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Organising the Services 

By Brigadier Grahame Hettyer. 

The Problem 

The three Services are probably unique in the com
plexity of their personnel structure and the problems 

they face in staffing that structure. There are other public 
services, notably the police and fire brigades, which 
have trades not found among the general population and 
which therefore run their own training courses. Many 
large industrial businesses run their own apprenticeship 
programs inspired by the two imperatives of self interest 
and moral obligation. However, no other organisations 
have both a complex structure of trades and the wide 
range of trades not found in the general public. This 
makes structuring and manning the Services a complex 
task because of the lead times and effort required to fill 
positions in the organisation. 

If the problem of staffing, or manning (in military 
terminology), the Services is to be analysed logically, 
it is necessary to start with the organisation itself. An 
organisation can be examined, in simple terms, at two 
levels: the macro structure of the Service, that is the 
numbers and types of units and headquarters, and 
the micro structure of those units and headquarters. 
The former is described as the force structure and 
is prescribed (in the Army) by the Order of Battle 
(ORBAT): the latter is prescribed by the establish
ment tables of the individual units, which list the 
numbers of positions by rank and trade making up the 
unit. 

The force structure and the establishment tables 
together prescribe precisely the shape of the Navy. 
Army and Air Force as required by the respective 
Chief of Staff. This being critical to the effectiveness 
of the Services, the control of these functions is gene
rally found under the direct control of the Deputy 
Chiefs of the Sen ices. 

An aspect which is sometimes overlooked, how
ever, is that paper organisations alone are meaning
less unless they are reflected in the actual organisation 
of the personnel employed in the Services. 

At first glance this may seem a trite statement — 
until one appreciates that the actual organisation will 
never exactly match the paper organisation. Occasion
ally a unit may be manned exactly to its establishment 

table, but the changes of every unit in a Service being 
so manned is extremely remote. Units will be under 
or overmanned in purely numerical terms, or there 
will be a mismatch in ranks or in trades. 

Mismatches will occur if the total number of posi
tions on all the unit establishments exceeds the 
number of persons available to man them; or if 
tradespeople can not be recruited or trained to match 
the requirement for that trade. 

When such a mismatch occurs it is not the organ
isational staff who are determining the shape of the 
Service, but the staff who are posting the personnel. 
The shape of the Service is being left to the posting 
decisions of the Personnel Branches. 

The problem of ensuring that the intention of the 
authority who approves the force structure and estab
lishment tables is actually carried into practice in the 
allocation of manpower is the primary theme of this 
article. 

Establishments 

There are different types of establishment tables. 
The Army has an establishment which describes the 
organisation its units should have to perform most 
effectively in war. This represents the Operational 
Level of Capability for unit manpower. This estab
lishment will be derived from operational doctrine. 
Services may also have an equivalent establishment 
which describes the "ideal*" organisation for peace
time operation of non-operational units such as 
schools and administrative units. 

In addition to these ideal organisations, there is an 
"authorised" or "constrained" establishment which is 
meant to be the operating establishment used on a 
daily basis by the personnel staffs for the on-going 
manning of the Service. This constrained establish
ment recognises that within a limited manpower ceil
ing, not all units can be manned to the desirable level. 
For operational units, the constrained establishment 
should not be smaller than that required for Minimum 
Level of Capability (MLOC). 

At this stage it is necessary to clarify what is meant 
by manpower. In Army terms "manpower" was once 
used only in the expression "manpower control" and 
was often thought to be the control of establishment 
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tables, when in fact the establishment tables are a 
manpower control tool for controlling the manpower 
resource of the Service. It is very important to grasp 
this concept. The artificial restrictions put on the use 
of the term "manpower" meant that personnel staff 
activities were described using the terms "strength 
management" for manpower management and "per
sonnel asset" for manpower or, in current manage
ment jargon, human resources. (At least the latter 
terms are those which would be more often used in 
general management practice.) Control of establish
ments result in manpower control — but only if the 
establishments are realistic in terms of the manpower 
resource. 

A First Approximation 

At the broadest level, the method used within 
Army, to match the total establishment to the avail
able manpower resource, is to take the authorised 
strength of the Army and deduct an allowance for 
those personnel not available for posting to establish
ment positions in units. This is designated "Manpower 
not Related to Establishment" (MNRE). The largest 
component of MNRE is personnel undergoing recruit, 
corps, apprentice or officer training. Because the figure 
used for MNRE is only an estimate, the figure used 
for the establishment total is only very approximately 
correct — and may be well out. Furthermore, the 
actual total strength of the Service will rarely equal 
the authorised strength. In times when wastage rates 
are high relative to recruiting rates, the strength may 
be well below the authorised ceiling. At a time when 
authorised ceilings are being reduced but wastage 
rates are low. the actual strength during the year may 
exceed the ceiling or end of year target. Nevertheless 
this method does provide broad guidance for the total 
size of the establishment. 

Sometimes a significant mismatch between (he 
manpower asset and the total establishment may 
occur. This is because the Service is not willing to 
take the unpleasant decisions involved in cutting 
establishments. When this happens, the establishment 
staff may give up the attempt at any precise control of 
manpower through establishments and simply give 
the personnel staffs a list of priorities for posting the 
human resource. This gives a semblance of control 
but is again abrogating real decision making to the 
personnel staffs. It may be quite clear that units with 
Priority 1 are to be fully manned, but what about the 
difference between units at Priorities 5 and 10? Does 

Priority 5 mean 50 per cent manning or should it be 
fully manned at the expense of the Priority 10 units? 
Can a Priority 10 unit be left with no officers or radio 
operators, for example'.' 

A More Detailed Match 

To complicate matters further, there is the problem 
of mismatch within each trade. There is little point in 
having an establishment of 200 in a highly technical 
trade if the recruiting and training staffs can only 
maintain a resource of 100 in the Service. In this case, 
the responsibility for manpower control has again 
been abrogated to the personnel posting staff In this 
situation there will not only be 100 establishment 
positions unmanned throughout the Service, but the 
personnel staffs will, if they wish to reach the autho
rised ceiling, recruit and train 100 personnel in other 
trades of their choosing. They will then have to post 
them surplus to establishment in those trades because 
there will be insufficient authorised positions to hold 
them! 

It is clear from the above discussion that if the man
power controllers wish to really control manpower 
they must have a very close relationships with the 
personnel staffs so that the establishments arc realistic 
in terms of the resource. Instead of allowing the estab
lishment to become completely mismatched from the 
asset, thereby becoming less a manpower control tool 
than a guide for recruiting and training, and attempt
ing to compensate by issuing posting priority lists for 
units, the authorised establishments should be con
stantly adjusted to match the asset (not an impossible 
task with the current availability of computers). How
ever, if the establishment precisely matches the asset. 
then it is probably not a good guide for recruiting and 
training, and it probably does not show the organisa
tion really desired by the Chief of Staff. Air Force 
may currently only be able to maintain a level of X 
pilots because of the employment market, but CAS 
may prefer X + 10 per cent if the market changes or 
the recruiters come up with a more successful recruit
ing campaign. The organisation staff would therefore 
need to provide separate guidance to personnel staffs 
stating which trades need to be increased or decreased 
as conditions permit. In this case the organisation 
staffs would be saying that they will adjust the organ
isation, if the additional personnel can be found. 
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Information Systems 

The discussion above indicates that establishment 
tables need to change if they are to be effective. The 
next question to be asked is how is this to be man
aged? It appears that three different establishment 
tables are needed: 
• an operational establishment reflecting the opera

tional level of capability needed for efficient opera
tions but which is not achievable within the current 
manpower ceilings; 

• a minimum level of capability establishment show
ing the organisation required by the Chief of Staff 
within his current ceiling (this would be used for 
planning, recruiting and training); and 

• a day-to-day establishment which takes into account 
current imbalances and provides precise guidance 
to posting staffs on which MLOC positions they 
arc to fill and which are to be left vacant. 
Operating three different types of establishments is 

only possible with satisfactory information systems. 
The day-to-day establishment could be generated in a 
number of ways. It is possible that the posting staff 
may have an individual surplus by rank or trade and 
no empty establishment position. They could then 
submit an electronic proposal to the establishment 
staff who would give it an electronic tick. Alternative
ly, if there were two vacant positions and only one 
body available to fill them then the electronic request 
would ask for a decision on which position should be 
taken off the day-to-day establishment. The overall 
aim would be to bring the day-to-day establishment 
progressively closer to the MLOC establishment. The 
difference between the day-to-day establishment and 
the MLOC establishment would show to what extent 
the personnel staffs were falling down in meeting the 
Chief of Staffs stated requirement. 

The personnel planning staff would need to con
stantly monitor deviations from the MLOC establish
ments. If a deficiency in a trade persists, for example. 
then more action is required than merely stating and 
restating the requirement. The deficiency may be due 
to a number of reasons. There may be insufficient 
recruits of a high enough standard to undertake the 
trade course, or the failure rate of the course may be 
very high. Perhaps the method of training or the trade 
qualifying standards need to be examined, or recruit
ing better targeted at that trade, or. possibly, the trade 
broken in two — a "high tech" and a "low tech" trade 
and work practices adapted accordingly. Simply hop
ing that a long-standing imbalance will correct itself 
is putting one's head in the sand. 

Changing Requirements 

In addition to the changes which have to be made 
to the day-to-day establishments to meet changes in 
the manpower resource, there are also changes re
quired to MLOC establishments to meet changing 
unit activities. In the past, use has been made of estab
lishment inspectors who performed a form of work
load audit and recommended increases or decreases 
to establishment tables. However, a recommendation 
for an increase may be meaningless within a restricted 
manpower ceiling. What usually happened was that 
the additional personnel were shown on the ideal 
establishment but not on the constrained establish
ment. This did not help the unit. An establishment 
inspection is of little use unless it also carries out a 
management consultancy. Is the unit trying to do 
more than it needs to in order to carry out its designat
ed role'.' Is it operating in the most effective way? It 
may be inevitable that a unit staffed with enthusiastic 
personnel showing lots of initiative will find that its 
work expands to fill the time and manpower resources 
available. However, is all the work important in terms 
of the Service's priorities? There is little point in an 
inspection team simply noting that the establishment 
is inadequate for the work being performed and 
recommending more staff. Making decisions on the 
allocation of scarce manpower resources in a time of 
constant change is of course a major topic in its own 
right. 

Force Structure versus Unit 
Organisation 

It is not possible to completely divorce considera
tions of force structure and unit organisation. Within a 
restricted manpower ceiling, the number of units of a 
particular type we can have depends upon the size of 
those units. We can have a large number of small 
units or a small number of large units. This trade-off 
needs to be considered in determining operational 
doctrine. However, once the force structure has been 
decided it will change only rarely because of the 
effort involved in raising and disbanding units, while 
the establishment, as discussed above, may need to 
change regularly. Because of the trade-off between 
force structure and establishment, it would seem sen
sible for the staff which determines the force structure 
to also determine the establishment. 
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The Role of Personnel Staffs 

Personnel staffs are responsible for selecting the 
individuals to fill appointments. In doing so they are 
looking for an individual who is suitable for the 
vacancy, while at the same time taking into consider
ation whether the appointment is also appropriate in 
terms of the individual's career development. If 
necessary, the personnel staff will arrange for the indi
vidual's promotion or for necessary training. Personnel 
staff are therefore concerned with individuals. This is 
a heavy enough responsibility without having to 
make manpower-type decisions on which part of the 
force structure will carry vacancies and which will 
not. There is, however, one personnel area which 
deals with people not as individuals but as statistics; it 
therefore deals with manpower. This is the personnel 
plans area which examines wastage rates and. from 
these, forecasts enlistment and initial training rates 
needed to keep the establishment "topped up". In 
theory this organisation could be located with either 
the force structure/establishment staffs or with the 
personnel staffs. It is perhaps irrelevant where it is 
located as long as all staffs concerned with manpower 

communicate with one another. Another staff which 
deals with manpower is the training staff. If training 
staffs determine the training liability required for pro
motion and skill improvement, they are carrying out a 
manpower planning function. This is a function which 
is closely related to the personnel planners and in fact 
could be combined with them. 

