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DEFENCE SUBMISSION TO THE FOREIGN AFFAIRS, DEFENCE AND TRADE REFERENCES COMMITTEE INQUIRY

‘Whether the current recruitment and retention strategies of the Australian Defence Force (ADF) are effective in meeting the organisation’s personnel requirements (including reserves).’
EXECUTIVE SUMMARY

1. Defence recognises that trained and motivated personnel are a major element of military capability and cannot be divorced from broader capability considerations. Like all other volunteer Defence Forces the ADF is suffering recruiting and retention difficulties, to the extent that it is suffering a net loss of about 1 500 members each year. If this trend is not redressed, it will be difficult to achieve the Government directed personnel target of 53,555 by 2010. This will obviously impact on ADF capability and the Military Response Options available to the Government. 

2. Recruiting and retaining sufficient numbers of people with the right qualities and experience is therefore one of the most significant challenges facing the ADF of the twenty-first century. This is acknowledged by the Government in the 2000 Defence White Paper (Defence 2000, Our Future Defence Force), which places greater emphasis on personnel and commits Defence to taking firm action to turn around the ADF’s wastage problem. 

3. The factors impacting on the ADF’s ability to recruit are numerous, complex and inter-related. Some external factors are beyond Defence’s direct control. These include a growing economy, low unemployment, a competitive marketplace, a shrinking applicant pool and changing attitudes to military employment. Other factors can be directly influenced by Defence, and this is happening. Targeted marketing and advertising is being undertaken to ensure that the ADF (Navy, Army and Air Force) has a ‘brand’ presence that is positive and clearly understood within the community. A proactive and consistent public affairs strategy is being implemented to counteract the effects of negative press reports. For example, Defence has sent a clear message that harassment, bullying and other unacceptable behaviour is not tolerated in the ADF. The ADF is also continuously upgrading its conditions of employment to ensure its employment practices are relevant and attractive. The recruiting process is being re-engineered to ensure that it is efficient, responsive, and better harnesses technology. 

4. Reserve wastage is also cause for concern. Enforcement of more rigid training standards in order to achieve a better-trained, deployable and effective Reserve and poor recruiting achievement has lead to a reduction in the size of the Reserve component. To enhance the effectiveness of the ADF Reserves and maximise their contribution to ADF capability, the Government has implemented a number of initiatives, including new legislative provisions and a number of non-legislative measures, which will aid in the recruitment and retention of Reserve personnel.  These include changes to call-out provisions to assist in retention, employer support to provide incentives for employers to release their employees and incentives for full-time members to continue serving in the Reserves rather than leave the ADF completely. 

5. Reserve recruiting is also being revitalised to directly involve Reserve units in the process. A system of Reserve Unit Recruit Liaison Officers has been developed and Reserve units have been re-engaged in attracting and fostering recruits through the introduction of Direct to Unit (DTU) recruiting. There is also greater emphasis on regional marketing for the Reserve.

6. There are encouraging signs that these strategies are working. The benefits of increased marketing are reflected in improved community awareness and increased inquiries. Enlistments for FY 2000/2001 are expected to improve by at least 20%. 

7. The separation rate for the full-time ADF overall (13.4%) is higher than desirable, with some employment categories experiencing higher wastage. Once again the buoyant economy has been a factor, but members’ morale and attitudes to service are also critical. Efficiency programs such as the Defence Reform and the Commercial Support Program have impacted on members’ work and have influenced attitudes to service.

8. ADF retention is affected by multiple factors, both external and internal to the organisation. Although some broad influences are generic across services or groups, there are also specific variations according to the demographic under consideration. For the most part, ADF members separate due to a combination of reasons (often to seek satisfying work with a more tangible reward structure and better locational stability), whilst they are still young enough to change to a civilian career. Though a proportion of Reservists transfer to the Permanent force, others leave the ADF altogether if training loses its challenge or excitement or conflicts with their civilian employment. 

9. Defence is tackling the retention problem on many fronts. There is a renewed commitment to personnel and a number of strategies have been researched and developed to redress the wastage. A Defence People Council has been formed to ensure that personnel issues are addressed at the appropriate strategic level within Defence, and it is driving the Defence People Plan which includes the full range of personnel strategies. These include consideration of a comprehensive package of initiatives through the Action Plan for People. 

10. Defence’s recruiting and retention challenges are being tackled aggressively by Defence and immediate action is underway. However, many problems will not be solved overnight. These are complex issues and Defence has taken an appropriate long-term approach to many of the systemic and cultural issues. There are clear indications that Defence is having success in turning around its wastage problems.

INTRODUCTION

11. The strength of Australia’s military forces has always been the quality of its people. The key to maintaining the ADF as a first-class military force is the ability of the ADF to acquire and retain the right people, with the right skills and experience to create the capabilities needed to undertake complex military operations. Recruiting and retaining sufficient numbers of people with the right qualities and experience is therefore one of the most significant challenges facing the ADF of the twenty-first century.

12. The 2000 Defence White Paper (Defence 2000. Our Future Defence Force), recognized that trained and motivated personnel are a major element of military capability and cannot be divorced from broader capability considerations. The criticality of Defence’s workforce challenges is acknowledged in the White Paper which states that ‘…if the separation and recruitment rates of the last two years were to continue, over the coming decade, the strength of the ADF in 2010 would be about 12,000 below the target figure of 54,000. The Government will take firm action to ensure that does not happen…’

13. In this regard Defence has identified a number of areas of concern, including:

a. The inability to attract sufficient high quality people who are interested in military service.

b. The inability to retain sufficient personnel in critical occupational specialisations (eg. medical, pilots, engineers) where there is an equivalent higher paying civilian market; nor provide sufficient incentive to have serving members aspire to the more senior and demanding command and management positions.

c. Insufficient flexibility to respond quickly to short term attraction and retention problems, particularly at critical career points as well as in aggregate.

d. Low morale caused by a belief that people are not valued by the organisation and that conditions of service are declining.

14. Any assessment of the effectiveness of current strategies needs to comprehend that the factors impacting on ADF recruiting and retention are numerous, complex and inter-related, with many external factors beyond Defence’s control. However, acknowledging the ADF’s current personnel wastage problem, and its concentration in critical categories, Defence is attacking the problem on many fronts. There is a renewed commitment to personnel and a number of strategies have been researched and developed to redress the wastage situation. There are signs that these measures are starting to have a positive effect. 

The Overall ADF Situation

15. Throughout the 1990s Defence initiated a number of efficiency and rationalisation measures. These included the Force Structure Review the Commercial Support Program (CSP) and the Defence Reform Program (DRP). One of the desired outcomes of these initiatives was to enhance the ADF’s operational capability by moving military personnel from administrative to operational functions. During this period the proportion of the ADF assigned to combat and combat-related roles was increased from 40% in 1990 to 62% in 2001, with the aim of reaching 65%.

16. In the process the ADF’s strength was reduced by approximately 27%, from about 70,000 personnel in 1989 to 52,000 in July 1999. However, at this point, as the ADF workforce was drawing down towards a post-DRP figure of 50,000, the operational commitment to East Timor required an increase of 3,555 personnel to be achieved quickly, in an economic environment that was not conducive to recruitment or retention.

17. The enhanced force structure was confirmed in the White Paper, which requires the current strength of the ADF (approximately 49,500), to be increased to ‘about 54,000 full-time personnel by 2010’. A planning figure of 53,555 has now been established.

18. As a result of current recruiting and retention difficulties, the ADF is suffering a net loss of about 1 500 members each year.  While many employment categories are short, most vacancies are concentrated in a relatively small number of categories, which are in or are rapidly approaching a critical state.  A critical state is one in which the delivery of capability becomes uncertain and the recovery of the shortfall becomes unusually difficult. The ADF personnel picture is summarised in the following points:

19. The current ADF strength is 3.9% below that required in order to achieve its final desired White Paper FT endstate of 53,555.  The current strength comparison by Service is as follows.

	Service
	Target Strength

(By 2010)
	Actual Strength

(10 May 2001)
	Reserve Strength

(10 May 01)
	Reserves on FT Service

	Navy
	14,000
	12,114
	873
	192

	Army
	26,000
	24,091
	16 739
	485

	Air Force
	13,555
	13,210
	1759
	145

	TOTAL
	53,555
	49,415
	19 371
	822


20. The vacancies are not evenly spread, but are concentrated in occupational groups characterized by either strong ‘push’ factors (dissatisfaction) or ‘pull’ factors (such as high marketability). A summary of critical trade shortages is at Annex B.

21. In FY1999/2000, there were 4,947 FT enlistments and 6,467 separations. If current separation and recruiting trends are not redressed, by mid 2005 ADF FT strength will be 47,000 against a target of 53,555. If this occurs ADF capability will decline and the Military Response Options available to the Government will be reduced. 

22. Currently ADF personnel costs are increasing by 4.9% per annum. This increase can be partly attributed to improved reporting of personnel costs such as compensation, and superannuation costs, and real increases including FBT. Nevertheless, the increase has placed pressure on the Defence budget.

23. Some of the personnel cost increases are being driven by changes in military technology, and an increase in the skills within the ADF.

24. At the same time as the ADF has decreased in size, the requirement to maintain its capability commitments has resulted in significant multi-skilling as well as increased work tempo for personnel.  Overtime and irregular hours of work have become common. The ADF, unlike industry, does not recruit laterally to any useful extent, and develops its workforce through extensive training and development programs. 

SECTION ONE RECRUITING

The Current Situation 

25. The ADF has not met its recruiting targets since FY 97/98.  In FY 98/99 achievement was 80% of the full-time target. In FY 99/00 achievement was 76%. Full-time Navy and Army Reserve continue to be the most difficult recruiting streams.  Navy achievement for FY 99/00 was 57% of target compared with 83% for Army and RAAF. Army Reserve achievement has reduced from 100% in FY 97/98 to 32 % in FY 99/00. 

Increasing Targets 

26. In many cases the ADF has been able to increase the total numbers recruited in the past two years. However, recruiting targets have increased dramatically as a result of Force Structure changes and poor retention.

e. In FY 98/99 the total target was 8 388. For FY 99/00, the target increased to 10 335, (5327 full-time and 5008 part-time) with the full-time target increasing by 38%.  A major factor was the increased numbers for East Timor, with these numbers confirmed in the White Paper. 

f. The FY 00/01 target is 11 785, (6553 full-time and 5232 part-time) an increase of 14% over the previous year. The reduced recruiting achievement has led to a compounding of targets, which in the case of the Reserve have become unrealistic and unachievable in the short term.  These targets are currently under review as part of aligning Reserve roles and tasks with White Paper strategic guidance.

27. Historical recruiting targets and achievement statistics are at Annex C.

Why Does the ADF Have a Recruiting Problem?

28. Considerable market research has been conducted in the past three years, in particular by New Focus, the company endorsed by the Government Communications Unit. The initial New Focus report on Community attitudes towards Careers in the Defence Force was prepared in 1997. This report identified that there was considerable community support for the Defence Force; however, in order to attract young people to the Force, it would be necessary to more closely target specific groups, become better ‘connected’ to these groups and better communicate what Defence actually does. 

29. In November 1998, New Focus prepared a positioning paper for Defence Recruiting. This paper capitalised on the initial report and addressed issues such as the Defence ‘brand(s)’, the available market, cultural opinions and career expectations. This paper provided the building block for the current recruiting strategy.

30. These initial reports were followed by a series of work groups to develop new strategies and in 1999 and 2000; New Focus conducted further research to track the original community attitudes. A selection of New Focus research, including a recently completed Summary Paper, is attached at Attachment 1.

31. In addition, Defence is currently completing a Personnel Environment Scan, with the objective of identifying, describing and analysing personnel trends likely to impact on Defence today and in the future. The major recommendations of the research conducted over the previous three years have been incorporated into the current recruiting strategy. This strategy is designed to address the fundamental findings of the research, which concludes that Defence will face an increasingly difficult recruiting task primarily because of the issues outlined below.

Economic Factors

32. There is a clear correlation between the economy and ADF recruitment and retention. Historically it is more difficult to recruit to the ADF when the economy is buoyant; unemployment low and when competition in the marketplace is strong. This indicates that for many the ADF is not regarded as an employer of choice, or that the ‘offer’ is simply insufficiently attractive. Defence has many competitors that are aggressively targeting the same market, and the options they offer don’t generally require individuals to make the same lifestyle changes. 

Demographic Factors

33. A number of demographic trends are adversely impacting on the ADF’s ability to recruit. Firstly, the Australian population and workforce is ageing.. Specifically, over the next 20 years the median age of the Australian population will increase from 35 to 41 years, the proportion of 15-24 year olds will decline form 20% to 16%, while over 65s will increase from 12 to 18%.  As a result of the stable fertility rate and reduced morbidity, the growth in the number of people entering the workforce is decreasing.  It is projected that the current growth in labour force of 120,000 people per year will decrease to about 40,000 people per year in 2016.  Against these very minimal increases in the available recruiting pool and the buoyant economic environment, the ADF faces one of the most significant periods of challenge to date in terms of competition for personnel.

34. Secondly, there is increased demand for highly skilled workers in Australia and globally. This will further compound ADF recruitment problems, as organisations implement more flexible and innovative employment policies and practices to secure these workers. 

35. Thirdly, females and ethnic minorities personnel are significantly under represented in the ADF, with female numbers in the last five years declining. Thus, non-traditional pools of labour are currently not being effectively sourced. 

Poor Public Image/Bad Press

36. Despite positive press as a result of successful ADF operations such as East Timor, in recent years there have been a number of negative issues highlighted in the press, such as poor management of acquisition, the Collins submarine project, and harassment. In their April 2001 report, New Focus noted that assaults, beatings and harassments as a major unprompted public image of the ADF. There is also evidence that the range of involvement of Defence people in East Timor, Rwanda and the Bullimore rescue have had positive impact on attitudes. 

Societal Attitudes

37. Recent social science literature has postulated that different generations have different aspirations and expectations, which require planners to develop appropriately flexible systems. These groups purportedly include the Veterans, the Baby Boomers, the X generation (born 1964-1978), and the Y generation (born 1978 to 1984). 

38. Caution is required not to over generalise, however, the factors that appear to separate the X and Y generations most obviously are those of a desire for freedom and flexibility at work. Those in the ‘Y’ generation are children of Baby Boomers and younger siblings of Generation X. Like their older siblings, they are independent and have considerable ‘techno-savvy’. Cultural and value changes among the ‘Y’ generation see a lessening of commitment or loyalty to the organisation, a shift away from long term commitments or periods of service.

39. The challenge with Generation Y is that only the first wave has entered the workforce. Their patterns of work, habits and characteristics have not yet been fully established. However, it is known that like their older siblings, Generation Y employees relish personal freedom and flexibility at work. They expect their supervisors to trust them when given responsibility. They dislike close micro-management and give their loyalty to managers who are knowledgeable, caring coaches who can mentor them. They want to be treated as colleagues not as interns, assistants or “teenagers”. Those who feel that they are being patronised, subjected to paternalism or not valued by the management will quickly leave the organisation. 

40. There is also a trend towards workers demanding more lifestyle benefits, with many happy to work for lesser pay if they can find an amenable workplace environment. The trend appears to suggest that such people will trade off monetary benefits for greater professional and career development, greater autonomy, or flexible work hours. 

Loss of Brand Position

41. Market research (1998-2000) has revealed that the ADF has lost ‘position’ in the marketplace. The target audience is ignorant about the ADF and does not consider it to be an employer of choice. While young people generally know about Defence, they don’t know much about the jobs on offer and are apathetic about seeking further information unless they are highly pre-disposed towards a Defence Career.  Moreover, only a small proportion of youth would ‘definitely’ (11%) or ‘possibly’ (28%) consider an ADF career. 61% would ‘definitely not’. The latest research shows an encouraging increase in this percentage as a result of the recent advertising campaigns.

42. This situation was exacerbated by reductions in the advertising budget in recent years. Advertising expenditure fell from $20.2m in FY 94/95 to $11.7m in FY 98/99. In FY 99/00 the budget was increased to $19.0m and then to $32.5m to meet the additional requirements for Australia’s deployment to East Timor. The recruiting advertising budget for FY 00/01 is approximately $41m.

Training Continuum

43. A critical component of the recruiting process is the training system’s capacity to place recruits into the training system in a timely matter. The training system must be articulated and the interaction of the various elements understood and synchronised. It must be flexible enough to cater for peak recruiting periods, so that potential recruits are not held over, and in many instances lost. At times this has been a problem for the ADF, particularly for technical training courses. Candidates are unable to be enlisted unless their training continuum is set for the next six to twelve months. 

Inefficient Recruiting Process 

44. While the increased emphasis on advertising appears to be working there is evidence that potential candidates are still being lost due to the recruiting processes. The process has a number of inefficiencies, including inconsistent standards and processes across the Services and slow process conversion times. The majority of these inefficiencies have been caused by staff reductions and organisational restructures. Recruiting practices, procedures and resourcing are in need of review to ensure that those who do inquire about military service are dealt with promptly, courteously and in a manner that reflects the importance of each prospective applicant to the ADF. Applications must be dealt with efficiently and effectively in order to improve the rate at which those who apply are enlisted. 

45. The conversion rate is worthy of attention. When looking at the conversion from enquiries (99 000 in FY 99/00) to applications (20 000) to enlistments (4 000), it is difficult to isolate the dynamics that are at play. There could be a number of reasons for this less than optimal conversion rate. It could be that the expectations raised through advertising are not realised when the potential recruit gains further information; that is the product itself is not relevant or attractive. It may be that the ADF’s enlistment standards are overly demanding in relation to the calibre of applicant applying, and that many are simply not meeting these standards. Lastly it is clear that a number of potential enlistees are lost as a result of inefficiencies in the recruiting process. As previously mentioned many of the problems here relate to insufficient staffing, which is being addressed. Ongoing research is needed in this area. In any event all aspects of the process are being addressed in order to ensure that Defence maximises the return on the advertising spend. 

Impact of the Defence Reform Program on Recruiting 

46. The Defence Reform Program (DRP) impacted on recruiting operations in a number of ways. Firstly, it accelerated the ADF draw down, which eased the ADF recruiting demand, but in doing so it masked many of the fundamental underlying recruiting difficulties, which have subsequently emerged. Secondly, it significantly reduced staffing levels, which has subsequently placed enormous pressures on the recruiting organisation at a time when additional recruiting achievements were required quickly. 

47. The Defence Force Recruiting Organisation (DFRO) was required to harvest savings of $10m over FYs 1997/98 to 1999/2000. The permanent manning prior to the DRP was 511 personnel (military and civilian) and it was decided to harvest the savings by reductions in both the DFRO budget and in permanent positions.

48. DFRO staff was reduced to 421, the majority of whom came from the headquarters, which was left with no forward planning capacity, inadequate Service representation for policy development, and an inability to adequately respond to inquiries and complaints. Staffing in the recruiting units around Australia was reduced, affecting the ability to process efficiently.  

49. In 1998/99 DFRO enlisted a total of 5361 personnel to all parts of the permanent and part time force; the worst recruiting result for the decade. The decision in 1999 to include Reserve recruiting with DFRO was not supported by any increase in staffing. Despite the creation of numerous Reserve positions, only approximately 20% of established Reserve positions were ever filled. 

50. A further recommendation of the DER was that the recruiting function should be market tested. Once the decision was made in 1999 that market testing would occur, a great deal of necessary reform was suspended pending the outcome.

Impact of Inconsistent Recruiting Effort 

51. Over the past decade decisions to reduce or restrict recruiting operations have been taken to fund other capabilities. These decisions have created an imbalance where years of low recruiting targets and achievements result in significant shortfalls years later when the lean years’ personnel reach the end of their initial engagement and exit, pushing up the following year’s targets disproportionately. Conversely, the years where relatively large numbers are enlisted usually result in dissatisfaction at the end of their engagement period as their promotion opportunities are reduced due to increased peer competition.

WHAT IS DEFENCE DOING ABOUT RECRUITING?

52. Defence is responding to the market research and has refined its marketing strategies and its recruiting processes in order to improve the ADF’s recruiting performance.  A number of initiatives are being implemented, as indicated below.

Market Research

53. A range of detailed research is being continuously conducted to get a clear picture of the internal and external environment in which Defence is recruiting.  In this way Defence is able to determine appropriate policies and marketing strategies 

Marketing and Advertising

54. Additional resources have been injected into advertising marketing and wider marketing activities. The advertising budget has increased from $11.7m in FY 1998/99 to $41m in FY 2000/2001. An integrated strategic (‘Lifestyle’) marketing campaign was launched in order to address misconceptions about Service life. This was over-arching and supported the tri-Service and single Service campaigns which focus on specific job and employment opportunities. The Lifestyle Campaign has been successful, resulting in a huge increase in inquiries during FY 99/00 (approx. 146 000) compared with the previous year (approx. 90 000), through both the call centres and website.

55. The strategy for FY 00/01 has been to move the Lifestyle campaign to three single Service campaigns to address issues pertinent to each Service. The results for the period February to April 2001 are extremely encouraging with enlistments being higher than at any time in the past ten years.

Brand Recovery

56. The strategy to regain the ADF Brand position in the marketplace is progressing but will require a sustained effort for some years. The establishment of a revitalised Public Affairs and Corporate Communication (PACC) division will assist the ‘brand recovery’ strategy and allow DFRO to concentrate on the core recruiting function. 

57. Research indicates that there has been a significant improvement over the period between 1999 and 2000 in the willingness of the target markets to consider a job in the Defence Force. 

Staffing

58. Additional military staff from the Services were used to supplement the recruiting organisation during peak periods this year and a plan to increase permanent staffing levels is being implemented. 

Process Improvements

59. Re-engineering of the recruiting process has progressed. This includes rationalisation of pre-enlistment standards, more flexible testing arrangements, which will be applicable to regional Australia, and streamlining the existing psychological and medical testing to allow for an early ‘screening’ of applicants. 

60. The Services are taking a closer oversight of the recruiting function. This has facilitated a number of reforms, which have assisted in streamlining the recruiting process. For example, maximum age limits for entry have been abolished, to be replaced by a requirement to provide an economic Return of Service Obligation (ROSO) prior to statutory retirement age, and fixed ROSO have been replaced with economic ROSO proportional to the training investment.

61. The Defence Health Service Branch is reviewing pre-enlistment medical standards which currently exclude or restrict recruitment to the ADF.

62. A consistent five-year plan for recruiting with consistent targets is also being developed to allow for economic changes and to provide a steady state for recruiting.

Use of Technology

63. Defence has made progress in the greater utilisation of technology in the recruiting process. Initiatives include establishment of the Defence Service Centre (DSC) to speed up the enlistment process and to free up Careers Advisers for specific ADF careers counselling; and enhancement of the recruiting web site to offer users more information including a search function, in a more up-to-date format.

Training Continuum

64. The Training organisations in the Services are adjusting their training regimes and timetables to better interface with the recruiting need. They are adopting a more flexible approach to the delivery of training to support new enlistments and creating more effective organisations to support personnel whilst they await training.

Outsourcing Trial

65. Use of a commercial provider for elements of the recruiting function has the potential to make the current system more efficient. A ‘pilot’ has been conducted in Victoria and Tasmania, and the evaluation has been completed. A decision is to be made by 8 Jun 01.

Recruitment of Ethnic Minorities

66. Australia is now the second most ethnically diverse nation in the world yet the ethnic make-up of ADF does not reflect this diversity. The ADF recognises the need to recruit over time more members from the major ethnic groups to ensure that it is representative of the nation as a whole. Strategies to redress the under-representation of minority ethnic groups in the ADF are currently being developed as part of the Action Plan for People.  

Increased Use of Secondary Enlistments

67. In the short term, as a result of difficulties with the traditional ab initio methods of entry and increased recruiting targets, greater emphasis is being placed on secondary enlistments and appointments. That is entry via either previous service experience or transferring permanently from the Reserve Forces. For example, in FY 1999/2000 Army successfully enlisted 1,027 members through secondary enlistment.

Way Ahead

68. The current recruiting strategy has taken a considerable amount of time to develop and is based on sound research. Enlistments over the past three years have steadily increased despite several negatives. As noted in the New Focus research, the recruiting challenge is not something that will respond to a quick fix solution; it is a complex situation that requires a committed long-term approach. Competition is fierce to attract young people, and the ADF competes with employers and education institutions that are aggressively looking for quality young people. 

69. Current community attitudes and perceptions have built up over a number of years. The media (and many other stakeholders) play a major role and attitudes will not be changed “over night”. However, the most recent community attitude tracking study has shown that Defence has started to increase the pool of potential candidates that will consider a career in Defence. 

70. This work is being built on. However, the current recruiting strategy is effective, as evidenced by enlistment trends in the past two years.  Annual percentage increases of 7% FY98/99 to 99/00 (5361 to 5742) and a projection of a 20% increase for FY 99/00 to 00/01 (5742 to a projected 7000). The Year To Date achievement through DFRO as at 11 May is 6103.
SECTION TWO RETENTION
Introduction

71. The ADF workforce is generated predominantly within a closed employment structure that requires a complex human resource management system to ensure its effective operation. The financial overhead inherent in the delivery of increasingly sophisticated training leads naturally to the need to seek a return on initial and ongoing investment, by retaining people for a minimum period of time. Retention beyond this initial period is encouraged to both maximise the return on initial training and also capitalise on the experience gained. The limited scope to recruit laterally, combined with the need to grow experience and leaders internally, makes retention a critical concern.

72. A broad-based strategic personnel planning process exists to identify significant internal and external issues likely to impact on the attraction, development, management, retention and attrition of ADF people. Continuous review of these issues occurs in order to understand the strategic environment and ensure the most appropriate personnel policies and strategies are in place. To support this process Defence relies on detailed research, including Exit Surveys, designed to provide feedback on the reasons for separation, and Attitude Surveys to monitor trends across Defence to guide the development of more effective retention policies.

73. A balance is required, however, between a retention-based approach and the need to encourage an ongoing and healthy flow of people through the ADF. Such a flow, assists in maintaining a youthful workforce and allows those who wish to change focus, the opportunity to leave and pursue other careers. Concerted effort is made to retain the skills of those who do leave the permanent force by encouraging their participation in Reserve employment within the ADF. 

74. The important factor here is to fully comprehend the desired flow-through for each employment category. To this end, the ADF has identified problem employment areas requiring special examination to avoid long-term capability shortfalls, and a sound understanding of what is a healthy separation rate. Continuous monitoring of the workforce profile relative to the capability requirement is undertaken and options to stem abnormal separations are developed. These generally include adoption of one or more of the following:

g. adjusting recruiting and/or training targets;

h. encouraging re-enlistment of former ADF members;

i. seeking Reserve personnel to transfer to the permanent force;

j. retraining people into new employment streams;

k. enhancing career and job prospects;

l. adjusting remuneration; 

m. providing financial incentives; and

n. providing a range of family and family support programs.

Current Situation

75. Key features of the current situation are as follows:

o. ADF separation rates fluctuate between 8% and 15%. As at 30 April 2001 the overall ADF rolling separation was 13.4%, (Navy 13.04%, Army 13.27%, Air Force 14.80%), giving an average length of service of around eight years. The separation rate is higher than desirable, given ongoing recruitment difficulties and the small scope to recruit laterally for the ADF. A global rate of approximately 10-11% is desirable. (Historical separation rates are at Annex C.

p. Global separation rates also disguise the fact that separation rates for some employment groups is far higher, in some cases over 20%. (See Annex D).

q. The separation rate for the Reserve has been as high as 23% in recent years.  However, as the strength of the Reserve has fallen so has the separation rate that is currently 15.1%, the lowest for many years. 

SECTION THREE - FACTORS AFFECTING RETENTION

76. Research data indicates that organisational attrition, or its converse retention, is influenced by “push” factors which are internal to the organisation and “pull” factors arising from external trends. 

External Influences

77. For the ADF, the separation rate pattern correlates closely with the changing public perceptions of Australia’s economy
. When there is consensus in society that the economy is prosperous and jobs are available, then separation rates will increase. The inverse is true when negative sentiments about the economy exist. In particular, broad external trends affecting retention relate to:

r. the favourable Australian economy and low rate of unemployment; (See Table below)

s. the distinct aspirations and needs of people from different generations; and

t. the concept of becoming an “employer of choice” among employers (e.g. workplace and work-style flexibility, participation, and welfare and lifestyle benefits).
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Internal Influences

78. Defence administers Exit Surveys to all members discharging from the ADF. These monitor the reasons that influence members’ decision to leave.  The preliminary results of the 2000 study
 suggest an interplay of factors impacting upon the member’s decision and show that the reasons for leaving the ADF have remained remarkably uniform across time and between Services. 

79. Of the 80 statements/reasons listed in the 2000 ADF Exit Survey
, the following ten were reported as having the most influence on members decision to leave:

u. To make a career change while still young enough.

v. Lack of job satisfaction.

w. Little reward for what would be considered overtime in the civilian community.

x. Desire to stay in one place.

y. Better career prospects in civilian life.

z. Desire for less separation from family.

aa. Insufficient opportunities for career development.

ab. Low morale in the work environment.

ac. Lack of recognition or credit for work done.

ad. Desire to live in my own home.

80. No factor was regarded, on average, as having an influence towards the ‘very considerable influence to leave’ end of the scale. This denotes that a member’s decision to leave appears to be a function of many reasons or factors rather than one or two overarching reasons or events.

81. Of the the top 3 reasons, ‘to make a change while still young enough’ is relevant across the Services, ‘lack of reward for overtime’ and ‘desire for ‘less separation’/’stay in one place’ is relevant to both the Navy and Army respondents, whilst the Air Force respondents identify ‘lack of promotion prospects’ and ‘insufficient opportunities for career development’. 

82. ‘Lack of Job Satisfaction’ was the strongest influence on members decision to leave by Junior Sailors/Soldiers/Airmen, members with less than 10 years service and female members. This finding is consistent with the wider literature, that the younger workforce have different life, work and career aspirations, need less stability and may not necessarily have a spouse or partner.

83. ‘Desire to stay in one place’ was nominated as the major influence on members’ discharge/resignation decision by Senior Sailors/Soldiers/Airmen, Officers, members with greater than 20 years service and members on the DFRDB scheme.

84. ‘To make a change while still young enough’ was nominated as the strongest reason for leaving by members with between 11-20 years service, members on the MSBS scheme, members with no paid employment to go to and males. ‘Better career prospects in civilian life’ was seen as the major reason for leaving by members who were going to paid employment.

85. Qualitative analysis of respondents’ comments from the 2000 Exit Survey survey
 reflected the following themes: career management and postings, followed by family issues, erosion of conditions of service, high workload, and unnecessary change. Other less prevalent themes included, civilianisation, inadequate training, poor leadership and cost cutting. The themes and regularity of issues in the comments section appear to reinforce the quantitative data. 

86. Statistical modelling of data from the 1999 ADF Attitude Survey highlighted the influences on members’ intention to leave
. For all Services, the strongest direct influences were the factors ‘Attitudes Toward a Continuing Career’ and ‘Organisational Commitment’; Organisational Commitment also has an indirect influence through Continuing Career; and ‘Job Satisfaction’ influences intention indirectly through Organisational Commitment (also directly for the Army). The factor Continuing Career includes items referring to promotion prospects, extent changes are required to prevent leaving, and prospects of outside employment.

 ‘Career Change Whilst Still Young Enough’

87. The top internal factor cited for leaving the ADF is to make a career change while still young enough to do so

, which reflects the understanding that employers are less inclined to employ people over 40 years of age. The three major brackets for people leaving the ADF are after 3-4 years service (when members would have completed their training and served a minimal period), after 10 years (relating to the high number of people leaving around age 30), and at about 20 years (probably related to pension entitlements). Higher proportions of females than males separate up to 34 years of age (possibly due to higher education levels and/or parenting responsibilities).

Other Factors

88. The next most significant internal factor cited is lack of job satisfaction. Results from the 1999 Defence Attitude Survey
 show that, for Army members, Job Satisfaction had a direct effect on intention to leave. Furthermore, the effect was positive. That is, the greater the Job Satisfaction, the higher the intention to leave. For Army at least, it appeared that many of those who decided to leave weren’t necessarily dissatisfied with their jobs.

89. The issue of little reward for overtime
, is apparent in both the ANAO survey and the ADF Exit Survey. In the ANAO report, ADF members believed that many of the savings in the Defence reform are the result of their longer working hours and their ‘make do’ attitude of working with whatever reduced resources they received. ADF basic salary levels are broadly comparable to those in the civil community, for a standard working week. As a result of increased operational commitments, the ADF has maintained a very high work tempo over the past 10 years, which has been exacerbated by manpower shortfalls. This activity level has been maintained with little or no increase in rewards for overtime. Increasingly, ADF members are expressing concern at the lack of recognition for long work hours.

