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Recruitment into the ADF is difficult to analyse because it consists of decisions by thousands of different individuals, each of whom must decide first to consider a military career, then to put in an application and finally to follow through all the subsequent requirements. 

Understanding of human decision-making is still underdeveloped. Models which assume rationality work up to a point but clearly emotions, experiences, expectations, upbringing, pressure from others and so on can all play a part. In fact, the decision of even a single decision by a single individual is often difficult to analyse with confidence. It is quite possible, too, that the individual concerned will not be able to say with certainty why he or she has acted in a particular way. 

It follows that recruiting is always going to be an inexact science, perhaps more of an art. Nonetheless, some broad factors can be identified which influence large numbers of individuals one way or another. Some of these factors are susceptible to setting or shaping by the military organisation; others factors remain partly or totally beyond its control.

Analysis of recruiting patterns suggests that five types of factors are relevant:

1.
Push factors that tend to drive individuals away from civilian life or encourage contemplation of a military career e.g.

•
high levels of unemployment or poor employment prospects

•
lack of demand in the economy for quality individuals

•
large cohort of young people in the 17-24 age bracket

•
dissatisfaction with civilian life and values

•
low levels of education in the community

2.
Pull factors that attract individuals towards the military e.g.

•
training and education

•
lifestyle and activities

•
comradeship and community

•
service to the nation and the community

•
good pay and employment security

3.
Deterrent factors i.e. perceptions, accurate or not, about military life and military careers, concerning for example:

•
restrictions on personal freedom and lifestyle

•
risks and dangers of military operations

•
liability to be moved around the country or overseas 

•
diminishing career prospects in a shrinking Defence Force

•
low status of the military in the community

4.
Information factors i.e. how individuals learn about the military in the first place and find out more about it, including:

•
television and radio 

•
print media

•
cinema and film

•
careers advisers

•
recruiting personnel

5.
Influencers i.e. people and organisations that can positively influence an individual towards enlistment and reinforce initial interest or subsequent decisions, including:

•
a parent or other relative(s) in the military

•
experience in school cadets or open cadet units 

•
friends in the military

•
peers at school or in the workplace

Individuals who have such influencers have a greater propensity to enlist. In some cases, of courses, influencers may work against enlistment e.g. friends in the armed forces who are disillusioned with military life.

This outline is by no means exhaustive and the categories by no means mutually exclusive. Parents, for example, can be sources of information as well as influencers. Nor does the framework include obvious measures to increase the efficiency of the recruiting process such as reducing paperwork, speeding up procedures, eliminating duplication and so on.

But it is a convenient form in which to examine the strategies available to recruiters. It applies whether the recruiting function is performed by the ADF itself or by a commercial organisation.

Little or nothing can be done to shape category one factors which depend on wider government policies, the state of the economy and social attitudes. Instead, recruiters operate 

•
to increase the pull factors by emphasising those that are known or believed to appeal to potential recruits. One issue here is that the picture painted of military life should not be too far removed from reality.

•
to reduce the effect of deterrent factors by removing misperceptions or exaggerated views, for example, of military discipline. Alternatively, apparent negatives such as frequent movements can be presented as positives for some people. Again, however, it is counterproductive to paint a misleading picture.

•
to expand the information modes, particularly in order to make contact with the target group i.e. primarily a young, computer-literate generation. The web is therefore a potentially important means of communication. The British Army website, it may be noted, allows visitors to make email contact with serving personnel so that they can discuss the nature of army life directly with them.

•
to influence the influencers. This can be done, for example, by directing information to parents, by encouraging military personnel to be ‘ambassadors’ for the Defence Force, by supporting and encouraging cadet units and so on. It is an indirect method but relies on the fact that high proportions of enlistees have had influencers of this kind.

In addition to working within this framework the Defence Force has also sought to identify particular groups within the community whose level of enlistment is lower that their numbers would suggest. In the last decade, for example, following a major study of ethnic representation in the ADF (Bergin, A., Hall, R., Jones, R., McAllister, I., The Ethnic Composition of the Australian Defence Force  (2 vols), Unisearch, University of New South Wales, 1993) considerable attention has been given to the recruitment of first and second generation migrants and of Aboriginal and Torres Strait Islander people. An ATSI Recruitment and Career Development Strategy, for example, was established with the aim of increasing their representation to about 2% of the ADF by 2005 in line with their presence in the community as a whole.

The recruitment of women also falls into this category as more and more roles in the ADF have been opened up to females in the last 15 years, notably combat roles in the Air Force and Navy, and combat-related roles in the Army. The prospective opening up of ground combat roles in the ADF to women suggests a further reason to focus on the recruitment of women.

Whether working within the framework or seeking to expand the potential pool of applicants in the ways outlined, however, the ADF appears to have only limited scope for increasing the number of recruits. Influencing relevant factors will secure initial gains but then find itself targeting individuals less and less willing to consider a military career. Targeting particular groups will also fairly soon produce diminishing marginal returns after initial successes reduce the size of the pool. 

It may be possible to identify new groups who have not normally been considered for enlistment. The British Army, for example, has begun interviewing prisoners convicted of less serious crimes and who have been of good behaviour while in prison. But, again, the numbers involved seem likely to be limited. 

Some or all of the approaches outlined so far have been tried by the ADF. Given the wide range of factors that make recruiting difficult in the current climate, however, none of these is likely to make more than a marginal difference. This situation seems likely to continue for the indefinite future. 