It can be seen then that there are a number of 
activities involved in turning a paper force staicture 
into reality. The order of battle and establishment 
tables describe what the Chief of Staff believes he 
needs within his manpower financial constraints. In 
order to make this a reality, there is need for close 
liaison between the manpower controllers, the man
power (or personnel) planners and the posting staffs. 
In particular the establishments must be realistic in 
terms of the personnel staffs ability to recruit and 
train replacements. The Chief of Staff will have to 
accept that someone has to make day-to-day deci
sions on what the force will look like at the micro 
level. He therefore needs to delegate to one of his 
staffs the responsibility for this. If he leaves it to the 
personnel posting staffs then his manpower control 
staff are simply playing with paper when they pro
duce establishments. 

t „ » 
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HRM in the Australian Army: From the Battlefield to 
Bureaucratic Risk Taking 

By Major B.J. Agnew, RAAC 

"...organisations adopt different strategic orienta
tions which reflect their different environments 
and organisational goals" (Dunphy, 1991, p 7). 

Introduction 

The contingent view, applied by Professor 
Dunphy to the recent emergence of the need for 

strategic human resource management to ensure cor
porate survival and effectiveness, forms the underly
ing theme to strategic management. Since the early 
1980s, certain environmental imperatives have shift
ed the managerial focus from an operational to a 
strategic mindset.1 This strategic focus of managers 
has concentrated on the neglected area of Human 
Resource Management (HRM) as ""it will be central 
to implementing the needed cultural and political 
changes in organisations". (Fombrun. Tichey, and 
Devanna. 1984. p 31). The quality management of 
people is seen to dictate the future of organisations 
(Collins. 1991. p 21). 

The environmental contextual influences evident 
as the Western world emerges from post-industrial
ism dictate the pace of organisational adaption. 
These have been characterised as turbulent: highly 
complex and rapidly changing. (Emery and Trist, 
1965. p 248). These environmental imperatives will 
be examined and applied to analysing the HRM 
requirements of the Australian Army. To establish a 
baseline for review, a brief historical overview will 
outline the development of the organisations current 
characteristic style. Current HRM issues and envi
ronmental challenges will be discussed before 
reviewing the theoretical underpinnings of proposed 
HRM initiatives. Finally, by using a range of onto-
logical perspectives, suggestions for the future of 
HRM practices in the Army will be offered. 

Why Review Army's HRM? 

There are two broad reasons for reviewing the 
Army's existing HRM practices. Firstly, as organisa

tional survival so depends on external environmental 
factors and, as well, the current turbulent environ
ment threatens current organisational manifestations, 
the essential nexus between organisational conditions 
and HRM strategies suggests that further examina
tion of these HRM policies and practices is required. 
Secondly, the perceived organisational malaise that 
the Army finds itself in needs to be overcome. Both 
reasons are interconnected, but not necessarily 
dependent on each other. The more subjective view 
on organisational health requires further examination 
prior to reviewing the more quantifiable and widely 
reported environmental factors. 

A significant indicator of adverse organisational 
health is increases in personnel separation rates 
above a reasonable level. In the ten years up to 
1987/88 separation rates in the Australian Defence 
Force (ADF) had increased from 9.4 per cent to 13.2 
per cent. This so concerned Parliament that the Joint 
Committee on Foreign Affairs, Defence and Trade 
was tasked to investigate and report on the issue of 
ADF personnel "wastage" (JCFADT, 1988). The 
Committee concluded that "the present level of 
wastage is substantially too high and has been so for 
some time" (JCFADT, 1988, p XXV). The effects of 
this high wastage were listed as decreasing organisa
tional health, causing reactive personnel manage
ment, loss of morale and experience, and increased 
costs. These resulted in what the Committee saw as a 
loss of operational capability (JCFADT, 1988, 
p XXVII). 

However, an external environmental factor, high 
unemployment, reversed this adverse separation rate 
so much that by mid 1991 retention had replaced 
separation as a critical management issue. Structural 
adjustments (Force Structure Review reductions) had 
also contributed to this quick turnaround. The effec
tiveness of the retention initiatives introduced to 
reduce separation only provided superficial impact 
and were quickly dropped as being superfluous given 
the change circumstances. The critical point for this 
review- is that the JCFADT findings and recommen
dations on the underlying causes of organisational 
malaise are yet to be implemented. 

Other indicators of the need for changes in HRM 
approaches in the Army are exposed in the well 
researched analysis by Jans in his landmark study into 
officers' careers. Careers in Conflict (1988). Written 
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at the time of high separation rates, Jans seeks to 
explain the causes of alienation and subsequent attri
tion. Jans concludes by identifying three sources of 
conflict in officers' careers: 
1. "between what the officer would like to go on 

doing in middle and late career, and what his 
Service needs him to do; 

2. between the officer's career development and his 
family's development; and 

3. between development for specialist roles in late 
career and development for operational command 
and senior policy appointments" (Jans, 1988, 
p 376). 

His solutions however, focus on career development 
issues and as with the JCFADT report's recommenda
tions, no longer attract a degree of urgency for imple
mentation. 

Jans has also reviewed the impact of certain career 
development practices on job performance of Army 
officers (198°). Here he highlights such negative 
impacts as poor orientation toward both the Army in 
general and current work roles in particular, low 
organisational commitment and low job involvement 
in certain key areas (Jans. 1989. p 176). 

Another noted researcher. Downes. has also investi
gated the "change in personnel turnover rates" in the 
ADF (1988). Her work, viewed from a cultural and 
perhaps more subjective perspective, also concludes in 
identifying a decline in the institutional health of the 
ADF. She detects changes in perceptions whereby 
"people come to feel 'used' by the institution rather 
than valued by it" and also points to a decline for some 
ADF members and their families "in their faith in the 
efficiency and desire of the chain of command to act 
on their behalf to alleviate the circumstances under 
which they work and their families live" (Downes. 
1988. pp 60—61). Other commentators have also noted 
the "decline" of the military profession in Australia 
with its manifest attrition (Smith. 1988). 

Past HRM Practices 

An organisation's philosophy, style, spirit or culture 
consists of a "system of shared perspectives or collec
tively held and sanctioned definitions" (Blunt. 1986. 
p 113). The Army's style has been developed from the 
British model of military organisations and practices, 
based on experiences gained from extended periods of 
conflict. This period of nearly continuous involvement 
in conflict ended in the early 1970s. Such concentra
tion on overseas military action dictated the Army's 

distinctive hierarchical structure based on an individ
ual's subordination of personal rights to a codified sys
tem of military discipline. The dominant form was 
provided by the warrior model whereby essential 
socialisation directed standardised exposure to initial 
military training based on war-like experiences. These 
cultural norms formed the basis of subsequent HRM 
practices. 

Accordingly, the key human resource activities of 
selection, appraisal, reward and development have 
centred on the traditional pattern dictated by the war
rior image. HRM in the Army is operationally and 
occasionally managerially orientated. Strategic HRM. 
except in national manpower terms on questions of 
conscription, is largely non-existent. This is not to sug
gest the operational level HRM practices employed by 
the Army are not creditable, they are, as reflected in 
the Army's world wide high combat reputation. 
However, the central question is will these practices fit 
the circumstances of the twenty-first century? 

Recruitment into the Army is essentially from the 
bottom of the system with little lateral movement. 
Once in. progress is either "up or out". There is little 
mobility or transfers between internal and external 
employment streams. Training is largely in-house 
using its own personnel to train others, hence deplet
ing the numbers available for military tasks. Emphasis 
has been placed on training and career development 
courses whereby up to one quarter or a third of a 
career could be taken up with periods of formal train
ing. Reward systems have been administered paternal
ly and based on a 20 year career. Centrally managed 
annual appraisal systems employed for all supposedly 
allow for objective measurement of performance and 
development needs. The system has been seen to lead 
to cloning with little variation from the accepted norm. 

The fundamental characteristic has been high 
organisational commitment to a long term career. This 
has been manifested in high morale, dedicated and 
loyal service to an all-embracing social institution. 
War winning at the tactical level has been the central 
concern. Broader concerns and approaches have been 
evident, but have always existed in a strictly subordi
nate setting. However, recent challenges dictate with
drawal from these periods of professional isolation. 

Environmental Challenges 

Central to adjusting to a world of "permanent 
white water" (Vaill quoted in Bolman and Deal. 
1991. p 446) is the shift in the military's main task 
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from preparation for war to prevention of war. Smith 
argues that due to the lack of a threat and continuing 
peaceful international relations there has been a sift in 
role for the Army (Smith. 1988, p 33). Downes 
expands this argument by suggesting that "there will 
be no decline in the frequency or nature of morally 
ambiguous and risky tasks which aimed forces will 
be called upon to carry out" (Downes, 1988, p 11). 
Hence the debate in HRM terms revolves around 
determining the best fit between the shift in task and 
the personnel characteristics required to match it. 
Horowitz, commenting on US military manpower 
requirements, has proposed that a shift from previous 
approaches to military manpower planning has 
occurred. He sees a move to a new "third state" in 
human resources characterised by the contradiction 
between a private economy based on self-regulation 
and public economy based on government regulation 
as a confrontation of democratic and totalitarian val
ues (Horowitz, 1986, p 190). Whilst alluding to sub
jective perspectives. Horowitz remains focused on 
quantitative matters. Other equally significant factors 
also impinge on this issue of organisation fit (Collins, 
1991, p 15). 

There are a multitude of external environmental 
factors that impact upon the Army's HRM strategies 
and practices. These range from demographic consid
erations, sociological, technological and workplace 
changes within Australia. Examination of these issues 
with suggested implications for HRM policies points 
to the path of organisational survival for the Army. 
Nearly a decade and a half ago, a comprehensive 
"forecasting study" was conducted for the seminal 
study into Officer Development, by the Regular 
Officer Development Committee (RODC. 1978). 
Projected changes confirm their approach but have 
dated their conclusions. 

Australian population age groups are subject to an 
echo of the post WWII baby boom such that there 
will be a 13 per cent reduction in younger cohorts 
after the current 15 to 19 age group. This means that 
there will be a significant reduction in the total target 
age group for Army recruiters in the short and medi
um term (at least until 2007). Given that current 
Army recruiting is largely taken from the 17-22 age 
group, this trend will probably reach out until 2031. 
Possible strategies to overcome this problem include 
"specifically targeting new migrant groups, employ
ing more women, variations in entry standards, 
redesign of jobs, even more professional and aggres
sive marketing techniques in selling ADF careers, rel
atively better renumeration and incentive packages 
(especially for specific job categories) and the 
exploitation of the much larger sized 25-49 age 

group" (MIMP Division, 1989a, p 8). Some tentative 
moves have been taken towards adopting these strate
gies in preparation for higher recruiting times. One of 
these includes the recent statements by the Minister 
for Defence Science and Personnel to broaden the 
ethnicity of the Services. Employment of women in 
the Services has been opened to combat-related posi
tions, but women are still precluded from combat 
jobs. 

The last 30 years has witnessed a significant and 
sustained shift in social value systems. There has been 
a "revolt against traditional sources of societal author
ity and direction" (Downes, 1988b, p 8). The rights of 
individuals predominate the rights of the social group. 
Downes refers to the development of a "youth cul
ture" that is, in part "anti-authority, egocentric, egali
tarian and preoccupied with the achievement of self-
goals and self-identity" (Downes, 1989, p 45). She 
sees the risk in adopting this dysfunctional value sys
tem as leading to a failure in the performance of the 
military task. Her solution is to address the frustra
tions of peacetime soldiering by participation on over
seas deployments, exchanges, adventurous training 
and military advice and assistance (Downes, 1988b. 
pp 9-10). Current service with seven different United 
Nation's missions by over 400 soldiers can be seen as 
attempting to address these aspects. Society's respect 
for, and valuation of, its Army is only to be enhanced 
by successful performance and presentation of this 
performance on these tasks that are recognised by 
society as of vital importance. 

With a smaller population base, relative to its 
neighbours. Australia has attempted to retain a tech
nological edge in military terms. An unfortunate 
implication of this strategic policy is that despite the 
large percentage of the Defence budget allocated to 
personnel (42 per cent for 1992-93). the current 
emphasis on capital equipment procurement often 
overlooks the HR implications of supporting this new 
weaponry and equipment (MIMP. 1989b. p 2). A 
reversal of the commitment to capital equipment is 
not suggested but rather a better understanding of the 
HR implications when pursuing those purchases is 
needed (Downes. 1988a. pp 66-67). These implica
tions include developing a broader range of skills and 
competencies than in the past, identification of the 
lead-time needs to train and educate people in the 
new technologies, increased demands for specialisa
tion and higher levels of technical training for entrants 
(Downes, 1990, pp 30-32). The features of the new 
age information society will have two immediate 
impacts on the military. Firstly, automated manage
ment information systems and reduced excessive 
bureaucratic controls would release personnel from 
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routine administrative tasks. Secondly, the introduc
tion of high technology integrated C I systems will 
expand the need for skilled technical information 
workers (Downes, 1990, pp 20-21). 