90. Family considerations (partner’s career, education of children, geographic stability) are also clearly important issues for serving members when deciding on whether to remain in or leave the ADF

. The two family issues that appeared in the top ten factors affecting retention in the ADF are ‘Desire to stay in one place’ and ‘Desire for less separation from family’. These two factors become obvious considerations when members begin to have their own families and hence, the added restrictions on mobility and family commitments
. 

91. The CDF and Secretary’s Report on the Internal Defence Consultation Program
 highlighted the need for better communication as a concern for ADF personnel.  Further to this, personnel want acknowledgement of their worth within the organisation, and recognition in the community that they are doing an important job. The report also noted that “cynicism and criticism are widespread that the Canberra-based hierarchy has lost touch with the needs of a force that undertakes difficult operations at short notice”. (See Attachment 2).

92. The ANAO report on retention in the ADF
 highlighted the issue of declining military ethos that affects the uniqueness of the ADF, hence the military culture. This has an indirect effect on job satisfaction.

Reserves

93. The data collected from the GRes Soldier Retention Study
 indicates that wastage among the survey respondents is unlikely to be high over the next 12 months. However, the study indicated that joining the regular forces, time conflict with civilian job, boring and repetitive training, unfair treatment, inadequate pay and poor training standards are regarded as factors that may encourage separation from the GRes. 

94. Many respondents were undecided in their intentions for future service, but around one-quarter of respondents intend to join the ARA in the future. While only a small minority of respondents reported that they intend to discharge or go inactive, over one-third of respondents reported that they were unsure as to how long they intended to serve in the GRes, and one-fifth had not decided how long they will continue serving. Challenge, a chance to serve the country, travel, money, excitement and self-development are reported as incentives for soldiers’ continuing to serve in the GRes. Most respondents believe the course workloads and length of CIT are “About right”. 

95. The GRes Officer Retention Study
 examined a baseline cohort of 1999 RMC graduates for future longitudinal research. The three main retention issues that emerged from the study were:

ae. Post-commissioning duties do not meet expectations / lack of meaningful work for graduate GRes officers;

af. conflict with civilian employment; and

ag. conflict with study.

96. The study’s findings indicated that financial remuneration was not a main motivator for serving. Army input to ANAO ADF Reserves Retention Study
 highlights the primary retention considerations for Army Reserve members as follows:

ah. stable employment in relation to civilian job;

ai. long-term career with good personal training and development;

aj. good relationship within the workplace, friends and family;

ak. leadership at unit level;

al. corporate image; and

am. although pay and conditions of service are not major factors in attracting recruits, if Army Reserve pay is well below the community norm, this would impact recruiting and the retention of existing members. 

Conclusions

97. ADF retention is affected by multiple factors, both external and internal to the organisation. Although some broad influences are generic across services or groups, there are also specific variations according to the demographic under consideration. For the most part, ADF members separate due to a combination of reasons (often to seek satisfying work with a more tangible reward structure and better locational stability), whilst they are still young enough to change to a civilian career. Though a proportion of Reservists transfer to the ARA, others leave the ADF altogether if training loses its challenge or excitement or conflicts with their civilian employment. Personnel surveys are ongoing and will continue to monitor trends in order to advise personnel policy. 

SECTION FOUR - IMPACT OF THE DRP AND ORGANISATIONAL CHANGE ON RETENTION LEVELS

98. The DRP Strategic Management and Review Team (SMART) produced a report on the ‘Affect of the DRP on the Morale of the Australian Defence Organisation (ADO)’. Anecdotal evidence in Comments suggested that the DRP had initiated the premature separation of some members of the ADF, however, separation rates for the previous ten years indicated that the effect was not visible, significant or measurable (see Table below). While there was a rise post DRP (97-99), statistical movements were within historical boundaries.

Separation Rates By Service

	Service


	89/90
	90/91
	91/92
	92/93
	93/94
	94/95
	95/96
	96/97
	97/98
	98/99
	99/00

	Navy
	11.4%
	9.5%
	7.7%
	8.3%
	10.7%
	12.9%
	13.2%
	11.1%
	11.9%
	12.9%
	14.1%

	Army
	14.8%
	11.6%
	7.4%
	10.8%
	12.1%
	13.5%
	12.8%
	10.4%
	10.8%
	12.9%
	12.63%

	Air Force
	10.3%
	8.2%
	6.4%
	12.1%
	11.1%
	7.4%
	8.4%
	8.9%
	10.4%
	11.9%
	11.80%


99. Several factors contributed to the individual Service's separation rates. DRP was one causative factor but a direct correlation did not exist between DRP and the subsequent separation rate. The post-DRP separation rate was significantly influenced by Australia's recent sustained economic growth, the positive economic outlook and associated historically low unemployment rate. Consequently, DRP did not appear to have any major separations impact, however, the moderately negative statistical results and the anecdotal evidence in comments suggested a mild negative impact rather than a completely neutral one.

100. The ANAO report on Retention of Military Personnel
 states that, “There is a common perception that the skills, experience and general capability of military personnel, and the ADF itself, are being eroded through the increasing use of civilian workers and that morale is being lowered”. Whilst there were some comments regarding the impact of change fatigue, this was not reported as a significant theme. For Navy personnel there was concern that the number of uniformed jobs ashore has reduced and many Naval personnel are now embedded in workplaces with low job satisfaction.

101. The CDF and Secretary’s Report on the White Paper Internal Defence Consultation Program
, however, highlighted a degree of cynicism about change and the rationale behind it, amongst Defence personnel.  The report stated, “there is a strong perception that no more than lip service is being paid to this at present, and this is a primary motivation to leave the Services and the Department”. Change fatigue and review overload were all reported as strongly evident, as was the perception that Defence is perceived to have a poor track record of change management. According to the report, there was evidence that the reasons for and the benefits accruing from change initiatives - such as the DRP and CSP – were not well understood. 

102. Foremost amongst the concerns with the CSP were:

an. the loss of previous respite posting and ship-shore ratio opportunities with their consequent impact on retention, 

ao. the strong belief that in the face of cost savings and rationalisation, people are the first to go, irrespective of the need to keep platforms operational or provide essential support services during contingencies, and 

ap. the disappearance of attractive trade and professional career structures that have previously supported a lifetime career in the ADF. 

103. The report on the 1999 ADF Attitude Survey: DRP and Morale Issues
 posed the question, “How has the DRP affected your attitude towards a continued Navy/Army/RAAF career?”. On average, members rated the effect that DRP had on their attitude towards a continued Service career as between moderately negative and neutral (see Chart below). However, both Navy and Army perceived the effect on average, better than the RAAF and Tri-Service Groups (as a whole). Among the Tri-Service Groups, Intelligence was the most positive whereas Acquisition was the least. 

104. How has the DRP affected your attitude towards a continued Navy/Army/RAAF career?
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105. Junior Other Ranks (ORs) were significantly more positive about the effect than were Senior Other Ranks, Junior Officers and Senior Officers. However, this must be offset with other survey findings that demonstrated increased rank was associated with increased knowledge of DRP. Increased knowledge of DRP correlated with an increasingly pessimistic career outlook, whilst lack of cognisance at the Junior OR level correlated to a neutral rather than a comparatively positive DRP retention indicator. 

106. Members in the ACT were significantly more negative about the effect of DRP on attitude towards a continued Defence career than members serving elsewhere. This correlated with the ACT personnel demographic, comprising reduced Junior OR presence and the aggregation of the Acquisition Group. Finally, members serving in operational postings rated the DRP effect significantly better than did the rest of the ADF. However, rather than a positive DRP effect, the operational activities (supported by US data) were more likely the cause for improved career outlook.

107. Though the DRP was not mentioned, cost-cutting and continuous downsizing were seen to be contributors to the high workload experienced by some of the respondents who volunteered comments in the 2000 Exit Survey
. Civilianisation or contracting out of services was also seen as a cost-cutting measure that was causing problems in terms of decreasing standards. Similarly, some members commented that change in the ADF or their Service had been excessive or poorly implemented. Comments regarding workload were volunteered by 6% of survey respondents and 4% offered comments concerning civilianisation / contracting. 

108. Qualitative comments from the 236 serving members interviewed for the ANAO ADF Retention report
 raised similar themes. Respondents perceived that many of the savings reported in Defence reform have been made only because they work longer hours and make do with reduced resourcing levels. Also, that Defence is indifferent to the effect that continuous change has had on its members, and that members are dissatisfied with the way the military is changing to be more like the private sector. Though interesting in their own right, the above issues do not mirror the major influences on attrition that have emerged from the quantitative ADF survey data.

Summary 

109. Statistics indicate that the DRP had a mild negative direct impact on separation rates from 97 – 99. Qualitative research in particular suggests that various change initiatives, such and DRP and CSP, have generally been perceived by ADF personnel as disruptive to morale and contributing to excessive workloads. Whilst this factor alone is not having a direct effect on attrition, it may play an indirect role in influencing members’ decision to separate. 

SECTION FIVE - IMPACT OF CURRENT CAREER MANAGEMENT PRACTICES ON RETENTION

110. Results from the 1999 Defence Attitude Survey
 show that, for members of the three Services, the intention to leave the ADF is directly influenced by their attitude towards career management. RAAF respondents are significantly less positive than the other services with respect to career management.

111. One of the more common themes offered by respondents in the comments section of the 2000 ADF Exit Survey
 as a reason for leaving was unsatisfactory career management. This included perceptions of poor ‘man management’ in general, lack of career progression and promotional opportunities, unfair promotions and lack of career planning. 

112. There were also concerns over the fairness of performance appraisal systems.  Several respondents stated that they had experienced discrepancies between expectations given by career advisers and subsequent career events.  Others stated that their decision to leave might have been altered if the promotion system was seen to be fair and equitable or if they had been offered a promotion. Respondents also suggested that better career management, a more satisfying career and a better career path might have caused them to think differently about leaving. Comments regarding career management were volunteered by 11% of survey respondents.

Summary 

113. Dissatisfaction with career management has emerged as a contributory factor in ADF personnel wastage.

SECTION SIX - IMPACT OF CHANGES TO ADF CONDITIONS OF SERVICE, PAY AND ALLOWANCES ON RETENTION

114. Data from the ADF Exit Survey
, suggests that allowances and reward for what would be considered overtime in the civilian community, rather than pay itself, contribute to retention. This thesis is developed below. 

115. Firstly, ‘dissatisfaction with pay’ received a mean rating of 0.85 to 1.46 (on a 4-point scale with 1 “slight” and 4 “very considerable”), and ‘dissatisfaction with job related allowances and benefits’ received a mean rating of between 1.13 and 1.29 (depending on member’s rank). 

116. Secondly, “Little reward for what would be considered overtime in the civilian community” was cited as a reason for leaving by most demographical/rank groups, most prevalently in the RAN, and for junior ADF staff or those with less than ten years service. It is possible to compare data from seagoing RAN personnel, and non -seagoing RAN personnel
. 70.4% of seagoing RAN respondents reported that “Little reward for what would be considered overtime in the civilian community” was a “Considerable” to “Very considerable” influence in their decision to separate, compared to 51.6% of non – seagoing respondents. The highest proportion of respondents who reported that “Little reward for what would be considered overtime in the civilian community” was a “Considerable” to “Very considerable” influence in their decision to separate came from a ship or submarine posting.

117. Moreover, one of the many concerns raised in the respondents’ comments in the 2000 ADF Exit Survey
 was the perceived erosion of conditions of service, particularly allowances. Inflexibility and changes to the superannuation system were also mentioned.  It was stated that the MSBS scheme provides no encouragement to stay in the system for a long period.  Several respondents stated that they had to forego allowances in order to receive a pay rise and that this was not acceptable in the ADF context. Some respondents suggested that better allowances, a retention benefit/bonus and reintroduction of a 20 year Service pension may have encouraged them to stay. Note that qualitative comments regarding conditions of service were only offered by 7% of the total survey respondents. The quantitative data from the Survey
 indicate that the decision to leave the ADF is actually due to multiple factors.

118. An interesting finding from the 1999 ADF Attitude Survey
 was also the role of pay/salary-related items in the model profiling intention to leave. For Navy and Army, the belief that “to get people to stay in the Navy/Army you don’t have to pay them more than they could get outside” influenced attitude towards a Continuing Career. This suggests that raising salaries may have less effect among Air Force members, for whom pay was not represented in the model.

119. The ADF conducted an Activities Survey between 1992 and 1999. This provides a very rich source of data about working hours, conditions of work, and other factors such as Service Allowance. The data shows respondents consistently reporting excessive working hours when their work met criteria for an additional allowance. This finding arguably supports the 2000 ADF Exit Survey
 results in terms of the perception that there is little reward for what would be considered overtime in the civilian community.

120. A prevalent view amongst ADF members is that conditions of service, including remuneration, have declined. 
  This has the effect of decreasing morale and potentially increasing separation from the Services. However, this implies that ADF members attach a value to Service conditions that equates to the cost; in many cases this is not the case because individuals place a relatively low value on conditions to which the Service may need to devote significant resources
. The proportion of funding devoted to personnel costs has been increasing over the last ten years and in most cases salary and allowances have been keeping pace with community standards. The following issues appear to be contributing to the prevailing view:

aq. The work rate for many personnel is very high because of the reduced number of personnel available to share the load (Organisational Tempo). Remuneration complaints are often an expression of dissatisfaction with work conditions and workload.

ar. The ADF conditions of service package is poorly communicated to members and therefore not well understood.

as. The impact on an individual member’s personal financial circumstances of the reporting on group certificates of fringe benefits provided in connection with service in the ADF.

at. In the ANAO ADF Retention report
, ADF members believed that many of the savings in the DRP were the result of their longer working hours and their ‘make do’ attitude of working with whatever reduced resources they received. Many members were frustrated because they could not complete their tasks or produced poor quality work because of the frequent changes.  Many in administrative positions believed they were doing the work of 3-4 persons.  Most believed that there was scope to remove some ‘dead wood’ but the ADF had gone too far.

121. The last survey work on the average weekly working hours in the Service was completed in March 1999. The following is the comparison:

Average Weekly Working Hours Comparison

	Average Weekly Working Hours
	       Navy1
	       Army1

	
	1995
	1996
	1997
	1998
	1995
	1996
	1997
	1998

	
	50.41
	49.42
	50.63
	49.73
	52.27
	52.72
	49.7
	49.65

	Average Weekly Working Hours
	     Air Force1
	  General from the ABS2

	
	1995
	1996
	1997
	1998
	1996
	1997
	1998
	1999

	
	44
	43.92
	42.99
	42.68
	40.5
	42.4
	42.5
	41.1


ADF working hours for full-time workers obtained from the ADF Activities Survey Standard Report 2, 1998 and 1999. The ADF Activities Survey was discontinued in 1999 so there was no comparable figure with the ABS data in 1999. 

Average weekly hours for full-time workers obtained from YearBook Australia from 1997-2000 produced by the Australian Bureau of Statistics. Years differ from ADF years due to different time scales / methodology in collection and reporting of data.
122. The table shows that the average weekly working hours for all the three Services dropped since 1995 and the Air Force had the lowest average weekly working hours at 42.7 in 1998. This figure was very close to the average weekly working hours of the general population in full-time employment (42.5 in 1998). Therefore, it looks like a perception issue for the ADF and good communication could be the answer to this factor.

123. From the Internal Defence Consultation Report
, the deterioration in pay and conditions was raised as a factor of the perceived undermining of morale and related decline in job satisfaction. The report suggests that, combined with the shortage of training resources, the perceived erosion in conditions of service is frequently the ‘final straw’ in members’ decisions to leave. During the consultation process, members highlighted dissatisfaction with MSBS, reductions or loss of allowances to justify a pay rise, and in particular, changes to conditions for those in operational / remote areas. It was difficult for Defence members to reconcile perceived ‘penny pinching’ in personnel expenditure in the face of what they perceive to be wastage in other areas. The members consulted felt that it is essential that remuneration arrangements acknowledge the special demands placed on those who choose to serve. 

Summary

124. Reasons for leaving, and the factors considered or the assessment of expectations made by personnel in forming a decision, are not uni-dimensional and are to some extent group specific. In terms of pay, perception of allowances is one important factor, however, this appears to be weighted alongside, or inter-plays with others, including not wishing to miss out on career opportunities outside while ‘young enough’, family stability, and job satisfaction (particularly for younger members) and career development.

Conclusion

125. Whilst the impact of the DRP factor alone is not having a direct effect on attrition, it may play an indirect role in influencing members’ decision to separate. Dissatisfaction with career management and perception of allowances, however, have emerged as contributory factors in ADF personnel wastage, but these appear to inter-play with other influences (discussed earlier in “Factors Affecting Retention in the ADF”).

SECTION SEVEN - BENCHMARKING ADF ATTRITION

126. According to the ANAO report on Retention of Military Personnel
, Defence could be considered to be doing quite well when separation rates are compared with civilian organisations with over 5,000 employees. However, the report cautions that, given the small scope to recruit laterally for the ADF, and ongoing recruitment difficulties, separation is a matter that requires constant attention.

127. Some qualitative comparisons can be drawn between militaries of nations represented under The Technical Co-operation Program (TTCP) - Australia, USA, UK, New Zealand, and Canada
. It is clear that the US faces severe retention problems for new military personnel and to varying degrees, other nations see similar trends. Overall recent attrition appears to be highest in Australia and NZ with regard to the loss of trained personnel. Canada and the UK have lower military attrition rates than those reported for the US, Australia and NZ. The reasons given by military personnel for voluntarily leaving are roughly the same for all five nations. They are related to both quality of life issues and the pursuit of other opportunities outside the military. Economic and demographic trends have resulted in challenges to recruitment and retention strategies for all five TTCP nations. More detailed comparisons are contained in the supporting paper, “Overseas Comparisons of Military Attrition – TTCP Nations”. (Annex E).

SECTION EIGHT - RESERVE RECRUITING AND RETENTION

128. Recruiting for the Reserve has proven particularly difficult in recent years. Reserve recruitment is affected by many of the factors affecting full-time recruitment, but a number of specific factors have also contributed. 

129. The introduction of Common Induction Training (CIT) for the Army Reserve during FY 98/99 requires Reserve members to undertake the same initial 45 days training as permanent force members. Common competencies are the underlying requirement for deriving operational capability from the Reserve. If the Reserve is to be involved in operations, it is essential that all personnel must have adequate base level of skills. For Army Reservists this is best achieved through CIT. The level of Reserve training and readiness has risen significantly, but CIT has contributed to the reduced recruiting achievement during FYs 98/99 and 99/00. In order to ameliorate this problem, Reservists now have the option to complete CIT through a series of flexible modules. 

130. The cessation of the very successful Ready Reserve (RRES) Scheme in 1996 resulted in a significant downturn in Reserve retention and recruitment. 

131. The centralisation of the recruiting function as a result of the DRP process involved the disbanding of Army Reserve Recruiting Cells and the removal of Reserve unit involvement in the recruiting process.

132. Achievements over the past ten years for the Reserve are:

1991/92    
1185

1992/93    
6060 (Commencement of RRES)

1993/94
    
4592

1994/95    
4722

1995/96
    
5750

1996/97
    
5163 (End of RRES)

1997/98
    
4812

1998/99    
2274 (Commencement of CIT)

1999/00
    
1699

2000/01    
1978 (As at 14 May 01)

Reserve Enhancement Initiatives

133. To enhance the effectiveness of the ADF Reserves and maximise their contribution to ADF capability, the Government has implemented a number of initiatives, including new legislative provisions and a number of non-legislative measures, which will aid in the recruitment and retention of Reserve personnel. 

Legislation 

134. The Defence Legislation Amendment (Enhancement of the Reserves and Modernisation) Act 2001, enables Government to call out the Reserves in a wider range of circumstances including peace keeping, humanitarian aid or disaster relief. This Act will ensure the Reserve component can contribute more fully towards the ADF’s capability in fulfilling its operational commitments. This wider range of employment will appeal to many potential Reservists and assist in retention, particularly if the Reservist can be guaranteed operational service.

135. The Act also enables Government to compensate employers and self-employed Reservists for allowing their employee-Reservists to undertake periods of continuous defence service. This compensation will be known as the ADF Reserves Employer Support Payment Scheme. This Scheme will provide greater incentive for employers to release their employees for Reserve service.

136. This legislation will also allow the development of more flexible recruiting and management strategies including:

au. incentives to be offered to full-time members to continue serving in the Reserves rather than leave the ADF completely;

av. Permanent force members will more easily be able to transfer to the Reserves; and

aw. Reservists will be able to transfer to lower levels of readiness.

137. The Defence Reserve Service (Protection) Act 2001 provides protections for Reservists in time of call out, on volunteering for protected continuous full-time service, and for the normal requirements of peacetime service. This includes employment, partnership, education and financial liability protection, as well as protection against discrimination. These protections will give potential and serving Reservists surety in their personal lives when considering or rendering Reserve service. 

138. The availability of employment protection measures for Reservists who undertake overseas operational deployments is likely to allow many more Reservists to volunteer for such deployments. This should also appeal to many Reservists and in all likelihood assist in recruiting and retention.

Non-legislative initiatives

139. Non-legislative initiatives have also been implemented to enhance the Reserves. These include accreditation of Reserves military training within the National Training Framework, enhancement of the Defence Reserves Support Council, a Reserves Attitudinal Survey, a communications and public affairs strategy, and implementation of ‘swipe card’ technology to improve Reserves administration.

Reserve Recruitment and Retention Strategies 

140. Additional measures intended to address the Reserve recruitment and retention issue include:

ax. developing enhanced community support for the Reserves; and

ay. A new approach to Reserve recruiting has been adopted.  A system of Reserve Unit Recruit Liaison Officers has been developed and Reserve units have been re-engaged in attracting and fostering recruits through the introduction of Direct to Unit (DTU) recruiting.

141. Some positive signs are emerging. Army Reserve recruiting for FY 00/01 (to date) already exceeds total Army Reserve recruiting achievement in FY 99/00 (although it is still short of the 00/01 target figure). In addition, the current wastage rate of 15% is the lowest for many years, albeit from a low base. Notwithstanding, it has been found that the separation rate of junior soldiers in the first three years of service has been high (this is also the case in other voluntary, part time organisations). This is being targeted as an area that needs to be improved.

SECTION NINE - RETENTION INITIATIVES

142. Retention is managed through a framework of personnel policies, informed by research, that focus on the employment, remuneration, development and reward of ADF members to achieve the required outcome. Application of long-standing principles of leadership by commanders and career managers, which aim to promote esprit de corps and a continuing willingness to serve in the ADF, support these policies. 

143. Retention of members is not necessarily achieved by the introduction of any one initiative, but more through a range of supporting measures, which encourage members to continue to serve.

Defence People Council

144. The Defence People Council (DPC) is a sub-committee of the Defence Committee, and has been established in response to the priority being given to performance on people issues. The DPC drives the development and co-ordination of strategic Defence people initiatives, the foremost being the Defence People Plan.

Defence People Plan

145. The Defence People Plan (DPP) is one of three primary documents that make up the Defence Plan, underscoring the importance placed on people to achieve the Defence mission. It will help to ensure that personnel factors will be accorded due weight in the broader framework of Defence business and activities. The Defence People Plan consists of four parts: 

146. Part 1 - The Defence Organisation’s Vision. Part 1 outlines the vision, the personnel principles by which Defence commits to operate, and the five strategic themes that will guide Defence’s personnel policy development, ie, attract, recruit, develop, retain, and transition.

147. Part 2. Challenges. Part 2 of the People Plan includes a comprehensive and ongoing review of the internal and external socio-economic environment; identifies the challenges to achieving the vision and through rigorous analysis, determines the most effective policy strategies to address these challenges.

148. A comprehensive Environmental Scan is produced to give Defence a clear sense of the profile, attitudes, expectations and aspirations of both the existing and future workforce, the conditions on offer elsewhere and the likely impact of policy changes. It provides a wealth of information but with an emphasis on internal and external demographics, organisational trends and changing trends in industrial relations and employment law.

149. Part 2 is also informed by the Defence Workforce Plan, which details the workforce and establishment requirements of the ADF in the future. It is linked to the Capability and Finance plans, and details what numbers, skills and time-frame the ADF needs people to operate future equipment and platform capabilities within the personnel ceilings and financial considerations.

150. Part 3 – Personnel Strategies. This part details a range of personnel strategies, each covering a separate policy area. Examples of some of those having a direct impact on retention are outlined below.

Revised Pay Structure

151. There are a number of ADF occupational specialisations where there have been continuous retention difficulties due to direct competition from industry. This is partly due to the fact that the officer common salary structure is no longer appropriate for these specialisations and that it is necessary to provide flexible, competitive remuneration and employment conditions, which also takes account of qualification, skill and work value. Defence has requested that the External Review of ADF Remuneration take account of the changes proposed in the revised pay structure developed by Defence, during their deliberations. 

Flexible Remuneration Packaging

152.  Salary-sacrifice arrangements were put in place in April 1999 to provide members with the same tax saving advantages available in the private sector.

Allowances

153. ADF specific Allowances are designed to provide compensation for individual factors (qualification, skill or disability incurred) or recompense at a reasonable level for costs incurred.  Allowance reviews are generally conducted when there are is significant change in the nature of work or where significant attraction and retention problems emerge. For examples Submarine Service Allowance and Flying Allowance have recently been reviewed as a result of retention difficulties.

Retention Bonuses

154. The ADF is frequently faced with short notice retention problems for specific occupational groupings of personnel, sometimes as a result of predatory recruiting by industry.  Generally, retention problems can only be solved by a range of management initiatives, however, remuneration solutions are often necessary to maintain military capability in the short term. In the last 15 years, the ADF has utilised a number of retention and completion bonuses to retain key occupational and skill groups, with mixed success. Examples include:

az. Second Pilot Retention Bonus, 1996-1Jul00 now closed ($120 000 for 5 years, $75 000 for 4 years and $50 000 for 3 years);

ba. Air Traffic Control Bonus, 1996-2000 ($70 000 for 5 years);

bb. Flight Engineer Completion Incentive, commenced April 1999 ($105 000 for 5 years, $70 000 for 4 years, $45 000 for 3 years);

bc. Navy Submariner Completion Bonus, commenced 1999 ($35 000 for 2 years);

bd. Medical and Dental Bonus, 1997-2000 ($90 000 for 3 years).

Superannuation

155. The Military Superannuation and Benefits Scheme (MSBS) is an important part of members’ overall remuneration package and as such plays a part in attraction and retention. Currently it is structured to provide incentives for longer service, including the payment of a retention benefit (1 years salary bonus) for selected members who complete 15 years of service and agree to serve for another 5 years. The MSBS Board is introducing a number of ancillary benefits for members and spouses, and in response to recent, significant changes to superannuation arrangements in the community, the White Paper indicated that the scheme should be examined to ensure that it is still appropriate. The Review of ADF Remuneration is also addressing military superannuation. 

Employment Conditions

156. The ADF is continuously reviewing its employment conditions to ensure that where possible they align with the expectations of potential recruits, meet the needs of serving members and enhance military capability. Examples are provided below.

be. Flexible Employment Practices (FEP) Project. FEP initiatives include:

(1) Initial Periods of Service (IPS). At present, most personnel (excluding ADFA entrants and Pilots) are recruited for an IPS of 4 or 6 years. Research suggests that the ADF target demographic is not interested in a long-term commitment; they have a much shorter perspective. Accordingly, the ADF is developing a range of more appealing entry provisions. 

(2) Rationalisation of Return of Service Obligations (ROSO). ROSO is considered a disincentive for both recruiting and retention. Accordingly, the ADF is currently reviewing all ROSO’s with a view to retaining only those that are operationally essential (ie. Pilots course).

(3) Extension of Limited Tenure Appointment and Promotion (LTA/LTP). LTA/LTP are voluntary schemes that allow Service Chiefs or their delegates to offer selected officers appointments and/or promotion on the condition that they discharge at the end of a period of service (normally three years). LTP is being extended to promotion from MAJ (E) to LTCOL (E) and above, and for promotion from WO2 (E) to WO1 (E). 

bf. Flexible Work Practices.  FWP cover:

(1) Part-time Employment. This covers:

· phased return to work following career breaks including employing personnel part time on return;

· LWOP to allow and encourage respite, study, education, training, career development and to undertake projects or perform carer responsibilities within families; and 

· job sharing, so long as the maximum number of days worked by all members is 10 days per fortnightly pay period.

(2) Temporary home located work. Enables ADF members to work from home for a period of up to six months.

(3) Secondments and Exchanges with non-Defence Organisations. Enables ADF personnel to gain skills and qualifications not normally available within the Services. (For example, a Memorandum of Understanding between the Australian Defence Force and the IBM Consulting Group is in full operation, and Navy has also developed an internal policy for their personnel to work with Marconi).

(4) Variable work hours. This provides for flexible working hours so members can pursue education and training or to meet carer responsibilities.

bg. Posting Turbulence and Career Streaming. Posting turbulence is one of a number of factors that are interacting with one another at present to exacerbate the retention problem. As noted previously, the desire to stay in one place is among the top six influences on members’ decision to leave. This is now a major factor considered in the development of personnel and career management policies. All three Services are introducing the concept of sub specialization or career streaming. This is based on the notion of providing the opportunity for a second career within the ADF or to create further specialist streams within the ADF. The implementation of such a concept will reduce posting turbulence by employing the member in the same location between the primary and secondary specialisation. In addition members would possess greater expertise in the positions that they occupy and have a greater say in how their careers are managed.

bh. Housing and Accommodation. Service Residences and Living-In Accommodation (LIA) are provided to meet the operational requirement for mobility. Where the ADF is unable to provide this accommodation, Rent Allowance (RA) is provided to assist members with procurement of suitable accommodation from a commercial source.

bi. Presently, families are generally well provided for in terms of the availability and quality of Defence Housing Authority houses in most posting localities. Except for single members, accommodation assistance is not seen as a retention issue per se, but rather a necessary tool to neutralise the negative effect of ADF mobility.

bj. Defence is currently developing a strategy to fund and improve the accommodation assistance available to single members in the longer term. To this end, business cases for future single member assistance options are being developed, both on and off-base. As a short-term measure, consideration is being given to freeing up the availability of RA for longer serving personnel who do not wish to occupy lower standard living-in accommodation.

