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Introduction

Personnel issues are of fundamental
importance to the Australian Army. This

article draws on concepts presented in Jones
et al. (2000) to show how human resource
concepts provide a cogent and coherent
platform for the development and leadership
management of the Army’s greatest asset,
Army personnel.

Reviews such as the 1995 Glenn Review
and the 1997 Defence Review present wide-
ranging critiques of Army performance with
regards to human resource management.
There is a need to sustain this momentum for
change, but, as we argue, change which
builds-up a distinctive Army organisation.
Some words of critique are necessary as a
precursor to proposals for building better
Army personnel policies.

Critique of Army Personnel Policy
The Army has to reform organisation

culture in ways that address the balance of
stability and change in organisation culture;
the re-building of trust and reputation in the
organisation; the strengthening of personnel
motivation; and tightening organisational
identity with that of its people so that they
believe they “belong” not just “occupy” a
position on an entitlement document. This

critique gives force and direction to the
proposals for building better Army personnel
policies as argued in the second part of this
article.

Stability and Instability in Army Organisation
Culture

As argued in Jones et al. (2000) and
Alexander and McGavin (1989), the Army
operates an “internal labour market” that is
formed both in formal terms (e.g. Defence
Force Discipline Act) and informal terms (e.g.
recognition given to members with
operational experience). Both formal and
informal elements form an organisational
culture that governs upward movement of
personnel from mainly base-level entry
points. This culture has positive aspects of
fostering the development of skills that are
specific to the Army and fostering discipline,
loyalty, morale, and espirit de corps that are
essential for the Army core business of
delivering combat capability. Nevertheless, a
negative aspect of this inherited culture is
organisational resistance to changes that
better equip the organisation to fulfil its
mission.

Rapid changes over the last decade in an
attempt to meet changing social, strategic and
political environments (Schmidtchen 2000)
have weakened Army organisation culture.

Building Better Personnel Policy and
Practice for the Australian Army

By Captain D. J. Murray, ARA, Captain L.T. Jones ARA, and
Rev. Associate Professor P. A. McGavin

There are many headings under which building better personnel policy and practice for the
Australian Army may be considered. In this article we argue for the building-up of trust among
Service personnel in the Army organisation and Army objectives; the development of flexible service
conditions that ensure that the Army remains competitive in attracting and retaining personnel
who strategically serve effective core product delivery; working at developing an organisational
culture that provides both stability and adaptability for the organisation; and the reconfiguration of
distribution of costs and benefits from skills formation so that key skills are developed, retained,
and effectively used for enhanced core product delivery.
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There has been a diminishment in assent by
Army personnel to the coherence and
credibility of the purpose and identity of
Army outcomes (“core products”). There has
been a diminishment in trust (some would say
a “breakdown”) between the organisation and
its people (the Army and Service personnel).

Weakening Organisational Trust
Schmidtchen (1999) argues that there has

been a breakdown in the “psychological
contract” between the Army and Service
personnel. This breakdown is not only in “re-
writing of the rules”, but in the violation of
unwritten expectations and mutual
obligations between Service personnel and
the organisation. This often has involved the
introduction of formal rule structures aimed
at the diminishment (and in some cases
replacement) of a strong informal culture
that throughout our military history has
developed to implicitly and at low-cost ease
command and operations transaction costs.
Anecdotal evidence from areas as diverse as
the 1 Brigade Cos hours to the Australian
Newspaper (Devine 2001:15) suggests that
this formal culture has low bottom-up assent
and is relatively costly and inefficient in
achieving command and operational
outcomes. This weakening of identification
between the Army and its people has also
fostered an undesirable “what is in it for
me?” attitude between the organisation and
Service personnel, and has reduced the
confidence of Army personnel in their
leaders.1

Weakening Organisational Coherence
A number of authors have highlighted a

weakening of organisational coherence and
the detrimental effects of vacillation in
stakeholder demands upon the organisation
(e.g. Watson 1999, Garran and Emerson 2000,
Barker 2000). There has been an increased
tendency for top-down change processes that
have reduced the autonomy of command at
all levels in the organisation, and weakened

the assent of Army personnel to the direction
of change. Underlying these changes has been
a Defence Department driven by an
exaggerated and at times immature fear of
the media and, by corollary, a corresponding
desire to appease – which has contributed to
commanders at all levels regurgitating what
Barker (2000) calls “fatuous management
jargon” (i.e. “warm words” with weak
operational significance to the Army’s core
mission and its personnel). There is a marked
need to regain Army organisational
coherence.

Weakening Motivation for Personnel
The weakening of trust and of

organisational coherence have combined with
a weakening of the motivational package for
Service personnel. Warn (1994) argues that
the Army has historically promoted an
organisational culture that emphasises
intrinsic rewards over extrinsic gain. In a
context where there has been erosion of the
culture of intrinsic rewards, the deterioration
of extrinsic rewards has greater damaging
impact. There has been a deterioration in
relative pecuniary and non-pecuniary rewards
offered by the Army to high-skilled
personnel, and an imbalance in rewards
structure between core combat skills and non-
combat support skills. The present reward
structure poorly matches rewards to the
quality and quantity of skills as these relate to
the delivery of “core products”.

The limited flexibility of Army leaders to
construct a competitive reward structure is
becoming more pressing. Army return on
human capital formation is falling (Jones et
al. 2000). Advancement in Army “knowledge
edge” is increasingly becoming hollow
rhetoric with the loss of people with strong
organisation-specific skills and state-of-art
knowledge. This combines with Army’s
diminishing share in defence capital budget
(Watson 1999, Kelly 2000), and the general
deterioration in organisation management
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(Schmidtchen 2000, Garren and Emerson
2000).

Need for Army Regrouping
Some cutting words have been said about

this “state of play”. The Executive Director of
the Australian Defence Association has
argued, “Australia does not have a credible
Army” (Michael O’Connor in Farouque 2000).
Lieutenant General John Sanderson (retd), a
former Chief of Army Staff, said before the
Joint Standing Committee on Foreign Affairs,
“It may be satisfactory for Australia to lead or
participate in an enforcement operation
against a confused and lightly armed rabble
like the East Timorese militia, or even Somali
clans; it would require considerable
development of the Army before it could
contemplate playing a part in land operations
against a well and heavily armed force
(Lieutenant General John Sanderson in
Garran and Emerson 2000). The Research
Officer for the Army Officer Professional
Effectiveness Review has written, “… recent
publicity regarding sexual harassment, faults
in safety and poor leadership have sent the
opposite message to the community—
essentially, the Army, and Defence in general,
are incompetent to the point of being
dangerous” (Schmidtchen 2000). This “state of
play” indicates a pressing need to regroup
skills formation and skills retention in the
Army. This calls for a rebuilding of Army
culture, and a rebuilding that strongly
reinforces personnel management and
bottom-up leadership at all levels.