Given the sociological, economic and technologi
cal changes occurring in Australia, and other Western 
industrial democracies, the recent workplace reforms 
are only the beginning of wider and more sustained 
adjustments. The microeconomic reforms of devolu
tion of authority, flatter structures, multiskilling and 
job redesign have been thrust upon the army and 
often implemented in an ad hoc and externally driven 
fashion (Gration, 1991, pp 24—25). This failure to suc
cessfully anticipate the need to respond to social and 
political change has also been evident with other 
examples, such as the Convention on the Elimination 
of All Forms of Discrimination Against Women, the 
Freedom of Information Act and the application of 
industrial wage-fixing principles to pay determination 
(Downes, 1988b. p 4). 

Further examples of change relevant to HRM have 
been well identified by Saul (1991). Key amongst 
these are increased uncertainty and complexity, 
increasing importance of teamwork, higher levels of 
innovation and risk taking, the need for leaders to 
think strategically and the increasing concern about 
the achievement of longer term objectives (Saul. 
1991, pp 274-277). The Army is adjusting to these 
perspectives through such initiatives as Total Quality 
Management (Army Improved Management); an 
emphasis on education (Core Educational 
Requirements of the ARA Officer Corps. Smith. 
1992) and a reaffirmation of values and ethos (Army 
Vision Statement Goal 2. 1992. pp 1-7). Whether 
these prescriptive statements and initiatives can over
come decades of conservative resistance to change is 
yet to be seen. It appears that some vestige of the need 
for adjustment in HRM is occuring despite some con
tradictory signals. These negative displays include 
maintaining a career service with high levels of job 
rotation and life long employment notions. (Porter. 
1992, p 3). 

Theoretical Underpinnings 

From an objectivist ontology, the rational deter
ministic approach dictates incremental adaption to 
perceived environmental change. A mechanistic 
structure for the organisation would be the basis for 
the required adaption. Perhaps a combination of ratio
nal and experiential theories of change would be 

employed (Pace and Faules, 1989. pp 277-301). 
However, the fundamental issue of organisational sur
vival remains and the Army, with national security at 
stake, cannot afford to take the risk — it must retain 
its warrior instinct within changed circumstances. 

Hence a shift to a subjectivist approach could be 
more appropriate. Bolivian and Deal conclude that a 
more ecumenical approach to applying a variety of 
frames for understanding and managing organisations 
is the current trend. They have identified four frames: 
structural, human resources, political and symbolic 
(Bolman and Deal. 1991). However, they suggest that 
the political and symbolic frames become increasing
ly relevant as ambiguity and uncertainty arises. 
Symbols help create a perception of order and mean
ing in complex and uncertain times. The political 
frame attempts to assist in determining an individuals' 
motivation and indicates that confusion may result 
from the various clashes between interest groups 
(Bolman and Deal, 1991. p 328). This analysis assists 
understanding of the conflicts that could emerge 
when trying to introduce significantly different struc
tures and work practices into an organisation that has 
shown sustained resistance to radical change. 

Returning to a contingent functionalist view of 
organisational structure and environment, and if the 
views of Emery and Trist. and Burns and Stalker are 
accepted, then a turbulent environment dictates an 
organic structure be applied (Blunt. 1986. pp 62-65). 
Organic structures are described as being flexible 
where interaction reins laterally as much as vertically 
and "communication between people of different 
ranks tends to resemble lateral consultation rather 
than vertical command" (Bums and Stalker, quoted in 
Blunt. 1988. p 63). Lawrence and Lorsch confirm this 
thesis and add the element of differentiation within an 
organisation as different units face diverse environ
ments (Bolman and Deal. 1984. p 47). The aim 
becomes to develop lateral relations by using direct 
contacts, liaison roles, project teams, and matrix 
structures. 

At the level of the work group. Emery and Emery 
have developed an applicable design to fit the envi
ronmental circumstances. Rather than a bureaucratic 
organisation, they propose a democratic organisation 
where members of the work group "share and allo
cate among themselves the requirements for control 
and coordination of their task-related activities" 
(Emery and Emery quoted in Blunt. 1986. pp 125-6). 
Blunt describes the role of the supervisor as changing 
from one of direct control to that of "boundary rider", 
which largely entails linking functions between the 
work group and the larger organisation and possibly 
its environment (Blunt. 1986. p 126). 
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Two other similar structural models are proposed. 
These are Miller's innovative differentiator and 
Mintzberg's adhocracy. Adhocracy is best suited to 
situations of innovation and reflects the organic struc
ture described above. It is characterised by selective 
decentralisation, horizontal job specialisation, liaison 
devices and training (Blunt. 1986. p 89). Miller's 
innovative differentiator has a high degree of differ
entiation, decentralised power and few bureaucratic 
rules (Collins, 1991. p 17). 

Despite this emphasis on structural models. Collins 
suggests that "the organisation's culture is more 
important than its formal structure as an influence on 
employee behaviour because of its pervasiveness and 
subtlety" (Collins, 1991, p 17). The values he propos
es are "teamwork, information sharing, risk-taking, 
experimentation and tolerance of non-critical mis
takes, and tolerance of ambiguity and uncertainty" 
(Collins. 1991. p 17). The application of these organic 
structures with these values may assist organisational 
viability in these complex and uncertain times. 

Conclusior 

"Managing in turbulent times requires organisa
tions to return to basic questions about their nature 
and purpose" (Fombrun, Tichy. and Devanna, 1984. 
p 19). The Army has ingrained functional divisions. 
Not only is there the warrior, but also the bureaucrat 
and the technocrat (Smith. 1988, p 29). There is some 
argument that the military profession is under threat 
and may revert to traditional patterns of behaviour 
(Smith. 1988. p 38) and that it is facing alienation or 
adaptation. This article argues for adaptation and sug
gests a course based on HRM. However, much recent 
analysis (Wrigley. 1990. and Bergin and Smith. 1991) 
finds that the Army must do more to bring itself into 
the mainstream of Australian society. 

To ensure a tight organisational fit. the Australian 
Army needs to focus on the design of its structure, its 
culture and its fundamental tasks and HR policies. 
Given the "permanent white water" of environmental 
turbulence, change and complexity, strategic level 
HRM planning is essential to organisational survival 
and efficacy. Leadership is required to show organic 
structures and values congruent with society that can 
be sustained with the warrior image and reality of the 
future Army. 

NOTES 
I. At the strategic level managers "deal with policy formulation 

and overall goal setting: its objective is to position the organ
isation in the best possible way to deal effectively with its 

environment" (Tichy. Fombrun and Devanna. 1984, p.42). 
Wheras the operational level attention is directed to short 
term horizons and a "maintaining — stabilising — reactive 
orientation (Collins. 1991. p 11). 
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The Australian Defence Force — Its Responsiveness 
to Change 

By Lieutenant Jon Sparks, RAN. 

Introduction 

The activities carried out by the Australian Defence 
Force (ADF) in the last decade have been diverse in 

their nature. In particular, the ADF's ability to quickly 
and effectively respond to missions ranging from 
cyclone relief or the support warships in the Persian 
Gulf, to the provision of stores and expertise in support 
of United Nations peacekeeping forces, has demonstrat
ed flexibility and the organisational strength of our 
armed services. These missions have also demonstrated 
that Australia possesses the command and control struc
tures necessary to exploit such forces. Just as impressive 
is that simultaneously there have been numerous multi 
and bi-lateral defence exercises which have shown that 
Australia's military forces are not lacking in the warfare 
skills that form the core of their reason for being. 

Largely as a result of this range of activities. Aust
ralia is generally acknowledged by our allies and 
neighbours as having both a modern and effective 
defence capability. This is also a reasonable view of 
the ADF from the perspective of today's service per
sonnel and strategic commentators, for the nature of 
contemporary articles in most defence journals is to 
seek incremental change to current procedures rather 
than advocating the wholesale restructure of our 
defence capabilities. 

The Other Side of the Coin 

The above perspective gives an overview of the 
impressive feats that our nation can achieve. However, 
while applauding such capabilities, we must also look 
at the cost by which they have been obtained. In this 
light, the views expressed by a national newspaper in 
its recent headlines, proclaiming "Forces Unable To 
Combat Threat", are relevant.1 

That this public comment was made by senior mem
bers of the ADF can be seen to indicate the impact of 
prolonged budget restrictions on the ADF. The accept
ance of such criticisms may indicate that the ADF has 

little, if any, spare capacity with which to maintain its 
past level of performance. If this is the case, the 
Department of Defence could have been more pro
active and efficant in dealing with those elements of 
the Defence Forces that did not enhance the cap
abilities that are now required.2 As such, it could be 
readily argued that the ADF has adopted a position 
whereby it is willing to sacrifice some of the nation's 
future defence capabilities to maintain its current 
activity levels.' 

To defend the decisions made by those at the high
est levels of the ADF under the current restrictions of 
severe financial constraint, many will point out that 
the ADF has been anything but static in attempting to 
meet the challenges posed by the last six or so years. 
Proponents of the current organisational system could 
cite many initiatives, such as the introduction of quality 
management programs, the rationalisation of adminis
trative arrangements that resulted from the Defence 
Regional Support Review, the privatisation of defence 
support structures and the restructuring of the nation's 
Reserve Forces, to name but a few. Beyond this, 
those responsible for trying to turn the ADF into a 
cost efficient provider of services to Australia would 
also say that there is a finite limit to the efficiencies 
that can be achieved. It would thus be argued that ulti
mately there is a natural limit to the ADF's ability to 
do more with less. 

Problems of Perspective 

Giving due credit to those who have contributed to 
these initiatives, and acknowledging that there is 
indeed a limit to an organisation's ability to do more 
with less, there still remains one outstanding question: 
why did il take the ADF so long to recognise the need 
for these initiatives?' It is evident that while some of 
the efficiencies result from advances in technology," 
others have been brought about simply by trimming 
fat from the defence budgets passed in the 1980s. 
While technological gains could not have been pre
empted, the lack of ability to cull ever expanding bud
gets during prosperous times gives rise to concerns 
about the pro-activity of the management structures 
utilised by the ADF. 
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Although acknowledgement of shortcomings in the 
ADF's planning structure is in itself an important step 
in arriving at a cure for our defence planning ills, this 
does nothing to resolve the current situation. Further
more, recognition of the problem does not excuse the 
planning, evaluating and forecasting agencies of the 
ADF from not becoming leaner, meaner and more 
focused towards the defence activities of the 1990s. 

To better meet the present and future management 
demands of the ADF. it is tempting to use hindsight 
to determine how the nation's and the ADF's higher 
planning structures "should have" conducted their 
business. While learning from mistakes has its merits. 
it also tends to treat past mistakes simply as con
temporary errors of judgement." As such, each man
agement crisis can be viewed as a unique challenge 
which required its own (ad hoc) solution. While this 
analysis may predict an alternative which would have 
been a more acceptable outcome, it does little to avert 
yet another ad hoc solution, right or wrong, when fur
ther problems emerge. History will thus repeat itself. 

The practical implications of retrospective analysis 
are that while the ADF may not make exactly the 
same mistake twice, next time the ADF must deal 
with a change in resource levels, it will again search 
for the "best solution" in the files and reports of past 
failures. It therefore becomes inevitable that the 
Department of Defence will make similar but new 
mistakes when the details of the problem differ slightly 
in the crisis at hand. Here an example could be a 
resources boom. If in the next year the ADF experi
enced substantial growth in funding, would the cur
rent management systems see these funds optimally 
applied or rather just "spent" (be it with good inten
tions) before the end of the financial year? 

Stopping the Re-inventing of the Wheel 

A counter to this continual cyclic introspection is to 
use hindsight, not for deriving prescriptive ad hoc 
solutions but rather, to recognise that what led to the 
problem in the first place may have been a flaw with 
the decision making process. This approach has two 
advantages. Firstly, it highlights to a leader that a cur
rent problem is very rarely new in its entirety and 
therefore, instead of seeking a unique ad hoc solution, 
a much more general solution type can be employed. 
In such a case, it is then easy to see that problem types 
re-occur and that the solution from a previous prob
lem of similar type, can then be efficantly trans
formed to assist in solving the task at hand.1 The sec

ond advantage is that questions about "what" things 
are done (questions of effectiveness) rather than 
"how" things are done (questions of efficiency) are 
raised. This approach not only leads to a higher quali
ty of debate on the resolution of the current problem, 
but also advances the process by which problem types 
can be dealt with effectively. 