157. PART 4. Action Plan For People. The Action Plan for People (APP), addresses identified deficiencies across the full spectrum of personnel management issues.  The APP will have a focus on the 0-4 year time frame.  Areas currently being assessed as to their impact on improving recruiting and retention, and hence their possible inclusion, are: 

bk. APP Initiative 1 - Command and Leadership. Leadership in ADF workplaces has a strong influence on job performance and job satisfaction. Leaders collectively create this influence by the kind of performance culture that they create in their units. This initiative seeks to enhance Defence leadership through the implementation of a high performance culture program across the three Services and the non-Service groups. It is designed to develop and retain more of Defence’s best people. It is aligned to the White Paper statement that ‘improving leadership will remain one of Defence’s highest priorities’.

bl. APP Initiative 2 – The Special Nature of Military Service. There is a clear need to create and maintain an awareness of the special and unique nature of military service. This will assist with attracting and recruiting young Australians to the Services and will assist greatly with retaining those who join. The Community Consultation Team found that there was strong public support for the Government to treat employment in the Service as a unique vocation or way of life, not just another job. The 2000 White Paper states that the Government recognises the unique requirement of Service life and that being part of the ADF is more than just a job. This initiative involves production of a keystone document that clearly articulates why the ADF and its people are special and unique, and development of strategies to maintain visibility and awareness of the special nature of military service across Defence, other Government Departments, media and the Australian community.

bm. APP Initiative 3 – Public Relations and Communication  As mentioned earlier in this Submission, the ADF needs an effective public relations strategy in order to improve the public’s perception of the role of ADF to promote the Navy, Army and Air Force as employers of choice for more young Australians and to counter the effects of brand damage as it occurs. Under the heading ‘Let’s get some positive PR happening’, the Defence Consultation Team (DCT) Report explains that a commonly held view was that Defence has been let down by a lack of positive PR and this has adversely affected the morale and self-worth of personnel. 

bn. APP Initiative 4 – Attract and Recruit. This initiative seeks to enhance the strategies outlined in Section 1 of this Submission, in particular process improvement and ethnic recruiting. There is a clear link between this initiative and developing a more effective PR and communications strategy (Initiative 3), and providing relevant conditions of service and employment package (Initiative 9). 

bo. APP Initiative 5 – Workforce Planning.  This initiative seeks to build better links between finance, capability and personnel planning. This involves the design and implementation of an overarching workforce planning system for the total Defence Organisation (military, Reserve, civilian and contractors).

bp. APP Initiative 6 – Defence Estate This initiative addresses the need to establish fewer larger multifunction bases where family and lifestyle requirements can be met and greater posting stability achieved for all Defence members. This is acknowledged in the White Paper in the statement that ‘the Government will ensure that wherever practical, establishments are collocated to increase the options for back-to-back postings’. The White Paper also states that ‘the Government will ensure that the impact on families, in terms of spouse or partner employment opportunities will be an important consideration in posting decisions and when locating all new capabilities and establishments’. This initiative will directly assist with the attraction, recruiting, retention and transitioning of ADF personnel.

bq. APP Initiative 7 - Professional Streams and Improved Career Management. The aim of career streaming is to develop career structures that improve organisational and professional effectiveness. It seeks to:

(1) provide new and more rewarding career paths for all ADF members;

(2) retain the intellectual capability of the ADF, to the mutual benefit of both the member and the Service; and 

(3) have the member and Service part on good terms, the member happy with his or her career and the Service having achieved the desired return on its investment.

br. APP Initiative 8 – Staff Development of Defence Civilians This initiative seeks to enhance the civilian staff development process

bs. APP Initiative 9 – Financial Conditions of Service Notwithstanding this strong growth in per-capita personnel costs there is still a strong perception amongst ADF members that conditions of service are steadily declining and that there is little reward for what would be considered overtime in the civilian community.  This is despite the documented evidence that ADF salaries have generally kept pace with movements in community salaries. Additionally, there remains a regular flow of complaints on specific issues such as the impact of FBT for entitlements appearing on member’s group certificates. There is no documented evidence that conditions of service directly effect separation rates but the continuous negative publicity does have an influence. This initiative recommends a more positive communications strategy and an aggressive promotion of the benefits contained within the current ADF remuneration and conditions of service package. It also recommends policy makers make greater use of member surveys and other research tools to ensure that they are aware of the desires and intentions of members and their families, as well as the implications for attraction and retention, when considering changes to financial conditions. The initiative also supports the introduction of greater flexibility in ADF remuneration, which is being assessed by the external review of remuneration.

bt. APP Initiative 10 – Relocations. The greater efficiency and effectiveness of the relocation function can be achieved by its commercialisation as well as by synchronising its core elements of removals, travel, temporary accommodation and housing. This should result in significant savings as well as providing a better service to ADF members. 

bu. APP Initiative 11 – Housing and Accommodation. Spouse employment and children’s education assume an increasingly higher priority among family members. The proposed concept would allow more back to back postings, encourage more home ownership, provide more satisfying employment during shore rosters for Navy personnel and reduce relocation/removal costs. The purpose of this initiative is to review Defence housing and accommodation assistance provisions and entitlements. This initiative supports the White Paper statement that the Government will encourage home-ownership for ADF personnel. Current housing policy is a significant dissatisfier among ADF members and is in need of review. Recent exit surveys have revealed that amongst those who have indicated an intention to leave the ADF a significant number have expressed a desire to live in their own homes, are tired of moving and would like less separation from their families. It features along with ‘desire to stay in one place’ among the ten most prevalent reasons for separation from the ADF. This initiative also recommends the adoption of a set of principles to guide housing policy, that cover issues such as the recognition of mobility of ADF members and the maintenance of ADF operational capability

bv. APP Initiative 12 – Family Support. This initiative proposes enhancements to family support measures, in particular those directed towards children’s education and partner’s career aspirations/employment, which are most likely to impact favourably on the retention of ADF members.

bw. APP Initiative 13 - Enhance Cadet Scheme. For many cadets, participation in the Cadet Scheme is the first voluntary step towards recruitment into the ADF on a full-time or part-time basis. This initiative covers the Government’s White Paper commitment to expand participation in the Cadet scheme. It includes widening of the range of institutions offering participation and ensuring units are properly resourced. Annual funding for cadets will increase to $30m by 2002. 

bx. APP Initiative 14 – Enhance the Reserve Force. This initiative picks up all the Reserve enhancements covered in Section 8.

OTHER ISSUES/PROVISIONS

Review of ADF Remuneration

158. A joint DOFA / Defence review of ADF remuneration is in progress. This is an External Review being conducted by a panel of senior businessmen to advise the ADF on best practice arrangements for pay and conditions of service. The Review will present a report by 31 August 2001. The recommendations are likely to include more flexible arrangements and choice for ADF members. The TOR are at Annex F.

Health Services 

159. All permanent ADF members receive free comprehensive health care as a requirement of the ADF to maintain its personnel in an operationally ready state. Such care includes service surveillance and preventative health measures to monitor and maintain medical and dental fitness. To varying degrees these members are not required to contribute to Medicare. 

Defence Equity

160. The Defence Equity Organisation (DEO) is responsible for the promotion of the principles of equity and diversity in Defence in order to ensure an attractive and fair work environment. 

Education, Training and Development

161. ADF education and training are the main means of developing the knowledge, skills and attitudes necessary for success in operations. The quality of ADF education and training has long been recognised. In particular, the opportunity for recruits to the ADF to learn a trade or complete tertiary education is an effective recruiting incentive. Recent literature also points to the importance of lifelong learning, or regular development opportunities, as a means of attracting, recruiting and retaining members of generations X and Y. 

162. Defence has many initiatives in hand to improve the effectiveness and efficiency of its education and training. By aligning its training with the National Training Framework Defence is able to award nationally recognised qualifications, a major recruiting incentive. Increasing these qualifications by further training helps to retain people. Of course, nationally recognised qualifications help the smooth transition of ADF members into civilian life.

163. Defence is developing a database of national qualifications associated with ADF training which will be available to ADF permanent and reserve personnel, their employers and education and training providers. This should encourage Reserve enlistments and retention as employers are more likely to support Reserve training if they can see the benefit in terms of increased skilling of their employees. Both Reserve and Permanent personnel will be much more aware of the qualifications they gain through their service, which should aid retention.

164. Providing education and training matched to the needs of the job also helps people to perform to a higher level, thereby increasing their job satisfaction. Lack of job satisfaction is of course an important factor in separations.

165. Defence is increasingly employing e-learning as a means of reaching its dispersed workforce and spreading the benefits of its education and training more widely. This will allow more of its people to gain access to education and training, and thus aid retention.

Transition

166. The term ‘transition’ is used to describe the process of an individual moving from regular to reserve or reserve to regular, or from military to civilian employment. The underpinning guidelines for personnel to transition from and within the ADF, regardless of the elements involved, include:

by. Facilitate and simplify transfer between components;

bz. Encourage personnel to transition with a positive perception of their service; 

ca. Facilitate and simplify further transitions, including re-entry to the Services where appropriate; and

cb. An important factor in transition is the Career Transition and Education Assistance Scheme (CTEAS). This involves the development of a career transition entitlement that enhances existing resettlement provisions and a revised education assistance provision that offers improved in-service education opportunities to ADF members. 

Single Service Initiatives

167. In addition to the overarching strategies outlined, each of the Services has a range of service-specific strategies developed at their level, to complement the above. The Services have discrete human resource plans for their people and strategies to ensure that their individual ‘brand’ is projected to the community under the broader Defence campaign.  More detail on Single Service recruiting and retention initiatives can be provided during the Hearing if necessary.

SECTION 10 - CONCLUDING REMARKS

168. Defence is taking firm action to turn around its recruiting and retention outcomes.  A comprehensive recruitment strategy, based on sound research, is being implemented and signs are that it is effective. 

169. Enlistments over the past three years have steadily increased despite several negatives. As noted in the New Focus research, the recruiting challenge is not something that will respond to a quick fix solution; it is a complex situation that requires a committed long-term approach. Competition is fierce to attract young people, and the ADF competes with employers and education institutions that are aggressively looking for quality young people. 

170. Current community attitudes and perceptions have built up over a number of years. The media (and many other stakeholders) play a major role and attitudes will not be changed “over night”. However, the most recent community attitude tracking study has shown that Defence has started to increase the pool of potential candidates that will consider a career in Defence. 

171. This work is being built on. However, the current recruiting strategy is effective, as evidenced by enlistment trends in the past two years.  Annual percentage increases of 7% FY98/99 to 99/00 (5361 to 5742) and a projection of a 20% increase for FY 99/00 to 00/01 (5742 to a projected 7000). The Year To Date achievement through DFRO as at 11 May is 6103.

172. ADF retention is also currently higher than desirable.  It is affected by multiple factors, both external and internal to the organisation. Although some broad influences are generic across services or groups, there are also specific variations according to the demographic under consideration. For the most part, ADF members separate due to a combination of reasons (often to seek satisfying work with a more tangible reward structure and better locational stability), whilst they are still young enough to change to a civilian career. Though a proportion of Reservists transfer to the ARA, others leave the ADF altogether if training loses its challenge or excitement or conflicts with their civilian employment. Personnel surveys are ongoing and will continue to monitor trends in order to advise personnel policy. 

173. Statistics indicate that the DRP had a mild negative direct impact on separation rates from 97 – 99. Qualitative research in particular suggests that various change initiatives, such and DRP and CSP, have generally been perceived by ADF personnel as disruptive to morale and contributing to excessive workloads. Whilst this factor alone is not having a direct effect on attrition, it may play an indirect role in influencing members’ decision to separate. 

174. Dissatisfaction with career management and perception of allowances, however, have emerged as contributory factors in ADF personnel wastage, but these appear to inter-play with other influences (discussed earlier in “Factors Affecting Retention in the ADF”).

175. As with recruitment, the strategies currently being implemented by Defence appear to be effective. The separation rate, whilst higher than desirable, have stabilised and further improvement is anticipated.
ANNEX A

SENATE FOREIGN AFFAIRS, DEFENCE AND TRADE
REFERENCES COMMITTEE

TERMS OF REFERENCE
That the following matter be referred to the Foreign Affairs, Defence and Trade References Committee for inquiry and report by 27 September 2001:

Whether the current recruitment and retention strategies of the Australian

Defence Force (ADF) are effective in meeting the organisation’s personnel

requirements (including reserves).

That, in considering these terms of reference, the Committee examine and report on the following issues:

(a)
whether the current recruitment system is meeting, and will continue to meet, the needs of the ADF;

(b)
the impact of the Defence Reform Program on retention levels and recruiting;

(c)
the impact of changes to ADF conditions of service, pay and allowances on retention and recruitment of personnel;

(d) 
current levels and categories of specialist personnel in the ADF

compared to the organisation’s requirements;

(e) 
the impact of current career management practices on retention of personnel;

(f) 
any other issues, reasonably relevant to the terms of reference but not referred to above, which arise in the course of the inquiry. 

Annex B

CRITICAL EMPLOYMENT GROUPS

Navy

	Officer Employment Groups

	Observer

	Pilot

	Seaman Officer - includes: Hydrography, Mine Warfare and Clearance Diving, Principal Warfare Officer, Seaman and Seaman Submarine

	Weapons Electrical Aircraft Engineering 

	Sailor Employment Groups

	Aviation Technician Avionics 

	Combat Systems Operator 

	Combat Systems Operator Mine Warfare 

	Marine Technician 

	Electronics Technicians

	Electronics Technicians (SM)

	Acoustic Warfare Analyst (SM)

	Electronic Warfare Analyst (SM)

	Marine Technician (SM)

	Radio Operator (SM)

	Electronic Warfare Linguist

	Electronic Warfare Technical


Target based on Navy Workforce Plan strength required 00/01, Actual Based on Naval Personnel Quarterly Report 1 Apr 01

Army

	Officer Employment Groups

	Nursing Officer

	Dental Officer

	Aeronautical Engineer

	Education Officer

	Other Rank Employment Groups 

	Medical Assistant

	Vehicle Mechanic

	Missile Number

	Operator Command Support Systems

	Operator Supply

	Operator Bearer Systems

	Technician Electronics


Criticality based on shortfalls against target or other workforce factors such as high separations. Data drawn from DES/AMAN with effect 12 Apr 01

Air Force 

	Officer Employment Groups

	Administration

	Air Defence

	Air Traffic Control

	Education

	Ground Defence

	Medical

	Nurse

	Airmen and Airwomen Employment Groups

	Air Surveillance Operator

	Communications Electronics

	Clerk

	Communications Information Systems Controller

	Cook

	Electrician

	Fire Fighter

	Ground Support Equipment

	Medical Assistant

	Physical Training Instructor

	Security Police

	Supplier

	Work Supervisor

	


Employment groups are classified as critical if a shortfall of 10% or more exists, based on 1 April 2001 data extracted from AFPEMS

ANNEX B

ADF RECRUITING TARGETS AND ENLISTMENTS

	1999/00 Vs 2000/01 Target Comparison
	
	
	
	

	As at 
	14-May-01
	1999/00
	2000/01
	Increase/
	Percentage

	
	
	Target
	Target
	Decrease
	Inc/Dec

	NAVY
	
	
	
	
	

	Full Time
	ADFA
	110
	123
	13 
	12%

	
	DEO
	59
	117
	58 
	98%

	
	UGRAD
	23
	58
	35 
	152%

	
	Officer SUB TOTAL
	192
	298
	106 
	55%

	
	
	
	
	
	

	
	Other Ranks
	1304
	1426
	122 
	9%

	
	
	
	
	
	

	Full Time
	TOTAL
	1496
	1724
	228 
	15%

	
	
	
	
	
	

	Part Time
	Officer
	52
	80
	28 
	54%

	
	Other Ranks
	52
	59
	7 
	13%

	Part Time
	TOTAL
	104
	139
	35 
	34%

	
	
	
	
	
	

	
	GRAND TOTAL
	1600
	1863
	263 
	16%

	ARMY
	
	
	
	
	

	Full Time
	ADFA
	155
	155
	0 
	0%

	
	RMC
	140
	180
	40 
	29%

	
	SSO(P)
	24
	22
	-2 
	-8%

	
	DEO
	83
	57
	-26 
	-31%

	
	UG
	32
	20
	-12 
	-38%

	
	Officer SUB TOTAL
	434
	434
	0 
	0%

	
	
	
	
	
	

	
	Other Ranks
	2188
	3077
	889 
	41%

	
	
	
	
	
	

	Full Time
	TOTAL
	2622
	3511
	889 
	34%

	
	
	
	
	
	

	Part Time
	Officer
	485
	478
	-7 
	-1%

	
	Other Ranks
	4300
	4300
	0 
	0%

	Part Time
	TOTAL
	4785
	4778
	-7 
	-0%

	
	
	
	
	
	

	
	GRAND TOTAL
	7407
	8289
	882 
	12%

	RAAF
	
	
	
	
	

	Full Time
	ADFA
	93
	109
	16 
	17%

	
	DEO
	186
	184
	-2 
	-1%

	
	UGRAD
	26
	37
	11 
	42%

	
	Officer SUB TOTAL
	305
	330
	25 
	8%

	
	
	
	
	
	

	
	Other Ranks
	904
	997
	93 
	10%

	
	
	
	
	
	

	Full Time
	TOTAL
	1209
	1327
	118 
	10%

	
	
	
	
	
	

	Part Time
	Officer
	17
	66
	49 
	288%

	
	Other Ranks
	102
	238
	136 
	133%

	Part Time
	TOTAL
	119
	304
	185 
	155%

	
	GRAND TOTAL
	1328
	1631
	303 
	23%

	Tri Service 
	Full Time
	5327
	6562
	1235 
	23%

	Tri Service 
	Part Time
	5008
	5221
	213 
	4%

	Tri Service 
	Grand Total
	10335
	11783
	1448 
	14%


	2000/01 Recruiting Achievement
	
	
	
	
	
	
	
	

	
	
	
	Actual
	
	
	
	
	Predictions
	

	As at 
	18/05/01
	Full Year
	YTD
	Achieved 
	% Achieved
	Achieved %
	Remaining
	Forecast
	Forecast

	
	
	Target
	Target
	YTD
	of YTD Target
	Full Year
	Avail Tgt
	Total Ach
	Tot Ach %

	NAVY
	
	
	
	
	
	
	
	
	

	Full Time
	ADFA
	123
	123
	67
	54%
	54%
	
	67
	54%

	
	DEO
	117
	36
	24
	67%
	21%
	81
	78
	67%

	
	UGRAD
	58
	58
	5
	9%
	9%
	
	5
	9%

	
	Officer SUB TOTAL
	298
	217
	96
	44%
	32%
	81
	150
	50%

	
	
	
	
	
	
	
	
	
	

	
	Other Ranks
	1426
	1166
	894
	77%
	63%
	260
	1094
	77%

	
	
	
	
	
	
	
	
	
	

	Full Time
	TOTAL
	1724
	1383
	990
	72%
	57%
	341
	1244
	72%

	
	
	
	
	
	
	
	
	
	

	Part Time
	Officer
	80
	65
	16
	25%
	20%
	15
	20
	25%

	
	Other Ranks
	59
	43
	17
	40%
	29%
	16
	23
	40%

	Part Time
	TOTAL
	139
	108
	33
	31%
	24%
	31
	43
	31%

	
	
	
	
	
	
	
	
	
	

	
	GRAND TOTAL
	1863
	1491
	1023
	69%
	55%
	372
	1288
	69%


	2000/01 Recruiting Achievement 
	
	
	
	
	
	
	
	

	
	
	
	Actual
	
	
	
	
	Predictions
	

	As at 
	14/05/01
	Full Year
	YTD
	Achieved 
	% Achieved
	Achieved %
	Remaining
	Forecast
	Forecast

	
	
	Target
	Target
	YTD
	of YTD Target
	Full Year
	Avail Tgt
	Total Ach
	Tot Ach %

	ARMY
	
	
	
	
	
	
	
	
	

	Full Time
	ADFA
	155
	155
	133
	86%
	86%
	
	133
	86%

	
	RMC
	180
	180
	135
	75%
	75%
	
	135
	75%

	
	SSO(P)
	22
	17
	3
	18%
	14%
	5
	22
	100%

	
	DEO
	57
	40
	29
	73%
	51%
	17
	46
	80%

	
	UG/GMS
	20
	16
	12
	75%
	60%
	4
	15
	75%

	
	Officer SUB TOTAL
	434
	408
	312
	76%
	72%
	26
	351
	81%

	
	
	
	
	
	
	
	
	
	

	
	Other Ranks
	3077
	2746
	1939
	71%
	63%
	331
	2225
	72%

	
	
	
	
	
	
	
	
	
	

	Full Time
	TOTAL
	3511
	3154
	2251
	71%
	64%
	357
	2575
	73%

	
	
	
	
	
	
	
	
	
	

	Part Time
	Officer
	478
	389
	156
	40%
	33%
	89
	232
	48%

	
	Other Ranks
	4300
	3802
	1706
	45%
	40%
	498
	1921
	45%

	Part Time
	TOTAL
	4778
	4191
	1862
	44%
	39%
	587
	2153
	45%

	
	
	
	
	
	
	
	
	
	

	
	GRAND TOTAL
	8289
	7345
	4113
	56%
	50%
	944
	4728
	57%


Note: The above figures do not include secondary appointment/enlistments for Army – Refer Paragraph 58)

	2000/01 Recruiting Achievement
	
	
	
	
	
	
	
	

	
	
	
	Actual
	
	
	
	
	Predictions
	

	As at 
	14/05/01
	Full Year
	YTD
	Achieved 
	% Achieved
	Achieved %
	Remaining
	Forecast
	Forecast

	
	
	Target
	Target
	YTD
	of YTD Target
	Full Year
	Avail Tgt
	Total Ach
	Tot Ach %

	RAAF
	
	
	
	
	
	
	
	
	

	Full Time
	ADFA
	109
	109
	82
	75%
	75%
	
	82
	75%

	
	DEO
	184
	116
	89
	77%
	48%
	68
	171
	93%

	
	UGRAD
	37
	21
	16
	76%
	43%
	16
	28
	76%

	
	Officer SUB TOTAL
	330
	246
	187
	76%
	57%
	84
	281
	85%

	
	
	
	
	
	
	
	
	
	

	
	Other Ranks
	997
	764
	697
	91%
	70%
	233
	930
	93%

	
	
	
	
	
	
	
	
	
	

	Full Time
	TOTAL
	1327
	1010
	884
	88%
	67%
	317
	1211
	91%

	
	
	
	
	
	
	
	
	
	

	Part Time
	Officer
	66
	24
	28
	117%
	42%
	42
	28
	42%

	
	Other Ranks
	238
	111
	55
	50%
	23%
	127
	71
	30%

	Part Time
	TOTAL
	304
	135
	83
	61%
	27%
	169
	99
	33%

	
	
	
	
	
	
	
	
	
	

	
	GRAND TOTAL
	1631
	1145
	967
	84%
	59%
	486
	1311
	80%

	
	
	
	
	
	
	
	
	
	

	Tri Service 
	Full Time
	6562
	5547
	4125
	74%
	63%
	747
	5031
	77%

	Tri Service 
	Part Time
	5221
	4434
	1978
	45%
	38%
	1144
	2295
	44%

	Tri Service 
	Grand Total
	11783
	9981
	6103
	61%
	52%
	858
	7326
	62%

	
	
	
	
	
	
	
	
	
	


PREVIOUS ADF TARGETS AND ENLISTMENTS

Full-Time (Permanent Force) Targets and Enlistments

	Enlistments only
	NAVY
	ARMY
	RAAF
	TOTAL

	1990/91
	1 748
	4 321
	2 156
	8 225

	1991/92
	914
	1 264
	679
	2 857

	1992/93
	874
	886
	620
	2 380

	1993/94
	1 341
	1 378
	543
	3 262

	1994/95
	1 820
	2 969
	1 098
	5 887


	1995/96
	NAVY
	ARMY
	RAAF
	Total

	Targets
	1 515
	2 701
	1 335
	5 548

	Enquiries
	25 694
	48 247
	30 095
	104 036

	Applications
	5 757
	10 814
	6 320
	22 891

	Enlistments
	1 489
	2 670
	1 151
	5 310

	Percentage Achieved
	98%
	99%
	86%
	96%


	1996/97
	NAVY
	ARMY
	RAAF
	Total

	Targets
	1 701
	1 895
	1 077
	4 673

	Enquiries
	25 593
	34 562
	32 444
	92 599

	Applications
	5 866
	11 363
	7 025
	24 254

	Enlistments
	1 560
	1 848
	1 004
	4 412

	Percentage Achieved
	92%
	98%
	93%
	94%


	1997/98
	NAVY
	ARMY
	RAAF
	Total

	Targets
	1 227
	1 490
	802
	3 519

	Enquiries
	16 815
	29 515
	23 325
	69 655 

	Applications
	4 716
	8 024
	5 802
	18 542

	Enlistments
	1 201
	1 400
	808
	3 409

	Percentage Achieved
	97.9%
	94.0%
	100.7%
	96.9%


	1998/99
	NAVY
	ARMY
	RAAF
	Total

	Targets
	1 136
	2 003
	719
	3 858

	Enquiries
	16 314
	27 502
	23 973
	67 789

	Applications
	4 058
	6 951
	5 183
	16 192

	Enlistments
	863
	1 573
	651
	3 087

	Percentage Achieved
	76.0%
	78.5%
	90.5%
	80.0%


	1999/00
	NAVY
	ARMY
	RAAF
	Total

	Targets
	1 496
	2 622
	1 209
	5 327

	Enquiries
	19 116
	45 754
	35 031
	99 901 (1)

	Applications
	3 987
	9 145
	7 204
	20 336

	Enlistments
	846
	2 189
	1 008
	4 043

	Percentage Achieved
	57%
	83%
	83%
	76%


	2000/01
	NAVY
	ARMY
	RAAF
	Total

	Targets
	1 724
	3 511
	1 327
	6 562

	Enquiries to 30 Apr 01 
	16 186
	43 070
	30 880
	90 136 (1)

	Applications to 30 Apr 01
	3 451
	11 456
	5 574
	20 481 (2)

	Enlistments to 14 May 01
	990
	2 251
	930
	4 171

	Percentage Achieved To Date (Of Annual Target)
	57%
	64%
	70%
	64%

	Percentage Achieved To Date (Of Target To 14 May 01)
	72%
	71%
	90%
	75%


Note (1):
Does not include enquiries where enquirer was ‘Undecided On Service’.

Note (2):
Excludes Applications received from ADFRU-SR (Manpower Defence Recruiting).

PART-TIME (RESERVE FORCE) TARGETS AND ENLISTMENTS

	
	NAVY
	ARMY
	RAAF
	Total

	1995/96 (Enlistments)
	114
	5 428
	388
	5 750

	1996/97 (Enlistments)
	39
	4 754
	370
	5 163

	1997/98 (Target)
	112
	4 655
	80
	4 847

	1997/98 (Enlistments)
	58
	4 671
	83
	4 812

	1998/99 (Target)
	149
	4 235
	146
	4 530

	1998/99 (Enlistments)
	30
	2 162
	82
	2 274

	1999/00 (Target)
	104
	4 785
	119
	5 008

	1999/00 (Enlistments)
	29
	1 566
	104
	1 699

	2000/01 (Target)
	139
	4 778
	207
	5 124

	2000/01 (Enlistments To 14 May 2001)
	33
	1 862
	83
	1 978


RESERVE FORCE TARGETS AND ENLISTMENTS

	
	NAVY
	ARMY
	RAAF
	Total

	1991/2 (3)   Ready Reserve
	24
	1 069
	92
	1 185


	1992/3 (3) General Reserve
	26
	4 430
	131
	4 587

	         Ready Reserve
	0
	1 359
	114
	1 473

	             Total
	26
	5 789
	245
	6 060


	1993/4 (3) General Reserve
	26
	3 443
	174
	3 643

	         Ready Reserve
	4
	881
	64
	949

	             Total
	30
	4 291
	384
	4 722


	1994/5 (3) General Reserve
	41
	3 470
	347
	3 858

	          Ready Reserve
	6
	821
	37
	864

	             Total
	47
	4 291
	384
	4 722


	1995/6 (3) General Reserve
	106
	4 172
	229
	4 507

	          Ready Reserve
	8
	1 076
	159
	1 243

	             Total
	114
	5 248
	388
	5 750


	1996/7 (3) General Reserve 
	39
	4 754
	370
	5 163


	1997/98
	NAVY
	ARMY
	RAAF
	Total

	Targets
	112
	4 655
	80
	4 847

	Enlistments
	58
	4 671
	83
	4 812

	Percentage Achieved
	51.7%
	100.3%
	103.8%
	99.3%


	1998/99
	NAVY
	ARMY
	RAAF
	Total

	Targets
	149
	4 235
	146
	4 530

	Enlistments
	30
	2 162
	82
	2 274

	Percentage Achieved 
	20.1%
	51%
	56.2%
	50.0%


	1999/00
	NAVY
	ARMY
	RAAF
	Total

	Targets
	104
	4 785
	119
	5 008

	Enlistments
	29
	1 566
	104
	1 699

	Percentage Achieved 
	27.9%
	32.7%
	87.4%
	33.93%


	2000/01
	NAVY
	ARMY
	RAAF
	Total

	Targets
	139
	4 778
	304
	5 221

	Enlistments (4)
	33
	1 862
	83
	1 978

	Percentage Achieved (4)
	24%
	39%
	27%
	38%


Notes:

Targets not recorded

As at 11 May 01

ANNEX C 

THE RETENTION PROBLEM

Separation Rates – All Ranks
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Regular Army Soldier Separations
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Regular Army Officer Spearations
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Air Force Officer Separations
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ANNEX D
OVERSEAS COMPARISONS OF MILITARY ATTRITION IN TTCP NATIONS

Australian Situation

176. The current separation rate for the ADF as a whole is 12.6%, giving an average length of service of around eight years. The ANAO report on Retention of Military Personnel states that in 1998 the separation rate for civilian organisations with over 5,000 employees was 16%. Hence, Defence could be considered to be doing quite well. But, given the small scope to recruit laterally for the ADF, and ongoing recruitment difficulties, separation is a matter that requires constant attention. 

177. Approximately 75% of ADF separations are voluntary. In broad terms, more other ranks leave voluntarily than do officers and Air Force has consistently had the highest proportion of voluntary separations for both officers and other ranks. The majority of ADF members leave between the ages of 25 and 34 years.  Some comparisons can be drawn with other nations militaries, from research data obtained through the TTCP
.

178. Some qualitative comparisons can be drawn between militaries of nations represented under The Technical Cooperation Program (TTCP) - Australia, USA, UK, New Zealand, and Canada. Note that it is difficult to compare attrition data between nations due to differing approaches to gathering and analysing such information. For instance, figures quoted vary as to whether they include training force data, non-voluntary attrition, and in terms of the time period covered (eg overall annual rates versus “first term” attrition which may represent between two and four year periods). This brief compares twelve monthly figures where the data is comparable and reports qualitative observations where quantitative comparisons are not appropriate.

USA

179. The latest attrition data from the US Services indicates that first-term (first 2 years) attrition has reached all-time highs. Historically, the US forces have lost about 30 percent of recruits over the first three years of service, with most leaving during initial entry training. The attrition rate for enlistees entering the services in the mid- to late 1980s hovered between 30 and 34 percent, and this rate gradually rose in the 1990s from a low of 33 percent to a peak of nearly 37 percent in fiscal years 1994 and 1995. 

180. Approximately half of first-term attrition occurs in the first 6 months of service, during basic or follow-on training. The reasons for losses in the first six months are: (1) 34% for performance problems, (2) 26% for medical and physical problems, (3) 23% for fraudulent enrolments, and (4) the remaining 17% for all other problems. All Services have instituted one or more remedial programs intended to reduce losses in basic training and the first tour of duty.

United Kingdom

181. In the UK, voluntary attrition from trained strength for the 12 months to Jan 01 was 4.0% for officers and 6.3% for other ranks, though these figures do not include separations during training. The top five reasons for leaving are: "Amount of separation from family and friends", "Ability to plan your own life", "Opportunities for promotion/advancement in your branch/specialization", "The degree of recognition and reward for hard work" and "The level of job satisfaction you expect in the future".

Canada

182. Attrition in the Canadian Forces fluctuates within the 8% to 9% range (5% stems from voluntary release). Recent research identifies that first term attrition is unusually high, reaching upper limits of about 60% within the first 5 years. In Canada, attrition in the CF fluctuates within the 8% to 9% range. Of total attrition, 3% is identified as structural and is derived from “gateways" under CF terms of service. The remaining 5% stems from voluntary release. Recent research by Consulting Audit Canada identifies that first term attrition is unusually high reaching upper limits of about 60% within the first 5 years. Reasons for leaving have been identified as follows:

cc. Conditions of Service ………
47%

cd. Career/Training ……


12%

ce. Organisational Fairness ……

12%

cf. Compensation ………………

10%

cg. Family Issues ……………………
8%

ch. Job Satisfaction ………………
6%

ci. Personal Growth ………………
5%

183. In Canada, the Standing Committee on National Defence and Veterans' Affairs (SCONDVA) investigated significant problems with the conditions of Canadian National Defence Force (CNDF) personnel that had been exposed by the national media. After interviewing over 300 serving and retired military personnel of all ranks, the committee produced a report with 87 recommendations for improving the conditions of CNDF personnel. This resulted in the establishment of the Quality of Life Program to implement the recommendations of the Report, with funds appropriated specifically by Parliament for the Program. 

New Zealand

184. In NZ, total attrition in FY 1999/2000 was 12.5%. This was very close to the total attrition rates seen in the two previous years, approximately 13% and 12% respectively. More than half of this attrition was voluntary and the majority left before completion of ten years. “Personal Reasons" is the most common reason given for voluntary separation at 28%, followed by "Completion of Engagement" at 24%, "Lack of Job Satisfaction" at 7%, "Pursuit of Educational Studies" at 6%, "Overseas Travel" at 4% and "Dislike of Service Life" at 4%.

Summary

185. From a comparative perspective, it is clear that the US faces severe retention problems for new military personnel and to varying degrees, other nations see similar trends. Overall recent attrition appears to be highest in Australia and NZ with regard to the loss of trained personnel. Canada and the UK have lower military attrition rates than those reported for the US, Australia and NZ.  