There has been an erosion of Army
culture away from vocational service and
toward “performance of a job” (Devine 2001);
an erosion of the capacity for Army personnel
to use initiative to achieve their commander’s
intent; a growth in a slow, inflexible, and
risk-averse culture, and an increased focus on
political issues at the expense of combat
effectiveness. These trends call for critical
reappraisal of the application of

“management mantras” such as
“outsourcing”, “equity”, “occupational health
and safety” and a renewed emphasis on
“know those under your command and look
after their welfare”; a down-playing of undue
attention to political issues and negative
media reports; avoidance of micro-
management that diminishes responsible
leadership at all levels; reduced centralisation
of senior management and increased use of
chain of command and appropriate
subsidiarity in unit command; better
recognition that core Army activity is
inherently risky and that Army “core
business” involves risks (i.e. avoid adoption of
an imprudent risk-averse culture); and re-
assessment of “positive discrimination” that
suits political objectives but weakens
achievement of core objectives. 

The Australian Army has a long history of
being “home” to its Service personnel. Army
personnel can be made “homeless” by
destroying the “homeliness” of the
organisation, and this can be achieved simply
by making the “home look and feel like
everybody else’s home” (i.e. using
inappropriate civilian management models for
the organisation) (adapting Ezrahi, cited in
Friedman 2000). Recent Army promotions
even give emphasis to parallels with civilian
occupation (e.g. latest newspaper
advertisements for the Royal Military College
ranked the vague area of “combat” behind
communications, aviation, transport, etc. as
possible areas open to recruits upon
graduation). Building better Army personnel
policies are at the forefront of making the
Army a “home” for people who perform in
the delivery of Army core products. To this
building-up we now turn.

Building Better Army Personnel Policies
Better personnel policies for the Army

need first to target four areas: (1) building
trust, (2) increasing flexibility of service
conditions, (3) developing organisation
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culture, and (4) more flexible distribution of
costs and returns from organisation human
resource development. These are now
examined.

Building Trust
Trust between Service personnel and the

Service organisation has to be built and
constantly re-built. This involves enhancing a
forward-looking confidence in the Army by
organisation personnel, and coherence in
observed organisational behaviour. The trust
literature examines a number of strategies for
building trust between parties, this article
examines processed-based strategies which
the Army may build-up trust and focuses
specifically on increasing behavioural
transparency between the Army and the
Service member, and extending the “shadow
of the future” that exists in interactions
between the Army and it personnel. 

Behavioural Transparency
Improving the level of behavioural

transparency that exists between the Army
and its personnel involves an increase in the
quality and quantity of information that is
exchanged between both parties, with the
intent of creating an atmosphere of openness.
Parkhe (1998a,b) proposes that alliance
members can increase the level of behavioural
transparency that exists in their relationship
by installing procedures for recognition,
verification, and signalling between
themselves. Due to the dominance of the
Army in its relationship with its personnel it
must bear the costs of creating and installing
these procedures. Key areas for attention by
senior Army managers are as follows:

Recognition that the “psychological
contract” has been broken and that there is a
need to:
• build a new contract that better suits the

needs of the Army and Army personnel; and
• bring about greater congruency between

the thoughts and attitudes of Service
members and those of higher leaders.

Verification of changed circumstances
through formal and informal channels,
particularly with regards to:
• “issue spotting”—pro-actively bringing to

the attention of Service personnel the
matters in which they have a direct
interest; and

• being more open about intended reforms,
reasons for change as well as the positive
and negative effects of such changes—for
it is often perceptions and fears of adverse
consequences that are the major obstacle
to establishing a more stable trust
relationship.
Signalling of the new means of doing

business, particularly:
• opportunities for Service members to be

involved and benefit from changes to the
organisational culture,

• instances where the Army has maintained
its “psychological contract” with its
people, and

• measures that are being developed to cope
with changing organisational,
demographic and social expectations.

Extending the Shadow of the Future
The “shadow of the future” refers to a

future period over which alliance members
are able to envisage, with a high degree of
probability, mutual positive net returns from
their relationship. For the Army to extend the
shadow of the future that exists between itself
and its personnel it must focus on increasing:
• the level of behaviour transparency within

its organisation (see above); 
• the frequency of positive interactions it has

with its personnel, with particular emphasis
on providing organisational loyalty to
those who achieve organisation goals; and

• the length of the time horizon of the
relationship between the organisation and
its personnel.
Although changes to workforce trends in

regards to organisational commitment and
career expectations (see Schmidtchen 2000)
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make any extension of the shadow of the
future by these means difficult, the following
issues provide a starting point:
• Clarifying Army’s future plans with a

particular emphasis on building and
maintaining a credible and more stable
vision for the future.

• Introducing incremental contract
negotiation schemes that increase the
capacity and time period personnel are
able to perceive mutual net benefits
arising from their service, whilst reducing
the time period members are required to
wait to receive significant service benefits.

• Securing Army loyalty to its performing
personnel by specifying organisation on-
going commitment to Service personnel
who perform, and reducing the
prominence of provisions that reduce
Army commitment (e.g. clauses outlining
complete dissolution of service contract,
or requirements for medical discharge
brought about by workplace injury). 

Flexible Service Conditions
A given internal labour market structure

can work for an organisation where given
organisation-specific skills are formed in an
upward movement from base-level entry to
exit. Organisations that use mixes of general
skills as well as skills that are specific to the
organisation require more flexible internal
labour market arrangements. Building an
organisation internal labour market that is
responsive to the mix of specific and general
skill requirements involves (1) on-going
review of the competitiveness of organisation
rewards for skills, and (2) levers for increasing
internal labour market flexibility.

Review of Competitive Conditions
How rewards for Army personnel compare

with rewards available in the external labour
market varies with changes in general
external labour market conditions and with
changes in the balance of supply and demand
for different general and specific skills mixes.

In order to be a credible competitor both in
the attraction and retainment of skills, the
Army needs on-going review of alternatives
available to Service personnel or potential
Service personnel. These alternatives need to
be assessed both in pecuniary and in non-
pecuniary terms. Army leadership needs
clearly to establish with the government
streamlined provision for flexible
organisation response to evolving external
conditions so that competitive packages for
the attraction and retainment of organisation
skills may be achieved. Table 1 outlines some
non-pecuniary aspects of flexibility in Service
conditions, the costs and benefits of which
are amplified below.