The desirability of such an approach is easy to 
understand, but when it is raised to deal with real 
world problems, the typical reaction is almost always 
to disregard it as "too academic" to pose any real 
relevance. Nevertheless, the concept itself is well 
embodied in the metaphoric phrase. "It's hard to 
remember that your object was to drain the swamp 
when you are up to your neck in crocodiles". What is 
needed then is a means by which this "total approach" 
to problem identification and solving can become pail 
of the ADF's routine management practice. 

The First Step 

The achievement of such practices will require 
change to the ADF's managerial outlook and as such, 
it is a long term goal. This in itself is not to be feared 
for the move toward quality management is also a 
long term goal. In this respect, a "total approach" to 
problem solving is not a management revision but 
rather another tool to compliment the initiative struc
ture already in place. 

Of particular note, is that this approach will require 
leaders to exhibit a good deal of understanding of the 
total problem, so that risk avoidance practices may be 
balanced within a risk taking stance. To nunc in this 
direction will necessitate change to the way problems 
are defined. The ADF must therefore move away 
from restrictive bureaucratic processes in favour of 
pro-active decision making for situations that require 
a timely remedy. 

Such a "total approach" may at first seem to be 
little more than an extension of the ADF's current 
rationalistic approach to management. However, this 
decision making process places greater priority on 
taking that action which is most obvious to those 
affected by the decision. While this is not the tradi
tional "military way of doing things", failure to pro
mote inclusive decisions may result in apathy and 
lethargy. The result then is that the proposed solution 
may be desirable, but without the support of those 
who actually implement the solution, little is usually 
achieved. The outcome then is that the problem is not 
resolved in a productive manner." 
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This proposed change in managerial style cannot 
occur rapidly. However, if the ADF were to start 
training its junior personnel in taking calculated risks. 
then a pro-active approach to management would 
eventually filter through the organisation. This would 
result in a move away from the strictly reductionist 
approach embodied in the ADF*s current model of 
quality management. In its place, leaders at all levels 
would be empowered to implement solutions based 
on their experience and what they believe to be com
mon sense. It is important to note that "believe" in 
this sense is not an unsubstantiated feeling, but rather 
an acknowledgement that solutions contain qualita
tive factors that cannot be reduced detailed analysis. 

The outcome then is simply that the final solution 
may not be that prescribed by a rationalistic analysis 
of an MI hoc problem." This is a position akin to that 
of quality management practices in so much as both 
strive for a high quality effect. Conversely, a "total 
approach" differs by placing a greater reliance on pro
fessional judgement and thus acknowledges the return 
that the ADF stands to make from its principle assets 
— its people. 

The ADF is by no means alone in struggling to 
cope in times of financial constraint. However, this 
straggle does not preclude the pursuit of more effec
tive ways to conduct business. To do this, the ADF 
should seek to refocus its decision making processes 
from that of dealing with specific problem details, to 
that of identifying problem types and the associated 
flaws in the way that those types of problems have 
been previously handled. Should this be achieved, 
efficiencies that re-build for the future rather than add 
on. in an ad hoc manner, to flawed structures of the 
past, will be achieved. 

It is extremely difficult for minds educated in 
reductionist problem solving to be taught to handle 
the same bundle of data twice, but in a different way 
and from a different perspective. The first practical 
step in this direction is to encourage junior personnel 
to accurately comprehend a problem and to arrive at a 
valid solution without having to reduce and document 
the problem every step of the way. Topics such as 
soft systems methodology should be taught alongside 
quantitative techniques in the ADF's Academies and 
with statistical techniques in quality and leadership 
courses. In this way, a change to broader, intuitive 

and more critical thinking may be achieved and a 
more pro-active approach to defence management 
realised. 

NOTES 

1. The Weekend Australian, 15-16 January 1994, p. 1. 
2. An alternate and often argued perspective is that our political 

leaders do not recognise the full military implications of 
their committing Australian assets to multitudinous roles. 
While this may he true, it is nevertheless the responsibility of 
the senior officers of the Department of Defence to concisely 
and effectively ensure that the nation's leaders understand 
the long-term consequences of such decisions. 

3. Examples of this range from the drawing down (without pre
planned replacement) of items such as the radios which were 
left in Kampuchea by Australian forces sent to establish 
United Nations communication links, through to the reduc
tion in morale of servicepersonnel who believe that they 
work harder while simultaneously seeing cut backs in 
defence spending reduce their conditions of service. 

4. In discussing this with my peers, the point that, "prior to the 
late-1980s the ADF had no need to slim down", is often 
raised. I find this view morally sparse for as a service res
ponsible to the people of Australia, even in times of financial 
affluence, inefficiencies in the ADF are both an unjustifiable 
drain on our national resources, and also a betrayal of the 
fiduciary relationship under which we serve. 

5. For example, savings resulting from the computerisation of 
the ADF's pay and accounting structures. Conversely, the 
ADF is long overdue in coming to terms with both specific 
efficiencies (such as automation for the management of its 
motor transport fleet) and also more general efficiencies in 
its infrastructure (such as the standardisation of Defence 
computing services). 

6. The corollary is that it also treats those that made the mistakes 
as inadequate decision makers: an outcome that encourages 
managers to avoid, rather than manage risk. The conse
quences of such action are not only that the savings generated 
by properly managing risk are lost, but also are all the advant
ages obtained by not having problems arise in the first place 
are forfeited. 

7. Indeed, this is the underlying (although often unrecognised) 
principle by which those that have gained maturity in their 
workplace are promoted and thereby able to apply their mass 
of generalised experienced of larger, ad hoc problems. 

X. This is certainly not a new lesson. For example, the cure for 
scurvy was discovered in 1601 but it was not until 1747 that 
the Royal Navy carried out experiments into the widespread 
utilisation of citrus fruit onboard its ships. Even then, it was 
not until 1795 (194 years after the discovery) that the inno
vation was officially adopted. 

9. While such a freedom is theoretically embodied in the 
ADF's quality management initiatives, the experience of 
many operational and staff level personnel with whom I 
have been in contact is that, without the hard figures with 
which to validate your perspective on a problem's solution, 
nothing gets done. 

Lieutenant Sparks joined the RAN as a Seaman Officer, graduating from the Royal Australian Naval College in I9K0. He served in 
HMA Ships Vampire. Melbourne. Torrens. Orion. Penh and Aware, including a position as Commanding Officer oj HMAS Aware 
I'991-92. He is presently Executive Ojficer of HMAS Geraldton. Lieutenant Sparks has previously contributed to the journal. 
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For Further Information and Application Forms: PO BOX 399 Toll Free: (008) 267 909 

Potts Point NSW 2011 Facsimile: (02) 368 0183 



Tertiary Students — The Demographic Imbalance of the 
General Reserve 

By Lieutenant Colonel G.M. Tamsitt, RFD Table 1 — 17 to 24 Year Old Population and 
University Students —1950 and 1992 

Introduction 

This article argues that the GRes has an opportu
nity to improve its personnel simply by adjust

ing some units' training programs to suit tertiary 
students. 

Since the early 1950s when the basic structure of 
the GRes took shape, the number of tertiary stu
dents has grown about 20 times while the total pop
ulation has only doubled. Tertiary students now 
make up something like 34 per cent of the 17 to 24 
year old population — the prime population for 
GRes recruiting. 

The structure and training arrangements of the 
GRes do not appear to have taken account of this 
change in demography. If fact, the number of GRes 
positions in which tertiary students could reasonably 
serve has declined. My estimate is that about 1200 
positions are available out of 13.884 — about 8.6per 
cent. 

So, based on their proportion of the general popu
lation, something like 4,720 GRes positions should be 
available to tertiary students. 

There are a number of good reasons why tertiary 
students should at least get proportional representa
tion in the GRes. if not preference. At the moment, 
we inadvertently discriminate against them. This 
should change for the benefit of the GRes. 

The Huge Growth in Tertiary Study 

Since the Second World War there have been a 
series of spectacular spurts in the growth of 
Australians undertaking tertiary study. Table I 
summarises the growth in population and the num
ber of university students between 1950 and 1992. 
I have not been able to get 1950 figures for TAFE 
students. 

17to19 

20 to 24 

17 to 24 

Uni students 

1950 

333 073 

642 928 

976 001 

30 630 

1992 

816 043 

1 393 900 

2 209 943 

534 538 

Sources: 
1. Official Yearbook of the Commonwealth of Australia 

1953 
2. Yearbook Australia 1994. ABS. 1993 

Basically the 17 to 24 year old population has 
doubled, slightly increasing its proportion of the 
total population. But the university students have 
increased over 17 times. There were still 7,236 
Commonwealth Reconstruction Scheme university 
students enrolled in 1950. catching up after the War. 
If you deduct that number from the 1950 figures, the 
real increase has been over twenty times in absolute 
terms, over 10 times in proportional terms. 

Of course, not all tertiary students are in the 17 to 
24 year age bracket. Table 2 shows the 1991 num
bers of higher education (university and CAE) and 
TAFE students who were aged up to 24 and'their 
proportion of the total 17 to 24 population. 

Table 2 — TAFE and Higher Education 
Students —1991 

under 19 

20 to 24 

subtotal 

%all 17 to 22 

TAFE 

241 202 

184 863 

426 065 

19.28 

Higher Educ 

171 437 

160 271 

331 708 

15.01 

Sources: 
1. Education and Training in Australia, ABS 4224.0, 1992 
2. 1991 Census of Population and Housing Basic 

Community Profile, ABS 2722.0, 1992 

So, tertiary students make up more than one third 
of the 17 to 24 year old population. The trend is 
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upwards as governments pursue the idea of "clever 
Australia". 

Tertiary Students' Ability to Serve in the 
GRes 

Overall I would rate tertiary students as being 
more available to serve in the GRes than almost any 
other group. Certainly, they can usually serve much 
more than those employed in private enterprise, and 
usually more than those working in the public sector. 
The unemployed are the only major group who have 
more time to spend in the GRes training. 

The catch is that tertiary students are only avail
able at particular times — vacation breaks. Almost 
universally this means a mid-year, two week break in 
July, and a three month summer break (two months 
for TAFE), usually running from the beginning of 
December to the end of February. 

I know this is true for almost all universities, 
although a few are now running extra courses in the 
summer break. Through standardisation requirements 
of the Department of Employment, Education and 
Training, university breaks are now closely aligned, 
to the delight of COs of university regiments. 

i believe that TAFE arrangements are along simi
lar lines, but I have not had the opportunity to check 
this is so across the country. 

About 25 per cent of higher education students 
and 50 per cent of TAFE students in the 17 to 24 
year old age group are part time. This means that 
they are not necessarily available for GRes training 
in course breaks. But they are more likely to be avail
able in the breaks than when courses are running. 

In summary, tertiary students are available for up 
to three months' GRes training per year — far more 
than most other groups. Obviously this is one of the 
main reasons the RRcs scheme has targeted tertiary 
students for enlistment. 

The Timing of GRes Training 

Apart from university regiments, GRes units in 
my experience train at inconvenient, if not impossi
ble, times for tertiary students. In particular, they go 
to camp during semesters. Weekend bivouacs can 
also be a problem if they occur in or near exam peri
ods. I presume this situation is a national one, but I 
have not checked outside the Eastern Region. 

The problems for tertiary students have increased 
over the years with the changes in teaching and 
assessment methods. When I was a student 20 years 
ago, most subjects had an end of year exam for 100 
per cent of the mark. Now most courses have some 
form of continuous assessment. With the need for 
consistently high marks to get a job these days, a 
conscientious student would think seriously before 
jeopardising his or her career prospects by taking two 
weeks off during semester for the Reserve. 

Talking to GRes officers for Land Command 
units, I have often heard them refer disparagingly to 
tertiary students as "unreliable". When I question 
them about it, it usually transpires that a student 
"started out very well, but didn't turn up for camp". 
"When was your camp?", I ask. "March" or "May" 
or "September" or "October" comes the replies. I 
then explain, probably in a very patronising manner, 
that it would be unwise for the student to turn up for 
camp at that time. 

Most of the senior officers in a position to influ
ence the timing of training grew up at a time when 
far fewer people undertook tertiary education. For 
them tertiary students are still a tiny minority, who 
we only need to consider for officer training. In fact, 
we ignore the major demographic shift regarding ter
tiary students at our peril. The RRes has programmed 
its continuous training in tertiary course breaks. 

How Does the GRes Cater for Tertiary 
Students Now? 

The first question is: in what GRes positions could 
tertiary students in the 17 to 24 year group realistical
ly serve? My answer is that they could expect to be: 
trainees (recruits). IETs. PTEs, LCPLs and OCDTs. 
The positions I have selected currently total 13,884'. 
I could perhaps have included CPLs and 2LTs, but 
that would have made the current arrangements look 
even more disproportionate! 