186. The reasons given by military personnel for voluntarily leaving are roughly the same for all five nations. They are related to both quality of life issues and the pursuit of other opportunities outside the military. Economic and demographic trends have resulted in challenges to recruitment and retention strategies for all five TTCP nations. TTCP researchers are aware of the present limitations to comparability of data and are investigating options for rectifying this in the future through enhanced cooperation.

ANNEX E

Review Of ADF Personnel Remuneration Arrangements
Terms Of Reference

Background

187. The Government has agreed that a review of Australian Defence Force (ADF) personnel remuneration arrangements be undertaken to ensure that those arrangements provide an effective, efficient and flexible remuneration framework consistent with reforms in the wider public and private sectors.

Focus

188. The focus of the review is to provide options that improve the attractiveness, flexibility, simplicity, efficiency and transparency of employment conditions and the total remuneration package within overall Defence budget constraints, while taking into account the specific circumstances faced by ADF personnel.

Terms of Reference

189. Having regard to the fact that it is not intended to reduce the remuneration of ADF members:

cj. Review the current cash and non-cash remuneration and conditions of service and related administrative and remuneration arrangements for ADF regular and Reserve personnel, with a view to recommending a less complex, more efficient framework which provides for improved reward for competency-based performance;

ck. Determine how any savings identified from the recommendations arising from paragraph 1 above can be reinvested in remuneration and remuneration arrangements;

cl. Review and make recommendations on the longer term structural issues facing the ADF, in the light of changing attitudes to Service careers and their potential impact on recruitment and retention of ADF regular and Reserve personnel and the establishment of a modern work environment relevant to the employment expectations of current and future ADF personnel;

cm. Other related issues the review group may identify; and

cn. Any recommendations or findings should be fully costed and propose a detailed implementation plan.

Timing

190. The review findings are to be reported to the Minister for Defence and the Minister for Finance and Administration by 31 August 2001.

Support

191. The review will be supported by a dedicated team within Defence.

ATTACHMENT 1

NEW FOCUS Research Papers

ATTACHMENT 2

CHIEF OF DEFENCE FORCE & SECRETARY’S
REPORT ON THE
INTERNAL DEFENCE CONSULTATION PROGRAM

Views on Defence Policy Issues

192. The DCP has revealed a Defence organisation that is strongly aligned with the community it serves. The feedback received by the Service Chiefs, Group Executives and the Defence Consultation Team during the DCP accord closely with the findings of the Community Consultation Process. The range of views, attitudes and expectations expressed by Defence personnel reflect those of the broader Australian public and provide further evidence of broad consensus within the community on important defence and security issues. 

Strategic Fundamentals

193. The DCP demonstrated that Defence personnel recognise the complexity and challenges of the Asia Pacific region and expect that the White Paper must clearly define the future direction of the ADF and the strategic context in which it will operate. 

194. For most Defence members, the defence of Australia is seen as the primary role for the ADF. This includes the ability to operate in the near region and to protect our offshore interests, including our maritime approaches, sea lines of communication and economic resources. During the consultation the term ‘regional defence of Australia’ gained widespread acceptance. Many in the Army saw operations other than war as being more likely than defence of Australia and more relevant to Defence planners in the current strategic circumstances.

195. While supported, peacekeeping operations in the region are seen as secondary to the primary role of defence of Australia and should not be a force structure determinant. Peacekeeping operations would, in the main, continue to be conducted in coalition with other countries.

196. The US alliance is also important and supported. However, it is recognised that Australia does not always share the same interests as others and should be able to operate on its own. Accordingly, support for the alliance was not seen as removing the need for a high degree of self-reliance. 

Structure and Capabilities

197. The overwhelming view is that the ADF should be structured for war not for peacekeeping. The rationale for this is that a force trained for the worst case can more easily adapt to peace keeping whereas the reverse is far more difficult, especially with little or no warning time.

198. It is apparent that the INTERFET and UNTAET deployments have focussed attention on the strengths (and deficiencies) of the ADF, and have reaffirmed the need for a balanced force that can deploy and be sustained overseas at short notice. The balanced force was described as an integration of land (including Special Forces), maritime and air components able to provide a mix of capabilities that are a regional benchmark. 

199. People strongly and rightly believe the traditions and culture that define the ethos and professional standards of the Navy, Army and Airforce must be preserved. However, sometimes this is taken too far - not all Defence personnel have yet embraced the concept of ‘jointery’ and the effects of ‘tribalism’ were apparent in discussions on the acquisition of capability. Also, people question the need for the present number of headquarters, arguing that this results in a confusing chain-of-command.

200. Personnel are seen as a crucial component of capability. They are what gives the ADF its ‘competitive advantage’ and are the key to the ‘knowledge edge.’

201. There is widespread condemnation of the ‘fitted for but not with’ philosophy. Personnel would rather see quality not quantity in the acquisition of future capabilities. Interoperability is seen as being important but it is realised that the technology gap with the US is widening and will be expensive to close. 

202. The capacity of the ADF to meet new threats to security, particularly unconventional threats (eg computer network attack) also requires examination. 

Reserves

203. The results of the consultation program highlight the general acceptance of the need for Reserves and improved measures that will enhance their availability, integration and deployability. However, the optimum role and tasks of the Reserves need to be better identified so they can be structured and funded appropriately. 

204. The ability to train Reserve personnel effectively during peacetime and before operations was identified as a key challenge that will require Government commitment (through application of the new legislation) and a determined effort by Defence. Adequate resources need to be made available for the conduct of challenging and more appropriately structured Reserve training to ensure they can achieve their roles and responsibilities.

205. Initiatives to increase Reserve capability and operational employment have already been approved by Government. The proposed new legislative amendments will provide the ADF with more certainty in the ability to employ Reserves in both war and peacetime. This certainty, in turn, will provide more flexibility in the management and integration of both Reserve and regular personnel and allow the deliberate inclusion of Reserve forces in future ADF operational planning activities. The Reserves should, consequently, provide the ADF with a significantly more consistent and reliable operational capability in both war and peacetime.

Defence Acquisition, Industry and Support 

206. Defence personnel recognise the need for an efficient and effective relationship with Australian industry to achieve a modern and sustainable defence force. They are greatly concerned with the problems recently highlighted in Defence acquisition processes, both at the Defence and Government levels. Within Defence, they are keen to see a more responsive and dynamic system that meets the needs of the users in a timely manner.

207. They also favour an effective relationship with industry. Subsequent to the release of the White Paper, VCDF’s staff will issue in early 2001 a Defence Capability Plan and Defence Capability Development Master Plan with details on key milestones for all new major equipment projects. An unclassified version will be released to Industry.

208. During the DCP, there was widespread concern and questioning of the capacity of Defence to sustain equipment and provide adequate logistic support. Personnel are also troubled with the impact of inadequate training resources on training standards. Shortages of basic commodities are of particular concern - ammunition and fuel are but two examples – and are a root cause of declining job satisfaction. 

209. There is also a widespread perception that CSP has gone too far; that it has been implemented across Defence for financial imperatives only and without adequate central coordination. It is viewed as having impacted on the operational capacity and flexibility of the ADF. 

210. In particular, concerns where raised on the deployment of the ADF to overseas areas where existing civilian infrastructure may not be available and where contractors may be unwilling or unable to provide assistance. Other concerns voiced during the DCP include the potential unreliability of contractor provided logistic support during higher intensity military operations and the ‘de-skilling’ of Defence resulting from the transfer of critical knowledge and experience to CSP contractors. 

211. Some of these views may be overstated. In particular, East Timor has demonstrated that CSP is capable of delivering an appropriate level of support, but we will ask the Service Chiefs to take stock of the situation and report back to us. 

212. The impact of the CSP on conditions of service and civilian and military career opportunities is discussed further in the second section on Personnel and Defence. 

The Defence Budget

213. Overwhelmingly, the view of our people is that Defence funding should be increased.

214. Defence personnel are troubled by the impact of budget pressure on their ability to do their job. They perceive they have to do ‘too much with less’, are unable to see where the savings from efficiency initiatives have gone and consider that some of those savings should have been returned to them to stem reductions in their conditions of service, let alone improve them. 

215. Personnel believe that adequate Defence spending is an ‘insurance policy’ for the nation by supporting a modern and effective ADF able to meet Government requirements. They know the ADF must be capable of deploying at short notice, surging to meet unpredictable demands and sustaining operations but have doubts whether this can be achieved using pure ‘business templates’. 

216. Improvements being made to our preparedness and financial management systems will enable Defence to present to Government better estimates of the resources associated with the sorts of Defence capabilities the Government wants and, when a contingency arises, the recommended capability options, risks and associated costs.

Personnel and Defence

217. During the conduct of the DCP, personnel took the opportunity to express their feelings on a number of issues beyond the immediate focus of the Discussion Paper. These fall into two broad and interrelated categories; first, their hope that the White Paper will provide a ‘circuit breaker’ for the decline of Defence as a ‘Profession of Arms’; second, the need to arrest the perceived erosion of important and specific conditions of service. 

Expectations for the White Paper

218. It is apparent that there is considerable decline in the level of morale within Defence and a general feeling that the status of ADF personnel within the broader community is being eroded. This disquiet stems partly from concerns over an underlying ‘hollowness’ in capabilities and limited funding for maintaining high levels of ‘preparedness’. It is also the result of despondency over the longer-term impact of this situation on job satisfaction, retention of trained personnel and attractiveness to potential recruits.

219. Personnel clearly want Defence to be respected as a professional military organisation and their service as being part of a ‘Profession of Arms.’ Personnel see a need for the White Paper to set a new ‘tone’ for the future relationship between Government, Defence and the community – one that clearly acknowledges the unique responsibilities and mission of Defence personnel. 

220. Our people also made the point very strongly that they want the White Paper to recognise the critical need for trained and dedicated personnel to sustain capability and not simply focus on equipment. It must emphasise those capability enhancements necessary for the ADF to undertake the range of tasks expected at a time of regional uncertainty and high operational activity and address the shortfalls in training resources, logistics and other ‘mission critical’ support revealed during the East Timor deployment. The lack of spares, fuel and ammunition is of particular concern to personnel.

Personnel Issues beyond the White Paper

221. ADF personnel raised a number of related but more specific concerns on declining conditions of service and leadership within Defence. These issues go beyond the scope and terms of the White Paper, although the Policy Statement will provide an important foundation from which to address them. 

222. Civilian personnel are equally dedicated to the performance of Defence and operational reputation of the ADF. They have different expectations to ADF personnel, yet they still desire job satisfaction, career opportunities, appropriate pay and conditions of service. 

223. All Defence personnel recognise that career opportunities exist outside Defence and they can no longer be simply expected to stay without suitable encouragement. 

224. The recruitment and retention of Reserves is another particular challenge which requires a balance between the demands of civilian and military employment.

225. Issues such as declining job satisfaction, pay and conditions, and increasing disillusionment are driven both by concerns about declining capabilities and funding, as well as cynicism about change and the rationale behind it. The net result is that while people are our best asset, there is a strong perception that no more than lip service is being paid to this at present, and this is a primary motivation to leave the Services and the Department. In the face of capability-critical retention (and recruitment) levels, Defence’s leadership and Government, must respond comprehensively to the issues raised.

226. Change fatigue, review and survey overload are all strongly evident - impacting heavily on organisational morale and individual job satisfaction. Defence is perceived to have a poor track record of change management thus far. By way of example, there is much evidence that the reasons for and the benefits accruing from change initiatives - such as the DRP and CSP – are not well understood. 

227. Foremost amongst the concerns with the CSP are:

co. the loss of previous respite posting and ship-shore ratio opportunities with their consequent impact on retention, 

cp. the strong belief that in the face of cost savings and rationalisation, people are the first to go, irrespective of the need to keep platforms operational or provide essential support services during contingencies, and 

cq. the disappearance of attractive trade and professional career structures that have previously supported a lifetime career in the ADF. 

228. Defence personnel’s concern with the impact of the CSP – including operational readiness and capability development as discussed in section one - will be further assessed by HSC. We have asked for him to report back to us by 31 January 2001. This will provide a basis to make judgements about the veracity of concerns, possible corrective actions and targeted internal communication as required.

Arresting the Decline in Service Conditions

229. A factor of the perceived undermining of morale and related decline in job satisfaction is the deterioration in pay and conditions that is supposed to compensate for the demands expected from a ‘Profession of Arms’. Income is usually not the main motivator in joining the ADF. Combined with the shortage of training resources, however, the perceived erosion in conditions of service is frequently the ‘final straw’ in members decisions to leave. 

230. During the consultation process, members highlighted – dissatisfaction with MSBS, reductions or loss of allowances to justify a pay rise, and in particular, changes to conditions for those in operational / remote areas (eg Remote Locality Leave Travel entitlements and respite postings). Consideration of the welfare of Service Families also was important. 

231. It was difficult for Defence members to reconcile perceived ‘penny pinching’ in personnel expenditure in the face of what they perceive to be wastage in other areas. While fiscal responsibility must drive everything that we do, personnel strongly believe that military service is not a job like any other and it is essential that remuneration arrangements acknowledge the special demands placed on those who choose to serve. We need to ensure that advertising reflects this, together with the acceptance that a viable Defence Force is fundamental to Australia’s future. 

232. The employee market in which Defence competes is changing rapidly - built on much more individual employee flexibility and one in which several discrete careers in a lifetime is no longer unusual. This presents particular challenges for Defence in needing to reverse current performance in attracting and retaining personnel of high calibre with the necessary professional skills. 

233. It is widely acknowledged that military and civilian careers within Defence, will not be fully commensurate with salary levels and career prospects in the private sector. The challenge is to provide an environment in which pride, job satisfaction and conditions of service are sufficient to meet the recruitment and retention levels required for longer term force sustainability. 

234. We need to grapple with the full complexity of the problem: identifying those important, specialist skills and abilities where there need to be professional opportunities and greater parity with private sector pay scales (such as aviation, engineering and medicine); in other areas enhancing the parity between military and commercial training and professional development; better capitalising on the skills and knowledge of those Reserves and Service personnel who do leave; and, where feasible, providing more flexible entry, exit and re-entry arrangements, not least so we can establish more sustainable career structures in partnership with industry.

The Need for Better Communication

235. Another challenge for Senior Defence Leadership and Government is to communicate more clearly and comprehensively to staff the rationale behind continued reforms, articulate the benefits of reforms already undertaken, and involve our people throughout Defence in assessing that benefit. 

236. Defence has in the past lacked a capability for strategic and comprehensive organisational communication and the impact now is widespread and detrimental. The relatively new Public Affairs and Corporate Communication Division has been involved closely with the DCP and will be instrumental as we develop and implement our response. This will need to be planned carefully, delivered credibly and be cognisant of the range of other activities and initiatives underway in Defence. It will be at the heart of the Secretary/CDF’s Defence Renewal Agenda. 

237. Care also needs to be taken in the type of response we deliver – demonstrating on a number of levels that we acknowledge the credibility of concerns. Any further ‘survey’, or ‘review’ activities could significantly undermine our attempts if not handled in a genuine manner. 

238. Fundamentally, we need our people to understand our shared future and the fiscally responsible environment that Defence must operate in. Defence is not like any other business, but the challenge is to communicate a unique Defence solution that acknowledges the need for efficiency and cost effectiveness, while delivering essential warfighting capabilities and respecting the ethos of the Profession of Arms. 

239. Respect and reputation are fundamentally important to ADF members. It is a unique profession. Personnel want acknowledgement of their worth within the organisation, and recognition in the community that they are doing an important job. Interestingly, the results show that the community is far more conscious of this than our members perceive, and we need to tell them as much. We need to actively track and engage these perceptions. 

240. The challenge goes deeper still. Cynicism and criticism are widespread that the Canberra-based hierarchy has lost touch with the needs of a force that undertakes difficult operations at short notice. Acceptance of responsibility at all leadership levels will need to be demonstrated actively during the renewal process. We will be working with our Senior Leadership Group to that end.

Conclusion

241. The level of participation and results of the DCP have shown that Defence personnel are keen to present their views on the current strengths and deficiencies of Defence. This discussion will now continue. It will inform both the development and implementation of the White Paper and the provision of appropriate responses to the specific ‘conditions of service’ concerns raised by personnel. 

242. The feedback received during the DCP simultaneously highlights the dedication of Defence personnel and their frustration with its current state (a lot of which appears to derive from the implementation of the DRP). In some cases, there is a real need to improve internal communications. In others, there is a need to arrest the decline in the perception of Defence as a ‘Profession of Arms’ in the White Paper. In others, there is a need for Defence leadership to provide specific responses to concerns about service conditions. 

243. In all these instances, steps are underway to meet these challenges and act on feedback received during the DCP. Importantly, the DCP has provided the start of a new dialogue between leadership and personnel within Defence as we seek to set the standard in everything we do. The onus is now upon all of us in Defence to ensure it results in better policy development, a better and more ready ADF and increased job satisfaction for everyone involved in the defence of Australia and its national interests.


[image: image2.png]ﬁﬁ‘ NEW FOCUS




244. Getting the Numbers Part 2:

245. The world has still changed

Prepared for:

DFRO

Prepared by:

New Focus Research Pty Ltd

[image: image3.png]<\oN
» 4,

4

LETEN

NATA CERTIFIED



[image: image4.png]



24 May 2001

ISO 9001 : 6506

Contents


Page No.

1.
Background
1

2.
Community Attitudes
2

3.
Attitudes to Navy
3

4.
Army and Air Force
4

5.
The Impact of Advertising
5

6.
ADFA
7

7.
Website
9

8.
Public Relations
10

9.
Relationship Marketing
11

10
Branding
12

11.
The Opportunity with Employers
13

Appendix 1:
Conclusions and Recommendations
from Previous Research
14

Report on Research into Tracking of Community 
Attitudes Towards Defence Force Careers

(September 2000, ISO 9001 : 6436)
15

Report on Communication About Life and Job Opportunities
in the Navy to Break Through the Current ’Refusal to Listen’

(November 2000, ISO 9001 : 6442)
39

New Focus ADFA Research – Main Points

(January 2001, ISO 9001 : 6464)
58

1.
Background

New Focus has recently been asked to comment on current issues affecting recruiting for the Australian Defence Forces, these include:

· what are the community attitudes to the ADF? 

· what are the main inhibitors to joining and areas of concern in general, from a community perspective?

· why has the large increase in advertising expenditure not translated into significant increases of people being engaged?

· what are the changes we would need to make to substantially improve recruitment?

In 1998 New Focus prepared a paper for DFRO titled “Getting the numbers-The world has changed”, which covered the strategic issues that relate to recruiting for Navy, Army and Air Force.  Having now reviewed this document against the current research and environment, we conclude that many of the issues discussed in that document are still valid and should be considered in any future recruiting strategy. 

The recruiting challenge is not something that requires a quick fix solution; it is a complex situation that requires a committed long-term approach.  Competition is fierce to attract young people, and the ADF competes with employers and education institutions that are aggressively looking for quality young people.  

Current community attitudes and perceptions have built up over many years.  The media (and many other stakeholders) play a major role and as such DFRO won’t change views “over night”.  However, the most recent community attitude tracking study has shown that DFRO have started to increase the pool of potential candidates that will consider a career in Defence.  This past work needs to be built on.

This paper aims to build on “The world has changed” with relevant comments on the most recent research.  For convenience and brevity we have included some of the summaries of the most recent research in the appendix of the document. 

2.
Community Attitudes

The last community attitudes survey was conducted in September 2000 and some of the key findings include:

There has been a significant improvement over the period between 1999 and 2000 in the willingness of the target markets to consider a job in the Defence Force.  In 2000, 58% of segment A (compared to 40% in 1999) said they had increased their interest in joining the ADF.  For segments B & C it has gone to 28% (21% in 1999) saying they have increased their interest.

However, the reality is that there is a very small number of people that fall into prime targets for Defence careers (A and B segments), and many are in a middle ground (C segments).  Around 3 in 5 of all age groups wouldn’t consider Defence jobs at all. 

This study also showed that the range of involvement of Defence people in East Timor, Rwanda and the Bullimore rescue, made 42% of segment A and 20% of segments B and C more inclined to consider Defence jobs.
The study also showed assaults, beatings and harassment as a major unprompted public image of the ADF.  These inflict immense damage on efforts to increase interest in Defence careers.  We have also noticed these have a strong negative impact on influencers, for example parents, teachers and careers advisors.  Compounding the problem, there are still concerns about jobs in the ADF, these include:

· it is not a real job

· there is not enough free time outside of work

· it does not provide a role in decision making

· it is not clear whether good pay is offered

· there is a question mark over the lifestyle

There is also a question mark over whether people are respected in Defence.

We expect the current testimonial campaign to start to improve perceptions and assist to communicate an attractive facet of being in ADF – helping others (amongst other things).

3.
Attitudes to Navy

Navy appears to have the most problems of the three Services.  If choosing a Defence career the Army, the Air Force, and the reserves are the first choice, with Navy in most cases being the least preferred option.  The reasons for this are given as:

· bad reputation

· get ‘paid out’ in the Simpsons and South park

· gay image

· songs like ‘In the Navy’ by Village People

· the show JAG shows problems, depicts Naval personnel often doing the wrong thing

· ‘prancing around in tight clothing on deck’

· living on a boat for a long time

· being away from friends and family

· isolated, in the middle of nowhere

· don’t like the sea (sharks and being sea sick)

· secretive image

· Russian Submarine sinking

· not enough females

· negative comments everywhere, could never tell my friends

· being yelled at by superiors

· friend got raped in the Navy

Furthermore, Navy has a problem with 29% not having any idea what jobs people do and 38% knowing there are seaman and sailors.  Twenty-five percent know there are engineering/technical jobs and there is some recognition of other jobs.  Of interest is that 26% of segment A do not know any jobs offered in the Navy (Tracking of Community Attitudes 2000).
4.
Army and Air Force

Little specific service research has been conducted in the last twelve months, however a summary of overall perceptions is as follows:

	
	Positives
	Negatives

	Army
	· physical exercise

· skills/training

· friendships

· teamwork

· travel
	· going to war

· life threatening

· away from friends and family

· punishment and discipline

	Air Force
	· flying
· new technology
· travel
· skills/training
· excitement adventure
	· crashing
· away from friends and family
· life threatening
· going to war
· punishment and discipline

	Reserves
	· part time/flexible
· skills/training
· friendships
· physical exercise
· excitement, adventure
	· going to war
· being away from family and friends
· giving up your free time
· rules


5.
The Impact of Advertising

DFRO is currently using a campaign that has been tested extensively and is well perceived by the target audience.  It is starting to show a different side of the Defence forces and builds on the previous campaign(s) in a positive manner.  It shows that careers in the ADF can be satisfying and personally rewarding for ‘normal’ people, rather than just ‘military types’ (those who would join for the action aspects).
We understand that as a result of the new campaign, enquiries to both the call centres and website have significantly increased, resulting in times when all the enquiries cannot be handled.  Appropriate resourcing of the call centres and an appropriate website will be crucial to future success and minimising the potential negative ‘poor service’ reaction.  

While no specific advertising tracking research is carried out by DFRO, we know from the initial research that the ads are effective in execution.  However, it will be important to monitor the media spend and placement, this will play an important role in keeping Defence jobs top of mind in a highly competitive environment.  We have also had anecdotal feedback that the new ads are well perceived by key influencers such as parents, and current members of the ADF.  Parents like the reduced emphasis on ‘guns and things’ and current members like the more positive human side being shown.  This is important, as retention is crucial, as we understand the drop out from the ADF is increasing thus making the recruiting job even harder.

Why has the large increase in advertising expenditure not translated into significant increases of people being engaged?

We suspect that while advertising is doing the job of raising general enquiries, and starting to build a different image of the ADF, many potential candidates are still being lost due to the recruiting processes.  We understand the DFRO and Manpower are working on this so we do not intend to elaborate in any detail.  However, we would emphasise the importance of maximizing the return on the adverting spend, and minimising the negative word of mouth impact of those being rejected due to timeliness, bureaucracy and systems issues.  You may want to consider conducting some strategic research with those who have been through the system to understand in more depth their perceptions and expectations, and how to minimise the brand damage to other recruits from those who have had negative experiences.

Tracking of Community Attitudes 2000 showed that 63% of segment A and 31% of segment B have been in contact with Defence.  The marketing is getting them through the door.  Forty-six percent of these did nothing else.  This is a clear sign that you are marketing the jobs correctly, but once in contact, the method for creating a ‘sale’, the exposure to the ‘product’ and, from our other research, the nature of some aspects of the product, are seriously impaired.
6.
ADFA

Interest in ADFA is strongly affected by attitudes to the Defence Force brand.
Recent ADFA research has shown that demand for ADFA will be closely linked to how relevant and attractive jobs in the ADF in general are seen to be.  ADFA recruiting is impacted by general community perceptions of the ADF.

ADFA has very low awareness, 31% of the Year 10-12s target group recently surveyed are not aware that the ADF has its own tertiary institution.  More importantly, only 21% of the Year 10-12s target group are aware that the institution is called ADFA, that’s four out of five of the target group having no knowledge of the ‘ADFA brand’.

Twenty-six percent of those in A and B segments (those most interested in Defence Force career) are not aware that the Australian Defence Force has its own tertiary institution.

There appears to be high awareness of ADFA amongst career advisors, but low awareness amongst parents.  However, career advisors are not proactive in relation to discussing or recommending Defence Force careers with students (they tend to wait for students to come forward and say “I’m thinking about a career in Defence Force, do you have information?”).  They do not promote careers in the ADF.

In recent research, some key motivators and inhibitors have been identified with the aspects of ADFA that would make Year 10-12 students less likely to consider ADFA, including:

· you must serve in the military for a few years when you graduate

· ADFA is based in Canberra (seen as boring)

· ADFA’s regimented lifestyle (seen to offer little personal freedom and few opportunities to relax or socialise)

· if you leave ADFA before you finish you may have to pay money back

The aspects of ADFA that would make Year 10-12 students more likely to consider ADFA include:

· students are paid up to $23,000 per year to study 

· graduates have a guaranteed job 

· adventure training is part of curriculum, eg caving, abseiling, skiing, travelling overseas

7.
Website

Recent research has strongly indicated that the Defence website plays a crucial and strategic role in the recruiting process.  The majority of young people in the target audience will look at the website ahead of calling the 131 number.  This is because, on the one hand they perceive a ‘drill sergeant’ may be at the other end of the phone, while, on the other, they are very comfortable and familiar with ‘surfing the Net’.   A website that encourages quality interaction, provides relevant information and possibly screens and channels applicants, should be developed.  The website should:

· reflect the Defence/Services brand from a strategic, tactical and executional perspective.  Brand issues to be considered should include brand essence, image and personality

· reflect current advertising and promotional strategies and support the link between media messages and public relations strategies

· enable some evaluation of advertising/marketing messages, ie if a special campaign or geographic strategy is implemented then it should track the impact by postcode, or track impact of media type and timing

· be used to create a database for direct marketing by collecting relevant details and email addresses.  Ideally it could include demographic and psychographic profiling

· include key technical features such as where the hit is coming from, how long they are spending at each page, where else they visit, response time, when people are hitting the site, etc, with a simple administration system that makes effective use of this data

· be fast and responsive, browser compatibility, flash and download capacities, bandwidth, etc, should be considered

· consider and evaluate promotional strategies viz free gifts, incentives, links, etc, to both collect data and encourage the target audience to the website

· enable hot links to the call centre 

Overall the most important aspect of website is that it should be based on the fundamental needs, expectations, perceptions and behaviours of potential recruits when using web sites, to maximise the investment and potential return.

8.
Public Relations

There is a void in potential recruits’ minds about valid information on the ADF.  Movies, television and media reports play a significant role in building the image of the ADF.

We consistently come across young people who imagine life in the ADF to be the same as that depicted in military based movies and television shows (no matter what Force is being depicted, in what era). The major messages tend to revolve around the ideas that there is a disciplinary environment and that people have little control over their lives when in the military.  If the ADF do not control or influence these messages (or just say nothing), then this void in the mind of the target audience will continue to be filled by others.

Research has found that those considering the ADF would value hearing “what it’s really like in the Defence Force” from real people in the Services.  The context for some is that they have to be convinced that it is not as bad as they imagine, before they would seriously think of themselves in the role.  We also saw in recent research for Navy GE roles, that the idea of being able to talk to real sailors in person, to see and touch Navy ships, and see the lifestyle, would greatly assist people in determining if the career was for them or not, more so than advertising alone.  We suspect the same approach would also help Army and Air Force.  The target audience will be most influenced by a real experience, flying in a plane, going on a ship, seeing a tank.

There is a major public relations opportunity of letting people hear, see, touch and feel the Defence Force assets for themselves.  The assets are both people and equipment, and young people will relate best to younger people who can tell it like it really is.

9.
Relationship Marketing

The concept of relationship marketing will be an important factor to consider for future marketing strategies.  There has been much negative comment on the cost of advertising and media spend, particularly when a very targeted audience is sought.  In short, relationship marketing is about ‘building a relationship’ with potential recruits at the earliest age possible.  It involves the respondent really knowing about options in the ADF, meeting personnel, touching and feeling the assets, and being aware of the ADF at crucial decision times (school subjects, career choices, university choices, life stage changes, changes in jobs, etc). 

This involves developing a good database from current personnel (their kids, friends, etc), public relations events, competitions, Internet, etc, and using direct marketing methods to educate and inform about the benefits of an ADF career.  It may be very useful to target ex service people as we understand that a high percentage of recruits come from this group.

In the ADFA research we suggested there might be direct communication approaches to develop in the future, including:

· telemarketing activities:

· to build databases of Year 10-12s open to Defence Force careers and interested in attending university (to allow for brochures, videos to be sent directly to key market)

· developing ADFA marketing programs within the secondary school system:

· to raise the profile of ADFA amongst Year 10-12 students (possibly younger) and to build databases of students likely to be interested in and suitable for ADFA

· eg a national secondary school ADFA academic competition structured along the lines of competitions such as the Westpac Maths Competition (an analysis of students’ marks would isolate those students most likely to be interested in, and be suitable for, ADFA to allow for direct marketing) 

· this may overcome the lack of pro-activity on the part of career advisors and teacher-counsellors to discuss or recommend ADFA as a career option and may encourage the student to ask the teacher or careers advisor

10.
Branding

The Defence Brand and Defence Careers are two brands that are inextricably linked; this is then further impacted by the individual service brands.  These brands impact each other and recruiting and retention is affected by how these are managed.

What do people think when they think of ‘Defence’ as opposed to ‘Defence jobs/careers’?  Defence currently gains most of its imagery from bad news (eg crossing the line; harassment, etc); political news (review of Defence spending) and good news (General Cosgrove; East Timor etc).  Current efforts to create a more relevant, high profile image for Defence in general, will assist DFRO by raising top-of-mind awareness of the industry itself, and the options within, such as those in the ADF.

Tracking of Community Attitudes 2000 revealed that the top images for the three Services are very basic and hardly benefit laden:

· Navy - ‘working on ships/being at sea/submarines/boats/aircraft carrier’

· Army - ‘physical activity’ 

· Army Reserve - ‘don’t know’

· Air Force - ‘involvement with aircraft, flying, jets, planes

The target market does not know enough about:

· the specific jobs that they can do in Defence

· the day to day work they would be doing

· the way they can progress within Defence from one job to another (which they choose)

· the long term benefits of a Defence career
11.
The Opportunity with Employers

Defence jobs gain credibility when employers see staff from Defence as top performers.  This includes people joining them ex-Defence and those they release as Reservists.  Without employers’ keen support, Reservists can be discouraged, employers can give the wrong messages about Defence skills and those within Defence can feel a need to ‘get out before it’s too late’.  With employers’ support, Defence jobs can become part of a successful life, in various careers at different stages.

Defence has done a lot of work with employers, but there is still a lot more to do in branding Defence jobs, Defence education, training and skills, Defence leadership styles and Defence Reservist work.
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4.
Conclusions and Recommendations

These conclusions and recommendations are based on the evidence shown in the results summary which follows and in the data reports.

4.1 Conclusions

4.1.1
Market size

1.
As with previous years, you have a group who you will never be able to attract (segment D).

	
	1999
	2000

	15-17 years
	40%
	30%

	17-25 years
	54%
	40%

	26-35 years
	73%
	58%



You have significantly reduced the segment D numbers, creating fewer who are opposed to a Defence career.

2.
You have a group who won’t defend Australia (disagree or strongly disagree that they would go to war to defend Australia)


Essentially this means in the total market the situation on going to war is:

	
	15-17
	17-25
	26-35
	Total

	Disagree
	25%
	29%
	32%
	28%

	Neutral
	25%
	26%
	29%
	26%

	Agree
	49%
	45%
	40%
	46%


3.
There has been a significant improvement over the period 1997/8; 1999 and 2000 in the willingness of the target markets to consider a job in the Defence Force.

