how to manage logistics and transport operations to minimise their impact on the environment
	 5.2/5.3 
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