I estimate the number of GRes positions in which 
tertiary students could realistically serve as 1,200. 
This is the OCDT and a proportion of the PTE posi
tions in university regiments, the only units of which 
I am aware which work to a suitable program. This 
means that about 8.6 per cent of suitable GRes posi
tions are practically available to tertiary students. 
There would need to be something like 4.720 avail
able positions to give tertiary students a representa
tive proportion. 

The GRes trains in a way which, inadvertently, 
discriminates against tertiary students. 
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Reasons for Doing Something about 
the Imbalance 

Sometimes when I have outlined the arguments 
above, officers have responded with, "So what?". 

The short answer is that the GRes is denying itself 
a group of people who are likely to be better soldiers 
on average than the ones they have now. Here are the 
reasons: 

Higher intelligence and capacity to learn. 

It is clear that generally each part of the Army 
takes GE entrants who are below educational stan
dards for the general community. Table 3 compares 
educational levels for the 20 to 24 year old popula
tion generally in 1992 with those of satisfactory GE 
applicants for the ARA, RRes and GRes in 1993. 

Table 3 — Educational Levels for 20 to 24 Year 
Olds, ARA, RRes and GRes GE Applicants. 

Educational 20-
Level 24 yrs ARA 

Post School quals 39.2 I 22.7 

degree 8.2 

trade 

cert/diploma 

11.4 

19.2 

0.7 

9.1 

1.4 

other 0.5 11.5 

No post school quals | 60.6 77.3 

finished high school 29.8 24.4 

not finished school 30.7 52.9 

RRes 

13.2 

1.5 

3.6 

1.1 

7 

86.8 

51.5 

35.3 

GRes 

25.9 

3.7 

12 

2.3 

7.9 

74.1 

28 

46.1 

Sources: 
1. Year Book Australia, 1994, ABS 
2. 1 Psych Research Unit, Jan 1994. 

Soldiers with better educational levels are likely to 
absorb training faster and more easily. They can 
achieve the same standard for less training effort or a 
higher standard for the same training effort. 

Younger soldiers with a better career path. 

The average age of GRes soldiers is significantly 
higher at each rank than for the ARA as table 4 
shows. 

Table 4 — Average Ages by Rank 

Rank 

MAJGEN 

BRIG 

COL 

LTCOL 

MAJ 

CAPT 

LT 

2LT 

OCDT 

W01 

W02 

SSGT 

SGT 

CPL 

LCPL 

PTE 

IET 

TRAINEES 

ARA 

51.58 

49.00 

46.68 

41.23 

36.98 

30.89 

24.54 

23.87 

20.33 

41.26 

37.93 

36.85 

34.04 

29.74 

RRes 

-

-

-

-

41.00 

30.60 

26.89 

-

-

41.00 

38.17 

45.00 

40.06 

26.44 

26.60 ] 26.44 

24.03 

20.39 

20.75 

19.89 

20.39 

GRes 

56.50 

50.14 

50.98 

45.85 

43.94 

39.25 

31.31 

26.52 

22.96 

45.21 

43.33 

43.34 

38.69 

33.11 

30.96 

26.77 

23.26 

18.00 22.53 

GRes 
ARA 

4.92 

1.14 

4.30 

4.62 

6.96 

8.36 

6.77 

2.65 

2.63 

3.95 

5.40 

6.49 

4.65 

3.37 

4.36 

2.74 

2.87 

1.78 

Source: 
1. DPP-A raw figures, using the AMAN Database, 14 Jan 

1994 

Fighting wars is generally considered to be a busi
ness for young soldiers. The ARA and RRes person
nel policies certainly reflect this. If you accept this 
idea, the GRes figures are disturbing. GRes soldiers 
on average start late and the gap between ARA and 
GRes generally gets larger up to MAJ. It is easy to 
explain the slower progress in terms of less training 
time, but if age is important, then we need to do 
something about it. This indicates the GRes needs to 
recruit more younger soldiers, and soldiers who are 
more likely to progress quickly. Tertiary students are 
an obvious answer on both counts. Also, the Wrigley 
Report1 quotes US National Guard evidence that high 
school graduates have a significantly higher retention 
rate than non-graduates. 
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Greater availability for training 
I have explained above that tertiary students are 

usually available for up to three months each year. 
The average availability of reservists in civilian 
employment is only two to four weeks. So, with ter
tiary students you can avoid much of the banes of 
GRes training arrangements, like taking a year or 
more to complete Recruit and Initial Employment 
(IET) training, or as in many cases, not completing it 
at all. Also, if you focus recruitment on tertiary stu
dents and school leavers, you have scope signifi
cantly to increase recruit and IET training, to levels 
approaching that of armies in most other developed 
countries. 

What to Do About the Imbalance 

The remedy to this situation is relatively cost free 
— change a proportion of Eand and Logistics 
Command units to a tertiary student-friendly train
ing program. 

To take best advantage of the skills of tertiary stu
dents, we should perhaps target units with a steeper 
learning curve. So, we might think of the more tech
nical corps, perhaps signals, artillery and armour, 
rather than infantry. 

Some are concerned about the availability of the 
command structure and senior support staff to go to 
camp over the summer period. The clash with 
school holidays often comes up. These factors cer
tainly affect some officers' and NCOs' availability. 
however. I don't believe it would be anything more 
than a posting consideration. In the last summer 
period, with a significantly undermanned staff, my 
Regiment ran three two-week camps without great 
difficulty. 

Also, running more training during the summer 
period would make better use of currently under
used training equipment, staff and facilities. 

Others have questioned whether tertiary students 
want to join the GRes. I can only say that in my 
Regiment we currently deal with over 1.000 tertiary 
student prospects for recruitment each year. Many 
then decide they do not want to become officers and 
so do not fit our criteria as a university regiment. 
Many others do not pass the officer psychological 
testing or selection boards. These potential recruits 
for the GRes, who are not suitable for officer train
ing would number several hundred every year. To 
top this off, university regiments, at least in the 
Eastern Region do not recruit from many tertiary 

sources. We miss many of the new universities and 
almost all the TAFE system. We probably tap less 
than 50 per cent of the market. So, my hunch is that 
there is great potential for recruiting tertiary stu
dents. 

Another variety of argument is that the Army 
does not need recruits of high intellect, that most 
jobs in the Army are of a "labourer" type. So, ter
tiary students will find the GRes unrewarding and 
show poor retention. Apparently surveys show 59 
per cent of RRes soldiers on full-time service either 
disagree or disagree strongly with the statement that 
"I am using the full range of my abilities'". As 
intended by its architects, and as Table 3 to some 
extent confirms. RRes applicants are more likely to 
have completed high school and intend to take on 
tertiary study. The deduction is meant to be that 
most RRes soldiers do not find Army training 
rewarding and we could expect the same response 
from tertiary students in the GRes. The conclusion is 
meant to be that we should steer clear of tertiary stu
dents as recruits. 

I find this a strangely contorted argument, to my 
mind rationalising an unsatisfactory result. Let me 
put an alternative argument: 

1. For fighting wars we. as a society, need to har
ness our best and brightest — at least a represen
tative proportion of them in the Army. Any war, 
and particularly modern war. places an emphasis 
on imagination, initiative and quick reactions at 
all levels. 

2. The Army is a large and complex organisation 
with roughly similar personnel needs as those of 
general industry — ie I do not believe the Army 
has a higher proportion of low level jobs than 
general industry. So. again, we need a represen
tative proportion of tertiary people. 

3. Our current recruiting patterns still reflect some
thing of the British "cannon fodder" approach 
where most recruitment into the ranks comes 
from the lower socio-economic levels of society. 
Obviously pay rates and conditions of service 
affect this. 

4. The lower capacity of recruits has influenced the 
type of training the Army runs — a "lowest 
common denominator" approach. 

5. Therefore, Army, and in particular. GRes. train
ing and recruiting patterns should change to 
attract and retain a representative proportion of 
higher capacity (ie tertiary) people. 
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Conclusion 

There is every reason for the GRes to take the 
opportunity to catch up with the changes in Australian 
society, by changing some units training programs 

and recruiting more from the very large and growing 
pool of tertiary students. 

NOTES 
1. Source: DPP-A using the AM AN Database on 14 Jan 94. 
2. Alan K. Wrigley. The Defence Force and the Community: A 

Partnership in Australia's Defence, AGPS. Canberra, June 
1990, p 344. 

3. Source: I Psych Research Unit. 

Lieutenant Colonel Gary Tamsitt is an Army Reserve officer in his fourth year as Commanding Officer of 
the University of New South Wales Regiment. He joined Sydney University Regiment in 1971 and was 
commissioned in that unit in 1974, He served in a range of regimental postings including five years com
manding Australian National University Company. Of his 23 years of service, only three and a half have 
been outside university regiments. In civilian life, he is a lawyer, currently teaching at the ANU. 
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Calendar 1995 

The Diggers calendar presents the pictorial history of our nation in battle and in keeping the peace. 
With a superb painting accompanying each month. Diggers begins with our earliest military actions in 19th 

century New Zealand and takes us through both World Wars up to our most recent engagements in Vietnam and 
the Gulf War. It also includes our peacekeeping effort around the world. 

Australia's contributions in each of these actions is provided in a brief summary which accompanies every 
calendar page. 

The Diggers Calendar 1995 is available from Defence Public Relations at a cost of $ 19.95. 

DIGGERS Calendar 1995 — Mail Order Form 

I would like ( ) copies of the Diggers Calendar; 

made out to the Receiver of Public Monies for $ 

NAME: 

it a cost of $19.95 each Enclosed is a cheque/money order 

ADDRESS: 

Please send your order and payment to: 

STATE: 

Defence Public Relations, Department of Defence, B-4-24, RUSSELL 

POSTCODE: 

OFFICES, ACT 2601. 



Maintaining the Ready Reserve Brigade 

By Captain A.S. Drayton, RAAC 

Introductior 

Implementation of the Ready Reserve (RRes) 
scheme commenced in 1992 and will reach mature 

state in 1996. In the meantime the Regular compo
nent of the Ready Reserve Brigade, 6 Brigade, is 
gradually being reduced from normal Regular 
Brigade manning levels of approximately 3200 per
sonnel to a ceiling of 700. The vacancies created are 
being filled by Ready Reserve soldiers as they are 
recruited and trained. Ready Reserves will eventually 
be required to perform most duties across the various 
trades and employment categories within the brigade. 

Technical corps, like the Royal Australian 
Electrical and Mechanical Engineers (RAEME), have 
not been exempt from this scheme. It was expected 
that Ready Reserve personnel could be recruited and 
trained to carry out the technical duties currently per
formed by regular Army tradesmen. It has come to 
light that there are two fundamental problems with 
this concept. Firstly, that the Army has not been able 
to attract trained tradesmen. Secondly, under the cur
rent Ready Reserve scheme arrangements, it is 
impossible to train effective tradesmen within their 
service obligations. 

Already the effectiveness of 6 Brigade is being 
eroded, partly because the equipment liability was not 
reduced significantly, but mainly because the number 
of effective tradesmen within the brigade has reduced. 
In the long term, this reduction in maintenance per
sonnel will prove detrimental to 6 Brigade's ability to 
perform it's mission. 

Aim 

The aim of the article is to consider the impact of 
the Ready Reserve scheme upon maintaining the 
equipment of 6 Brigade. 

Background 

The RRes Scheme was announced on 30 May 
1991 as part of a Ministerial Statement on defence 
policy and stemmed from the 1991 Force Structure 
Review. The scheme was conceived as a method of 
manning appropriate parts of the Australian Defence 
Force at levels of readiness and cost below those for 
permanent elements. According to a Joint Committee 
on Foreign Affairs, Defence and Trade Report written 
in November 1991, RRes personnel were expected to 
cost approximately half of that of Regular personnel 
to train and retain as part of an effective defence 
force. 

The vast majority of RRes were to be introduced 
into the Army, 3200 of the total 4100 personnel; the 
remainder being allocated to RAAF and Navy. The 
Army RRes were to be concentrated at, and form the 
basis of, the 6th Brigade in Enoggera, Queensland. 
The first intake of RRes occurred in 1992, however, 
full implementation of the scheme is planned over a 
five year period such that the mature state will not be 
achieved until 1996. 