(Figures in brackets are those from 1999)

	
	15 to 17 year olds at school
	17 to 25 year olds
	26 to 35 year olds

	
	% of sample
	Proportion of population this reflects
	% of sample
	Proportion of population this reflects
	% of sample
	Proportion of population this reflects

	Segment A – Yes definitely consider a job in the Defence Force
	13

(9)
	81,532
	8

(5)
	178,763
	4

(3)
	109,903

	Segment B – Yes consider a job in the Defence Force
	13

(9)
	81,532
	12

(9)
	268,144
	8

(4)
	219,807

	Segment C – Possibly consider a job in the Defence Force
	44

(42)
	275,955
	40

(32)
	893,816
	30

(21)
	824,279

	Segment D – No definitely not consider a job in the Defence Force
	30

(40)
	188,151
	40

(54)
	893,816
	58

(73)
	1,593,606


4.
The segments previously determined by research appear to be even more important to your planning with segments A and B of prime importance, segment C as realistic new targets and segment D to be left alone apart from reducing any negative influence they have upon others who would consider Defence jobs.

5.
You have had a significant affect on segment C during the period 1998-2000, an unexpected result as they were the least likely to consider, thus meaning that you are starting to expand the number of people who you can choose from.  This is particularly important considering your stringent recruiting procedures and expectations, and competition from other employers who are trying to attract the same people.

6.
In real terms, if you only take segments A and B you have added an extra 44,000 people in the 15-17 age group to those willing to consider Defence jobs, an extra 89,000 in the 17-25 age group, and 192,000 in the 26-35 age group.  This is an exceptional result compared with the negativity of the market identified in earlier research (taken from 1999 market figures including only those who say they would go to war).

7.
Whilst there have been major improvements, when we ask those who are interested if they would still be interested if they had to go to war, then the most marked drop-off in interest is in the 15-17 year age group.  It seems to be that if people are interested post-school, they have then rationalised the going to war issue.

4.1.2 Market characteristics

8. The characteristics of the market have remained very similar in their motivations and expectations of jobs.  This is to be expected and a signal of the rigour and stability of the research method you are using.

9. The big differences between segments A, B and C are that segments B&C are less likely to go to war to defend Australia or another country in Australia’s interest; and segment A is less likely to want to move to a different state.

10. Over time, segments B&C are now more inclined to say they have strong opinions and stick to them.  Segments B, C and D are continuing to decrease in their desire to do something useful for Australia, which is representative of what we know of the “do it for myself” philosophy which is prevalent in the younger generations but creeping up through society.

11. Many characteristics are measured and extensive analysis of the market is provided in the tables which follow and split further by age groups and segments in the separate data reports.  The following table highlights the personality attributes (appendix 1, question 1) and the job attributes (appendix 1, question 4) of your target market that are still critical for measurement.

	Personality attributes 
	Job attributes

	· I like working in teams
	· provides me with training over the years

	· if I was called on to go to war to defend Australia I would do so
	· gives me enough free time outside of work

	· I have strong opinions of my own and I stick to them
	· enables me to work in a team

	· I just want a good stable life
	· has some physical activity in it 

	· I feel confident in myself
	· it is seen as important and people respect me

	· I would like to do something useful for Australia
	· allows me to progress in the job

	· if I was called on to go to war to defend another country in Australia’s interest I would do so
	· challenges me intellectually

	· I like to be practical
	· recognises me for my individual skills

	· if a job required me to move to a different state I would leave the job
	· enables me to use new technologies and computers

	· I like adventure
	· provides the opportunity to do lots of different things

	
	· is secure, I can stay in the job as long as I want to

	
	· allows me a role in decision making

	
	· is a job with good pay

	
	· utilises my skills


12.
It is important to recognise that all the factors measured are important.  These came from original research in 1997 and 1998 which identified these factors, so none can be totally ignored.  Because Defence sometimes means different things with the terms they use (such as management, physical activity, leadership) than the market means, and due to the regular changeover of people in Defence marketing roles, advertising agencies etc, we have attached as appendix 2, two excerpts from previous reports which are still as pertinent as when they were written
.
 

13.
Some prime age group appeals are:

	15-17
	17-25
	25-35

	· physical activity
	· team work

· progress in job

· lots of variety
	· free time

· individual skills

· decision making


From studying the complete data set we believe your ‘strategic brand campaign focusing on lifestyle’ has started to impact on perceptions and has influenced the impressive changes in willingness to consider Defence and intention to join.  You are however only in the first stage of what will need to be a well executed strategic campaign over a number of years.

The most useful information that indicates the top of mind impact of your media is found in those who put Defence in the top 3 jobs they would consider.

4.1.3 Perceptions of the Defence Force

14.
The willingness to consider Defence as an employer has improved considerably (see previous section) indicating an improvement in perceptions and intentions compared to previous years.


We recommended in last year’s tracking that DFRO should emphasise:

· lifestyle issues

· specific jobs they can do and where those jobs lead

· commitment requirements

· control and choice over decisions

· how existing skills and qualifications can be utilised


We also said:


“You should not expect this type of strategy to have a major impact in one year.  Tracking perceptions over time will therefore remain critical for Defence to assess and monitor success in terms of community attitudes and beyond actual recruited numbers.”


The reasons for increased interest are:

· job opportunities

· challenging/interested

· always wanted to join

· good training

· good pay

The understanding of what Defence offers is high but there is still a lot of work to do on:

· lifestyle issues

· provides as good a lifestyle as you would have in civilian jobs

· gives employees enough free time outside of work

· specific jobs they can do and where those jobs lead

· it isn’t like a real job, it’s a totally different life (ie the opposite – communicate that it is a real job)

· control and choice over decisions

· provides a role in decision making

· recognises employers for their individual skills

Whilst this tracking study does not show changes in the following, we know from other research we have conducted that you still have to address the issues of:

4 commitment requirements

· initial sign on, lack of ‘taste and see’ and ROSO

5 how existing skills and qualifications can be utilised

From this and other research conducted there is evidence of an improvement in perceptions of Defence jobs and willingness to consider.  The first part of the strategic campaign has contributed to this, but refinement and development is needed.  The impact of negative press still continues as we will discuss later.

4.1.4 Branding

15.
We recognise that the overall Defence brand and Navy, Army and Air Force corporate branding is outside of DFRO’s responsibilities, but impacts substantially on recruitment success.

The brands for Navy, Army and Air Force are confused by numerous and mixed messages that do not appear stable over time.  When asked about the images of Navy, Army and Air Force, around 10-12% have no idea (23% have no idea of Army Reserve).  For Navy, one third know it’s about ships and things, not a particularly ‘benefit-inherent’ branding.  16% know it’s about travel and 14% know it’s about moving away from friends and family.  The other predominant images are:

	Navy
	Army
	Air Force

	· ships etc

· travel

· moving away from friends and family

· uniform

· training

· team work

· variety
	· physical activity

· guns and things

· training

· life threatening

· too disciplined
	· planes and jets and things

· up to date technology

· travel

· training

· use new technologies and computers


16.
The Navy has an added problem of 29% not having any idea what jobs people do and 38% knowing there are seaman and sailors.  25% know there are engineering/technical jobs and there is some recognition of other jobs by a smaller percentage of people.  Of interest is that 26% of segment A do not know any jobs offered in the Navy.

17.
This reflects what we identified in the advertising testing research (June/July 2000) that people have stopped listening to things about the Navy, apart from recognising bad news.  We suspect that in a significant part of the population, the Crossing the Line news created strong negative perceptions of the Navy which has taken about a year to remove (it was the top unprompted news remembered by the 15-35 age group in 1999 and we suspect would have been similar for the 35+ age group). 

18.
The Defence brand still remains a disaster area.  There is a brand impact in people’s minds but it is confused and a mixture of negative and positive.  Defence recruiting has had significant impact on likelihood to consider a job, but the potential recruit has an array of confused, positive and negative pictures thrown at them from everywhere.  We know from this research that many of those who will consider a Defence career are coming ‘through your doors’; they are in contact with you.  But we suspect that the confused array of messages, influences, and what they finally experience when they have contact with you and see what is actually on offer, minimises their likelihood to move to application stage.  (Both this research and previous research shows this.)

19.
A clear brand for Defence we suspect is still virtually non-existent.  We suspect that few could articulate a clear and consistent message concerning the role of a Defence Force in a modern global economy.  We suspect that few could articulate how a modern Defence Force proclaiming its ability to train leaders and modern-day managers could allow itself to have ‘assaults, beatings, harassment’ as its major unprompted public image.  (The Russian submarine was in fact the main one but only because it was in the press daily at the time, showing the ‘point in time’ effect of media.)  We suspect that few business leaders could understand how an organisation which has had a brand disaster happening for over 18 months (Crossing the Line was the most recognised unprompted image of Defence causing huge negative impact) could not have a brand disaster strategy in place within a few days (as would happen in a commercial setting).

4.1.5
Gap between desirable job attributes and perceptions of Defence jobs that exists today

20.
Generally the gap between what Defence offers in jobs and what the market wants is narrow.  In other words, the perception of the jobs matches what people are looking for.  However, the negatives across segments A, B and C are that it is not a real job; there is not enough free time outside of work*; does not provide a role in decision making; not sure of whether it is good pay; not sure of the lifestyle; and not sure if people are respected in Defence.  These are particularly true in segments B&C.  In addition, scores for challenges intellectually, progression in the job, recognition for individual skills, and utilising skills, all decreased from 1999 to 2000 in segments B&C (together with those asterisked above).

21.
From some of the data, the lifestyle campaign which commenced last year does appear to be starting to make people consider that the lifestyle could be okay, but it has not yet convinced them.  This was also seen in the advertising testing research we conducted.  This is not unexpected.  After years of showing a lifestyle that was different, a few months of a TV campaign can only start to change articulated perceptions.  But the increase in interest in Defence jobs seems to show that the message is starting to soften the major negative barrier of lifestyle.  You have a long way to go yet.

22.
Respondents were asked what they think would be the best things and the worst things about working in the Navy, Army (Army Reserve) and Air Force (appendix 1, questions 14a-14d).


From this question we gain a clear picture of the benefits and drawbacks of working in the Navy, Army (Army Reserve) and Air Force.  The following are listed in rank order:

	
	Navy
	Army
	Air Force

	Positives
	· travel

· being at sea

· friendships

· skills training

· teamwork
	· physical exercise

· skills/training

· friendships

· teamwork

· travel

(Army Reserve)

· part time/flexible

· skills/training

· physical exercise

· friendships

· excitement

· adventure
	· flying

· travel

· skills/training

· excitement adventure 

· new technology



	Negatives
	· impact on family and friends

· being at sea too much

· being away

· lack of privacy

· sickness

· ship sinking
	· going to war

· life threatening

· away from friends and family

· punishment and discipline

(Army Reserve)

· going to war

· giving up your free time

· being away from family and friends

· rules and discipline
	· crashing plane

· away from friends and family

· punishment and discipline

· going to war 

· life threatening




4.1.6
Likelihood of considering a career in the Defence Force

23. 36% recognise you can join Defence at any stage of your career, although most see it as applicable before or after year 12.

24. 28% see it as one of the top three employers they would consider.  This is of course skewed by being 86% of segment A, 59% of segment B and 30% of segment C.

This new question explored the standing of the Defence Force as a major employer in Australia.  Would a Defence career be in the top three jobs you would consider?  (appendix 1, question 10a)

	
	Segment A
Yes definitely
(n=131)
	Segment B & C
Yes or possibly
(n=771)
	Segment D 
No definitely not
(n=605)
	Total
(n=1507)

	
	% response

	Yes
	86%
	36%
	5%
	28%

	No
	14%
	64%
	95%
	72%


25. In the next three years, 51% of segment A and 10% of segments B&C are considering actually applying to join the Defence Force.  So this means that of segment A, nearly 86% think it’s in the top three, BUT 49% are not going to apply in the next three years.  Of segments B&C, 36% think Defence is in the top three but only 10% will apply in the next three years.  The following graph is a representation of the population from 1998 and 2000 who are likely to apply to the Defence Force in the next three years (appendix 1, question 11).
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This shows you have been very successful in advertising the jobs, BUT the barriers (eg lifestyle, actual jobs, negative brand image, timing of offers, method of recruitment, the product itself, timing to fit with their plans, competition) are not strong enough yet to move people from saying that they like the idea to the point where a Defence job is for them.


From looking at trend data, we suspect that your strategic marketing campaign in marketing Navy, Army and Air Force jobs had effect, but now the factors listed above are starting to really bite in countering the effects of the campaign.

26. Respondents were asked if their interest in joining the Defence Force has changed since this time last year (appendix 1, question 12a).  There has been a clear and statistically significant improvement over the years in interest in joining Defence.  Since the start of this current approach, 40% of segment A said they had increased their interest.  This has gone up this year to 58%.  The graph below highlights the increased interest in joining the Defence Force across all segments from 1998 to 2000.
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For segments B&C it has gone from 21% to 28% saying they have increased their interest from 1998 – 2000.  These are excellent results.

27. Respondents were asked if they had at any time made an enquiry to the ADF about job information (appendix 1, question 27a).  63% of segment A and 31% of segment B have been in contact with Defence, as shown in the table below.  

	
	Segment A
Yes definitely
(n=131)
	Segment B & C
Yes or possibly
(n=771)
	Segment D 
No definitely not
(n=605)
	TOTAL

(n=1507)

	
	% response

	Yes
	63%
	31%
	16%
	28%

	No
	37%
	69%
	84%
	72%


28. Your marketing is getting them through the door.  46% of these did nothing else after the initial contact.  This is a clear sign that you are marketing the jobs correctly but once in contact the method for creating a ‘sale’, the exposure to the ‘product’ and from our other research, the nature of some aspects of the product, is seriously impaired.  Two clear examples of this stand out: CIT 6 week training, where the research showed absolutely clearly that after the first intake offered there would be major problems due to this, and Navy/ADFA (1999) where research predicted up to a 50% downturn in applicants if new approaches were introduced.  In industry, major miscalculations in new product development if it mismatches the market is a very serious business failure.  In industry, such changes in the face of research identifying the problems, would be considered even more serious. 

4.1.7 Media awareness

Media awareness has improved substantially.

29. Awareness of Army and Navy has increased considerably (as expected due to campaigns), and Army Reserve and Air Force have seen a reduction in awareness just in segment A.  We do not know why from this research.

30. Lifestyle messages and variety of job opportunities are starting to get through.  The top take-outs from media were:
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But there is a long way to go.

31. The most prominent unprompted news story recollection is of assaults, beatings and harassment in Defence.  It outweighs all other images, even peacekeeping! The Crossing the Line ceremony though has been committed to memory with only one in every 100 people remembering it as their top Defence image 18 months later.

32. Four-fifths (81%) of segments A, B and C and three-quarters (76%) of segment D supported our Defence Force being involved in East Timor.

33. The range of involvement of Defence people in East Timor, Rwanda and the Bullimore rescue, made 42% of segment A and 20% of segments B&C more inclined to consider Defence jobs.  This indicates that messages such as those in the successfully tested external advertisements for the next wave will connect with potential recruits, but alone are not enough.  Removal of structural barriers and re-engineering of processes of recruitment, attention to lifestyle and real job issues through communications and addressing the severe branding and image problems will all be needed in order to address recruiting numbers.

4.2
Recommendations

1. Congratulate DFRO and its approach to marketing.  The results show statistically significant changes in getting people interested in Defence careers, changing their perceptions and getting them into contact.  Lifestyle messages are just starting to have some effect.  Without recent initiatives we suspect Defence would have very significant problems in recruiting, considering the levels you started from.  

Most professional marketers don’t get these types of results under such extreme, difficult competitive conditions.

4.2.1
Within DFRO control

2.
You need to continue to develop your strategic brand campaign on Navy, Army and Air Force jobs otherwise you will lose momentum and not remove barriers.  This will require a two part approach:


(I)
Develop the lifestyle component, still concentrating on dealing with:

6 lifestyle issues

· it’s a normal job/normal life

· as good a lifestyle as you would have in civilian jobs

· enough free time outside of work

7 specific jobs and where jobs lead

· real jobs; real job titles; what you do each day

8 commitment requirements

· initial, sign on, lack of taste & see, ROSO

9 control and choice over decisions

· provides a role in decision making

10 how existing skills and qualifications can be utilised

· recognises employees for their individual skills

· progress in job

(II)
Use the successful concepts from the advertising testing.  They are confirmed by this research as matching acceptable messages.  This is shown by the 42% of segment A, 31% of segment B and 17% of segment C being more inclined to consider Defence by such images.  At the time we stated they should be made and placed on air as soon as possible.  This recommendation still stands.

3.
In the short to medium term you will need to continue the current level of investment in marketing and advertising to try to change perceptions, however you need to use other forms of communication (eg local activities, Internet, databased marketing) progressively (suggest pre- and post-testing of pilot schemes) to slowly move to more direct contact with prime target individuals.

4.
You are getting them through the door.  You are turning them away by a combination of processes, product, competition, timing and similar issues.  You have to continue to re-engineer these.

5.
Communicate these results thoroughly to all involved in decisions affecting personnel and recruitment in Defence (including outsourced advertising and the Manpower consortium).  It is essential all are working from the same information base.

6.
Track annually.  Without this your next stage of improvements and messages is guesswork.  We recommend you conduct the next tracking a little earlier so it can feed into decision making on new advertising at the same time as budgets for the new financial year are approved.

7.
The slightly larger sample has helped us better understand the difference between segments B&C.  It is worth continuing this sample size and gradually gaining a better picture of this difference.  It now appears that you do have an opportunity to shift not only segment B into segment A, but also segment C into segment B.  You have achieved some of this and are increasing the pool.  You need to continue to measure this.

8.
Where you are now:

	Research
	Some of the initiatives
(NB: we don’t know all of them)
	Other factors

	1997: Yr 10-12 study

· identifies ABCD

· identifies need for real job/real life messages

· identifies variety, more than money, progression, management freedom as communication issues
	
	

	1998: 17-35 yr old study

· reinforces findings

· explains meanings of all the things they want
	
	

	1998/99: numerous tactical studies

Identifies:

· barriers

· negative imagery

· likelihood of failure (eg CIT, ADFA changes)

· problems with process
	· DFRO addresses many of these issues

· however decisions made that impact on numbers (eg CIT, ADFA) 

· negative brand problem builds at speed with high
	· economy strengthens

· ‘me’ generation thinking accelerates

	1999: First year full tracking study

Shows attention needed to lifestyle & real jobs including:

· lifestyle issues’

· specific jobs & where they lead

· control & choice over decisions

· commitment requirements

· how existing skills & qualifications can be utilised
	· impact, particularly ‘Crossing the Line’

· huge problems processing numbers for East Timor surge

· Timor creates positive perceptions but also brings home issue of death & injury which goes into target market’s mind as a barrier
	

	2000: 

· shows substantially increased intention to consider Defence, intention to join, worse rating in B&C on some issues like ‘progress in job’, and high contact with Defence but recruiting numbers & the research shows something turns them off at that point – pride & honour etc shown again to not be viable message
	· Manpower appointed to look at process in pilot area

· negative brand problem reinforced by bastardisation/assault issues
	· economy strong

· job opportunities strong

· competition strong


9.
What you now have:

	Positives
	Negatives
	Prognosis

	· increased interest

· increased intention to consider

· tracking research shows exactly where your market is

· tactical projects increasingly showing for different areas of Defence (eg Navy, fighter pilots) what you have to do
	· perception of lifestyle and related issues still a barrier for many

· competition of other jobs

· lack of knowledge of real jobs

· process doesn’t ft candidates

· decisions are made which reduce market potential
	· unless you continue to address the negatives they will be key barriers

· you need to position the Defence jobs as a viable way of ‘doing something for me’ (eg the Y&R execution)

· you need to communicate the specific real jobs and where they lead in and out of Navy, Army and Air Force

· through the Manpower Defence pilot project you should be able to start to address new ways for the complete process

· if decisions are made without due understanding and action to avoid reducing numbers then prognosis is the situation will get worse

· 


4.2.2 Outside of DFRO control

10.
We recommend that Defence considers at a high level a policy issue concerning changes in operational and personnel related policy.  This would address what action should be taken if management introduces changes which have been shown in advance to reduce the recruitment rates.  



We are not suggesting here that they are wrong in introducing what may be needed.  We are suggesting that the implications shown by information must be addressed.  One option is that the manager who makes these decisions has to be identified so that they can receive the praise or demotion as a result of their decision in the face of having been forewarned from research evidence.  Another possible approach would be to say that if they are advised that it will impact on numbers, then if they proceed they have to provide the necessary extra funds for recruiting from their budgets to balance the impact of their decision.  

11.
Bastardisation, assault, harassment and bullying are the major unprompted images you have.  For an organisation with the glory of East Timor to its credit, and thousands of skilled and dedicated service people, that these issues could come in front of peacekeeping as an image, is rather serious.  In dealing with these you are up against two issues.  The first is public perception.  They will only believe these have been addressed if examples of this behaviour are dealt with sharply, publicly and shown to be unacceptable, and that Defence views these behaviours as totally unacceptable to Australian society.  If not, they will not believe you.  Secondly is how far Defence genuinely believes they have to meet or exceed the behavioural expectations of a modern democratic society.  We suspect that your potential recruits and influencers are seeking a Defence Force that not only acts swiftly and publicly to stop such behaviour, but has a culture throughout that communicates such actions as unacceptable to Defence and any civilised society, and very publicly states this over time until it is believed internally and externally.

12.
The brand disaster which has been allowed to continue now for some time has to be addressed.  We have not come across a brand disaster of this intensity that has been allowed to run for so long.  Of course any program must be driven and totally endorsed at the absolute top management level (as with any commercial brand recovery, the buck stops 100% at the top), or else the designers and implementers of a program have no hope of success.  Luckily there is some evidence that its negative impact may be decreasing over time which could be due to better positive PR in the last 12-18 months.

Report on Communication About Life 
and Job Opportunities in the Navy 
to Break Through the Current
’Refusal to Listen’

November 2000, ISO 9001 : 6442

7.
Conclusions 

There is a void of information and understanding about what sailor jobs and careers involve. 

As a result of this void, the sailor job and career brand has been tainted by negative imagery that have filled this void.  This negative imagery comes from the influence of external sources such as movies and television (eg JAG) and media stories such as Crossing the Line ceremonies.

This negative imagery has fostered beliefs such as:

· sailors spend almost all their time on ships just travelling around 

· being a sailor at sea is about being bored or doing exercises/drills which aren’t real jobs

· a sailor can easily feel isolated on the ship 

· the Navy is filled with gay people

· sailors undergo initiation ceremonies

The problems the above situation has created are as follows.

Due to the beliefs outlined above, the sailor career is not in the consideration set of most people. 

If and when people do actually consider and think about sailor jobs, their heads are filled with negative thoughts. 

As a result they are more likely to have a greater interest in the huge range of other jobs available.  If they do think of a Defence Force job they are more likely to be interested in the Army.

Compounding the problem is the lack of awareness about the availability of the 64/70 Optional Discharge. 

People tend to see that taking any Defence job is risky as they feel that if they make the wrong decision they could be locked in for a number of years.  As the idea of accepting a sailor’s job is already considered risky due to associated negative imagery, then the two together make accepting a sailor’s job a very risky proposition. 

For sailor jobs/careers to be considered as a real, viable career option for most people considering a Defence Force career, more information or understanding is required to remove the perceived risks.

The findings of the study strongly indicate that advertising on its own will not solve the problem in the area of marketing sailor jobs. It can say the right things but on its own it does not convince them. This indicates that the level of negative imagery is particularly high.

What does convince people is being able to see and hear for themselves. 

This suggests that there is a strong need for direct marketing with a strong emphasis on communicating ‘what it’s really like to be a sailor’ involving personal contact with real sailors. 

Note that about one third of potential recruits spoken to in the research had already visited a Navy ship yet likelihood of considering a job in the Navy as a GE sailor measured at the beginning of the research process was low. This suggests that the marketing solution requires more than just ship visits – building a relationship with potential recruits may be required.

All communication material/platforms (ads, brochures, (male) sailor talks) utilised in the clinics do not appear to satisfy females’ need to know what it’s really like to be a sailor in the Navy if you are female.

It is apparent also that there are opportunities to improve the marketing of GE sailor jobs and careers to parents and school counsellors/teachers. 

For school counsellors/teachers, it appears that they have an awareness of GE sailor jobs and careers, but little depth of knowledge.  In other words, it seems that they currently do not have the tools to become GE sailor career advocates.

Parents also lack understanding about Navy jobs/careers and but also have fears that their child may have to go to war if in the Navy. This fear in particular appears to be a key barrier.

It is clear that dissatisfied GE sailors who leave the Navy are likely to have a damaging affect on recruitment efforts as they will almost certainly leave a very negative impression of sailor jobs with any potential target market they interact with.

8.
Overall Recommendations

Navy has a substantial and very serious problem in trying to fill its sailor positions.  Unless it gives the highest level of importance to this issue and all the causative factors it will not fill these positions and should expect the situation to decline further.

The situation has been caused by a combination of substantial neglect to the Navy brand image, a lack of marketing information, a void of knowledge in the community, restricted marketing activities, major negative publicity and major barriers to entry.  This is not a simple situation to solve. Navy should expect it to take several years to solve fully.

DFRO only has control of advertising spend and not the many other areas marketers would normally control or have substantial input into, eg public relations, point of sale, ie sailors themselves, processes of recruitment, decisions on factors which may prevent recruitment.  DFRO will need substantial high level support to enable it to influence and draw on resources from the many parts of Navy which affect recruitment.

To increase GE sailor recruitment levels, a revision of the current marketing strategy is required encompassing BOTH direct marketing and advertising.

A significant component of the direct marketing strategy will require involvement of currently serving Navy personnel to speak to and meet potential recruits on a face-to-face basis (note that using front line staff as a marketing tool is standard practice in the commercial world).

As a consequence, it is critical that Navy in general is responsive to requests from DFRO Operations – particularly in the area of personnel availability, being able to supply the ‘right’ people (young, positive, outgoing personalities) and physical resources, eg ships.

As the results of Defence tracking research indicates that the current strategic brand campaign for Defence jobs is to remove barriers to Navy jobs, we strongly recommend that advertising efforts be continued at the current level of spend. If barriers are not minimised, the potential market for recruitment is unlikely to respond to the essential direct marketing initiatives required to increase GE sailor recruitment levels.  In addition, high levels of spend on advertising are necessary just to break through the ‘ignore Navy’ mentality. Advertising alone will not achieve recruits - it does however set the scene. We suggest that the Young and Rubicam concept based on personal scenarios as well as stage 2 of the strategic lifestyle campaign as it evolves will greatly assist Navy in this area.

It is critical that the ‘taste and see’ 64/70 Discharge Option be communicated to the potential market to minimise perceived risks associated with accepting a GE sailor job or career.

There is a real need for recruiting officers to be able to allay the fears that any potential recruits may have as a result of negative media coverage of the Navy. In other words, recruiting officers will need standard answers to tough questions around issues such as initiations.  For issues such as these we recommend that recruiting officers be reminded of the ADF’s already published commitment in this area, ie ‘the ADF is committed to providing an environment free from harassment and discrimination. Any behaviour which constitutes harassment, discrimination or unacceptable sexual behaviour is not tolerated in the ADF. Incidents will normally warrant disciplinary and/or administrative action’. Recruiters should also be notified of progress in any efforts to eradicate such behaviour.

Results of this study confirm previous research findings that the recruitment process (period from application to acceptance) is seen as overly lengthy.  It is essential that efforts to re-engineer and speed up the recruitment process be continued.

8.1
What aspects about sailor jobs in the Navy need to be communicated?

Because of the void of information that exists about sailor jobs and careers, a complete picture of what sailors jobs and careers are about needs to be communicated to address the negative perceptions that have filled this void. 

In other words, all aspects need to be communicated.

These are: 
· what being a sailor really involves

· the different jobs/careers that sailors can have

· travel

· being at sea – the good things (travel in particular) and not so good things

· that myths are false

· training benefits

· pay/financial benefits

· options outside the Navy with Navy background

· sailor jobs are different to other jobs in the Defence Force - you receive greater rewards for your efforts 

· you can ‘taste and see’ before making a commitment

Note: the above are expanded at 8.2 below.

8.2
What messages need to be communicated about sailor jobs to make people consider the Navy? 

It is important to understand that messages can be communicated explicitly (ie making statements) as well as implicitly (ie implying through images/visuals rather than making statements). 

For example, we know that the images of the sailor with wife and child in the Lifestyle ad communicate that people in the Navy can still have some time with family even though the statement is not made.

This should be taken into account when developing communication materials as not all messages will need to be communicated explicitly.

	Message needed to be communicated
	What to communicate to support message

	What being a sailor really involves


	· sailors are not always at sea, but there is a requirement to be at sea for some of your career

· there are many land jobs for sailors 

· sailors are not always on call

· sailors get holidays like everyone else and get to spend time with family and friends

· you may have to start at the bottom doing basic jobs, but so do all sailors - however people who are willing to work hard are rewarded with promotions

	The different jobs/careers that sailors can have
	· there are a diverse range of jobs and careers, eg physical instructors to musicians to technical trades person

· civilian descriptors/names of jobs should be used instead of official Navy descriptors/names when communicating the different occupations within the Navy to potential recruits


	Message needed to be communicated
	What to communicate to support message


	Travel
	· there are the opportunities to travel to interesting places around the world and when in port you can usually be a tourist for a couple of days

	Being at sea – good things and not so good things
	· being at sea is only one part of being a sailor

· while you are at sea you receive a seagoing allowance and there are limited opportunities to spend so you save a lot of money

· you are at sea for a reasonable amount of time not a very long time

· the time between ports on average is just a few days

· people get along with each other at sea and are great mates

· there are many things to do when at sea (training, learning) and even relaxing, eg swimming, being able to play on video games like Sony Playstation 

· when at sea you are not completely cut off from everyone (you can communicate with family and friends by email)

· there are many things you will see that you won’t see anywhere else, eg watching whales close to the boat

· overall, the good things about the sea outweigh the not so good things

	Female sailors
	· recruiting material should incorporate material that specifically outlines what life is like for female sailors

· sailor talks to include female sailors

	Myths are false
	· the Navy is not full of gay people

· sailors are not always at sea for months on end

· there are land jobs not just sea jobs

· it’s not just for guys or a macho environment

· there are not ongoing problems requiring Naval lawyers (as JAG implies)

	Training benefits
	· Navy has excellent training, particularly in technical areas 

· the training is relevant and transportable to the civilian world

· there are opportunities to undertake further study outside of the Navy

	Pay/financial benefits
	· people in Navy are paid well

· there are excellent benefits such as free dental, medical, rent assistance, Defence loans

	Options outside the Navy with Navy background
	· people who have been in the Navy do well in the outside world:

· they are well trained

· they have good experience with technical equipment 

· they are disciplined people who can handle pressure situations

	You can ‘taste and see’ before making a commitment
	· the 64/70 Optional Discharge

	Sailor jobs are different to other jobs in the Defence Forces as you are better rewarded for your efforts 
	· being at sea might be hard sometimes but you get to travel, see many interesting places and enjoy yourself when in port (ie you work hard/play hard)

· you are rewarded for a sometimes tough job with good financial benefits, good training and opportunities for promotion


Suggestions for fine-tuning communication of GE sailor jobs/careers

This table highlights perceptions that were lowered or remained constant as a result of high exposure to Navy information with suggested strategies for improvement.