Table 1 outlines a number of non-
pecuniary measures that would provide
greater flexibility and security to the existing
conditions of Service packages. Senior
managers need to recognise that each
measure offers a number of benefits and costs
and that their main challenge is evaluating
how to integrate these, or similar measures,
into the existing Service package so that the
highest net benefit is gained for the
organisation over time. For example, such
evaluation would need to recognise that the
main benefit of providing a more secure
posting contract is that it acts to increase
behaviour transparency for personnel and
utilises the different preferences individuals
have for geographic location and job
characteristics as a motivation for their work
performance. The major costs of the measure
are greater coordination in terms of
negotiating future posting positions and the
reduced flexibility the Army is provided in
being able to use the member to meet
organisational needs. In some instances
measuring the costs and benefits of a
particular measure become less tangible and
more complicated to assess. For example, in
the case of greater use of overseas service the
main benefits can be seen in terms of
providing valuable experience to the
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individual with regards to operating with
foreign forces and interacting with other
cultures, exposure to technologies and
practices not available in Australia and the
flow on benefits to Australia from this
knowledge base. The most obvious cost of the
measure is the significant financial outlay
required for moving, housing and paying the
individual (including the complication of any
dependants). A less obvious cost, but
potentially of greater concern, is the political
problems generated if these Australian
personnel deploy on operations with foreign
forces and are unnecessarily endangered or
are perceived to be acting in a position
outside of Australia’s national interest.

Levers for Achieving Flexibility
Increasing the flexibility of Army internal

labour markets involves a variety of levers
that are summarised in Table 2. These range
across contract engagement, direct placement,
upward placement, limited-term promotions,
retention bonuses, part-time engagement,
career breaks, long-distance commuting, etc.

2

These should be designed to allow flexibility
at whole-organisation level and at
organisation-unit levels, so that organisation
leaders at the top and at different levels can

respond with competitive Service conditions
that attract and retain Service skills that are
necessary to the performance of the
organisation overall and its component parts.
For some organisation components and some
skills within organisation components,
market-like contract models of personnel
engagement are inappropriate. But all
personnel are able to assess alternatives, and
the attraction and retention of personnel
whose skills are more specific to Army core
product delivery need clearly to be
competitive against the alternatives.

The Glenn Review (1995) argued against
performance-based rewards on the grounds
that they undermine the team-oriented nature
of Service work. Stakeholders may however
give rank values to Service delivery by
organisation components and may identify
key performance indicators by organisation
component. Organisation units that meet
performance objectives can then be rewarded,
with performance-based bonuses distributed
on the basis of personnel rank. Thereby, unit
performance and unit cohesion would be
enhanced, with units more directly involved
in core product delivery being given priority
ranking.

Table 1. Non-pecuniary rewards and personnel motivation

Non-pecuniary General description
reward
Postings Posting positions could be more clearly and securely offered to individuals

on the basis of performance or as a trade-off for present job attributes,
using a formal contract system

Leave Additional leave may be offered as a reward to individuals who
consistently provide service beyond that of their peers or who undertake
additional hardships as a result of posting locality or job requirements 

Awards Make greater use of service medals and awards whilst being careful to
avoid their inflation

Skill development Certain courses could be offered to individuals on the basis of their
performance during a particular tasking or posting

Travel The individual or unit could be sent on some form of base tour or training
exercise in different parts of Australia or overseas

Overseas service Individuals would be posted overseas to operational areas as part of
Australian, international or on detachment to the Defence Force of another
nation

Table 1. Non-pecuniary rewards and personnel motivation
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Contract
service
engagement

Direct
placement

Upward
placement

Limited
tenure
promotions

Management 
initiated early
retirement

Retention
bonuses

Part time
service
engagement

Home based
work

The use of fly
in/fly out work
practices

Flexible hours
schemes

Contracts would be used to employ
individuals to perform a specific or
finite task, over specific time periods,
under an agreed set of conditions

• useful for hiring specific technical skills
when a presence in uniform is required

• provide managers with definite periods of
personnel availability and provides a
definite focus for retention programs

• enables incentives to be structured into the
contract that extend beyond existing
service conditions

• creates legal problems for the
stipulation of all contractual
terms required for combat and
military related duties

• already in part covered by
phased careers

Personnel are recruited from outside
the full-time Army to fulfil existing
uniformed positions on short-term
contracts

Involves allocation of personnel to
positions of responsibility within the
Australian Army structure where
shortages are present.  May also be
referred to as ‘accelerated promotion’
as it ignores the rigidity of
promotion parameters of time in
rank 

Individuals would be promoted for
specific skills, and once their skills
had been utilised in this capacity
they would retire or return to earlier
rank

Individuals are offered financial
incentives to retire before they
previously planned

• has historical precedence in rapid
promotion experienced during times of war

• provides an incentive for junior ranks to
seek and accept additional responsibility.

• provides a good separation mechanism
• acknowledges and makes use of specific

skills individuals may possess
• potential to reward superior service

• enables specific promotion channels to be
opened up and in this manner ensures that
stagnation does not occur 

• provides a direct signal to the individual
that their services are no longer desired

• suited for recruiting personnel from the
following sources

• the part-time Australian Army, with a
particular focus on previous full-time
employees

• other Armies within our region (eg, New
Zealand) or the rest of the world (eg, ABCA
nations)

• other ADF services or organisations with a
similar structure to the Army (eg, the police
force or the fire brigade)

• retired full-time personnel

• organisational specific
knowledge barriers prevent
direct recruitment of personnel
with no previous military
experience

• may lead to inefficiencies where
individual fill positions they are
not capable of completing to
required job standards

• would also need to be
implemented so the best
qualified person is placed into
the job and not just the ‘nearest
on hand’ 

• may be seen as being an option
for all personnel and, therefore,
discourage voluntary separation

• potential for unfair treatment

• may also be seen as being an
option for all personnel and,
therefore, discourage voluntary
separation

Table 2. Levers for increasing the flexibility of Army internal labour market*

Payments to individuals who are
critical to the operational
effectiveness of the Army and who
but for the application of the bonus
would leave

• useful for retaining specific skills but should
be paid over an extended period to ensure
the skills remain in the Army for a set
period of time

• very difficult to determine an
appropriate level of bonus to
compensate the individual
wishing to exit

• reliance on part-time personnel
could create problems in time of
deployment or changes in the
state of readiness

• increases the level of transaction
costs involved in management of
personnel

• may interfere with the ‘team’
nature of the Army

• is not suitable for command
positions

• high pecuniary travel and
separation allowance costs

• could not be applied to
environments where team
participation was required

• low applicability for command
positions

* Note: This table was developed with reference to Glenn Review (1995).

Individuals would enter in and out of
the full time Army and the part time
Army (the Reserves) depending on
the individual’s preferences and
service needs

An individual would be able to work
from home and enter the workplace
only when required

Instead of long-term postings to
remote areas, individuals fly to and
from their work location, on a work
to leave ratio (eg, two months on,
two weeks off) (McGavin, Jones &
Imbun 2001).

Individuals would have greater
choice over when they complete
their work

• increases the pool of human capital the
Army has access to 

• extends the pay-off period of skills
formation and thereby increases the
capability of the Army to gain a return on
its human capital investments

• provides the individual with greater
flexibility and security of employment
could occur in periods of days per week,
months per year

• very useful in situations such as maternity
leave and child rearing 

• applicable to staff or project activity
• makes use of changing technology

• removes the need for constant family
movement and enables families to reside in
areas where they are able to satisfy their
preferences for accommodation, sibling
education and spouse work opportunities.