What I wish to suggest here is a strategy that focuses on a large group of individuals whose potential appears not to have been fully tapped i.e. tertiary level students at universities and colleges. This group is in the order of 500,000 and the great majority fall in the prime recruiting age of 17 to 24 years. Two proposals are suggested to generate interest in the Defence Force among tertiary students and to encourage enlistment.

1.
Re-establish the Ready Reserve Scheme

The Ready Reserve Scheme involved an initial year of full-time training followed by at least four years part-time service with a minimum obligation of 50 days per year. Initial training was identical to that undertaken by recruits to the permanent force. It was abolished in 1996.

It is often forgotten that one of the aims of the Scheme was to attract individuals into the services who were likely to become influential in the community later in their civilian careers. Tertiary education students obviously fall into this category. The idea was that they would carry an understanding of the Defence Force into the wider community and perhaps be in positions where they would encourage or facilitate enlistment in the military.

School-leavers who planned to go on to tertiary study provided a pool of recruits for the Ready Reserve. Many saw the benefits of a year off before study—to think about whether they really wanted to study, to have a break from education and not least to earn some money with a guarantee of support while at university. By 1995 about 80% of Army’s recruits into the Scheme were planning to become tertiary students. In the case of Air Force which had smaller numbers the proportion was lower but still over 50%.

The presence of several thousand Ready Reserves in tertiary education institutions would demonstrate the existence of the ADF and convey information informally to other students. Contact with a fellow student actually in the military could serve as a valuable influencer towards recruitment, whether part-time or full-time. (It should be noted that the Ready Reserve attracted personnel who subsequently decided to transfer to the regulars.)

Reintroduction of the Ready Reserve is not proposed simply in order to assist recruiting. The Scheme had the potential to provide a major increase in capability (see Lieutenant  General John Coates, Dr Hugh Smith, Review of the Ready Reserve Scheme, Unisearch, UNSW, Canberra, June 1995). It may be noted that the Joint Standing Committee on Foreign Affairs, Defence and Trade also supported a reserve scheme of this kind in its report, From Phantom to Force: Towards a More Efficient and Effective Army (August 2000), para. 7.68. 

2.
Promote Defence Studies in Australian Tertiary Education Institutions

For a variety of reasons the great majority of Australian tertiary institutions do not offer defence studies in any of its forms e.g. strategic studies, military history, political-military relations, military sociology, defence administration, peacekeeping, security studies, armed forces and society. This means that few tertiary students even have the opportunity to learn about the military. Nor do staff have any incentive to present such courses.

There is research in technical areas of interest to the military—indeed, much is commissioned by Defence from universities—but the impact of this is likely to be limited as far as disseminating information and encouraging interest in defence is concerned.

For a relatively small sum the Defence Organisation could promote a wide range of defence studies in tertiary education institutions around Australia. The aim would be to disseminate knowledge about and increase general understanding of the military. The proposal would cost in the order of $2.1 million per annum (approximately the sum planned to be spent on a new Strategic Policy Institute in Canberra) which could be spent along the following lines:

•
$300,000 per annum for a period of five years to be allocated to each State and the Northern Territory (The ACT is excluded as it already receives extensive support for such studies in various ways.)

•
bids would be called from tertiary institutions in each State and the NT (or groups of institutions) which would set out how the funds would be spent e.g. new staff, research areas, new courses, special projects, undergraduate and postgraduate scholarships, visiting scholars. Bids could also indicate how much funding the institution itself would provide to top up the grant.

•
Defence would exercise supervision over the activities of institutions receiving funds but not control the agreed program in detail.

In a recent submission to the Senate Employment, Workplace Relations, Small Business and Education References Committee, the Minister for Defence argued that ‘the public universities are strategic assets’ and act as ‘sources of new ideas, knowledge and techniques’ (submission no. 109, received 29 March 2001). The present proposal aims to expand that sort of interaction across the whole field of university studies rather than the primarily technical and research areas. It would seem appropriate for Defence to make a very modest investment in this strategic asset.

In passing, the great potential in universities for sociological research into the military may be noted. The ADF produces an enormous quantity of data on personnel and family matters which would provide many topics for analysis by postgraduate students and academic staff. One example is a PhD study of the impact of the East Timor deployment on ADF families currently under way in the Department of Social Work at Monash University.

Conclusion
The closer links proposed between universities and the ADF would also assist retention. The ADF is already moving towards granting periods of study to personnel as a form of reward for service already rendered (rather than requiring a Return of Service Obligation from those who have completed studies). The presence of more personnel who have first degrees or are familiar with tertiary institutions will reinforce this as individuals become more interested in and more qualified for further education. Closer links will also strengthen the claim of the ADF to be committed to life-long learning on the part of its personnel and to maintaining a ‘knowledge edge’ in terms of capabilities. 

The present situation in Australia can be contrasted with the United States higher education scene. Defence studies of one kind or another are widely taught and numerous university campuses have active ROTC (Reserve Officer Training Corps) to combine study and training. In Australia, as I have argued, little or nothing is offered in the way of undergraduate teaching in defence studies and there are only some seven university regiments with an uncertain role.

What is proposed is not a direct or traditional way of enhancing recruiting but relies on what the famous strategist, Captain Basil Liddell Hart, called the ‘indirect approach’. Given the present severe difficulties in finding qualified recruits, it is a strategy that is worth trying and that would bring a range of benefits that go well beyond recruiting.