	Perceptions that were lowered as a result of high exposure to Navy material 
	Strategies for improvement

	Challenges employees intellectually

	· emphasise intellectual side of sailors job, eg decision making, problem solving aspects 

	Provides opportunities to learn leadership and management skills (remained constant)
	· emphasise opportunities for sailors to become officers in the future

	Enables employees to work in a team
	· emphasise team activities and how team needs to work together for success, eg rescuing man overboard, ship fire drills

	Has some physical activity in it


	· emphasise physical activities that are needed to be undertaken as a sailor, eg physical training

	Enables employees to use new technologies and computers


	· emphasise where, when, how sailors use computers in their job, eg radar, surveillance equipment

	Is seen as an important job and people respect employees (remained constant)
	· highlight occasions where members of the public have paid respect to sailors


8.3
What messages should NOT be communicated?

It will be important not to reinforce any negative perceptions that have filled the void of information or understanding.  For this reason, the following messages should not be communicated: 

· that Navy is all about being on the ship

· that initiations occur and are ‘OK’ or normal fun

· that people should join the Navy to ‘do it for Australia’

· that the negatives of being in the Navy only balance the positives (ie need to communicate that the benefits outweigh the negatives)

8.4 Which channels of communication should be used?

Contact/direct marketing strategies

Telemarketing database gathering  

· role:

· gather list of A,B,Cs to contact

Sailor talks/school visits

· roles:

· gain potential target market’s attention and interest

· fill in understanding/information void

· debunk myths

BBQs

· roles:

· fill in understanding/information void

· let people experience mateship and informal side of Navy

· explain application process

Ship visit

· roles:

· fill in understanding/information void

· let people see for themselves and visualise a place for themselves on the ship in a role of their own

Media strategies

Television advertising

· roles:

· reassure that a sailor career is the right decision to make

· differentiate sailor career jobs from other Defence Force careers eg. Army

· communicate normal lifestyle and opportunities as per the Lifestyle ad

· communicate that sailor lifestyle = work hard/play hard

Internet

· roles:

· house all information

· mechanism to request support materials

· show virtual tour of ship

Support material

Brochures

· roles:

· gain potential target market’s attention and interest

· fill in understanding/information void

· debunk myths

Video/CD ROM

· roles:

· fill in understanding/information void

· show Navy is made up of ‘normal’ people

· give insight into life aboard ship (without making commitment to visit ship)

· show travel and work hard/play hard aspects

· show financial benefits of being a sailor 

· debunk myths

The table on the next two pages presents the sequence of communication and contact required to convert potential recruits to recruits.

	STAGE
	MIND-SET


	KEY 

BARRIERS

TO NEXT

LEVEL
	CONTACT & MESSAGE

STRATEGIES

	1. ‘IT’S NOT AN OPTION FOR ME’


	‘I’ve never really thought about being a sailor…but when I think about it the first things that come to mind are being stuck on a boat away from family and friends, weird initiations and discipline.  On the positive side I’ve heard that they pay you well and that they give you good training’

	· not in consideration set

· lack of understanding/information

· myths


	· school visit:
· ‘what being a sailor is really about’ (not all time spent on boat, land jobs too, being at sea OK overall, travel)

· ‘myths not true’

· ‘lots of different jobs, training, ‘promotion, options inside & outside Navy’

· ‘financial benefits’ (eg own home in 3 years)

· ‘trial period’

· phone call from call centre (as part of creating data base of A,B,Cs):
· ‘we’d like you to think about joining the Navy… and send you a brochure’ NOT ‘we want you to join the Navy’



	2. ‘IT MIGHT BE AN OPTION FOR ME’
	‘Maybe it’s not as bad as I thought,  but I’m still not sure...I’d hate to think I was locked into something for a few years where I wasn’t

happy’

	· lack of understanding/information

· still not sure if ‘OK’ (myths)

· fear of being locked into

· something not suitable

	· brochure given/sent:
· current brochure messages + ‘land jobs too’

· ‘look how far you can go inside and outside with a Navy background’

· ‘trial period’

· insert card in brochure:
· ‘call 1 3 number to get free video’ 

· video:
·  ‘week in the life of sailor - work hard/play hard, port visit OS’

·  ‘mateship’

·  ‘land jobs too’

·  ‘on leave leading normal life (own home in 3 years)’

· ‘trial period’


	STAGE
	MIND-SET


	KEY

BARRIERS

TO NEXT

LEVEL
	CONTACT

& MESSAGE

STRATEGIES

	3. ‘IT’S ONE OF 

MY OPTIONS’


	‘I could really see myself being a sailor, but it’s not the only thing I could do…besides they might reject

me because I might not be fit

enough or something’


	· lack of understanding/information

· fear of rejection

· attraction of other job options


	· follow up phone call/letter:
·  ‘come to Navy BBQ/hear sailors give talk’

· Navy BBQ:
· reiterate as per school visits

· ‘what application process involves’

· ‘come to ship visit’ 

· ship visit (with lunch):
·  ‘see/feel/hear/touch for yourself’

· lunch to include sailors and officers (interacting casually not formally)



	4. ‘IT’S MY 

BEST OPTION’


	‘I really want to be a sailor, as I know it’s the best thing for me. I hope it won’t take too long to find out if I can get in or not’ 


	· slow application process
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Who should give these messages?

The following people should give the messages:

· real sailors

· need to hear from real people in the job to be believed

· male and female

· female potential recruits  need to hear it from serving females

· junior sailors, more senior sailors

· officers (who started as GE sailors)

The ideal strategy would involve any person moderately interested in the Navy being able to speak to real Navy people whoever they are, on demand, at any time. We recognise that whilst this may be ideal, it is almost certainly impossible if not impractical.  

Therefore contact strategies that carefully balance the need to have people speaking and asking questions of real sailors and the need for sailor time to be used efficiently are required.

9.
Other Recommendations

9.1
Parents’ lack of understanding about Navy jobs/careers and fears their child may have to go to war need to be addressed

We recommend that dedicated literature for parents is created to:

· explain what Navy jobs and careers are all about

· reassure parents regarding likelihood of child being involved in military conflict

Initiatives that allow parents to ‘hear, see and touch’ Navy for themselves should also be considered, eg sailor talks, ship visits.

9.2
Programs should be developed to increase the depth of understanding of school career counsellors/teachers about GE sailor jobs and careers 

We recommend that school careers counsellors/teachers should also be the target of direct marketing activity.  Currently they do not appear to have the levels of understanding and knowledge to become GE sailor career advocates. 

This suggests that direct marketing efforts include:

· dedicated talks/information sessions for school careers counsellors/teachers 

· ship visits

We strongly recommend Navy will have to provide more of an incentive than ‘come and hear about sailor jobs’ to encourage attendance at these events. 

As a consequence, these events should be combined with entertainment, eg movie nights, dinners at restaurants and BBQs.

9.3
Strategies should be developed to minimise the likelihood of dissatisfied ex-Navy GE sailors ‘bad mouthing’ sailor jobs 

The most obvious way of dealing with this problem is to deal with its cause.

In this case the cause of the problem appears to be a culture that accepts some higher ranking Navy personnel treating some junior sailors with little respect.

Whilst this may be an acceptable part of Navy culture for some, it is detrimental to efforts to increase GE sailor recruitment levels.

Therefore we recommend that in the longer term, the Navy takes action to make this type of behaviour unacceptable.

In the short term we suggest that dissatisfied sailors who have given notification of their intention to leave the Navy participate in sessions where suggestions to improve the sailor job are discussed. 

This should provide an opportunity for these sailors to get the more emotional issues ‘off their chest’ with the Navy before interacting with potential recruits in the future.

New Focus ADFA Research
Main Points

January 2001, ISO 9001 : 6464

New Focus ADFA Research Main Points

Background

Market research was conducted by New Focus over the months of November and December 2000 to identify how interest in ADFA can be increased.

Issues explored in the research included:

· ADFA ‘product issues’

· communication/marketing issues

· qualitative stage (focus groups with Year 10,11 and 12 students interested in attending university and in-depth interviews with influencers (school career advisors, parents))

· quantitative stage (telephone interviews with Year 10, 11 and 12 students interested in attending university)

The sample included those from A, B and C segments. These are defined as follows:

· Segment A: ‘Yes definitely’ consider a job in the Defence Force

· Segment B: ‘Yes’ consider a job in the Defence Force

· Segment C: ‘Possibly’ consider a job in the Defence Force

Segment D (‘No definitely not’ consider a job in the Defence Force) was excluded.

Main points

The key target market of the ‘yes definitely’ (A segment) and ‘yes’ (B Segment) consider a career in the Defence Force is further reduced when applied to those who also want to go to university.

‘Those in Year 10-12 interested in a university education’ (this study)

· Segment A = 5% 

· Segment B = 23%
‘Those in the general public aged 15-17’ (previous tracking studies)

· Segment A = 18%

· Segment B = 19%
Benefits of a university education include enhanced employment prospects, ‘developing as a person’ and social benefits (doing adult things, socialising, having fun).  ADFA was perceived to provide few opportunities to socialise and relax due to its perceived regimented lifestyle and the lack of communication materials to suggest otherwise.

69% of the Year 10-12s target group are aware that the ADF has its own tertiary institution.

Only 21% of the Year 10-12s target group are aware that the institution is called ADFA.

26% of those in A and B segments (those most interested in Defence Force career) are not aware that the Australian Defence Force has its own tertiary institution.

There appears to be high awareness of ADFA amongst career advisors, but low awareness amongst parents.

Career advisors are not proactive in relation to discussing or recommending Defence Force careers with students (tend to wait for student to come forward and say “I’m thinking about a career in Defence Force do you have information?”).

Many feel a person would only want to attend ADFA if they wanted to be in the Defence Force.

The aspects of ADFA that would make Year 10-12 students less likely to consider ADFA include:

· you must serve in the military for a few years when you graduate

· ADFA is based in Canberra (seen as boring)

· ADFA’s regimented lifestyle (seen to offer little personal freedom and few opportunities to relax or socialise) 

· if you leave ADFA before you finish you may have to pay money back

The aspects of ADFA that would make Year 10-12 students more likely to consider ADFA include:

· students are paid to study up to $23,000 per year

· graduates have a guaranteed job 

· adventure training is part of curriculum, eg caving, abseiling, skiing, travelling overseas

Those more interested in Defence Force careers are more open to ADFA’s barriers.

ADFA is seen to have limited appeal as it only caters to those interested in engineering, science and arts streams.

It appears that there may be additional course streams that would attract greater levels of interest in ADFA, including possibly law/legal studies and medical related subjects (medicine, physiotherapy and dentistry).

Year 10-12s feel that ADFA’s leadership/officer training would be valued by employers in the civilian world as it would produce people who were responsible, disciplined and able to manage others.

Regional Year 10-12 students are more likely to accept an offer of a position at ADFA.

There is little in ADFA’s communication materials (brochures, television commercials) that explicitly communicates:

· that ADFA students have time out to relax (seen as a key part of life in any university)

· that an ADFA education is relevant to the civilian world

Year 10-12 students want to hear about ADFA from real students and graduates in person, to be reassured that a decision to attend ADFA is a good decision.

ADFA advertising should occur at the times when Year 12 students are most likely to be thinking about/finalising their tertiary education choices (likely to be at the time when other tertiary institutions are advertising).

The fact that ADFA offers degrees from the University of New South Wales is viewed very positively, as the University of New South Wales degree qualification is considered credible and recognised.

It appears that the descriptor ‘Science degree’ does not communicate well that an IT/computer science course is available within that degree.  This is an issue as the results suggest there may be high interest in ADFA amongst those who intend to study IT/computer studies.
Recommendations
Consideration should be given to refine:

· the ADFA ‘product’

· ADFA marketing approaches

Consideration should be given to 

· reducing the return of service obligation for graduates 

· relocating some years of ADFA degree courses to another institution eg the Sydney campus of the University of New South Wales 

· reducing the selection process to a length similar to that of other universities 

· rescheduling the selection process to occur outside of the HSC/Year 12 exam period

· adding additional course streams that would attract greater levels of interest in ADFA . If not practical to house such courses within the ADFA Canberra campus, perhaps these courses could be held in conjunction with other tertiary institutions.

The current core ADFA marketing tools (television advertising and brochures) are not in harmony with the university lifestyle needs of the target market.

New executions are recommended to borrow somewhat the approach of the current Navy, Army and Air Force ‘personal stories’ campaign which has tested very well in recent advertising testing research 

Messages that we suggest should be communicated in new ADFA executions include:

· attending ADFA is personally satisfying and rewarding (note that it is critical that this be communicated credibly)

· other rational features and benefits of ADFA (pay to study etc.) 

· important to also show there is a time-out/relaxation and social side of ADFA

(4) ADFA brochures

These are recommended to be revised to communicate that ADFA students have time-out to relax and that an ADFA education is relevant to the civilian world.

(5) ADFA school visits

We recommend that ADFA conduct school visits targeting those in Years 10 and 11 as well as Year 12. Key speakers to include current ADFA students (male and female) and possibly past ADFA students

(6) ADFA video

We recommend that a video be created that communicates life at ADFA, features and benefits of an ADFA education

Direct communication approaches

We suggest there may be direct communication approaches to develop in the future including:

· telemarketing activities

· to build databases of Year 10-12s open to Defence Force careers and interested in attending university (to allow for brochures, videos to be sent directly to key market)

· developing ADFA marketing programs within the secondary school system

· to raise the profile of ADFA amongst Year 10-12 students and to build databases of students likely to be interested in and suitable for ADFA

· eg a national secondary school ADFA academic competition structured along the lines of competitions such as the Westpac Maths Competition (an analysis of students’ marks would isolate those students most likely to be interested in and be suitable for ADFA to allow for direct marketing) 

· this may overcome the lack of proactivity on the part of career advisors and teacher-counsellors to discuss or recommend ADFA as a career option

(7) Regional markets

Regional students are recommended to be targeted in particular via marketing, as this group is more likely to be interested in ADFA than students that live in metropolitan areas.
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� Note also that some attributes were joined/omitted due to questionnaire length this year
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		0		144		100		121		172		126		112		92		88		89				196		86		157		522		626		370		153		137		183				9		11		17		37		18		6		8		18		45				349		197		295		731		770		488		253		243		317

		1		115		74		52		39		53		58		62		52		38				218		208		149		193		183		194		72		59		46				100		32		14		22		52		41		20		14		33				433		314		215		254		288		293		154		125		117

		2		97		118		89		56		28		57		64		65		44				147		162		166		90		71		105		114		87		53				58		55		8		6		13		17		17		16		8				302		335		263		152		112		179		195		168		105
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		0-6 YRS		53.0%		50.8%		51.8%		48.7%		40.9%		40.8%		43.3%		42.0%		47.0%		0-6 YRS		64.0%		61.2%		65.4%		63.0%		59.0%		52.7%		37.7%		37.7%		42.5%		0-6 YRS		39.2%		27.2%		30.5%		30.8%		23.2%		16.8%		12.9%		15.8%		21.2%		0-6 YRS		53.0%		44.1%		49.7%		53.4%		46.9%		40.1%		31.9%		32.5%		38.4%

		7-10 YRS		17.6%		12.6%		15.8%		21.3%		27.3%		25.3%		26.0%		23.0%		19.7%		7-10 YRS		11.4%		10.7%		15.0%		15.7%		17.1%		19.6%		23.0%		23.7%		17.9%		7-10 YRS		18.2%		22.2%		27.8%		24.6%		30.3%		28.0%		28.7%		24.5%		16.7%		7-10 YRS		15.4%		16.1%		19.6%		18.8%		22.5%		23.4%		25.5%		23.7%		18.1%

		11-15 YRS		7.1%		10.2%		10.6%		8.6%		9.0%		8.3%		8.8%		11.1%		11.8%		11-15 YRS		4.4%		6.5%		8.4%		6.7%		7.4%		7.2%		9.6%		11.8%		12.8%		11-15 YRS		11.7%		16.6%		17.3%		17.1%		16.3%		20.8%		23.7%		26.8%		25.4%		11-15 YRS		7.5%		11.8%		12.1%		9.0%		9.6%		11.0%		13.5%		16.0%		15.7%

		16-30 YRS		22.3%		26.4%		21.8%		21.4%		22.8%		25.6%		21.9%		23.9%		21.4%		16-30 YRS		20.2%		21.7%		11.1%		14.7%		16.6%		20.4%		29.7%		26.7%		26.8%		16-30 YRS		31.0%		34.0%		24.4%		27.5%		30.1%		34.4%		34.7%		32.9%		36.7%		16-30 YRS		24.2%		28.1%		18.7%		18.8%		21.0%		25.5%		29.0%		27.7%		27.8%
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		4		13		7		14		1		6				1		16		21				6		4		6		10		20		13		4		3		16				11		14		12		10		9		3		9		14		25				30		25		32		21		35		16		14		33		62

		5		14		9		9		4		9		7		0		5		12				4		5		7		20		13		18		6		4		10				7		10		9		17		5		3		4		7		14				25		24		25		41		27		28		10		16		36
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		15		3		6		8		8		4		6		2		3		2				4				1		8		11		4		6		7		9				4		11		2		3		14		11		4		15		18				11		17		11		19		29		21		12		25		29

		16		4		4		4		4		3		8		0		10		5				4		2				5				5		3		8		9				1		6		5		9		8		5		7		5		13				9		12		9		18		11		18		10		23		27
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		22		4		8		8		5		9		4		9		10		9				5		3		5		17		9		13		9		14		14				5		17		12		8		5		10		16		24		10				14		28		25		30		23		27		34		48		33
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		25		9		4		3		7		3		3		7		14		5				6		2		4		10		8		8		8		4		14				1		8		7		5		10		3		5		8		8				16		14		14		22		21		14		20		26		27
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		29		5		2		2		2		1		1		3		2		2				3		1				5		1		4		4		5		4				2		1		3		5		1		3		3		5		2				10		4		5		12		3		8		10		12		8

		30		1		2		2		3		1		3		0		3		5				2		2						5		3		14		1		6				1		2		3		2		2		2		5		3		4				4		6		5		5		8		8		19		7		15

		Total														198		316		240																291		344		430																339		358		357														1027		828		1018		1027

		Total Force														3109		2921		2716																5204		5119		5062																4276		4115		3881																12589		12155		11659

		%														6.37%		10.82%		8.84%																5.59%		6.72%		8.49%																7.93%		8.70%		9.20%																6.58%		8.38%		8.81%

		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00

		0-6 YRS		51.1%		40.2%		35.7%		24.3%		29.4%		28.3%		31.8%		31.0%		36.3%		0-6 YRS		55.8%		67.3%		70.4%		42.5%		42.7%		45.1%		29.9%		28.8%		29.5%		0-6 YRS		41.6%		27.3%		25.1%		18.5%		18.3%		20.5%		26.0%		27.9%		32.2%		0-6 YRS		49.0%		39.9%		40.6%		29.8%		30.3%		31.8%		28.7%		29.2%		32.0%

		7-10 YRS		10.6%		10.5%		14.5%		19.8%		21.9%		21.5%		24.2%		17.4%		15.4%		7-10 YRS		6.8%		4.5%		6.5%		12.8%		12.8%		12.5%		13.1%		15.1%		15.8%		7-10 YRS		16.3%		16.9%		17.9%		21.9%		22.3%		22.3%		16.5%		14.2%		11.5%		7-10 YRS		11.6%		12.3%		13.8%		17.6%		18.5%		18.4%		17.1%		15.5%		14.2%

		11-15 YRS		10.6%		16.3%		15.4%		14.9%		15.5%		13.2%		9.6%		12.7%		13.8%		11-15 YRS		6.8%		4.5%		4.1%		13.1%		13.4%		11.8%		12.0%		15.1%		17.2%		11-15 YRS		9.0%		22.1%		19.5%		22.8%		31.1%		24.7%		17.7%		23.2%		23.8%		11-15 YRS		9.0%		16.5%		14.1%		16.9%		20.8%		16.9%		13.8%		17.2%		18.7%

		16-30 YRS		27.7%		33.0%		34.4%		41.0%		33.2%		37.1%		34.3%		38.9%		34.6%		16-30 YRS		30.5%		23.7%		18.9%		31.7%		31.1%		30.6%		45.0%		41.0%		37.4%		16-30 YRS		33.1%		33.7%		37.5%		36.8%		28.3%		32.5%		39.8%		34.6%		32.5%		16-30 YRS		30.4%		31.3%		31.5%		35.7%		30.4%		33.0%		40.3%		38.1%		35.1%

																								The chart above demonstrate Army separation behaviour by cohort over the past ten years. While at first glance the decrease in 0-6 year separations might prove encouraging, what the graph is really demonstration is a reduction in the proportion of junior
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		19		9		12		7		8		8		64		56		52		50

		20		151		155		137		147		167		134		71		84		108

		21		27		39		45		49		35		50		33		51		37

		22		12		21		37		46		43		28		22		37		30

		23		11		13		24		26		32		17		24		29		13

		24		18		7		11		16		20		8		11		10		11

		25		11		30		22		19		9		10		6		9		8

		26		2		9		8		7		9		8		8		11		5

		27		3		9		2		8		1		5		4		3		8

		28		2		8		2		1		1		2		5		3		1

		29		2		13		7		4		1		1		4		2		4
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ADF OR

		RAN SAILORS																						ARA SOLDIERS																				RAAF AIRMEN																				ADF OR

		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00				91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00				91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00				91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00

		0		144		100		121		172		126		112		92		88		89				196		86		157		522		626		370		153		137		183				9		11		17		37		18		6		8		18		45				349		197		295		731		770		488		253		243		317

		1		115		74		52		39		53		58		62		52		38				218		208		149		193		183		194		72		59		46				100		32		14		22		52		41		20		14		33				433		314		215		254		288		293		154		125		117

		2		97		118		89		56		28		57		64		65		44				147		162		166		90		71		105		114		87		53				58		55		8		6		13		17		17		16		8				302		335		263		152		112		179		195		168		105

		3		73		82		107		70		22		45		113		96		88				96		126		224		172		98		127		68		132		85				85		85		94		28		16		24		41		36		25				254		293		425		270		136		196		222		264		198

		4		56		104		165		211		164		130		58		134		177				226		280		340		563		332		78		93		175		372				78		113		122		55		29		11		29		67		55				360		497		627		829		525		219		180		376		604

		5		39		78		71		154		115		60		52		59		125				90		112		178		323		266		111		60		87		117				76		158		140		63		40		19		12		37		43				205		348		389		540		421		190		124		183		285

		6		108		120		187		123		114		88		72		66		108				47		86		129		197		151		135		125		69		82				92		168		168		104		91		80		36		29		52				247		374		484		424		356		303		233		164		242

		7		43		58		106		159		145		107		78		98		52				33		59		111		171		143		135		140		135		76				113		189		159		78		102		121		86		50		21				189		306		376		408		390		363		304		283		149

		8		22		18		36		69		103		86		79		64		66				32		41		66		114		151		105		116		144		107				56		167		131		77		95		79		113		89		29				110		226		233		260		349		270		308		297		202

		9		48		21		35		48		53		50		38		43		47				37		22		42		79		80		55		51		70		79				27		93		125		51		83		70		87		115		82				112		136		202		178		216		175		176		228		208

		10		97		70		65		84		113		98		113		101		116				80		63		89		148		126		122		111		120		132				35		59		99		46		58		61		76		81		74				212		192		253		278		297		281		300		302		322

		11		30		41		53		32		49		40		44		74		69				23		30		58		63		57		46		56		83		100				49		92		65		51		62		70		106		114		90				102		163		176		146		168		156		206		271		259

		12		22		44		51		53		24		23		28		42		48				21		35		50		38		59		36		40		71		65				37		101		79		26		47		90		76		69		74				80		180		180		117		130		149		144		182		187

		13		16		22		28		33		33		18		14		15		25				4		24		32		51		42		17		24		34		60				28		68		71		43		23		40		60		70		56				48		114		131		127		98		75		98		119		141

		14		5		14		14		17		16		11		8		6		13				12		16		15		40		32		33		27		28		33				25		65		55		32		27		15		38		59		60				42		95		84		89		75		59		73		93		106

		15		12		15		16		11		15		20		10		11		13				10		7		18		27		26		22		27		18		24				10		55		50		23		23		31		19		55		34				32		77		84		61		64		73		56		84		71

		16		5		12		7		6		9		8		8		10		5				4		6		9		10		25		13		23		26		25				11		39		22		19		25		22		35		14		20				20		57		38		35		59		43		66		50		50

		17		2		6		7		6		6		7		2		9		9				3		12		10		12		19		13		12		12		23				5		13		23		6		10		19		27		10		13				10		31		40		24		35		39		41		31		45

		18		8		5		4		13		5		3		6		7		11				10		9		14		13		17		10		13		19		18				4		11		10		13		13		17		18		15		17				22		25		28		39		35		30		37		41		46

		19		9		12		7		8		8		64		56		52		50				9		7		2		13		15		13		7		7		12				6		13		14		10		12		25		8		23		16				24		32		23		31		35		102		71		82		78

		20		151		155		137		147		167		134		71		84		108				207		220		103		187		155		148		149		166		222				88		96		53		61		52		70		57		66		58				446		471		293		395		374		352		277		316		388

		21		27		39		45		49		35		50		33		51		37				32		46		43		73		59		61		82		86		81				148		232		107		79		112		83		117		115		115				207		317		195		201		206		194		232		252		233

		22		12		21		37		46		43		28		22		37		30				13		23		22		60		61		53		63		61		51				49		139		63		21		38		63		62		71		72				74		183		122		127		142		144		147		169		153

		23		11		13		24		26		32		17		24		29		13				20		20		7		36		37		46		46		38		41				28		62		62		29		19		22		42		45		40				59		95		93		91		88		85		112		112		94

		24		18		7		11		16		20		8		11		10		11				9		9		5		29		27		20		40		34		28				18		59		30		12		19		15		14		33		23				45		75		46		57		66		43		65		77		62

		25		11		30		22		19		9		10		6		9		8				4		8		5		15		22		22		36		31		37				16		37		19		11		14		17		14		10		36				31		75		46		45		45		49		56		50		81

		26		2		9		8		7		9		8		8		11		5				2		2		4		12		23		10		30		24		20				9		23		23		6		8		16		15		13		12				13		34		35		25		40		34		53		48		37

		27		3		9		2		8		1		5		4		3		8				2		7		1		10		12		10		6		9		10				6		25		8		5		7		12		9		13		7				11		41		11		23		20		27		19		25		25

		28		2		8		2		1		1		2		5		3		1				3		3		1		5		4		7		13		4		14				3		13		7		5		2		9		7		13		13				8		24		10		11		7		18		25		20		28

		29		2		13		7		4		1		1		4		2		4				1		2		1		4		6		3		11		2		4				2		12		6		2		1		9		9		4		7				5		27		14		10		8		13		24		8		15

		30		3		12		14		7		0						1		5				2		2		1		1		3		5		9		9		6				1		4		4		3		3		7		3		6		4				6		18		19		11		6		12		12		16		15

		Total														1,185		1,332		1,423																1817		1977		2206																1261		1370		1234																4263		4679		4863

		Total Force														11,141		10,475		9,811																19736		18787		19102																11708		10599		10183																42,585		39,861		39,096

		%														10.64%		12.72%		14.50%																9.21%		10.52%		11.55%																10.77%		12.93%		12.12%																10.01%		11.74%		12.44%

		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00

		0-6 YRS		53.0%		50.8%		51.8%		48.7%		40.9%		40.8%		43.3%		42.0%		47.0%		0-6 YRS		64.0%		61.2%		65.4%		63.0%		59.0%		52.7%		37.7%		37.7%		42.5%		0-6 YRS		39.2%		27.2%		30.5%		30.8%		23.2%		16.8%		12.9%		15.8%		21.2%		0-6 YRS		53.0%		44.1%		49.7%		53.4%		46.9%		40.1%		31.9%		32.5%		38.4%

		7-10 YRS		17.6%		12.6%		15.8%		21.3%		27.3%		25.3%		26.0%		23.0%		19.7%		7-10 YRS		11.4%		10.7%		15.0%		15.7%		17.1%		19.6%		23.0%		23.7%		17.9%		7-10 YRS		18.2%		22.2%		27.8%		24.6%		30.3%		28.0%		28.7%		24.5%		16.7%		7-10 YRS		15.4%		16.1%		19.6%		18.8%		22.5%		23.4%		25.5%		23.7%		18.1%

		11-15 YRS		7.1%		10.2%		10.6%		8.6%		9.0%		8.3%		8.8%		11.1%		11.8%		11-15 YRS		4.4%		6.5%		8.4%		6.7%		7.4%		7.2%		9.6%		11.8%		12.8%		11-15 YRS		11.7%		16.6%		17.3%		17.1%		16.3%		20.8%		23.7%		26.8%		25.4%		11-15 YRS		7.5%		11.8%		12.1%		9.0%		9.6%		11.0%		13.5%		16.0%		15.7%

		16-30 YRS		22.3%		26.4%		21.8%		21.4%		22.8%		25.6%		21.9%		23.9%		21.4%		16-30 YRS		20.2%		21.7%		11.1%		14.7%		16.6%		20.4%		29.7%		26.7%		26.8%		16-30 YRS		31.0%		34.0%		24.4%		27.5%		30.1%		34.4%		34.7%		32.9%		36.7%		16-30 YRS		24.2%		28.1%		18.7%		18.8%		21.0%		25.5%		29.0%		27.7%		27.8%
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		RAN OFF																						ARA OFF																				RAAF OFF																				ADF OFF

		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00				91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00				91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00				91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00

		0		18		14		7		10		13		18		16		18		9				48		33		30		37		36		40		27		37		30				5		7		5		5		6		7		2		3		3				71		54		42		52		55		65		45		58		42

		1		32		12		14		13		17		16		23		28		16				25		36		38		35		35		29		19		27		29				30		13		9		5		13		18		29		13		18				87		61		61		53		65		63		71		68		63

		2		27		28		17		10		4		5		12		13		11				10		11		19		16		15		10		9		13		14				33		21		7		6		10		14		27		35		33				70		60		43		32		29		29		48		61		58

		3		10		10		7		6		1		2		8		11		7				9		10		10		19		15		5		8		11		18				13		14		9		3		3		8		15		25		21				32		34		26		28		19		15		31		47		46

		4		13		7		14		1		6				1		16		21				6		4		6		10		20		13		4		3		16				11		14		12		10		9		3		9		14		25				30		25		32		21		35		16		14		33		62

		5		14		9		9		4		9		7		0		5		12				4		5		7		20		13		18		6		4		10				7		10		9		17		5		3		4		7		14				25		24		25		41		27		28		10		16		36

		6		6		4		13		10		5		10		3		7		11				4		6		9		16		16		22		14		4		10				3		15		12		10		18		7		2		3		1				13		25		34		36		39		39		19		14		22

		7		10		7		13		15		15		11		13		7		8				3		1		3		14		14		10		4		14		15				14		11		14		14		27		20		13		7		8				27		19		30		43		56		41		30		28		31

		8		6		5		9		12		13		13		14		15		13				4		1		1		16		7		16		15		13		22				9		13		6		19		12		17		15		10		1				19		19		16		47		32		46		44		38		36

		9		3		5		5		5		4		8		10		10		7				3		1		5		5		9		6		5		16		15				7		19		12		16		18		11		16		23		9				13		25		22		26		31		25		31		49		31

		10		6		5		6		12		9		12		11		23		9				3		4		2		11		15		6		14		9		16				10		15		13		17		21		17		12		11		23				19		24		21		40		45		35		37		43		48
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		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00

		0-6 YRS		51.1%		40.2%		35.7%		24.3%		29.4%		28.3%		31.8%		31.0%		36.3%		0-6 YRS		55.8%		67.3%		70.4%		42.5%		42.7%		45.1%		29.9%		28.8%		29.5%		0-6 YRS		41.6%		27.3%		25.1%		18.5%		18.3%		20.5%		26.0%		27.9%		32.2%		0-6 YRS		49.0%		39.9%		40.6%		29.8%		30.3%		31.8%		28.7%		29.2%		32.0%

		7-10 YRS		10.6%		10.5%		14.5%		19.8%		21.9%		21.5%		24.2%		17.4%		15.4%		7-10 YRS		6.8%		4.5%		6.5%		12.8%		12.8%		12.5%		13.1%		15.1%		15.8%		7-10 YRS		16.3%		16.9%		17.9%		21.9%		22.3%		22.3%		16.5%		14.2%		11.5%		7-10 YRS		11.6%		12.3%		13.8%		17.6%		18.5%		18.4%		17.1%		15.5%		14.2%

		11-15 YRS		10.6%		16.3%		15.4%		14.9%		15.5%		13.2%		9.6%		12.7%		13.8%		11-15 YRS		6.8%		4.5%		4.1%		13.1%		13.4%		11.8%		12.0%		15.1%		17.2%		11-15 YRS		9.0%		22.1%		19.5%		22.8%		31.1%		24.7%		17.7%		23.2%		23.8%		11-15 YRS		9.0%		16.5%		14.1%		16.9%		20.8%		16.9%		13.8%		17.2%		18.7%