• enables an individual to increase the
domain separation between their work and
personal life

• applicable to routine administration and
paper tasks

• reduces the constraints on peoples  freedom
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Developing Organisation Culture
The Army has been through a process of

continuous change that has disturbed its
organisation culture. These changes have
often been pursued without a sober
assessment of the net benefits from change
for Service personnel and for the
organisation. A perception that costs exceed
benefits saps an organisation and a
perception of deterioration in Service
conditions leads to loss of valuable Service
personnel and increases difficulty in
recruitment of desirable personnel. Successful
change requires a critical mass of bottom-up
recognition of the need for change and
commitment to the change process. Where
top-down changes are necessary, they must
be driven by a credible and coherent vision of
the net benefits for the organisation and
organisation personnel.

This critique and advocacy of change
needs to be directed towards Army political
stakeholders, as well as Army organisation.
Organisation changes need first to be
evaluated in terms of net contributions to
Army core product—the delivery of an
effective combat force. A cost-cutting
perspective does not serve this purpose.
Legitimisation of reforms involves showing
how changes are value-adding for the
achievement of Army mission, and building
collective recognition through repetitive
social interactions that work to build
organisation culture for the achievement of
organisation objectives.

Distribution of Costs and Benefits of Army
Skills Development

A sharp-line distinction between skills
that are exchanged in the external labour
market (“general skills”) and skills that are
specific to the Army (“specific skills”) is of
course simplistic. Service personnel have
complex mixes of both general and specific
skills. Nevertheless, the balance between
general and specific skills mixes vary—so that

some personnel categories can be attracted
from the external labour market with some
“top-up” of organisation-specific skills—while
other Service personnel may have
organisation-specific skills that take much
time and resources to form within the
organisation and whose loss to the external
labour market impacts more heavily upon
Army performance. Where the skills balance
is toward general skills, there is less pressing
need for the Army to assume the costs of
skills formation, and rewards need only
balance the external labour market
opportunities in order to achieve Army
competitiveness. Where the skills balance is
toward specific skills, it is more pressing for
the Army to assume the costs of skills
formation, and rewards need to exceed
external labour market alternatives for
personnel who demonstrate needed specific
skills performance. 

This calls for a prudent flexible
distribution of costs and benefits of skills
formation between personnel and the
organisation. This prudent distribution of
costs and benefits of human resource
development needs also to be viewed over
time, in order that career paths are mapped
out—particularly for personnel who
demonstrate performance in Army specific
skills that are essential for core-product
delivery. This of course links with our earlier
observations on building trust and extending
the “future shadow”. Unless these issues are
addressed, the Army will continue to have the
“worst of both worlds” (Alexander and
McGavin 1989), because it will continue to
make large investments by assuming the costs
of skills formation of people attracted from
the external labour market, and lose those
people to the external labour market without
achieving an adequate return on Army
investment and without a stable building-up
of Army skills. A simplified discussion of
options available to Army managers for
increasing flexibility in the distribution of
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costs and benefits of skills development
within general service officers is provided
below. The discussion examines specific
initial military skills formation, general
undergraduate tertiary skills formation and
general post-graduate study and is divided
between the following assessment topics:
• skill requirement and option for the

payment of skills formation;
• division of rewards relative to opportunity

costs over time; and
• policy applications for ensuring the

highest return to the Army from
investments.

A Simplified Assessment of Options for Army
Officer Skills Formation

Specific military skills formation
The specialists skills provided by the

Army training are relatively unique and
largely non-transferable, resulting in the
organisation bearing the cost of skills
formation.3 This occurs primarily through a
commissioning process that sees indirect
entrants, through the Australian Defence
Force Academy (ADFA), and direct entrants,
graduate from the Royal Military College
(RMC) after four and one and a half year
training periods respectively.

Specific skills formation prior to
commissioning is largely non-transferable,
with returns being biased towards the Army.
Nevertheless, specific skills formation
undertaken post-commissioning does begin to
generate a more equal sharing of rewards
between the Service member and the Army.
This is especially relevant to non-arms corps
officers (e.g. Signals officers trained in the
management of communications resources).
There does not appear to be significant scope
for reallocating the specific skills formation
conducted prior to commissioning. Key
insights here appear to be assessing the
manner and time period during which
training is provided, with particular emphasis
on eliminating duplication and redundant

skills formation. By reducing pre-
commissioning skills formation costs, whilst
producing a product that is acceptable to
stakeholders, additions to the value-added
return from specific skills formation appear to
be possible. Where post-commissioning
courses appear to generate a significant return
to the individual, there also appears to be
scope for reassessing the distribution of costs
of skills formation. Alternately, the Army may
wish to capitalise on the general skills
formation undertaken by its part-time
personnel.

General Skills Formation-undergraduate4

Cost of skills formation funded by a party
external to the Army. The main advantages of
this option are that it:
• enables access to a diverse range of

intellectual and cultural experiences; and
• enables capitalisation on economies of

scale in the external schooling market and
trend towards higher educational
expectations in the wider external labour
market.
The main disadvantages of this option are

that it:
• requires competition to gain access to

potential entrants, with significant
possibility of not being able to compete
for higher quality graduates; and

• reduces the scope for networking between
junior officers in all Services.
Costs of skills formation funded by the

Army through ADFA and existing
undergraduate schemes. The main advantages
of this option are that it:
• ensures a minimum standard of education

and provides access to relatively high
quality graduates;

• acts to ensure a minimum input of trained
personnel, particularly engineers; and

• enables early socialisation of members
into the organisational culture and
extensive inter-Service and intra-Service
networking.
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The main disadvantages of this option are
that it:
• does not capitalise on economies of scale

in the external education market; and
• reduces educational and lifestyle diversity

of applicants.
Regardless of which party bears the costs

of skills formation, rewards predominantly
flow to the individual, although the
organisation does benefit from higher
technical and conceptual capacities. The
extent of benefits the organisation receives, of
course, depends on the type of skills formed
and the job categories into which personnel
with specific skills are placed. 

There appear to be significant net benefits
from structuring incentives so that the load of
investment for general undergraduate skills
formation is more borne by the individual,
while post-skills-formation rewards for
individuals are increased. This does not imply
that ADFA and existing undergraduate
schemes should be terminated. Rather, it
indicates that the investment load in these
programs should be shifted to the individual,
with the incentive for skills formation being
postponed to rewards received after
commissioning. Alternately, if the Army
wishes to maintain its present investment
load, it should develop strategies for job
placement and contract negotiations which
ensure its return on investments in
undergraduate skills are maximised. 

General skills formation–post graduate and
non-tertiary

Cost of skills formation funded by party
external to the Army.