To accommodate the RRes, 6 Brigade started to 
shed Regular Army positions at the end of 1992. The 
eventual plan is based upon the brigade retaining no 
more than 700 regular positions. The composition of 
this manning was not based upon guidance or direc
tives from outside of the brigade, and yet has implica
tions for all Corps represented within the brigade. In 
fact, the responsibility for determining the Australian 
Regular Army (ARA) component within units that 
comprise the brigade was devolved down to unit 
commanders within the brigade. 

The Effects of Manpower Limitations 

With severe ARA manpower restrictions placed 
upon unit commanders, commanders and their staff 
were forced to attempt to retain an operational capa
bility and at the same time maintain the equipment 
required to perform those roles and tasks normally 
expected of them as an ARA unit. The result has been 
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that unit commanders have attempted to juggle the 
two requirements. In most cases it has proven impos
sible to achieve both tasks with such ARA manpower 
limitations. The reality is that the manpower con
straints restrict units to skeleton staffs which cannot 
effectively train and administer the RRes personnel, 
and at the same time maintain their equipment. 

Manpower limitations have resulted in dramatic 
reductions to RAEME tradesmen numbers within 6 
Brigade. 2nd/14th Light Horse Regiment 
(Queensland Mounted Infantry) (Armoured 
Personnel Carrier/Reconnaissance), for example, will 
have it's regular component of ARA tradesmen cut 
from 55 to 10. This coincides with a reduction in 
equipment liability from 111 to 82 armoured vehicles. 
The two reductions are, however, not proportionate. 
Instead of units being able to determine the number of 
tradesmen they required by considering their equip
ment liabilities. ARA strengths were based on trying 
to accommodate both operators and maintainers with
in impossible limitations. 

The general consequences for the brigade are that 
its overall effectiveness will be diminished substan
tially. There are a number of reasons for this. Firstly. 
the equipment used by the brigade will not be main
tained as well as it should be because there are not 
enough tradesmen. Secondly, regardless of the enthu
siasm and ability of the RRes, it is likely that there are 
not going to be enough ARA personnel to train them 
to the required standard. Finally, it is also possible 
that the standard of training that the ARA component 
receives within the brigade will be reduced because of 
the effort required to train the RRes. 

The specific consequences for RAEME are similar 
in terms of the training opportunity available for hon
ing military skills. But of more concern, are the impli
cations in terms of the Corps ability to maintain and 
repair the equipment held within 6 Brigade. The rea
sons for this are that, firstly, the amount of. and stan
dard of. operator maintenance being conducted has 
been reduced because of a lack of time for such activ
ity, and also because of a lack of operator knowledge 
and familiarity with the equipment. This is particular
ly evident in units such as Armoured Corps 
Regiments that operate major equipment types. 

Secondly, the levels of ARA RAEME manning 
within units has been cut so substantially that the only 
positions manned by ARA personnel are those that 
perform administrative, training and supervisory 
roles. The reason for retaining supervisory rather than 
tradesman positions is that it takes a long time to train 
personnel to be able to perforin these control and 
management functions. As a result, the number of 
actual tradesmen available to work on the equipment 

is minimal. This means that units are dependent upon 
RRes tradesmen to perform the maintenance and 
repair tasks required. 

Finally, the ability of the skeleton ARA staff, along 
with the RRes. to deploy effectively on operations is 
being lost. Downsizing is reducing the number of 
qualified drivers in units. As a result, the capability of 
units to self-deploy is rapidly being eroded. 

If the positions identified as RRes are filled, some 
of the problems above could be reduced. A key ele
ment in the success of the scheme, therefore, is the 
ability to attract, train and qualify RRes tradesmen. 

Specific Problems Facing RAEME in 
Regards to RRes Tradesmen 

There are three major problems that RAEME as a 
Corps faces in regards to RRes tradesmen. These are 
recruiting, training, and finally, employing these 
tradesmen in a productive manner. 

Recruiting Problems 

There are two parts to the RRes scheme. The first 
pan is aimed at recruiting those members of the ARA 
that decide to separate from the defence force, but 
would still like to serve in a limited capacity, these 
personnel are referred to as Ready Reserve Categoi-y 
2 (RRes CAT 2). The second involved recruiting 
civilians to undertake twelve months of full time ser
vice (FTS) followed by four years of part time service 
(PTS) in which a 50 day commitment each year is 
required. This scheme is aimed at attracting young 
school leavers whose intention is to go on to complete 
studies of some sort during their part time service. 
These personnel are referred to as Ready Reserve 
Category 3 (RRes CAT 3). 

To date, it would be fair to say that neither of the 
categories of RRes described above have been partic
ularly well subscribed in regards to tradesmen. In fact, 
it would not be too unjust to suggest that the two 
types of entry into the RRes have had very limited 
success with technical corps such as RAEME. To 
date the number of RRes CAT 2 tradesmen that have 
been recruited has only been eight out of 46 positions 
that are supposed to have been converted. There are 
still a further 1 19 positions to be recruited for. The 
number of tradesmen attracted into the RRes CAT 3 
category is even less impressive, in that only one 
tradesman has been recruited into the scheme out of 
the 1069 attracted up until January 1992. 

Given that there is a problem with recruiting trades
men into the RRes scheme, alternative methods of 
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obtaining tradesmen need to be considered. Under the 
RRes CAT 2 system mentioned, perhaps more incen
tive in the form of greater monetary gain is required to 
entice former ARA tradesmen to join the scheme. 
However, it is probable that the amount to attract 
tradesmen in this manner will need to be significant. 

In regards to the RRes CAT 3 scheme, the army has 
not been able to attract tradesmen. The alternative to 
trying to attract young tradesmen into the scheme is to 
offer the opportunity to gain a trade certificate whilst 
serving in the RRes. Unfortunately, there would be 
significant problems under the current arrangements of 
the RRes CAT 3 scheme in which personnel serve one 
year full time service and four years part time service. 
These problems are described below. 

Training Problems 

Essentially the problem of training tradesmen 
under the current scheme is that there is not enough 
time to produce a tradesman, and then expect to gain 
any productivity out of him in the course of his ser
vice. 

As an explanation, the Army has used two meth
ods for training tradesmen in the past. The first 
involves personnel completing a four year apprentice
ship. This method is still used. The second method 
was to train older entrants under a one year adult trade 
scheme. The latter scheme is no longer employed 
except for specific trades such as the aircraft trades. 
However, under either method, there is not enough 
time in the RRes scheme to train a tradesman, given 
that he must first complete a recruit training course of 
three months before undertaking at least twelve 
months trade training under the adult trade scheme. 

It has been suggested that the adult trade scheme 
can be used in a more compact form, by reducing the 
trade course to approximately six months. It is my 
belief, however, that this is not possible even for the 
tradesmen requiring the least trade training, vehicle 
mechanics. Even if this was possible, by the time per
sonnel have completed recruit and trade training, spe
cialist equipment repair techniques training, and dri
ver training, there would be very little time left for 
any productive return. 

The result would be that Army would spend vast 
quantities of money to gain a tradesman of little expe
rience, who has an obligation of no more than his 50 
days PTS periods over the next lour years. The pro
ductivity of such a tradesman is considered dubious at 
best, especially when one considers that these person
nel have to complete physical fitness tests, medical 
boards, and weapon practices as part of their 50 days 
commitment each year. Travel time to and from the 
unit is also considered pan of the 50 day obligation. 

Productivity Problems 
As described above, the benefit to the Army of 

producing tradesmen under these arrangements is 
extremely limited. In fact, when one considers some 
of the other problems associated with the RRes 
scheme, it becomes more apparent that this is not a 
feasible option. 

Firstly, for example, current experience would sug
gest that even if tradesmen could be produced in the 
time frame described, they would be little more than 
newly graduated apprentices that require high level of 
supervision. The problem here is that the manning 
levels of ARA within units does not allow sufficient 
scope to be able to cater for large numbers of trades
men that require close supervision. 

Secondly, if it is expected that these tradesmen are 
to gain and maintain the soldiering skills required to 
deploy on operations, then the time required for such 
training will reduce these tradesman's productive 
time. If a tradesman is expected to develop spe
cialised skills such as being able to drive and operate 
armoured vehicles like the APC (F). (the armoured 
personnel carrier — armourer fitter track), this also 
impinges upon his productive time. 

Thirdly, this year, (the first year in which the RRes 
CAT 3 personnel have been conducting part time ser
vice) has already revealed that there are significant 
problems in coordinating the return of part time RRes 
CAT 3 members. RRes CAT 3 personnel on PTS 
determine for themselves when they are available for 
their PTS. This can occur at any time throughout the 
year, and does not necessarily have to coincide with 
other RRes CAT 3's returning to the unit. This 
impinges significantly upon the overall productivity 
of any workshop attempting to coordinate tasks that 
often require the services of more than one person. 

Finally, it is just not cost effective to train a trades
man under the current RRes scheme. If one considers 
the return of service obligation (ROSO) incurred by 
an ARA tradesmen for his trade training, (which 
amounts to one year return of service per training year 
plus one), as a rough yardstick for the production time 
required to repay time spent on training, it would take 
many years of RRes part time service to make a RRes 
tradesman cost effective. 

Has The Problem Been Acknowledged? 

The main problem with the RRes concept is that 
within Army there are no restrictions on which trades 
and employment categories the scheme encompasses. 
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There is a glaring difference between the breadth of 
the application of the scheme to RAAF and Army. 
The RRes concept is applied to two employment cat
egories only within RAAF; Airfield Defence Guards. 
and aircrew. The reason for not extending the scheme 
into other trade categories is that it was not considered 
appropriate to attempt to recruit or train aircraft tech
nicians. The same sort of logic should have been 
applied to the army's technical trades. 

Now that the RRes scheme is being implemented 
in 6 Brigade, the ARA staff are pressing ahead and 
trying to make the system work. It has become clear, 
however, that the scheme (in its current form) will not 
be as successful as expected. An indication exists that 
part of the scheme, involving the repair and mainte
nance elements in the brigade, has not worked. 

Specifically. I refer here to the "band-aid" solution 
currently being employed to maintain the brigade's 
equipment. This solution involves the contracting of 
civilian mechanics to help redress the reduction in 
technical personnel across the brigade. Already, after 
the first year of ARA downsizing, the brigade has had 
to hire 14 civilian tradesmen, next year a further 30 
will be employed. 

Not only is this seen within the brigade as an 
admission that the scheme is not working, but the 
encroachment of civilian personnel into a formation 
which is part of Land Command, as opposed to 
Logistic Command, is having an adverse effect upon 
morale. Even though civilians are more cost effective 
than military tradesmen, because they are not 
required to perform military tasks, they should only 
be employed in Logistic Command units. The other 
consideration is that the brigade is still required to be 
prepared for deployment within 90 days notice to 
move, which is not compatible with hiring civilian 
tradesmen. 

Redressing the RRES Tradesman 
Problem 

The employment of civilians within the brigade is 
not the solution to the maintenance problems unless 
the Army is prepared to lose the operational capabili
ty of one of it's few deployable formations. There 
only seem to be a small number of options available 
to redress the problem of maintaining 6 Brigade. 

The first of these options is to reduce the range and 
scope of capabilities held within 6 Brigade. This 
would involve shedding certain capabilities so that 
not all of the current integral capabilities held by 6 
Brigade are maintained. This solution would reduce 

the equipment liability, and would reduce the 
brigade's maintenance bill. However, it would not be 
an appropriate solution because the brigade would 
have to lose one or more of its key internal elements 
and therefore capabilities. This solution is not com
patible with the concept of retaining the formation's 
capability. 

The second solution is to increase the number of 
ARA tradesmen in the brigade. This could be done be 
either reviewing the allocation of ARA positions 
within units of the brigade, or by an increase in the 
ARA manpower ceiling. Even though a re-allocation 
within the brigade would mean that the brigade would 
be manned with tradesmen according to its equipment 
liability, a re-allocation would have the disadvantage 
that it would require a reduction in other Corps' rep
resentation in the brigade. 

This would mean a reduction in the operational 
capability of units because of a lack of suitable trained 
ARA personnel. Unit commanders would be reluctant 
to allow this to occur because of the old adage of 
allowing the "tail to wag the dog". This is therefore 
not a particularly suitable option either. However, an 
increase in the ARA manpower ceiling would make 
this option feasible. 

The last option available involves redefining the 
RRes concept itself so that certain trade categories are 
either exempt from the scheme entirely or spend two 
years on full time service (FTS) before commencing 
their part time service (PTS). 

The primary advantages of increasing the FTS 
commitment for certain trades would be that recruit
ing would become less difficult because those mem
bers joining the scheme to gain a trade would be far 
more employable having completed their service. 
This would be a significant drawcard especially in the 
current economic climate. This concept would also 
seem to be a far more cost effective method of filling 
tradesmen positions within the RRes Brigade because 
at least some productivity would be gained from these 
personnel before they completed their obligation to 
the Army. Finally. 6 Brigade would be able to retain 
its operational capability at its current level. 