		16-30 YRS		27.7%		33.0%		34.4%		41.0%		33.2%		37.1%		34.3%		38.9%		34.6%		16-30 YRS		30.5%		23.7%		18.9%		31.7%		31.1%		30.6%		45.0%		41.0%		37.4%		16-30 YRS		33.1%		33.7%		37.5%		36.8%		28.3%		32.5%		39.8%		34.6%		32.5%		16-30 YRS		30.4%		31.3%		31.5%		35.7%		30.4%		33.0%		40.3%		38.1%		35.1%

																								The chart above demonstrate Army separation behaviour by cohort over the past ten years. While at first glance the decrease in 0-6 year separations might prove encouraging, what the graph is really demonstration is a reduction in the proportion of junior
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		20		151		155		137		147		167		134		71		84		108				207		220		103		187		155		148		149		166		222				88		96		53		61		52		70		57		66		58				446		471		293		395		374		352		277		316		388

		21		27		39		45		49		35		50		33		51		37				32		46		43		73		59		61		82		86		81				148		232		107		79		112		83		117		115		115				207		317		195		201		206		194		232		252		233

		22		12		21		37		46		43		28		22		37		30				13		23		22		60		61		53		63		61		51				49		139		63		21		38		63		62		71		72				74		183		122		127		142		144		147		169		153

		23		11		13		24		26		32		17		24		29		13				20		20		7		36		37		46		46		38		41				28		62		62		29		19		22		42		45		40				59		95		93		91		88		85		112		112		94

		24		18		7		11		16		20		8		11		10		11				9		9		5		29		27		20		40		34		28				18		59		30		12		19		15		14		33		23				45		75		46		57		66		43		65		77		62

		25		11		30		22		19		9		10		6		9		8				4		8		5		15		22		22		36		31		37				16		37		19		11		14		17		14		10		36				31		75		46		45		45		49		56		50		81

		26		2		9		8		7		9		8		8		11		5				2		2		4		12		23		10		30		24		20				9		23		23		6		8		16		15		13		12				13		34		35		25		40		34		53		48		37

		27		3		9		2		8		1		5		4		3		8				2		7		1		10		12		10		6		9		10				6		25		8		5		7		12		9		13		7				11		41		11		23		20		27		19		25		25

		28		2		8		2		1		1		2		5		3		1				3		3		1		5		4		7		13		4		14				3		13		7		5		2		9		7		13		13				8		24		10		11		7		18		25		20		28

		29		2		13		7		4		1		1		4		2		4				1		2		1		4		6		3		11		2		4				2		12		6		2		1		9		9		4		7				5		27		14		10		8		13		24		8		15

		30		3		12		14		7		0						1		5				2		2		1		1		3		5		9		9		6				1		4		4		3		3		7		3		6		4				6		18		19		11		6		12		12		16		15

		Total														1,185		1,332		1,423																1817		1977		2206																1261		1370		1234																4263		4679		4863

		Total Force														11,141		10,475		9,811																19736		18787		19102																11708		10599		10183																42,585		39,861		39,096

		%														10.64%		12.72%		14.50%																9.21%		10.52%		11.55%																10.77%		12.93%		12.12%																10.01%		11.74%		12.44%

		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00

		0-6 YRS		53.0%		50.8%		51.8%		48.7%		40.9%		40.8%		43.3%		42.0%		47.0%		0-6 YRS		64.0%		61.2%		65.4%		63.0%		59.0%		52.7%		37.7%		37.7%		42.5%		0-6 YRS		39.2%		27.2%		30.5%		30.8%		23.2%		16.8%		12.9%		15.8%		21.2%		0-6 YRS		53.0%		44.1%		49.7%		53.4%		46.9%		40.1%		31.9%		32.5%		38.4%

		7-10 YRS		17.6%		12.6%		15.8%		21.3%		27.3%		25.3%		26.0%		23.0%		19.7%		7-10 YRS		11.4%		10.7%		15.0%		15.7%		17.1%		19.6%		23.0%		23.7%		17.9%		7-10 YRS		18.2%		22.2%		27.8%		24.6%		30.3%		28.0%		28.7%		24.5%		16.7%		7-10 YRS		15.4%		16.1%		19.6%		18.8%		22.5%		23.4%		25.5%		23.7%		18.1%

		11-15 YRS		7.1%		10.2%		10.6%		8.6%		9.0%		8.3%		8.8%		11.1%		11.8%		11-15 YRS		4.4%		6.5%		8.4%		6.7%		7.4%		7.2%		9.6%		11.8%		12.8%		11-15 YRS		11.7%		16.6%		17.3%		17.1%		16.3%		20.8%		23.7%		26.8%		25.4%		11-15 YRS		7.5%		11.8%		12.1%		9.0%		9.6%		11.0%		13.5%		16.0%		15.7%

		16-30 YRS		22.3%		26.4%		21.8%		21.4%		22.8%		25.6%		21.9%		23.9%		21.4%		16-30 YRS		20.2%		21.7%		11.1%		14.7%		16.6%		20.4%		29.7%		26.7%		26.8%		16-30 YRS		31.0%		34.0%		24.4%		27.5%		30.1%		34.4%		34.7%		32.9%		36.7%		16-30 YRS		24.2%		28.1%		18.7%		18.8%		21.0%		25.5%		29.0%		27.7%		27.8%
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91/92

92/93

93/94

94/95

95/96

96/97

97/98

98/99

99/00

YEARS OF SERVICE

RAAF AIRMEN



		RAN OFF																						ARA OFF																				RAAF OFF																				ADF OFF

		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00				91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00				91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00				91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00

		0		18		14		7		10		13		18		16		18		9				48		33		30		37		36		40		27		37		30				5		7		5		5		6		7		2		3		3				71		54		42		52		55		65		45		58		42

		1		32		12		14		13		17		16		23		28		16				25		36		38		35		35		29		19		27		29				30		13		9		5		13		18		29		13		18				87		61		61		53		65		63		71		68		63

		2		27		28		17		10		4		5		12		13		11				10		11		19		16		15		10		9		13		14				33		21		7		6		10		14		27		35		33				70		60		43		32		29		29		48		61		58

		3		10		10		7		6		1		2		8		11		7				9		10		10		19		15		5		8		11		18				13		14		9		3		3		8		15		25		21				32		34		26		28		19		15		31		47		46

		4		13		7		14		1		6				1		16		21				6		4		6		10		20		13		4		3		16				11		14		12		10		9		3		9		14		25				30		25		32		21		35		16		14		33		62

		5		14		9		9		4		9		7		0		5		12				4		5		7		20		13		18		6		4		10				7		10		9		17		5		3		4		7		14				25		24		25		41		27		28		10		16		36

		6		6		4		13		10		5		10		3		7		11				4		6		9		16		16		22		14		4		10				3		15		12		10		18		7		2		3		1				13		25		34		36		39		39		19		14		22

		7		10		7		13		15		15		11		13		7		8				3		1		3		14		14		10		4		14		15				14		11		14		14		27		20		13		7		8				27		19		30		43		56		41		30		28		31

		8		6		5		9		12		13		13		14		15		13				4		1		1		16		7		16		15		13		22				9		13		6		19		12		17		15		10		1				19		19		16		47		32		46		44		38		36

		9		3		5		5		5		4		8		10		10		7				3		1		5		5		9		6		5		16		15				7		19		12		16		18		11		16		23		9				13		25		22		26		31		25		31		49		31

		10		6		5		6		12		9		12		11		23		9				3		4		2		11		15		6		14		9		16				10		15		13		17		21		17		12		11		23				19		24		21		40		45		35		37		43		48

		11		5		8		5		7		3		7		7		19		13				4		1		1		15		10		11		8		14		19				7		21		9		22		28		14		14		17		17				16		30		15		44		41		32		29		50		49

		12		7		6		7		10		9		3		4		9		5				4		1		3		9		10		7		9		8		17				5		19		13		16		29		19		15		25		21				16		26		23		35		48		29		28		42		43

		13		6		10		7		7		5		3		3		5		6						3		1		7		13		5		5		13		15				4		13		13		17		11		17		20		14		15				10		26		21		31		29		25		28		32		36

		14		4		4		8		1		8		8		3		4		7				1		2		1		8		3		9		7		10		14				2		12		12		11		27		11		7		12		14				7		18		21		20		38		28		17		26		35

		15		3		6		8		8		4		6		2		3		2				4				1		8		11		4		6		7		9				4		11		2		3		14		11		4		15		18				11		17		11		19		29		21		12		25		29

		16		4		4		4		4		3		8		0		10		5				4		2				5				5		3		8		9				1		6		5		9		8		5		7		5		13				9		12		9		18		11		18		10		23		27

		17		4		2		2		6		0		7		1		3		1						2		2		4		3		2		2		4		9				4		2		1		5		5		6		7		5		6				8		6		5		15		8		15		10		12		16

		18		2		0		3		4		4		0		3		5		5						1		3		3		4		2		5		4		8				7		1		8		7		3		6		7		4		3				9		2		14		14		11		8		15		13		16

		19		0		2		2		1		3		5		8		9		7				2		1				6		5		1		2		6		5				16		1		6		5		6		1		2		5		4				18		4		8		12		14		7		12		20		16

		20		10		12		13		8		10		17		8		17		18				11		4		5		20		25		24		23		20		36				11		10		12		13		14		19		18		12		15				32		26		30		41		49		60		49		49		69

		21		6		10		9		10		8		7		5		16		8				6		5		3		6		14		8		19		20		17				10		25		11		19		24		16		22		15		17				22		40		23		35		46		31		46		51		42

		22		4		8		8		5		9		4		9		10		9				5		3		5		17		9		13		9		14		14				5		17		12		8		5		10		16		24		10				14		28		25		30		23		27		34		48		33

		23		2		5		4		7		3		5		6		13		5				5		2		3		9		12		5		11		15		9				6		11		8		10		7		5		15		11		15				13		18		15		26		22		15		32		39		29

		24		5		4		9		9		9		7		7		5		3				3		5		1		13		7		9		10		14		10				7		12		1		10		7		3		4		10		10				15		21		11		32		23		19		21		29		23

		25		9		4		3		7		3		3		7		14		5				6		2		4		10		8		8		8		4		14				1		8		7		5		10		3		5		8		8				16		14		14		22		21		14		20		26		27

		26		7		7		4		6		2		3		4		7		2				3		4		1		9		7		4		11		10		6				4		7		4		5		1		5		10		5		5				14		18		9		20		10		12		25		22		13

		27		4		3		7		10		4		5		2		7		4				5		1		4		3		5		4		7		9		8				4		11		6		5		1		8		5		7		2				13		15		17		18		10		17		14		23		14

		28		2		4		6		9		2		1		5		2		4				3		2		1		4		4		1		3		7		6				2		2		7		3		5		3		9		5		2				7		8		14		16		11		5		17		14		12

		29		5		2		2		2		1		1		3		2		2				3		1				5		1		4		4		5		4				2		1		3		5		1		3		3		5		2				10		4		5		12		3		8		10		12		8

		30		1		2		2		3		1		3		0		3		5				2		2						5		3		14		1		6				1		2		3		2		2		2		5		3		4				4		6		5		5		8		8		19		7		15

		Total														198		316		240																291		344		430																339		358		357														1027		828		1018		1027

		Total Force														3109		2921		2716																5204		5119		5062																4276		4115		3881																12589		12155		11659

		%														6.37%		10.82%		8.84%																5.59%		6.72%		8.49%																7.93%		8.70%		9.20%																6.58%		8.38%		8.81%

		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00

		0-6 YRS		51.1%		40.2%		35.7%		24.3%		29.4%		28.3%		31.8%		31.0%		36.3%		0-6 YRS		55.8%		67.3%		70.4%		42.5%		42.7%		45.1%		29.9%		28.8%		29.5%		0-6 YRS		41.6%		27.3%		25.1%		18.5%		18.3%		20.5%		26.0%		27.9%		32.2%		0-6 YRS		49.0%		39.9%		40.6%		29.8%		30.3%		31.8%		28.7%		29.2%		32.0%

		7-10 YRS		10.6%		10.5%		14.5%		19.8%		21.9%		21.5%		24.2%		17.4%		15.4%		7-10 YRS		6.8%		4.5%		6.5%		12.8%		12.8%		12.5%		13.1%		15.1%		15.8%		7-10 YRS		16.3%		16.9%		17.9%		21.9%		22.3%		22.3%		16.5%		14.2%		11.5%		7-10 YRS		11.6%		12.3%		13.8%		17.6%		18.5%		18.4%		17.1%		15.5%		14.2%
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																								The chart above demonstrate Army separation behaviour by cohort over the past ten years. While at first glance the decrease in 0-6 year separations might prove encouraging, what the graph is really demonstration is a reduction in the proportion of junior
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		%														10.64%		12.72%		14.50%																9.21%		10.52%		11.55%																10.77%		12.93%		12.12%																10.01%		11.74%		12.44%

		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00

		0-6 YRS		53.0%		50.8%		51.8%		48.7%		40.9%		40.8%		43.3%		42.0%		47.0%		0-6 YRS		64.0%		61.2%		65.4%		63.0%		59.0%		52.7%		37.7%		37.7%		42.5%		0-6 YRS		39.2%		27.2%		30.5%		30.8%		23.2%		16.8%		12.9%		15.8%		21.2%		0-6 YRS		53.0%		44.1%		49.7%		53.4%		46.9%		40.1%		31.9%		32.5%		38.4%

		7-10 YRS		17.6%		12.6%		15.8%		21.3%		27.3%		25.3%		26.0%		23.0%		19.7%		7-10 YRS		11.4%		10.7%		15.0%		15.7%		17.1%		19.6%		23.0%		23.7%		17.9%		7-10 YRS		18.2%		22.2%		27.8%		24.6%		30.3%		28.0%		28.7%		24.5%		16.7%		7-10 YRS		15.4%		16.1%		19.6%		18.8%		22.5%		23.4%		25.5%		23.7%		18.1%

		11-15 YRS		7.1%		10.2%		10.6%		8.6%		9.0%		8.3%		8.8%		11.1%		11.8%		11-15 YRS		4.4%		6.5%		8.4%		6.7%		7.4%		7.2%		9.6%		11.8%		12.8%		11-15 YRS		11.7%		16.6%		17.3%		17.1%		16.3%		20.8%		23.7%		26.8%		25.4%		11-15 YRS		7.5%		11.8%		12.1%		9.0%		9.6%		11.0%		13.5%		16.0%		15.7%

		16-30 YRS		22.3%		26.4%		21.8%		21.4%		22.8%		25.6%		21.9%		23.9%		21.4%		16-30 YRS		20.2%		21.7%		11.1%		14.7%		16.6%		20.4%		29.7%		26.7%		26.8%		16-30 YRS		31.0%		34.0%		24.4%		27.5%		30.1%		34.4%		34.7%		32.9%		36.7%		16-30 YRS		24.2%		28.1%		18.7%		18.8%		21.0%		25.5%		29.0%		27.7%		27.8%
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91/92
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95/96

96/97
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98/99

99/00

YEARS OF SERVICE

RAAF AIRMEN



		RAN OFF																						ARA OFF																				RAAF OFF																				ADF OFF

		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00				91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00				91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00				91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00

		0		18		14		7		10		13		18		16		18		9				48		33		30		37		36		40		27		37		30				5		7		5		5		6		7		2		3		3				71		54		42		52		55		65		45		58		42

		1		32		12		14		13		17		16		23		28		16				25		36		38		35		35		29		19		27		29				30		13		9		5		13		18		29		13		18				87		61		61		53		65		63		71		68		63

		2		27		28		17		10		4		5		12		13		11				10		11		19		16		15		10		9		13		14				33		21		7		6		10		14		27		35		33				70		60		43		32		29		29		48		61		58

		3		10		10		7		6		1		2		8		11		7				9		10		10		19		15		5		8		11		18				13		14		9		3		3		8		15		25		21				32		34		26		28		19		15		31		47		46

		4		13		7		14		1		6				1		16		21				6		4		6		10		20		13		4		3		16				11		14		12		10		9		3		9		14		25				30		25		32		21		35		16		14		33		62

		5		14		9		9		4		9		7		0		5		12				4		5		7		20		13		18		6		4		10				7		10		9		17		5		3		4		7		14				25		24		25		41		27		28		10		16		36

		6		6		4		13		10		5		10		3		7		11				4		6		9		16		16		22		14		4		10				3		15		12		10		18		7		2		3		1				13		25		34		36		39		39		19		14		22

		7		10		7		13		15		15		11		13		7		8				3		1		3		14		14		10		4		14		15				14		11		14		14		27		20		13		7		8				27		19		30		43		56		41		30		28		31

		8		6		5		9		12		13		13		14		15		13				4		1		1		16		7		16		15		13		22				9		13		6		19		12		17		15		10		1				19		19		16		47		32		46		44		38		36

		9		3		5		5		5		4		8		10		10		7				3		1		5		5		9		6		5		16		15				7		19		12		16		18		11		16		23		9				13		25		22		26		31		25		31		49		31

		10		6		5		6		12		9		12		11		23		9				3		4		2		11		15		6		14		9		16				10		15		13		17		21		17		12		11		23				19		24		21		40		45		35		37		43		48

		11		5		8		5		7		3		7		7		19		13				4		1		1		15		10		11		8		14		19				7		21		9		22		28		14		14		17		17				16		30		15		44		41		32		29		50		49

		12		7		6		7		10		9		3		4		9		5				4		1		3		9		10		7		9		8		17				5		19		13		16		29		19		15		25		21				16		26		23		35		48		29		28		42		43

		13		6		10		7		7		5		3		3		5		6						3		1		7		13		5		5		13		15				4		13		13		17		11		17		20		14		15				10		26		21		31		29		25		28		32		36

		14		4		4		8		1		8		8		3		4		7				1		2		1		8		3		9		7		10		14				2		12		12		11		27		11		7		12		14				7		18		21		20		38		28		17		26		35

		15		3		6		8		8		4		6		2		3		2				4				1		8		11		4		6		7		9				4		11		2		3		14		11		4		15		18				11		17		11		19		29		21		12		25		29

		16		4		4		4		4		3		8		0		10		5				4		2				5				5		3		8		9				1		6		5		9		8		5		7		5		13				9		12		9		18		11		18		10		23		27

		17		4		2		2		6		0		7		1		3		1						2		2		4		3		2		2		4		9				4		2		1		5		5		6		7		5		6				8		6		5		15		8		15		10		12		16

		18		2		0		3		4		4		0		3		5		5						1		3		3		4		2		5		4		8				7		1		8		7		3		6		7		4		3				9		2		14		14		11		8		15		13		16

		19		0		2		2		1		3		5		8		9		7				2		1				6		5		1		2		6		5				16		1		6		5		6		1		2		5		4				18		4		8		12		14		7		12		20		16

		20		10		12		13		8		10		17		8		17		18				11		4		5		20		25		24		23		20		36				11		10		12		13		14		19		18		12		15				32		26		30		41		49		60		49		49		69

		21		6		10		9		10		8		7		5		16		8				6		5		3		6		14		8		19		20		17				10		25		11		19		24		16		22		15		17				22		40		23		35		46		31		46		51		42

		22		4		8		8		5		9		4		9		10		9				5		3		5		17		9		13		9		14		14				5		17		12		8		5		10		16		24		10				14		28		25		30		23		27		34		48		33

		23		2		5		4		7		3		5		6		13		5				5		2		3		9		12		5		11		15		9				6		11		8		10		7		5		15		11		15				13		18		15		26		22		15		32		39		29

		24		5		4		9		9		9		7		7		5		3				3		5		1		13		7		9		10		14		10				7		12		1		10		7		3		4		10		10				15		21		11		32		23		19		21		29		23

		25		9		4		3		7		3		3		7		14		5				6		2		4		10		8		8		8		4		14				1		8		7		5		10		3		5		8		8				16		14		14		22		21		14		20		26		27

		26		7		7		4		6		2		3		4		7		2				3		4		1		9		7		4		11		10		6				4		7		4		5		1		5		10		5		5				14		18		9		20		10		12		25		22		13

		27		4		3		7		10		4		5		2		7		4				5		1		4		3		5		4		7		9		8				4		11		6		5		1		8		5		7		2				13		15		17		18		10		17		14		23		14

		28		2		4		6		9		2		1		5		2		4				3		2		1		4		4		1		3		7		6				2		2		7		3		5		3		9		5		2				7		8		14		16		11		5		17		14		12

		29		5		2		2		2		1		1		3		2		2				3		1				5		1		4		4		5		4				2		1		3		5		1		3		3		5		2				10		4		5		12		3		8		10		12		8

		30		1		2		2		3		1		3		0		3		5				2		2						5		3		14		1		6				1		2		3		2		2		2		5		3		4				4		6		5		5		8		8		19		7		15

		Total														198		316		240																291		344		430																339		358		357														1027		828		1018		1027

		Total Force														3109		2921		2716																5204		5119		5062																4276		4115		3881																12589		12155		11659

		%														6.37%		10.82%		8.84%																5.59%		6.72%		8.49%																7.93%		8.70%		9.20%																6.58%		8.38%		8.81%

		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00

		0-6 YRS		51.1%		40.2%		35.7%		24.3%		29.4%		28.3%		31.8%		31.0%		36.3%		0-6 YRS		55.8%		67.3%		70.4%		42.5%		42.7%		45.1%		29.9%		28.8%		29.5%		0-6 YRS		41.6%		27.3%		25.1%		18.5%		18.3%		20.5%		26.0%		27.9%		32.2%		0-6 YRS		49.0%		39.9%		40.6%		29.8%		30.3%		31.8%		28.7%		29.2%		32.0%

		7-10 YRS		10.6%		10.5%		14.5%		19.8%		21.9%		21.5%		24.2%		17.4%		15.4%		7-10 YRS		6.8%		4.5%		6.5%		12.8%		12.8%		12.5%		13.1%		15.1%		15.8%		7-10 YRS		16.3%		16.9%		17.9%		21.9%		22.3%		22.3%		16.5%		14.2%		11.5%		7-10 YRS		11.6%		12.3%		13.8%		17.6%		18.5%		18.4%		17.1%		15.5%		14.2%

		11-15 YRS		10.6%		16.3%		15.4%		14.9%		15.5%		13.2%		9.6%		12.7%		13.8%		11-15 YRS		6.8%		4.5%		4.1%		13.1%		13.4%		11.8%		12.0%		15.1%		17.2%		11-15 YRS		9.0%		22.1%		19.5%		22.8%		31.1%		24.7%		17.7%		23.2%		23.8%		11-15 YRS		9.0%		16.5%		14.1%		16.9%		20.8%		16.9%		13.8%		17.2%		18.7%

		16-30 YRS		27.7%		33.0%		34.4%		41.0%		33.2%		37.1%		34.3%		38.9%		34.6%		16-30 YRS		30.5%		23.7%		18.9%		31.7%		31.1%		30.6%		45.0%		41.0%		37.4%		16-30 YRS		33.1%		33.7%		37.5%		36.8%		28.3%		32.5%		39.8%		34.6%		32.5%		16-30 YRS		30.4%		31.3%		31.5%		35.7%		30.4%		33.0%		40.3%		38.1%		35.1%

																								The chart above demonstrate Army separation behaviour by cohort over the past ten years. While at first glance the decrease in 0-6 year separations might prove encouraging, what the graph is really demonstration is a reduction in the proportion of junior
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		0		18		14		7		10		13		18		16		18		9				48		33		30		37		36		40		27		37		30				5		7		5		5		6		7		2		3		3				71		54		42		52		55		65		45		58		42

		1		32		12		14		13		17		16		23		28		16				25		36		38		35		35		29		19		27		29				30		13		9		5		13		18		29		13		18				87		61		61		53		65		63		71		68		63

		2		27		28		17		10		4		5		12		13		11				10		11		19		16		15		10		9		13		14				33		21		7		6		10		14		27		35		33				70		60		43		32		29		29		48		61		58

		3		10		10		7		6		1		2		8		11		7				9		10		10		19		15		5		8		11		18				13		14		9		3		3		8		15		25		21				32		34		26		28		19		15		31		47		46

		4		13		7		14		1		6				1		16		21				6		4		6		10		20		13		4		3		16				11		14		12		10		9		3		9		14		25				30		25		32		21		35		16		14		33		62

		5		14		9		9		4		9		7		0		5		12				4		5		7		20		13		18		6		4		10				7		10		9		17		5		3		4		7		14				25		24		25		41		27		28		10		16		36

		6		6		4		13		10		5		10		3		7		11				4		6		9		16		16		22		14		4		10				3		15		12		10		18		7		2		3		1				13		25		34		36		39		39		19		14		22

		7		10		7		13		15		15		11		13		7		8				3		1		3		14		14		10		4		14		15				14		11		14		14		27		20		13		7		8				27		19		30		43		56		41		30		28		31

		8		6		5		9		12		13		13		14		15		13				4		1		1		16		7		16		15		13		22				9		13		6		19		12		17		15		10		1				19		19		16		47		32		46		44		38		36

		9		3		5		5		5		4		8		10		10		7				3		1		5		5		9		6		5		16		15				7		19		12		16		18		11		16		23		9				13		25		22		26		31		25		31		49		31
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		13		6		10		7		7		5		3		3		5		6						3		1		7		13		5		5		13		15				4		13		13		17		11		17		20		14		15				10		26		21		31		29		25		28		32		36

		14		4		4		8		1		8		8		3		4		7				1		2		1		8		3		9		7		10		14				2		12		12		11		27		11		7		12		14				7		18		21		20		38		28		17		26		35

		15		3		6		8		8		4		6		2		3		2				4				1		8		11		4		6		7		9				4		11		2		3		14		11		4		15		18				11		17		11		19		29		21		12		25		29

		16		4		4		4		4		3		8		0		10		5				4		2				5				5		3		8		9				1		6		5		9		8		5		7		5		13				9		12		9		18		11		18		10		23		27

		17		4		2		2		6		0		7		1		3		1						2		2		4		3		2		2		4		9				4		2		1		5		5		6		7		5		6				8		6		5		15		8		15		10		12		16

		18		2		0		3		4		4		0		3		5		5						1		3		3		4		2		5		4		8				7		1		8		7		3		6		7		4		3				9		2		14		14		11		8		15		13		16

		19		0		2		2		1		3		5		8		9		7				2		1				6		5		1		2		6		5				16		1		6		5		6		1		2		5		4				18		4		8		12		14		7		12		20		16

		20		10		12		13		8		10		17		8		17		18				11		4		5		20		25		24		23		20		36				11		10		12		13		14		19		18		12		15				32		26		30		41		49		60		49		49		69

		21		6		10		9		10		8		7		5		16		8				6		5		3		6		14		8		19		20		17				10		25		11		19		24		16		22		15		17				22		40		23		35		46		31		46		51		42

		22		4		8		8		5		9		4		9		10		9				5		3		5		17		9		13		9		14		14				5		17		12		8		5		10		16		24		10				14		28		25		30		23		27		34		48		33

		23		2		5		4		7		3		5		6		13		5				5		2		3		9		12		5		11		15		9				6		11		8		10		7		5		15		11		15				13		18		15		26		22		15		32		39		29

		24		5		4		9		9		9		7		7		5		3				3		5		1		13		7		9		10		14		10				7		12		1		10		7		3		4		10		10				15		21		11		32		23		19		21		29		23

		25		9		4		3		7		3		3		7		14		5				6		2		4		10		8		8		8		4		14				1		8		7		5		10		3		5		8		8				16		14		14		22		21		14		20		26		27

		26		7		7		4		6		2		3		4		7		2				3		4		1		9		7		4		11		10		6				4		7		4		5		1		5		10		5		5				14		18		9		20		10		12		25		22		13

		27		4		3		7		10		4		5		2		7		4				5		1		4		3		5		4		7		9		8				4		11		6		5		1		8		5		7		2				13		15		17		18		10		17		14		23		14

		28		2		4		6		9		2		1		5		2		4				3		2		1		4		4		1		3		7		6				2		2		7		3		5		3		9		5		2				7		8		14		16		11		5		17		14		12

		29		5		2		2		2		1		1		3		2		2				3		1				5		1		4		4		5		4				2		1		3		5		1		3		3		5		2				10		4		5		12		3		8		10		12		8

		30		1		2		2		3		1		3		0		3		5				2		2						5		3		14		1		6				1		2		3		2		2		2		5		3		4				4		6		5		5		8		8		19		7		15

		Total														198		316		240																291		344		430																339		358		357														1027		828		1018		1027

		Total Force														3109		2921		2716																5204		5119		5062																4276		4115		3881																12589		12155		11659

		%														6.37%		10.82%		8.84%																5.59%		6.72%		8.49%																7.93%		8.70%		9.20%																6.58%		8.38%		8.81%

		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00

		0-6 YRS		51.1%		40.2%		35.7%		24.3%		29.4%		28.3%		31.8%		31.0%		36.3%		0-6 YRS		55.8%		67.3%		70.4%		42.5%		42.7%		45.1%		29.9%		28.8%		29.5%		0-6 YRS		41.6%		27.3%		25.1%		18.5%		18.3%		20.5%		26.0%		27.9%		32.2%		0-6 YRS		49.0%		39.9%		40.6%		29.8%		30.3%		31.8%		28.7%		29.2%		32.0%

		7-10 YRS		10.6%		10.5%		14.5%		19.8%		21.9%		21.5%		24.2%		17.4%		15.4%		7-10 YRS		6.8%		4.5%		6.5%		12.8%		12.8%		12.5%		13.1%		15.1%		15.8%		7-10 YRS		16.3%		16.9%		17.9%		21.9%		22.3%		22.3%		16.5%		14.2%		11.5%		7-10 YRS		11.6%		12.3%		13.8%		17.6%		18.5%		18.4%		17.1%		15.5%		14.2%

		11-15 YRS		10.6%		16.3%		15.4%		14.9%		15.5%		13.2%		9.6%		12.7%		13.8%		11-15 YRS		6.8%		4.5%		4.1%		13.1%		13.4%		11.8%		12.0%		15.1%		17.2%		11-15 YRS		9.0%		22.1%		19.5%		22.8%		31.1%		24.7%		17.7%		23.2%		23.8%		11-15 YRS		9.0%		16.5%		14.1%		16.9%		20.8%		16.9%		13.8%		17.2%		18.7%

		16-30 YRS		27.7%		33.0%		34.4%		41.0%		33.2%		37.1%		34.3%		38.9%		34.6%		16-30 YRS		30.5%		23.7%		18.9%		31.7%		31.1%		30.6%		45.0%		41.0%		37.4%		16-30 YRS		33.1%		33.7%		37.5%		36.8%		28.3%		32.5%		39.8%		34.6%		32.5%		16-30 YRS		30.4%		31.3%		31.5%		35.7%		30.4%		33.0%		40.3%		38.1%		35.1%

																								The chart above demonstrate Army separation behaviour by cohort over the past ten years. While at first glance the decrease in 0-6 year separations might prove encouraging, what the graph is really demonstration is a reduction in the proportion of junior
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		5		39		78		71		154		115		60		52		59		125				90		112		178		323		266		111		60		87		117				76		158		140		63		40		19		12		37		43				205		348		389		540		421		190		124		183		285
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YEARS OF SERVICE

RAAF AIRMEN



		RAN OFF																						ARA OFF																				RAAF OFF																				ADF OFF

		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00				91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00				91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00				91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00

		0		18		14		7		10		13		18		16		18		9				48		33		30		37		36		40		27		37		30				5		7		5		5		6		7		2		3		3				71		54		42		52		55		65		45		58		42

		1		32		12		14		13		17		16		23		28		16				25		36		38		35		35		29		19		27		29				30		13		9		5		13		18		29		13		18				87		61		61		53		65		63		71		68		63

		2		27		28		17		10		4		5		12		13		11				10		11		19		16		15		10		9		13		14				33		21		7		6		10		14		27		35		33				70		60		43		32		29		29		48		61		58

		3		10		10		7		6		1		2		8		11		7				9		10		10		19		15		5		8		11		18				13		14		9		3		3		8		15		25		21				32		34		26		28		19		15		31		47		46

		4		13		7		14		1		6				1		16		21				6		4		6		10		20		13		4		3		16				11		14		12		10		9		3		9		14		25				30		25		32		21		35		16		14		33		62

		5		14		9		9		4		9		7		0		5		12				4		5		7		20		13		18		6		4		10				7		10		9		17		5		3		4		7		14				25		24		25		41		27		28		10		16		36

		6		6		4		13		10		5		10		3		7		11				4		6		9		16		16		22		14		4		10				3		15		12		10		18		7		2		3		1				13		25		34		36		39		39		19		14		22

		7		10		7		13		15		15		11		13		7		8				3		1		3		14		14		10		4		14		15				14		11		14		14		27		20		13		7		8				27		19		30		43		56		41		30		28		31