The main advantage of this option is that
it enables capitalisation on educational
expectations in the wider external labour
market. The main disadvantage is that it
provides little incentive to the Service
member to undertake skills formation
specifically for enhancing their capacity to
contribute to the Army, with the greatest

motivation for the individual to invest in
skills that increase their competitiveness in
the external labour market.

Costs of skills formation funded by the
Army through ADFA and existing
postgraduate schemes. The main advantages
of this option are that it:
• acts as an incentive to Service members to

continue skills formation;
• provides a possible means of enhancing

separation of personnel from the
organisation; and

• it provides the Army access to the skills
that senior officers will increasingly
require effectively to manage Army
resources.
The main disadvantages of this option are

that it:
• can be directed towards the formation of

skills that appear to have little direct
relevance to enhancing Army core product
delivery; and

• can generate very low returns to the Army
if the trained Service member is not
employed in a job category where the skill
is used most effectively.
Again regardless of which party bears the

load of investment, rewards predominantly
flow to the individual. The extent to which
the organisation benefits from the skills
formation process depends specifically on
how the Army uses these skills. This form of
skills formation can also be used to achieve
other human resource management objectives
and, therefore, should be examined from a
strategic perspective (e.g. rewarding personnel
or bringing about separation).

Due to the bias of returns towards the
individual, they should be expected to bear a
significant cost in relation to general skills
formation. Nevertheless, the organisational
requirement for such skills suggests that
adequate incentives be provided for the
individual to undertake such investments.
There is a definite need for returns on
investments of this nature to be generated as
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quickly as possible after the investment
outlay. 

Conclusions
People are the first asset of the Army, and

building better personnel policies is the first
priority for better achievement of Army
strategic objectives. The reform of Army
personnel policies needs to be conducted
within an overall framework that provides a
coherent and cogent basis for Army
personnel policies that improve core-product
delivery. There are many headings under
which this reform may be considered. We
have chosen the building-up of trust among
Service personnel in Army organisation and
Army objectives; the development of flexible
service conditions that ensure that the Army
remains competitive in attracting and
retaining personnel who strategically serve
effective core product delivery; working at
developing an organisational culture that
provides both stability and adaptability for
the organisation; and the reconfiguration of
distribution of costs and benefits of skills
formation so that key skills are developed,
retained, and effectively used for enhanced
core product delivery. These reforms need to
be pursed in a coherent and stable way that
over time builds and re-builds the credibility
of the Army for its personnel and its
stakeholders.

This is a follow-up to the article
“Improving the Development and Use of
Human Resources in the Australian Defence
Force: Key Concepts for Strategic
Management” published in the Australian
Defence Force Journal No.142 May/June
2000.

NOTES
1. For the concept of “trust" we draw upon

Parkhe 1998a,b, but also on Sabel 1993,
Thompson 1995, Klein 1997, and Nooteboom
et al. 1997; for “reputation", see also Dasgupta
1988, Landa 1996, and Kumar 1996.

2. On long-distance commuting, see McGavin et
al. (2001).

3. Although there appears to be scope for out-
sourcing of some of the specific skills
formation undertaken by non-combat corps
(e.g. transport and ordnance), the scope of the
article precludes investigation of these
options.

4. Similar reasoning can be applied to the
formation of tertiary entrance qualifications.
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Humanity has trod a long and difficult path
in regard to International Humanitarian

Law and the Laws of Armed Conflict,
particularly in the 20th century.1

The foundation of International
Humanitarian Law (IHL) is in history and
comes from religion, chivalry, morality and all
aspect of human endeavour that leads to
honour in dealings.2 The landmark
contribution was by Henry Dunant in 1859,
noting the appalling carnage at the battle of
Solferino and the subsequent suffering of the
wounded in his book, A Memory of Solferino.

Nations, in general terms, are progressing
from chaos to order in their relationships and
in regard to modern conflict,3 and International
Humanitarian Law is a facet of this behaviour.

From the 1864 “Geneva Convention”, 16
countries agreed to the non-discriminatory
management of the wounded and the
neutrality of those who rendered aid. The
International Committee of the Red Cross
evolved and expanded the terms to include not
only war but also disaster relief in its broader
sense to bring aid and relief from human
suffering. The Red Crescent was used in
Muslim countries, bringing a non-sectarian
dimension, and this was demonstrated in
Muslim religious writings and contributions to
International Humanitarian Law.4

The 20th century subsequently had an
element of discipline in armed conflict by
those combatants who had been given
legitimate and lethal force by their sovereign
governments. The Red Cross gave a degree of
protection for the neutrality of those delivering
care.

What was the bigger picture in armed
conflict? Not all countries and not all soldiers,
“played the game”, respecting IHL (e.g. the
Japanese “Bushidb” code).5

Was a fluke of historical evolution in
human behaviour occurring or was
communication in the democracies regarding
human rights making steady progress? Otto
von Bismarck (1898) was quoted as saying that
“the most decisive event – in modern history
was the fact that North Americans spoke
English”. Not all North Americans are from
English-speaking origins!

Was the continuance of developing
democratic structures in the English-speaking
and associated world empowering ordinary
people to develop their economic muscle in
line with individual human rights and values
to win in war?

“Remember the Alamo” was the battle cry
when Sam Houston defeated the Mexican
dictator, General Santa Anna, in 1836 and
Texas became an independent republic before

The Role of Defence Health in Military
Operations Other than War -

A Research Proposal.
By Brigadier Rob Atkinson

This research proposal is to consider mutual support between humanitarian aid and legitimate
military force and its place in the escalation along the path to conflict. The issue to be explored is
the mechanism by which humanity and legitimate force can be applied in obedience with
international humanitarian law as a preventative measure. How can this be achieved in a manner
that is in accordance with sovereignty but still be applicable to intra-state conflict? How can this be
applied in a timely manner with lasting benefit? The 1994 genocide in Rwanda will be the central
theme, with a proposal to develop a mechanism that is universally applicable.
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joining the United States. Previously that year,
189 men died at the Alamo, including an ex-
US Senator (Davy Crockett) who ostensibly had
come down from Tennessee to fight for
“liberty”. The defenders of the Alamo came
from all parts of the world, in fact; mostly
English-speaking and most having lived less
than seven years in the area that was to
become Texas.6

The battle cry was for “liberty or death” at
the Alamo, from dictator Santa Anna. From
the French and American revolutions that cry
has echoed through to the 20th century – in
Tiananmen Square and in East Timor! People
seemed to want liberty, democratic values and
rule of law.

Thus with roots in history and in the 18th
and 19th centuries, “democracy” in all its
forms has been the success story for the 20th
century. It seems to have provided the
economic muscle and the human motivation to
win the major conflicts of World War I and
World War II. This form of government
enabled the most powerful democracy to leave
the conflict in South Vietnam by 1975.