Conclusior 

The aim of this article was to consider the implica
tions of the Ready Reserve upon the maintenance of 
the equipment held within 6 Brigade. To this end. 
some of the problems of the current Ready Reserve 
concept have been outlined that pertain to the 
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brigade's technical corps, in particular RAEMK. It is One of the most appropriate solutions seems to be a 
clear that not all is well in the RRes Brigade in this redesign of the Ready Reserve scheme itself to 
regard. Some solutions have been discussed in an include a different scheme for the technically trained 
attempt to identify the most appropriate method of personnel within the brigade. 

resolving the current dilemmas facing the brigade. 

Captain Drayton graduated from the Royal Military College, Duntroon in 1985. He completed the Officers Long 
Aeronautical Engineering Course with the British Army in 1988. During 1992 he was the Escort Officer to the Minister for 
Defence Science and Personnel. Currently he is posted as the Officer Commanding Technical Squadron. 2nd/14th Light 
Horse Regiment (Queensland Mounted Infantry) (Armoured Personnel Carrier/Reconnaissance). 
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The Western Front was a continuous line of trenches stretching 450 miles from the 
Swiss border to the Belgian coast. In France and Belgium, it was the scene of the most prolonged 

and intensive fighting of the First World War. 

The Australian Imperial Force fought the first battle of the Somme and 
experienced one of the bloodiest clashes of the War, sustaining 30,000 casualties. In so doing, 

they also weakened the German defences and hastened the end of the War. 

Seventy five years later, a group of war veterans and widows returned to the Western Front 
to pay tribute to those who fought and died there. 

Australians on the Western Front is an account of this pilgrimage and of the battles it commemorated. 

It is available from the Australian Defence Force Journal at $25 per copy. 



The Seven Deadly Sins of Leadership 

BxR.W. Eastgate 

Introduction 

T wo recent experiences caused me to reflect on 
leadership, and those qualities which make a 

great leader. 
First was the death of a distinguished Australian 

general under whom I had once served. In all the 
obituaries and commentaries that I read or heard, 
none made reference to his courage. He had the rare 
distinction of having been decorated in every cam
paign in which he served, yet his distinguished com
bat record was mentioned only in passing. Slim, who 
wrote and commented extensively on leadership, 
regarded courage first and foremost as the essential 
quality of a good leader. 

Soon after I chanced upon a glossy brochure enti
tled "Generals of the Australian Army" in which the 
current generals were profiled. Relatively few have 
the sustained and distinguished combat records 
which seemed to characterise our military leaders of 
just a generation ago. None has commanded a forma
tion larger than a company in combat, although it 
must be fairly said that this is a function of history, 
the period 1939-1972 being ripe with opportunities 
for their predecessors. 

Different situations require different styles of lead
ership. Although an army trains for war, peace is a 
welcome reality, and there have to be certain modifi
cations made in leadership styles to meet the very 
different needs of peacetime soldiering. The sight of 
a senior officer sitting bemused in front of some 
bewildering piece of modern technology is not as 
edifying as the sight of him valiantly leading his 
troops in battle, but it is the reality of the time in 
which we find ourselves. 

Unfortunately, when some of our leaders modify 
their leadership styles to suit peacetime needs, some
thing is lost in the translation. There is often a fine 
line between a positive character trait, and one which 
can be negative in its impact. Even more unfortu
nately, they are not always recognised as such, and 
are not necessarily a barrier to further promotion. 

What follows is not intended to denigrate any par
ticular individual. But if we can recognise the seven 
deadly sins of leadership, then we can take steps to 
remedy them. 

Indecisiveness 

This is often confused with its direct opposite. Far 
too often the simplest answer to a problem or request 
is "No". It certainly saves having to think about an 
issue, and it certainly avoids having to make a real 
decision. It often demonstrates a lack of courage. 

In peacetime particularly it seems that it is more 
important not to have failed, than to have dared. 
Mediocrity rather than initiative is rewarded as a 
virtue. 

War is about taking risks. How often do senior 
officers reject a proposal simply on the grounds that 
in the remote possibility that something might go 
wrong, it could reflect badly on them? 

Rules and regulations are not meant to stifle 
action. Providing all reasonable measures are taken 
to minimise risks, senior commanders should 
encourage originality and daring in their subordinates 
in their peacetime undertakings. 

It is an unfortunate fact that industry does not 
always equate with productivity. We are all familiar 
with the massive industries of the directed economies 
which were pathologically incapable of producing 
reliable goods in accordance with consumer 
demands, or needs. 

At the other end of the scale is the professional 
lance corporal who marches around in perpetual 
motion with a clue board under his arm, or an oil can 
in his hand. 

Each is a lather of industry, but neither produces 
anything of value. 

Somewhere in between is the officer who pro
duces reams of meaningless paper, unnecessary 
instructions, time wasting directives. Typically, this 
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officer, a "workaholic", arrives at work before the 
boss, and departs after he leaves. 

The worst example of this was a senior officer who 
regularly set his staff new tasks ten minutes before 
"knock off' on a Friday afternoon, indicating that he 
expected them to work on them over the weekend. 
Rarely was there an issue of such urgency that it 
required such immediate attention, and more than one 
competent officer resigned at five minutes before 
"knock off in frustration at these unreasonable 
demands. 

Slim wrote that leadership was that combination of 
persuasion, compulsion and example which makes 
men do what you want them to do. Leaders must 
remember that their subordinates can quickly recog
nise that which is unnecessary, and that they have 
their own needs. Creating unnecessary work, estab
lishing unrealistic priorities, or imposing unnecessari
ly upon the time of subordinates only creates resent
ment. 

Sycophancy 

Not to be confused with loyalty, which is a two 
way quality. 

I was once appalled by the sight of a twice decorat
ed senior officer who had been a formative influence 
in my early career scurrying up a (light of stairs in 
Army office carrying a slide projector. He was, at the 
time, a full colonel. It transpired that at a conference a 
more senior officer to whose star this fellow had 
attached himself had demanded the said apparatus. 
and rather than ring the Quartermaster's store some 
three floors and two buildings away, or delegate a 
subordinate, he had personally dashed away to collect 
it. 

The experience greatly diminished him in my eyes. 
1 discovered that the more senior officer habitually 
surrounded himself with similar subordinates, taking 
them with him as he moved relentlessly upwards, 
ruthlessly discarding those who did not pander to his 
constant demands. The coterie finally transferred en 
masse to another enterprise, and when their mentor's 
star finally waned, the whole group was surgically 
culled by a new regime. 

A great leader will inspire loyalty in his followers, 
and will return it in at least equal measure. His men 
will respond not out of fear of reproach, or for want of 
reward, but simply because they trust their leader to 
act in their best interests, and not just his own. 

Pedantry 

Rules are made for the guidance of wise men and 
the blind obedience of fools. 

Montgomery's studied eccentricity in matters of 
dress and bearing infuriated the pedants, and amused 
others. But underneath the funny hats was a coolly 
calculating mind, and behind the dishevelled appear
ance beat a heart as brave as any other. 

Binding individuals to petty rules and regulations, 
or forcing them to fit theoretical models stifles origi
nality in thought and action. Complete uniformity of 
dress and behaviour is spectacular on a parade 
ground. It has little place in battle, where initiative 
and boldness are the keys to victory. 

If there is a better or just different way of solving a 
problem, or doing something, then commanders 
should encourage subordinates to try the alternative, 
providing that it involves no gross dereliction of "the 
rules" or is inherently unsafe. They should be 
enriched by the experience, and there is the distinct 
possibility that they could actually learn from making 
a few mistakes along the way. 

Tyranny 

This is often confused by practitioners with firm
ness or decisiveness. 

One notorious tyrant has found in his retirement 
that he is bereft of friends, and is shunned by those 
with whom he served. A gallant soldier in his early 
career, he dealt ruthlessly with his subordinates as he 
pursued his career ambitions. As a commander with 
complete autonomy in a remote and difficult location, 
he ruled with an iron fist, and imposed on his troops 
and their families petty and irritating rules that unnec-
ssarily disrupted their lives. No amount of the effort 
he now spends on attempting to make amends for his 
previous behaviour can change the attitudes of many 
who lived in terror of him. He is denied that supreme 
pleasure of old soldiers, familiar company enjoying 
shared reminiscences. 

Leadership is not just about compulsion. It is also 
about persuasion and example. It is most importantly 
about communications, explaining to subordinates 
what you expect of them, and listening to their needs. 
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Vanity 

It seems lately that the amount of coverage gener
ated by a commander seems to be in inverse propor
tion to his actual achievements, but in direct propor
tion to his vanity. 

I was amazed to read recently an account of a 
major battle involving Australian troops in recent 
memory of which I was totally unaware. The accom
panying list of decorations for gallantry was evidence 
of both the ferocity of the fighting, and the courage of 
the troops involved. The unit involved has a distin
guished combat record, but is better remembered for a 
previous action in the same campaign. That battle has 
tended to overshadow all others. My interest was 
stirred, and 1 contacted some of the unit's veterans of 
my acquaintance for clarification. 

They were equally amazed at the newfound 
prominence which the account had given the battle. 
which they remembered more as a series of spectacu
lar, though not necessarily significant, or related 
engagements. Many were not even familiar with the 
name accorded by the account, even though they 
were there. 

But they offered a simply explanation. The unit 
commander had assumed command after the previ
ous, more significant battle, and although his own ser
vice was amply recognised, and he later achieved 
high military rank, he felt that his own period of com
mand was denied the recognition afforded that of his 
predecessors through their significant victories. It was 
felt that he had used his not inconsiderable influence 
not to rewrite history, simply to rearrange it. thus 
ensuring his place in history and his reputation as a 
great combat commander. 

We should not need to read of our generals and 
their accomplishments from glossy, expensive 
brochures, nor should we need to meddle with the 
historical record. We should know our leaders from 
their true accomplishments, and from their regular. 
personal contact with their subordinates. 

Parsimony 

A senior officer of recent acquaintance com
menced a programme to introduce "economies", 
such as removing every second tube in fluorescent 
light fittings, and keeping track of otherwise non 
accountable and trivial items (he caused an investiga
tion to be carried out into a discrepancy of 23 tea
spoons). The same officer also took to throwing the 
remnants of cakes of soap into shower cubicles to 
check whether or not the cleaners were doing their 
job. At least that is what he said he was doing. A 
zealous and industrious administrator, he was neither 
efficient nor inspiring. 

Frugality is a virtue in straightened economic cir
cumstances. A good commander with inventiveness 
and originality can use such a situation to his advan
tage. Petty parsimony is simply irritating. 

ondn^ ion 

I am sure that the foregoing list is by no means 
exhaustive, and that there are other characteristics 
which could be included, with numerous examples to 
support them. 

There are any number of people with the necessary 
qualities to provide the effective leadership the Army 
needs under changing circumstances. But they must 
not lose sight of the fact that an army should train for 
war. They must be unapologetic that such is its role, 
and insist that it prepare as aggressively as possible. 
In the absence of a war in which to demonstrate their 
courage and test the true mettle of leadership, the 
challenge for today's leaders is to find alternate ways 
to motivate their subordinates to follow. 

Whenever soldiers gather to discuss leadership, 
they should not only consider those positive traits 
which make great leaders. They should also consider 
the negative traits, recognise them in themselves and 
in others, and take positive steps to correct them. 

Ross Eastgate left the Army in January 1992 after twenty four years sen-ice. He is presently employed in PNG on the Kittitktt 
Petroleum Development project. In his spare time he is writing a book on his experiences as a United Nations Observer in the 
Middle Hast in 1977 and I97K. 
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Rubens and the Military Propensities of Society 

By Wing Commander J. W. Steinhach, RAAF. 

As a proclamation of the success of his diplomatic 
i. mission to the court of Charles I. which in 1629 

resulted in a peace treaty between England and Spain, 
the Flemish artist Peter Paul Rubens painted in his 
exuberant and powerful style, Minerva Protects Pax 
From Mars. Also known as War and Peace — a 
more meaningful appellation given the reason for 
Rubens's visit and the painting's iconography — it 
now hangs in London's National Gallery. It is a strik
ing example of Rubens's genius in infusing a mytho
logical theme with a contemporary issue. It is there
fore a good starting point for a brief survey of atti
tudes towards armies and war and the relationship 
between a community and its defence force. 