		8		6		5		9		12		13		13		14		15		13				4		1		1		16		7		16		15		13		22				9		13		6		19		12		17		15		10		1				19		19		16		47		32		46		44		38		36

		9		3		5		5		5		4		8		10		10		7				3		1		5		5		9		6		5		16		15				7		19		12		16		18		11		16		23		9				13		25		22		26		31		25		31		49		31

		10		6		5		6		12		9		12		11		23		9				3		4		2		11		15		6		14		9		16				10		15		13		17		21		17		12		11		23				19		24		21		40		45		35		37		43		48

		11		5		8		5		7		3		7		7		19		13				4		1		1		15		10		11		8		14		19				7		21		9		22		28		14		14		17		17				16		30		15		44		41		32		29		50		49

		12		7		6		7		10		9		3		4		9		5				4		1		3		9		10		7		9		8		17				5		19		13		16		29		19		15		25		21				16		26		23		35		48		29		28		42		43

		13		6		10		7		7		5		3		3		5		6						3		1		7		13		5		5		13		15				4		13		13		17		11		17		20		14		15				10		26		21		31		29		25		28		32		36

		14		4		4		8		1		8		8		3		4		7				1		2		1		8		3		9		7		10		14				2		12		12		11		27		11		7		12		14				7		18		21		20		38		28		17		26		35

		15		3		6		8		8		4		6		2		3		2				4				1		8		11		4		6		7		9				4		11		2		3		14		11		4		15		18				11		17		11		19		29		21		12		25		29

		16		4		4		4		4		3		8		0		10		5				4		2				5				5		3		8		9				1		6		5		9		8		5		7		5		13				9		12		9		18		11		18		10		23		27

		17		4		2		2		6		0		7		1		3		1						2		2		4		3		2		2		4		9				4		2		1		5		5		6		7		5		6				8		6		5		15		8		15		10		12		16

		18		2		0		3		4		4		0		3		5		5						1		3		3		4		2		5		4		8				7		1		8		7		3		6		7		4		3				9		2		14		14		11		8		15		13		16

		19		0		2		2		1		3		5		8		9		7				2		1				6		5		1		2		6		5				16		1		6		5		6		1		2		5		4				18		4		8		12		14		7		12		20		16

		20		10		12		13		8		10		17		8		17		18				11		4		5		20		25		24		23		20		36				11		10		12		13		14		19		18		12		15				32		26		30		41		49		60		49		49		69

		21		6		10		9		10		8		7		5		16		8				6		5		3		6		14		8		19		20		17				10		25		11		19		24		16		22		15		17				22		40		23		35		46		31		46		51		42

		22		4		8		8		5		9		4		9		10		9				5		3		5		17		9		13		9		14		14				5		17		12		8		5		10		16		24		10				14		28		25		30		23		27		34		48		33

		23		2		5		4		7		3		5		6		13		5				5		2		3		9		12		5		11		15		9				6		11		8		10		7		5		15		11		15				13		18		15		26		22		15		32		39		29

		24		5		4		9		9		9		7		7		5		3				3		5		1		13		7		9		10		14		10				7		12		1		10		7		3		4		10		10				15		21		11		32		23		19		21		29		23

		25		9		4		3		7		3		3		7		14		5				6		2		4		10		8		8		8		4		14				1		8		7		5		10		3		5		8		8				16		14		14		22		21		14		20		26		27

		26		7		7		4		6		2		3		4		7		2				3		4		1		9		7		4		11		10		6				4		7		4		5		1		5		10		5		5				14		18		9		20		10		12		25		22		13

		27		4		3		7		10		4		5		2		7		4				5		1		4		3		5		4		7		9		8				4		11		6		5		1		8		5		7		2				13		15		17		18		10		17		14		23		14

		28		2		4		6		9		2		1		5		2		4				3		2		1		4		4		1		3		7		6				2		2		7		3		5		3		9		5		2				7		8		14		16		11		5		17		14		12

		29		5		2		2		2		1		1		3		2		2				3		1				5		1		4		4		5		4				2		1		3		5		1		3		3		5		2				10		4		5		12		3		8		10		12		8

		30		1		2		2		3		1		3		0		3		5				2		2						5		3		14		1		6				1		2		3		2		2		2		5		3		4				4		6		5		5		8		8		19		7		15

		Total														198		316		240																291		344		430																339		358		357														1027		828		1018		1027

		Total Force														3109		2921		2716																5204		5119		5062																4276		4115		3881																12589		12155		11659

		%														6.37%		10.82%		8.84%																5.59%		6.72%		8.49%																7.93%		8.70%		9.20%																6.58%		8.38%		8.81%

		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00

		0-6 YRS		51.1%		40.2%		35.7%		24.3%		29.4%		28.3%		31.8%		31.0%		36.3%		0-6 YRS		55.8%		67.3%		70.4%		42.5%		42.7%		45.1%		29.9%		28.8%		29.5%		0-6 YRS		41.6%		27.3%		25.1%		18.5%		18.3%		20.5%		26.0%		27.9%		32.2%		0-6 YRS		49.0%		39.9%		40.6%		29.8%		30.3%		31.8%		28.7%		29.2%		32.0%

		7-10 YRS		10.6%		10.5%		14.5%		19.8%		21.9%		21.5%		24.2%		17.4%		15.4%		7-10 YRS		6.8%		4.5%		6.5%		12.8%		12.8%		12.5%		13.1%		15.1%		15.8%		7-10 YRS		16.3%		16.9%		17.9%		21.9%		22.3%		22.3%		16.5%		14.2%		11.5%		7-10 YRS		11.6%		12.3%		13.8%		17.6%		18.5%		18.4%		17.1%		15.5%		14.2%

		11-15 YRS		10.6%		16.3%		15.4%		14.9%		15.5%		13.2%		9.6%		12.7%		13.8%		11-15 YRS		6.8%		4.5%		4.1%		13.1%		13.4%		11.8%		12.0%		15.1%		17.2%		11-15 YRS		9.0%		22.1%		19.5%		22.8%		31.1%		24.7%		17.7%		23.2%		23.8%		11-15 YRS		9.0%		16.5%		14.1%		16.9%		20.8%		16.9%		13.8%		17.2%		18.7%

		16-30 YRS		27.7%		33.0%		34.4%		41.0%		33.2%		37.1%		34.3%		38.9%		34.6%		16-30 YRS		30.5%		23.7%		18.9%		31.7%		31.1%		30.6%		45.0%		41.0%		37.4%		16-30 YRS		33.1%		33.7%		37.5%		36.8%		28.3%		32.5%		39.8%		34.6%		32.5%		16-30 YRS		30.4%		31.3%		31.5%		35.7%		30.4%		33.0%		40.3%		38.1%		35.1%

																								The chart above demonstrate Army separation behaviour by cohort over the past ten years. While at first glance the decrease in 0-6 year separations might prove encouraging, what the graph is really demonstration is a reduction in the proportion of junior
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(in groups of LOS, compared to total in that year)
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		RAN OFF																						ARA OFF																				RAAF OFF																				ADF OFF

		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00				91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00				91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00				91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00

		0		18		14		7		10		13		18		16		18		9				48		33		30		37		36		40		27		37		30				5		7		5		5		6		7		2		3		3				71		54		42		52		55		65		45		58		42

		1		32		12		14		13		17		16		23		28		16				25		36		38		35		35		29		19		27		29				30		13		9		5		13		18		29		13		18				87		61		61		53		65		63		71		68		63

		2		27		28		17		10		4		5		12		13		11				10		11		19		16		15		10		9		13		14				33		21		7		6		10		14		27		35		33				70		60		43		32		29		29		48		61		58

		3		10		10		7		6		1		2		8		11		7				9		10		10		19		15		5		8		11		18				13		14		9		3		3		8		15		25		21				32		34		26		28		19		15		31		47		46

		4		13		7		14		1		6				1		16		21				6		4		6		10		20		13		4		3		16				11		14		12		10		9		3		9		14		25				30		25		32		21		35		16		14		33		62

		5		14		9		9		4		9		7		0		5		12				4		5		7		20		13		18		6		4		10				7		10		9		17		5		3		4		7		14				25		24		25		41		27		28		10		16		36

		6		6		4		13		10		5		10		3		7		11				4		6		9		16		16		22		14		4		10				3		15		12		10		18		7		2		3		1				13		25		34		36		39		39		19		14		22

		7		10		7		13		15		15		11		13		7		8				3		1		3		14		14		10		4		14		15				14		11		14		14		27		20		13		7		8				27		19		30		43		56		41		30		28		31

		8		6		5		9		12		13		13		14		15		13				4		1		1		16		7		16		15		13		22				9		13		6		19		12		17		15		10		1				19		19		16		47		32		46		44		38		36

		9		3		5		5		5		4		8		10		10		7				3		1		5		5		9		6		5		16		15				7		19		12		16		18		11		16		23		9				13		25		22		26		31		25		31		49		31

		10		6		5		6		12		9		12		11		23		9				3		4		2		11		15		6		14		9		16				10		15		13		17		21		17		12		11		23				19		24		21		40		45		35		37		43		48

		11		5		8		5		7		3		7		7		19		13				4		1		1		15		10		11		8		14		19				7		21		9		22		28		14		14		17		17				16		30		15		44		41		32		29		50		49

		12		7		6		7		10		9		3		4		9		5				4		1		3		9		10		7		9		8		17				5		19		13		16		29		19		15		25		21				16		26		23		35		48		29		28		42		43

		13		6		10		7		7		5		3		3		5		6						3		1		7		13		5		5		13		15				4		13		13		17		11		17		20		14		15				10		26		21		31		29		25		28		32		36

		14		4		4		8		1		8		8		3		4		7				1		2		1		8		3		9		7		10		14				2		12		12		11		27		11		7		12		14				7		18		21		20		38		28		17		26		35

		15		3		6		8		8		4		6		2		3		2				4				1		8		11		4		6		7		9				4		11		2		3		14		11		4		15		18				11		17		11		19		29		21		12		25		29

		16		4		4		4		4		3		8		0		10		5				4		2				5				5		3		8		9				1		6		5		9		8		5		7		5		13				9		12		9		18		11		18		10		23		27

		17		4		2		2		6		0		7		1		3		1						2		2		4		3		2		2		4		9				4		2		1		5		5		6		7		5		6				8		6		5		15		8		15		10		12		16

		18		2		0		3		4		4		0		3		5		5						1		3		3		4		2		5		4		8				7		1		8		7		3		6		7		4		3				9		2		14		14		11		8		15		13		16

		19		0		2		2		1		3		5		8		9		7				2		1				6		5		1		2		6		5				16		1		6		5		6		1		2		5		4				18		4		8		12		14		7		12		20		16

		20		10		12		13		8		10		17		8		17		18				11		4		5		20		25		24		23		20		36				11		10		12		13		14		19		18		12		15				32		26		30		41		49		60		49		49		69

		21		6		10		9		10		8		7		5		16		8				6		5		3		6		14		8		19		20		17				10		25		11		19		24		16		22		15		17				22		40		23		35		46		31		46		51		42

		22		4		8		8		5		9		4		9		10		9				5		3		5		17		9		13		9		14		14				5		17		12		8		5		10		16		24		10				14		28		25		30		23		27		34		48		33

		23		2		5		4		7		3		5		6		13		5				5		2		3		9		12		5		11		15		9				6		11		8		10		7		5		15		11		15				13		18		15		26		22		15		32		39		29

		24		5		4		9		9		9		7		7		5		3				3		5		1		13		7		9		10		14		10				7		12		1		10		7		3		4		10		10				15		21		11		32		23		19		21		29		23

		25		9		4		3		7		3		3		7		14		5				6		2		4		10		8		8		8		4		14				1		8		7		5		10		3		5		8		8				16		14		14		22		21		14		20		26		27

		26		7		7		4		6		2		3		4		7		2				3		4		1		9		7		4		11		10		6				4		7		4		5		1		5		10		5		5				14		18		9		20		10		12		25		22		13

		27		4		3		7		10		4		5		2		7		4				5		1		4		3		5		4		7		9		8				4		11		6		5		1		8		5		7		2				13		15		17		18		10		17		14		23		14

		28		2		4		6		9		2		1		5		2		4				3		2		1		4		4		1		3		7		6				2		2		7		3		5		3		9		5		2				7		8		14		16		11		5		17		14		12

		29		5		2		2		2		1		1		3		2		2				3		1				5		1		4		4		5		4				2		1		3		5		1		3		3		5		2				10		4		5		12		3		8		10		12		8

		30		1		2		2		3		1		3		0		3		5				2		2						5		3		14		1		6				1		2		3		2		2		2		5		3		4				4		6		5		5		8		8		19		7		15

		Total														198		316		240																291		344		430																339		358		357														1027		828		1018		1027

		Total Force														3109		2921		2716																5204		5119		5062																4276		4115		3881																12589		12155		11659

		%														6.37%		10.82%		8.84%																5.59%		6.72%		8.49%																7.93%		8.70%		9.20%																6.58%		8.38%		8.81%

		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00

		0-6 YRS		51.1%		40.2%		35.7%		24.3%		29.4%		28.3%		31.8%		31.0%		36.3%		0-6 YRS		55.8%		67.3%		70.4%		42.5%		42.7%		45.1%		29.9%		28.8%		29.5%		0-6 YRS		41.6%		27.3%		25.1%		18.5%		18.3%		20.5%		26.0%		27.9%		32.2%		0-6 YRS		49.0%		39.9%		40.6%		29.8%		30.3%		31.8%		28.7%		29.2%		32.0%

		7-10 YRS		10.6%		10.5%		14.5%		19.8%		21.9%		21.5%		24.2%		17.4%		15.4%		7-10 YRS		6.8%		4.5%		6.5%		12.8%		12.8%		12.5%		13.1%		15.1%		15.8%		7-10 YRS		16.3%		16.9%		17.9%		21.9%		22.3%		22.3%		16.5%		14.2%		11.5%		7-10 YRS		11.6%		12.3%		13.8%		17.6%		18.5%		18.4%		17.1%		15.5%		14.2%

		11-15 YRS		10.6%		16.3%		15.4%		14.9%		15.5%		13.2%		9.6%		12.7%		13.8%		11-15 YRS		6.8%		4.5%		4.1%		13.1%		13.4%		11.8%		12.0%		15.1%		17.2%		11-15 YRS		9.0%		22.1%		19.5%		22.8%		31.1%		24.7%		17.7%		23.2%		23.8%		11-15 YRS		9.0%		16.5%		14.1%		16.9%		20.8%		16.9%		13.8%		17.2%		18.7%

		16-30 YRS		27.7%		33.0%		34.4%		41.0%		33.2%		37.1%		34.3%		38.9%		34.6%		16-30 YRS		30.5%		23.7%		18.9%		31.7%		31.1%		30.6%		45.0%		41.0%		37.4%		16-30 YRS		33.1%		33.7%		37.5%		36.8%		28.3%		32.5%		39.8%		34.6%		32.5%		16-30 YRS		30.4%		31.3%		31.5%		35.7%		30.4%		33.0%		40.3%		38.1%		35.1%

																								The chart above demonstrate Army separation behaviour by cohort over the past ten years. While at first glance the decrease in 0-6 year separations might prove encouraging, what the graph is really demonstration is a reduction in the proportion of junior
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		9		11		17		37		18		6		8		18		45

		100		32		14		22		52		41		20		14		33
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		4		11		10		13		13		17		18		15		17

		6		13		14		10		12		25		8		23		16

		88		96		53		61		52		70		57		66		58

		148		232		107		79		112		83		117		115		115

		49		139		63		21		38		63		62		71		72

		28		62		62		29		19		22		42		45		40

		18		59		30		12		19		15		14		33		23

		16		37		19		11		14		17		14		10		36

		9		23		23		6		8		16		15		13		12

		6		25		8		5		7		12		9		13		7

		3		13		7		5		2		9		7		13		13

		2		12		6		2		1		9		9		4		7
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ADF OR

		RAN SAILORS																						ARA SOLDIERS																				RAAF AIRMEN																				ADF OR

		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00				91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00				91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00				91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00

		0		144		100		121		172		126		112		92		88		89				196		86		157		522		626		370		153		137		183				9		11		17		37		18		6		8		18		45				349		197		295		731		770		488		253		243		317

		1		115		74		52		39		53		58		62		52		38				218		208		149		193		183		194		72		59		46				100		32		14		22		52		41		20		14		33				433		314		215		254		288		293		154		125		117

		2		97		118		89		56		28		57		64		65		44				147		162		166		90		71		105		114		87		53				58		55		8		6		13		17		17		16		8				302		335		263		152		112		179		195		168		105

		3		73		82		107		70		22		45		113		96		88				96		126		224		172		98		127		68		132		85				85		85		94		28		16		24		41		36		25				254		293		425		270		136		196		222		264		198

		4		56		104		165		211		164		130		58		134		177				226		280		340		563		332		78		93		175		372				78		113		122		55		29		11		29		67		55				360		497		627		829		525		219		180		376		604

		5		39		78		71		154		115		60		52		59		125				90		112		178		323		266		111		60		87		117				76		158		140		63		40		19		12		37		43				205		348		389		540		421		190		124		183		285

		6		108		120		187		123		114		88		72		66		108				47		86		129		197		151		135		125		69		82				92		168		168		104		91		80		36		29		52				247		374		484		424		356		303		233		164		242

		7		43		58		106		159		145		107		78		98		52				33		59		111		171		143		135		140		135		76				113		189		159		78		102		121		86		50		21				189		306		376		408		390		363		304		283		149

		8		22		18		36		69		103		86		79		64		66				32		41		66		114		151		105		116		144		107				56		167		131		77		95		79		113		89		29				110		226		233		260		349		270		308		297		202

		9		48		21		35		48		53		50		38		43		47				37		22		42		79		80		55		51		70		79				27		93		125		51		83		70		87		115		82				112		136		202		178		216		175		176		228		208

		10		97		70		65		84		113		98		113		101		116				80		63		89		148		126		122		111		120		132				35		59		99		46		58		61		76		81		74				212		192		253		278		297		281		300		302		322

		11		30		41		53		32		49		40		44		74		69				23		30		58		63		57		46		56		83		100				49		92		65		51		62		70		106		114		90				102		163		176		146		168		156		206		271		259

		12		22		44		51		53		24		23		28		42		48				21		35		50		38		59		36		40		71		65				37		101		79		26		47		90		76		69		74				80		180		180		117		130		149		144		182		187

		13		16		22		28		33		33		18		14		15		25				4		24		32		51		42		17		24		34		60				28		68		71		43		23		40		60		70		56				48		114		131		127		98		75		98		119		141

		14		5		14		14		17		16		11		8		6		13				12		16		15		40		32		33		27		28		33				25		65		55		32		27		15		38		59		60				42		95		84		89		75		59		73		93		106

		15		12		15		16		11		15		20		10		11		13				10		7		18		27		26		22		27		18		24				10		55		50		23		23		31		19		55		34				32		77		84		61		64		73		56		84		71

		16		5		12		7		6		9		8		8		10		5				4		6		9		10		25		13		23		26		25				11		39		22		19		25		22		35		14		20				20		57		38		35		59		43		66		50		50

		17		2		6		7		6		6		7		2		9		9				3		12		10		12		19		13		12		12		23				5		13		23		6		10		19		27		10		13				10		31		40		24		35		39		41		31		45

		18		8		5		4		13		5		3		6		7		11				10		9		14		13		17		10		13		19		18				4		11		10		13		13		17		18		15		17				22		25		28		39		35		30		37		41		46

		19		9		12		7		8		8		64		56		52		50				9		7		2		13		15		13		7		7		12				6		13		14		10		12		25		8		23		16				24		32		23		31		35		102		71		82		78

		20		151		155		137		147		167		134		71		84		108				207		220		103		187		155		148		149		166		222				88		96		53		61		52		70		57		66		58				446		471		293		395		374		352		277		316		388

		21		27		39		45		49		35		50		33		51		37				32		46		43		73		59		61		82		86		81				148		232		107		79		112		83		117		115		115				207		317		195		201		206		194		232		252		233

		22		12		21		37		46		43		28		22		37		30				13		23		22		60		61		53		63		61		51				49		139		63		21		38		63		62		71		72				74		183		122		127		142		144		147		169		153

		23		11		13		24		26		32		17		24		29		13				20		20		7		36		37		46		46		38		41				28		62		62		29		19		22		42		45		40				59		95		93		91		88		85		112		112		94

		24		18		7		11		16		20		8		11		10		11				9		9		5		29		27		20		40		34		28				18		59		30		12		19		15		14		33		23				45		75		46		57		66		43		65		77		62

		25		11		30		22		19		9		10		6		9		8				4		8		5		15		22		22		36		31		37				16		37		19		11		14		17		14		10		36				31		75		46		45		45		49		56		50		81

		26		2		9		8		7		9		8		8		11		5				2		2		4		12		23		10		30		24		20				9		23		23		6		8		16		15		13		12				13		34		35		25		40		34		53		48		37

		27		3		9		2		8		1		5		4		3		8				2		7		1		10		12		10		6		9		10				6		25		8		5		7		12		9		13		7				11		41		11		23		20		27		19		25		25

		28		2		8		2		1		1		2		5		3		1				3		3		1		5		4		7		13		4		14				3		13		7		5		2		9		7		13		13				8		24		10		11		7		18		25		20		28

		29		2		13		7		4		1		1		4		2		4				1		2		1		4		6		3		11		2		4				2		12		6		2		1		9		9		4		7				5		27		14		10		8		13		24		8		15

		30		3		12		14		7		0						1		5				2		2		1		1		3		5		9		9		6				1		4		4		3		3		7		3		6		4				6		18		19		11		6		12		12		16		15

		Total														1,185		1,332		1,423																1817		1977		2206																1261		1370		1234																4263		4679		4863

		Total Force														11,141		10,475		9,811																19736		18787		19102																11708		10599		10183																42,585		39,861		39,096

		%														10.64%		12.72%		14.50%																9.21%		10.52%		11.55%																10.77%		12.93%		12.12%																10.01%		11.74%		12.44%

		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00

		0-6 YRS		53.0%		50.8%		51.8%		48.7%		40.9%		40.8%		43.3%		42.0%		47.0%		0-6 YRS		64.0%		61.2%		65.4%		63.0%		59.0%		52.7%		37.7%		37.7%		42.5%		0-6 YRS		39.2%		27.2%		30.5%		30.8%		23.2%		16.8%		12.9%		15.8%		21.2%		0-6 YRS		53.0%		44.1%		49.7%		53.4%		46.9%		40.1%		31.9%		32.5%		38.4%

		7-10 YRS		17.6%		12.6%		15.8%		21.3%		27.3%		25.3%		26.0%		23.0%		19.7%		7-10 YRS		11.4%		10.7%		15.0%		15.7%		17.1%		19.6%		23.0%		23.7%		17.9%		7-10 YRS		18.2%		22.2%		27.8%		24.6%		30.3%		28.0%		28.7%		24.5%		16.7%		7-10 YRS		15.4%		16.1%		19.6%		18.8%		22.5%		23.4%		25.5%		23.7%		18.1%

		11-15 YRS		7.1%		10.2%		10.6%		8.6%		9.0%		8.3%		8.8%		11.1%		11.8%		11-15 YRS		4.4%		6.5%		8.4%		6.7%		7.4%		7.2%		9.6%		11.8%		12.8%		11-15 YRS		11.7%		16.6%		17.3%		17.1%		16.3%		20.8%		23.7%		26.8%		25.4%		11-15 YRS		7.5%		11.8%		12.1%		9.0%		9.6%		11.0%		13.5%		16.0%		15.7%

		16-30 YRS		22.3%		26.4%		21.8%		21.4%		22.8%		25.6%		21.9%		23.9%		21.4%		16-30 YRS		20.2%		21.7%		11.1%		14.7%		16.6%		20.4%		29.7%		26.7%		26.8%		16-30 YRS		31.0%		34.0%		24.4%		27.5%		30.1%		34.4%		34.7%		32.9%		36.7%		16-30 YRS		24.2%		28.1%		18.7%		18.8%		21.0%		25.5%		29.0%		27.7%		27.8%
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		RAN OFF																						ARA OFF																				RAAF OFF																				ADF OFF

		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00				91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00				91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00				91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00

		0		18		14		7		10		13		18		16		18		9				48		33		30		37		36		40		27		37		30				5		7		5		5		6		7		2		3		3				71		54		42		52		55		65		45		58		42

		1		32		12		14		13		17		16		23		28		16				25		36		38		35		35		29		19		27		29				30		13		9		5		13		18		29		13		18				87		61		61		53		65		63		71		68		63

		2		27		28		17		10		4		5		12		13		11				10		11		19		16		15		10		9		13		14				33		21		7		6		10		14		27		35		33				70		60		43		32		29		29		48		61		58

		3		10		10		7		6		1		2		8		11		7				9		10		10		19		15		5		8		11		18				13		14		9		3		3		8		15		25		21				32		34		26		28		19		15		31		47		46

		4		13		7		14		1		6				1		16		21				6		4		6		10		20		13		4		3		16				11		14		12		10		9		3		9		14		25				30		25		32		21		35		16		14		33		62

		5		14		9		9		4		9		7		0		5		12				4		5		7		20		13		18		6		4		10				7		10		9		17		5		3		4		7		14				25		24		25		41		27		28		10		16		36

		6		6		4		13		10		5		10		3		7		11				4		6		9		16		16		22		14		4		10				3		15		12		10		18		7		2		3		1				13		25		34		36		39		39		19		14		22

		7		10		7		13		15		15		11		13		7		8				3		1		3		14		14		10		4		14		15				14		11		14		14		27		20		13		7		8				27		19		30		43		56		41		30		28		31

		8		6		5		9		12		13		13		14		15		13				4		1		1		16		7		16		15		13		22				9		13		6		19		12		17		15		10		1				19		19		16		47		32		46		44		38		36

		9		3		5		5		5		4		8		10		10		7				3		1		5		5		9		6		5		16		15				7		19		12		16		18		11		16		23		9				13		25		22		26		31		25		31		49		31

		10		6		5		6		12		9		12		11		23		9				3		4		2		11		15		6		14		9		16				10		15		13		17		21		17		12		11		23				19		24		21		40		45		35		37		43		48

		11		5		8		5		7		3		7		7		19		13				4		1		1		15		10		11		8		14		19				7		21		9		22		28		14		14		17		17				16		30		15		44		41		32		29		50		49

		12		7		6		7		10		9		3		4		9		5				4		1		3		9		10		7		9		8		17				5		19		13		16		29		19		15		25		21				16		26		23		35		48		29		28		42		43

		13		6		10		7		7		5		3		3		5		6						3		1		7		13		5		5		13		15				4		13		13		17		11		17		20		14		15				10		26		21		31		29		25		28		32		36

		14		4		4		8		1		8		8		3		4		7				1		2		1		8		3		9		7		10		14				2		12		12		11		27		11		7		12		14				7		18		21		20		38		28		17		26		35

		15		3		6		8		8		4		6		2		3		2				4				1		8		11		4		6		7		9				4		11		2		3		14		11		4		15		18				11		17		11		19		29		21		12		25		29

		16		4		4		4		4		3		8		0		10		5				4		2				5				5		3		8		9				1		6		5		9		8		5		7		5		13				9		12		9		18		11		18		10		23		27

		17		4		2		2		6		0		7		1		3		1						2		2		4		3		2		2		4		9				4		2		1		5		5		6		7		5		6				8		6		5		15		8		15		10		12		16

		18		2		0		3		4		4		0		3		5		5						1		3		3		4		2		5		4		8				7		1		8		7		3		6		7		4		3				9		2		14		14		11		8		15		13		16

		19		0		2		2		1		3		5		8		9		7				2		1				6		5		1		2		6		5				16		1		6		5		6		1		2		5		4				18		4		8		12		14		7		12		20		16

		20		10		12		13		8		10		17		8		17		18				11		4		5		20		25		24		23		20		36				11		10		12		13		14		19		18		12		15				32		26		30		41		49		60		49		49		69

		21		6		10		9		10		8		7		5		16		8				6		5		3		6		14		8		19		20		17				10		25		11		19		24		16		22		15		17				22		40		23		35		46		31		46		51		42

		22		4		8		8		5		9		4		9		10		9				5		3		5		17		9		13		9		14		14				5		17		12		8		5		10		16		24		10				14		28		25		30		23		27		34		48		33

		23		2		5		4		7		3		5		6		13		5				5		2		3		9		12		5		11		15		9				6		11		8		10		7		5		15		11		15				13		18		15		26		22		15		32		39		29

		24		5		4		9		9		9		7		7		5		3				3		5		1		13		7		9		10		14		10				7		12		1		10		7		3		4		10		10				15		21		11		32		23		19		21		29		23

		25		9		4		3		7		3		3		7		14		5				6		2		4		10		8		8		8		4		14				1		8		7		5		10		3		5		8		8				16		14		14		22		21		14		20		26		27

		26		7		7		4		6		2		3		4		7		2				3		4		1		9		7		4		11		10		6				4		7		4		5		1		5		10		5		5				14		18		9		20		10		12		25		22		13

		27		4		3		7		10		4		5		2		7		4				5		1		4		3		5		4		7		9		8				4		11		6		5		1		8		5		7		2				13		15		17		18		10		17		14		23		14

		28		2		4		6		9		2		1		5		2		4				3		2		1		4		4		1		3		7		6				2		2		7		3		5		3		9		5		2				7		8		14		16		11		5		17		14		12

		29		5		2		2		2		1		1		3		2		2				3		1				5		1		4		4		5		4				2		1		3		5		1		3		3		5		2				10		4		5		12		3		8		10		12		8

		30		1		2		2		3		1		3		0		3		5				2		2						5		3		14		1		6				1		2		3		2		2		2		5		3		4				4		6		5		5		8		8		19		7		15

		Total														198		316		240																291		344		430																339		358		357														1027		828		1018		1027

		Total Force														3109		2921		2716																5204		5119		5062																4276		4115		3881																12589		12155		11659

		%														6.37%		10.82%		8.84%																5.59%		6.72%		8.49%																7.93%		8.70%		9.20%																6.58%		8.38%		8.81%

		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00		YOS		91/92		92/93		93/94		94/95		95/96		96/97		97/98		98/99		99/00

		0-6 YRS		51.1%		40.2%		35.7%		24.3%		29.4%		28.3%		31.8%		31.0%		36.3%		0-6 YRS		55.8%		67.3%		70.4%		42.5%		42.7%		45.1%		29.9%		28.8%		29.5%		0-6 YRS		41.6%		27.3%		25.1%		18.5%		18.3%		20.5%		26.0%		27.9%		32.2%		0-6 YRS		49.0%		39.9%		40.6%		29.8%		30.3%		31.8%		28.7%		29.2%		32.0%

		7-10 YRS		10.6%		10.5%		14.5%		19.8%		21.9%		21.5%		24.2%		17.4%		15.4%		7-10 YRS		6.8%		4.5%		6.5%		12.8%		12.8%		12.5%		13.1%		15.1%		15.8%		7-10 YRS		16.3%		16.9%		17.9%		21.9%		22.3%		22.3%		16.5%		14.2%		11.5%		7-10 YRS		11.6%		12.3%		13.8%		17.6%		18.5%		18.4%		17.1%		15.5%		14.2%

		11-15 YRS		10.6%		16.3%		15.4%		14.9%		15.5%		13.2%		9.6%		12.7%		13.8%		11-15 YRS		6.8%		4.5%		4.1%		13.1%		13.4%		11.8%		12.0%		15.1%		17.2%		11-15 YRS		9.0%		22.1%		19.5%		22.8%		31.1%		24.7%		17.7%		23.2%		23.8%		11-15 YRS		9.0%		16.5%		14.1%		16.9%		20.8%		16.9%		13.8%		17.2%		18.7%

		16-30 YRS		27.7%		33.0%		34.4%		41.0%		33.2%		37.1%		34.3%		38.9%		34.6%		16-30 YRS		30.5%		23.7%		18.9%		31.7%		31.1%		30.6%		45.0%		41.0%		37.4%		16-30 YRS		33.1%		33.7%		37.5%		36.8%		28.3%		32.5%		39.8%		34.6%		32.5%		16-30 YRS		30.4%		31.3%		31.5%		35.7%		30.4%		33.0%		40.3%		38.1%		35.1%

																								The chart above demonstrate Army separation behaviour by cohort over the past ten years. While at first glance the decrease in 0-6 year separations might prove encouraging, what the graph is really demonstration is a reduction in the proportion of junior
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