Against this background of people giving
their rights over to democratic government, the
ability to wage war with rules – that is,
International Humanitarian Law – has
developed. Treaties and agreements were
between states; that is, people with rights in
democracies but also between governments
who had taken rights from people to control
the state.8

The winning of World War II led to the
Nuremberg trials. The appalling revelations of
the Holocaust demonstrated the total abuse of
one section of the community by the sovereign
Nazi Government. Article 6(c) of the
Nuremberg Charter defined “crimes against
humanity” as opposed to “war crimes”
committed against serving members of the
Allied armed forces.

This progressed to Genocide Law which
theoretically allowed for the trial and
punishment of the perpetuators of such crimes,

notwithstanding their position in a sovereign
state. Individual human rights were beginning
to be seen to be above sovereign state rights.9

Catching criminals in civilised society
requires the police and the cooperation of law-
abiding citizens. Countries, in essence, would
seem to be no different, and unless they abide
by International Humanitarian Law and
cooperate, this law cannot be enforced. The
“Cold War” prevented progress, with diplomats
paying lip service to the law to achieve their
own political ends.

Nonetheless, with the breaches of
International Humanitarian Law highlighted by
the media, the US was obliged to commit to
trial, with success, its own serving members of
the armed forces (Lieutenant William Calley,
South Vietnam, 1968).10

In 1989 the Cold War was won, essentially
in favour of democracies, and this process of
democracy and human rights gained
momentum in Eastern Europe and the former
USSR, when human rights in Western Europe,
as extrapolated by the European Convention
and its Strasbourg Court, were transported.11

Following the Gulf War in 1991, President
George Bush of the US proclaimed, “a New
World Order” and in 1993 all 185 member
countries of the United Nations (UN) signed on
to ratify the United Nations Covenant of Civil
and Political Rights and accepted the
jurisdiction of the UN Human Rights
Committee, a fledgling body with no
significant authority but which was
nonetheless a step forward.12

There had been little progress from 1948,
when Dr H.V. Evatt – President of the United
Nations General Assembly and Australian
Foreign Affairs Minister at the time - had
announced the new international law on
human rights, to 1993. Here was, at last, the
legal structure and political will to apply this
law.

International tribunals were set up in The
Hague for crimes against humanity in
Yugoslavia and in Arusha to try and punish
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those responsible for genocide in Rwanda in
1994. In 1998, 20 nations in Rome voted to
support a statute establishing an International
Criminal Court,13 which has proved to have
problems which may be helped by cooperating
with National bodies.14 Now almost 130
countries have signed up, with 27 having
ratified the treaty – the US President having
just signed although ratification by the Senate
will take time because of US misgivings in
regard to “a profound distrust of the abuse of
power” (Senator Helms).15 Remember the
Alamo! The US will have a profound influence
on the effectiveness of the Court.

On 24 March 1999 the English Law Lords
ruled that the Torture Convention had
overruled General Pinochet of Chile’s sovereign
immunity. On the same day, the NATO air war
against the sovereign state of Yugoslavia
began in response to allegations of atrocities
by the Serbs against the Muslim Kosovars. A
war against human rights violation seemed to
be the main driver, as opposed to oil, land or a
perceived threat, which have been major
historical reasons for going to war.

The media had played a significant role (the
“CNN factor”),16 raising public awareness and
opinion to a level where democratically elected
governments were under considerable pressure
to act.

So now the picture of suffering humanity
on television screens was a major motivator,
with the appropriate legal structures in place to
attempt to prosecute and punish the guilty.
Enforcement of International Humanitarian
Law by a legitimate military, under a
democratic government, seemed to be the
means of catching the alleged criminals,
particularly if their bank balances were no
longer sacrosanct, e.g. President Estrada of the
Philippines.17

This recent use of force, ostensibly for
human rights, sends a clear message that it
may well be used again. Does this have a
preventative value in regard to conflict?18

This is very hard to measure at this stage.
Does the capture and punishment of so-called
war criminals, or those guilty of crimes against
humanity, have a deterrent effect? Time will
tell.

What we do know, however, from recent
experience in Rwanda particularly, is that large
numbers of people have died before an
international response occurred. Intervention
has in fact been too late many times.19 Rwanda
as a case history demonstrates a number of
these points.

Rwanda has historically been populated by
two major ethnic groups. Essentially, the
minority Tutsis, the cattle herders, made up the
ruling caste; and the majority Hutus, the
cultivators of the fields, were the great bulk of
the population.20 The Colonial powers of
Germany and Belgium used this ethnic division
for political control, enhancing traditional
animosities; and on independence, when the
majority of the Hutus gained power, the exiled
Tutsis (the Rwandan Patriotic Front (RPFI))
pursued a guerrilla war mainly from Uganda.

From 1990 onwards the UN sought to
facilitate and broker a solution, leading to the
Arusha Peace Talks, with progress on an
intermittent basis leading to the deployment of
UNAMIR I (United Nations Assistance Mission
in Rwanda) under the command of Canadian
Brigadier General Romeo A. Dallaire. In spite
of good intelligence information predicting a
major conflict, presented to the UN in early
1994,21 the assassination of the presidents of
Burundi and Rwanda occurred in a plane crash
on 6 April 1994. A massacre of 800,000 Tutsis
and sympathetic Hutus ensued.

Considerable vacillation by the UN and the
international community occurred. African
states wished to intervene but were prevented
by the lack of heavy military equipment and
US support, which was probably influenced by
the 18 Ranger (US military) deaths that
occurred in Somalia in the previous year.
France was significantly involved as a previous
supporter of the Hutu regime and, given her

THE ROLE OF DEFENCE HEALTH IN MILITARY OPERATIONS OTHER THAN WAR
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national interest in Francophone Africa,
became militarily involved with a UN Mandate
protecting a safe area in the south-west of
Rwanda. This was after the massacres.

The Rwandan Patriotic Front (RPF) attacked
from Uganda and was spectacularly successful
in defeating the majority government and
armed forces of the Hutus. A massive refugee
problem arose as the perpetuators of the
genocide moved their population and power
ahead of the successful RPF, with the French
essentially providing sanctuary for them.22 On
13 May 1994 the UN Secretary-General
recommended a new mandate for UNAMIR II
to include 5000 troops and this proposal was
endorsed by the Security Council on 8 June
1994, with deployment on approximately 10
August.

The Australian contingent advance party
arrived in Kigali on 7 August and formally
took over and utilised the section of the Kigali
Central Hospital. They provided medical
support to the UN force and NGO (Non-
Government Organisation) groups, with a large
effort directed towards humanitarian relief.

Gradually stability was returned to
Rwanda, with the people returning to the
towns and a vestige of normal life returning.
An element of goodwill and cooperation was
developed between the UN and the RPF, which
had now become the Rwandan Patriotic Army
(RPA) although distrust remained because of
the delayed response at the time of the
massacres. This new climate, with the UN
present, enabled normal life to evolve in a
steady but not problem-free manner (personal
experience 1994).

On initial deployment the RPA, manning
the roadblocks throughout the country,
particularly in Kigali, presented an aggressive
stance, sighting their weapons on the
Australian LIN personnel present. In a matter
of days following the surgical management by
Australians of injured RPA soldiers, the
attitude changed at the roadblocks, with the
weapons pointed up and ready smiles and the

occasional wave. In a microcosm, this change
in behaviour so quickly was most noticeable.

Prizing impartiality, the UN had managed
to gain approval from the General Assembly
and the legitimate Government of Rwanda to
deploy UNAMIR I under Brigadier General
Romeo Dallaire. There was a window of
opportunity to “spotlight” the encroaching
massacre. The UN forces had no legitimate
right to intervene politically and subsequently
did not. Citizens of Rwanda were killed in front
of UN soldiers, leaving a personal burden for
them to carry all their lives, particularly their
Brigadier General.23, 24

The UN Brigadier “on the spot” had good
and timely intelligence but no enforcement
occurred as he had no force or power in
International Humanitarian Law. Nobody could
have believed what could and subsequently did
happen.25

International Humanitarian Law provided
no deterrent. The UN forces provided no
protection or sanctuary. The rules of
engagement changed with the UNAMIR II as
UN forces now could use legitimate lethal force
to protect citizens and themselves26 – a lesson
not lost on Major General Peter Cosgrove, the
Commander of INTERFET (International Force
in East Timor) with a UN mandate in 1999.

The French became involved after the
massacres in Rwanda, and the driver there
seemed to be the resuscitation of as much
French influence in Africa as possible; the
driver was national will and not human rights
abuses.

The UNAMIR II finally provided a calm
after the event to enable nation-building – not
enough strength to prevent the massacre at
Kibeyo in 1995 although the UN military and
medical elements prevented an escalation of
the deaths from 5,000 to 50,000. The RPA
attempted to hide a large number of the bodies,
even then, down to an “acceptable” 300!
demonstrating their sensitivity to international
opinion.27
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So how could the UN present legitimate
force early in a potential conflict in a manner
that was non-threatening – relatively – to a
sovereign state such as Rwanda? What new
International Humanitarian Law could be
developed to enable this acceptance,
encouraging deterrence, enforcement of law
and the collection of evidence for future
Tribunals and Courts? The UN military medical
assets seemed to have been effective in
preventing escalation.

International Humanitarian Law needs to
advance to facilitate proper policing in an
acceptable manner. In the end, the idea is to
prevent war. Thus war on war is the strategy.
Clausewitz said that “war was diplomacy
carried on by other means”. Maybe the reverse
is true, and if International Humanitarian Law
facilitates this diplomacy, could that be
preventative? “Walk softly and carry a big
stick” Theodore Roosevelt. The “Conventions”
are silent on weapons and it thus appears to be
no proscription to the type held by military
medical personnel as long as the intent is to
protect their patients and themselves.28 This
applies in a declared war and so there maybe
more possibility for appropriate weapons in
communal conflict such as Rwanda or East
Timor.

The final key to success is deceiving the
enemy.29 We need thus to see what is
acceptable to the perpetrators of the violations
of human rights without them realising the full
implications. The NGO groups have been
accepted but they are obliged to comply with
the force on the ground and may become part
of the problem30,31 – but they get in and provide
information.

What about the drivers on the UN’s
interventionist side? Even if the UN is in a
legal position to intervene in a preventative or
early reactive way, it still requires force to
achieve this “Coalition of the Willing”32. This
falls back on national interest and what
energises this; plus the question of UN
impartiality is raised, with a subsequent

alteration of the original political balance.33 To
prize this impartiality as a unique feature of
the UN leads to the concept of a UN
independent force or “fire brigade”.34 Much talk
but it has not happened!

History may provide a lesson – as in the
days of the Crusades, Christians and Muslims
were enemies and the countries of Europe
united, as did the Arab world. This was a
trans-national conflict, and the Crusaders
developed Orders of Knights, with different
areas of expertise. Of particular relevance are
the Knights Hospitaller.35

This military Order, as far as is known,
began as a force to protect pilgrims as well as
to provide for their sustenance and medical
care. From their inception in the 12th century
the Order became a fighting force in the Holy
Land and in the Mediterranean. These were
initially known as the Hospitallers of
Jerusalem, then as the Knights of Rhodes and,
after 1530, the direct Order of St John of
Jerusalem is now called the Knights of Malta
and is based in Rome and enjoys
ambassadorial status. There are a number of
derivatives, however, with similar claims to
this heritage with similar prestige. They last
bore arms in the early 18th century and now
are prestigious non-government organisations
(NGOs) devoted to humanitarian causes.

To modernise the concept of a super-
national force, the “‘UN Protectors” need to be
a non-sectarian, non-religious force, beholding
to no nation, ethnic group or race. They would
have no geographical bounds or territorial
ambitions,36 and would have to be an elite,
technically advanced military force
emphasising defence more than attack in order
to prize impartiality. Should they be police or
combat troops? – bearing in mind past
failures.37

Under the Geneva Conventions, legitimate
military medical assets can bear arms to
protect themselves and those under their care.
The type of weapon is not prescriptive as long
as the intent is defensive, and therein lies a
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A nurse with 1 Field Hospital, Holsworthy (NSW) checks on an antibiotic drip for a burns victim at the military
hospital in Dili, East Timor, which was part of INTERFET’s presence in the region.



THE ROLE OF DEFENCE HEALTH IN MILITARY OPERATIONS OTHER THAN WAR 21

way forward for the development of an
independent force. The defence could focus on
safe areas for the protection of civilians.38 They
could use this protection for the media,
allowing full development of the “CNN factor”
and galvanising world opinion.39 Using new
technology for example video surveillance
could be developed as a larger version of any
security system, gathering evidence. Even
giving “handy cams” to civilians with the
ability to record and transmit real-time
violence and intimidation,40 would add another
dimension to documenting evidence for the
prosecution of crimes against humanity later.
(“This is me getting killed!”).

Military medical assets present a unique
combination of legitimate force and humanity.
They could be “lead-in” or “ice-breaker” for
conflict intervention. New International
Humanitarian Law is required to provide the
framework for their deployment. International
Humanitarian Law is steadily moving forward
but still seems to be behind the play, as
evidenced by the fact that human rights abuses
in Rwanda, Kosovo and East Timor etc. have
occurred and that the law is trying to prosecute
the perpetrators. Catching criminals after the
event is good but to facilitate prevention is
better. A new law - a new International
Humanitarian Law - a convention on military
medical intervention, could possibly achieve
this.

Ostensibly non-threatening to the
sovereign state involved and palatable to the
states delivering the asset – a good “CNN
factor” – encouraging for political will in
democracies and building on existing
International Humanitarian Law. Medical
teams gather evidence both from patients and
forensic examination. They provide health
care, which gains them support from the
persecuted and persecutors. As a combination
of legitimate lethal or non-lethal force and
humanity, military medical assets are not a soft
target, such as NGO groups that are an
intimate part of the problem.41 The asset could

be national or supernational under the
legitimacy of the UN. It could utilise new
technology as part of the Revolution in
Military Affairs (RMA) in communications,
surveillance, active and passive defence
including stand-off and guided non-lethal
weapons systems used in accordance with
IHL.42

In his book On Killing, Lieutenant Colonel
David Grossman considers there are people
who are like wolves, they run countries and
perpetuate violence that kills ordinary people,
who are like sheep. He emphasises the concept
that we require sheepdogs, who are just like
wolves but in fact look after the sheep and
protect them against wolves. Here are new
sheepdogs.

In conclusion, with due regard for the
historical evolution of individual liberty,
human and sovereign state rights interwoven
with International Humanitarian Law, the time
would seem ripe for a new law to facilitate
timely and appropriate intervention in
humanitarian disaster.

As an “ice-breaker or lead-in” the new
doctor-soldiers, like the Knights Hospitaller of
old, could rise again, armed with new
International Humanitarian Law in a non-
sectarian campaign against conflict itself.

There are wolves out there,
That kill and make wars,
And we need sheepdogs for the good cause.

History implores,
Strengthen their paws, claws and jaws
And provide them with good laws,
To prevent new wars!
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This is exactly the situation faced by the
South African Defence Force (SADF) during

its Transformation into the South African
National Defence Force (SANDF) during the
period 1990-2000. Do not be tempted to
assume that this was merely a simple name
change. This process of Transformation as it
was called was a “fundamental, complete and
drastic make-over of the process” and the very
fabric of South Africa’s military organisation.1

As such, it is a very good example of strategic
organisational change. To examine this process
of Transformation this article will consider the
events in South Africa in terms of the
Transition Path Change Model developed in
Commanding Change – War Winning
Strategies for Managing Organizational
Change.2 Essentially the model plots the
positions, progress and future of change in an
organisation by examining its previous and
current change waves.

While it is unlikely that Australia’s defence
organisations will ever undergo change quite
at this scale, the events in South Africa

between 1990 and 2000 provide important
insights into how a defence organisation
passes through such a dramatic and all-
encompassing strategic change. As such, these
insights are valuable lessons for Australia’s
Defence Organisation to understand in terms of
its own change management planning for the
future.

Background to Transformation
The first Change Point for South Africa’s

current Revolutionary Change Wave was the
release of Nelson Mandela in 1990. With his
release the way was opened for multi-party,
all-race elections in 1994. Between 1993 and
1994 a series of constitutional conventions
were held at the World Trade Centre in
Kempton Park near Pretoria to produce an
interim constitution and discuss the broader
changes that were anticipated as a result of the
election process. There were also committees
and groups meeting to discuss the future of
South Africa’s military organisation. In
particular, a Joint Military Coordination

The Transformation – Strategic Change
within the South African
National Defence Force

By Lieutenant Colonel Murray Davies

Once We Were Enemies
At the best of times major structural change within any large organisation is difficult if not

traumatic. Picture, however, a circumstance where an entire defence force must undergo major
strategic, structural, and cultural change as a result of a shift in the political make-up of the
country. From the highest to the lowest levels of the force new leadership structures and approaches
must be accommodated and new teams built within units. Men and women, who only a few short
years before were literally facing each other with weapons as enemies, must be blended together and
must be taught to replace long standing hatreds with trust and cooperation. Because this blended
force is too big for the economic and financial constraints of the newly re-emerged country it must
be pared back, however, this must be done in such a way as to still be reflective of the social
circumstances of the new environment. Of course this organisation is a defence force not a social
experiment and as such, at the end of this period of change it must still be a capable and dynamic
force able to protect the country and foster its continued security.
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Committee (JMCC) conducted a series of
meetings to determine the future of SADF, its
former enemies including the military arm of
the African National Congress, the MK
(Umkhonto we Sizwe), APLA (Azanian Peoples
Liberation Army) and the smaller homeland
forces that had been established by the SADF
during the apartheid era.3

The meetings at Kempton Park determined
that Transformation had an overall aim of
providing “appropriate, adequate, affordable
and accountable defence for the RSA”.4 This
aim translated into five main goals. The first,
and perhaps most overwhelming was the
integration of the SADF, the MK, the APLA
and five homeland forces into one unified
national defence force. The second goal was
the stabilisation of the country’s civil and
military relations, in particular the passing of
internal security duties to the South African
Police. The development of defence policy was
also to be made more open and consultative
and the SANDF was to be made “right sized
and cost effective”. Finally a “new” Ministry of
Defence comprising both military and civilian
personnel had to be established and the
concept of civilian oversight of the military
introduced and embedded.5

Although the integration of the forces was
only one of five Transformation goals, it has
been the most demanding and complex. It
commenced on 27 April 1994 and was initially
thought to have created an integrated SANDF
of some 139,000 personnel. This was based on
an assessment that saw approximately 90,000
former SADF, 32,000 former MK, 6,000 former
APLA and 11,000 former members of the
homeland armies being brought into the force.
At the height of process, however, only
101,000 were actually integrated as only
15,000 former MK and APLA members chose
to make the transition.6 Integration was not
simply a matter of absorbing extra personnel
but rather establishing accepted competencies
and standards of training, equivalencies of
rank and a balance of conditions of service.

Against all of this there was also a clear
expectation that South Africa neither needed
nor could maintain a defence force of this size
and as such there would inevitably have to be
a program of demobilisation or downsizing. In
2001 the SANDF had a total strength of
approximately 78,000 although the target
figure still to be reached by 2002 is between
65,000 and 70,000.7

Change Management Planning
There were a number of areas of the

SANDF’s change management planning that
were highly effective. The first was the
establishment of a special staff within the
SANDF to manage the process. In July 1995,
Major General Oelschig was appointed as the
Chief Director of Transformation Management.
Oelschig’s task was to get the Transformation
process “irreversibly on track by 31 May
1999”.8 The directorate was responsible for
managing the structure and conduct of the
Transformation process initially within SANDF,
although its role was eventually broadened to
include the Defence Secretariat and aspects of
the wider Department of Defence. The
directorate existed under various names and
command arrangements until 1 April 1999
when the Directorate of Integrated
Management Systems absorbed its functions.9

Another of the great strengths of the
Transformation process was that its goals,
directions and objectives were communicated
to all members of the new SANDF. This
communication involved a range of change
management activities to encourage and
support personnel and make them more aware
or “sensitised” to the new environment.
“Critical Mass Training” was also provided to
those members of the organisation who would
lead the change and was designed to orientate
leaders to the aim and goals of the
Transformation.10

Critically, there was also a clear break
between the end of the SADF and the start of
the SANDF. On 27 April 1994 the SADF ceased




















