Simply put. armies are about war, and the conclu
sion that without them, there would be peace, is not 
too distant. Yet the historical experience has been that 
few rulers have been prepared to put their trust in that 
logic and forego their military arm. Fundamental 
flaws, or perhaps competition for limited resources 
keeps us predatory, and human belligerency, as un
palatable as it seems even in our enlightened era. is 
not about to dissipate. Consequently, societies accept 
that armed forces provide some security against the 
undefinable and unpredictable. This article is about 
how societies have dealt with militarisation, how their 
civil and military systems intertwine, what values are 
involved, and to observe that a unique military ethos 
has evolved in Australia. 

War is a social phenomenon, and the use of force 
has implications for a society. Any understanding of 
its military propensities must begin with a review of 
some relevant cultural factors. In Australia following 
Federation, these were, according to Charles Bean, 
rather straightforward. "The historian", he remarked, 
"who tries to discover what motive most powerfully 
moved the Australian people . . . will probably come 
to the conclusion that tradition — such as is con
sciously or unconsciously handed down in almost 
every word or action by parents and teachers to child
ren, by priests and pastors, professional, trade and 
business men to their successors, by writers to readers, 
even by older children to younger — was immensely 
strong and enduring".1 Many of those formative tradi
tions have roots going back to the first civilisations in 
the Middle East. Western philosophy, a British her

itage and the peculiarities of this country's origins 
have also left their marks. 

A prerequisite to force is an army. To raise one, a 
society can simply insist that its able-bodied members 
train to bear arms. Alternatively, it could hire out
siders to do its fighting, but that is risky. "The profes
sion of arms — long may it live; the profession of 
farms — long may it give!" Without any emotional 
ties to their employer, mercenaries remain an un
predictable commodity. In its first decade. Australia 
experimented briefly with a mercenary Navy, a British 
contingent which, be it said, the Admiralty for its part 
failed to keep up to the standard agreed.' Eventually, 
nationalism proved stronger and by the outbreak of 
war. an Australian Navy had been founded. As Bean 
observed, "the young country, after unwillingly pay
ing a miserable £200.000 a year for the hire of a 
British squadron, now willingly faced an expenditure 
of £2,464,867", for its own fleet, manned as far as 
possible by Australian crews.4 

Another option is a full-time, regular and reliable 
professional military body of volunteers with con
script elements attached if necessary. As warfare 
became more complex, the need for military special
isation grew. Adam Smith acknowledged the unique
ness of the profession of arms in The Wealth of 
Nations (1776) when he wrote. The Art of War— as 
it is certainly the noblest of all arts — so in the 
progress of improvement it necessarily becomes one 
of the most complicated among them . . . it is neces
sary that it should become the sole or principal occu
pation . . . of a particular class of citizens . . . as the 
division of labour is as necessary for the improvement 
of this, as of every other art".' Making the right 
choice — conscription or voluntary enlistment — has 
never been easy for Australian governments. With the 
Scullin Government, for example, came a defence 
policy advocating reliance on aircraft and submarines 
as an effective means of continental defence because, 
firstly, they could not be easily deployed overseas, 
and secondly, and more to the point, they would be 
cheaper and make conscription unnecessary, an issue 
which had all but destroyed the Australian Labor 
Party in 1916 and kept it off the Treasury benches for 
close to 13 years. Under different circumstances con
scription can foster national unity and a common 
spirit. Manpower considerations keep defence policy
making in the orbit of domestic politics. 
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Organised warfare came with civilisation, when 
the agricultural communities of Mesopotamia adopt
ed irrigation and produced a food surplus, a fact of 
immeasurable consequence. The centralising authority 
needed to regulate water distribution engendered 
social stratification, increased administrative com
plexity and military expansionism. At stake was con
trol of the water, and military force settled questions 
of its ownership. That is one perspective: an implied 
justification of the use of violence for achieving 
national objectives, and by extension, legitimate and 
purposeful war. A less elegant thesis is given by the 
social philosopher Lewis Mumford in his monumental 
study of civilisation — The City in History. Rather 
than seeing war and armies as an outcome of bound
ary disputes, he notes a continuity in human behaviour 
from an earlier barbaric age. with war a more efficient 
form or murder. It had become the royal prerogative, 
Mumford wrote: "To accumulate power, to hold on to 
power, to express power by the deliberate acts of 
murderous destruction - this became the constant 
obsession of kingship"." Warfare would concentrate 
social leadership and political power in the hands of a 
small weapons-bearing, noble minority. 

In Athens, this aristocratic monopoly of weapons 
ended with Solon's economic and military reforms. 
His contribution to civil-military relations was to link 
wealth, military responsibility and constitutional 
rights. Citizenship and access to high office were 
henceforth tied to economic standards which also 
defined military obligation. Wealthy citizens joined 
the cavalry, while those able to purchase armour, 
served in the phalanx. Tying rights to military service 
was decisive for the development of democracy. The 
right to serve under a nation's banner remains, in 
most countries a citizen's. 

Progressive political evolution in Athens under 
Pericles made citizens equal, which did not result in 
the wealthy discarding their battle-dress. Military ser
vice remained a point of honour, especially among 
the nobility and the rich who saw themselves as heirs 
to the Homeric heroes. They vied to benefit the com
munity, even after Athens had become a radical 
democracy. In the polis. competition for distinction 
was strong, and the rich even acquiesced to a form of 
taxation, of keeping a warship in commission for a 
year. This practice, known as triearchy. enhanced 
advancement in public life. Something of that same 
spirit was found in this country, admittedly on a 
smaller scale, when private citizens made direct 
material contributions to the war effort, for instance, 
of aircraft, marked to identify the donor. 

The term "civil-military" only has meaning for 
many once Mumford's "warrior class" distances itself 

from mainstream society and pursues selfish ends. 
However, that narrower interpretation obscures a 
longer history of harmony, and that distinctions bet
ween civil and military elements are mostly nominal; 
the two being one and the same, ense et aratro — in 
war and in peace, with sword and with plough. 
Switzerland remains the prime example. 

In the Encyclopedia of the Social Sciences, the 
entry "Civil-Military Relations" written by Samuel 
Huntington, is an excellent introduction to the subject. 
in not taking for granted that civil and military goals 
must be mutually exclusive. Rather. Huntington 
defines the term as "the role of the armed forces in a 
society", without the implied contrariety. He cautions 
against its narrower usage, and how some commenta
tors want their own viewpoint identified as the civil
ian viewpoint. This, he adds, is wrong, since there is 
little unity among non-military elements.7 Debate in 
this country has not been spared such misrepresenta
tion. The idea of one ethos for the ADF and another 
for the community has no foundation in a society 
which sees in its servicemen all those "bush" qualities 
which epitomise its national character — comrade
ship, resourcefulness and adaptability. Conversely, 
the outlook and values of the Australian military are 
the community's. 

One of the first students of civil-military relations 
was Aristotle. When discussing the central activities 
of the state, he wrote: "The state has within it one 
element concerned with defence, and another with 
deliberation about what policy is expedient and with 
deciding about questions of justice; . . . and when we 
ask whether these roles are to be assigned to different 
persons or to be kept both together in the hands of the 
same people, our answer is clear here also: partly the 
one alternative and partly the other"." There is no 
paradox and the prescription accepted in this country 
has always been cedant anna togae let amis yield to 
the gown. There have been few recorded instances of 
confrontation but when there were, as over strategic 
policy formulation in the 1930s, the UAP Govern
ment sacked General Lavarack and reassigned his 
like-minded staff to inferior positions. 

Rome became a power when those with the means 
and commitment to bear arms fought her wars. 
Edward Gibbon wrote that soldiers of the early 
Republic were citizens "who had a country to love, a 
property to defend, and some share in enacting those 
laws which it was their interest as well as duty to 
maintain"." The sentiment was ubi bene ibi patria — 
1 owe my allegiance to the country in which I prosper. 
During the Punic Wars, the Italian countryside was 
devastated, leading to a sharp decline in the number 
of those independent farmers who made the Roman 
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army invincible. Their small landholdings were ab
sorbed into larger ones — the latifundia. worked by 
the very slaves those small landholders won in battle. 
Demobilised soldiers became city dwellers. The 
Graachi brothers — Tiberius and Gaius — attempted 
to reverse this by introducing land reforms to encour
age the return of the small farmer. For their efforts. 
they were lynched by members of the land-owning 
faction in the Roman Senate who now stood to lose. 
Roman society thereafter assumed its typical charac
ter: a small wealthy class having a sizeable retinue of 
slaves, with the vast bulk of the population living at 
subsistence level. The destruction of the rural citizenry 
lead to civil war, and eventually the collapse of the 
Republic. War became a profession for the footloose 
and a political weapon for ambitious men in Rome's 
endless round of civil strife. Soldiers depended on 
their leader for payment, the state making no other 
provision, so assuring the army's loyalty to the former. 
The evolution of Rome would reach that point where 
corruptible household guards decided her destiny, 
bequeathing to posterity and the study of civil-mili
tary relations the term praetorianism. The lessons 
seem simple enough. While the profession of arms 
may be unique, its membership must remain part of 
the social fabric. It is a responsibility both parties 
must bear. 

The seventeenth century was most formative for 
the development of ideas on the interaction between 
sovereign and military power. Rubens's diplomatic 
career had peaked with his mission to the English 
court. He was knighted, given an honorary degree 
from Cambridge, and gained commissions from 
Charles I. However, the peace for which Rubens had 
worked failed. Europe would be embroiled in the 
Thirty Years' War (1618-1648) for nearly two more 
decades, and England fell into civil war which ended 
with Charles's execution in front of the Banqueting 
Hall, the magnificent ceiling panels of which had 
been painted by the Flemish artist. The downfall of 
Rubens's patron came about through differences 
between King and Parliament over army finances. 
When this problem was resolved, the place of 
the military in the British Constitution was firmly 
set. The revolution against Charles I had begun in-
auspiciously enough. England had had no military 
land power, making isolationism the only practicable 
foreign policy. That position was not tenable for 
protestant England with the Counter-Reformation 
underway in Europe. 

It remained for the Stuarts, using unorthodox finan
cial schemes lacking parliamentary sanction to raise 
token and at once ineffectual troops. One effort, a 
half-hearted attempt at recovering the Palatinate for 

the King of Bohemia. Charles's brother-in-law. ended 
in disaster. Of this period. Correlli Bamett wrote: 
"The desire to avoid sacrifice and expense, to play the 
great power on the cheap, had involved the English in 
greater expense for smaller effect than a permanent 
professional army could have given them".1" Without 
financial support. Charles was impotent and his 
foreign policies only fantasies. In one scheme, he 
sought to ally England with Spain, and involve Span
iards in the Palatinate. That was after all why Rubens 
had come to Eondon. 

The victorious Roundhead army, whatever its value 
on the field, made for a highly unpopular govern
ment. The experience of the Protectorate had far-
reaching effects. A permanent military force was now 
regarded as a potential threat to freedom. Until this 
century, the history of the British army was governed 
by a national aversion to it. However, one was need
ed, and the compromise would be a device giving 
parliamentary sanction to its existence, but strictly 
annually. Cromwell's legacy on English-speaking 
peoples was lasting. They would rather risk defeat 
than face a dictatorship. In 1944, Lynn Montross 
could still write that "Never since that time has a 
British or American Government been prepared at the 
outbreak of a conflict for the test to come".'' 

He could have included Australia. In a 1903 speech 
during a debate on the creation of a militia, Billy 
Hughes could conveniently allude to those same 
seminal times. English and American nations are 
"rightly opposed to dominance of a standing army . . . 
The system which I propose would not be open to the 
danger of creating a caste . . . [and] will not result in 
the creation of a military class, neither is it likely to 
give a desire for the pomp and glitter of military life 
. . . and the effect of carrying it into effect would not 
be serious . . . I do not pretend that the training pro
vided will create forces as efficient in military drill as 
the trained continental forces".12 Nevertheless, in 
1914. it became evident that an Australian army 
would have to be raised to a comparable standard. 
Australia was not prepared for war. 

Whereas the English settled on a constitutional 
monarchy, the Continental powers turned to abso
lutism. Louis XIV. for one. became sole legislator 
and Commander-in-Chief, everything that English
men despised: a monarch with total command over 
his armies and the arbitrary right to levy taxes. In 
Prussia, as in other German states which had had 
first-hand experience of the Thirty Years' War, stand
ing armies were regarded as guarantors of national 
security. Until its destruction by Napoleon at Jena and 
Auerstadt, the Prussian army remained the king's 
instrument, with an apolitical officer corps, to serve 
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dynastic ends. The creation of an army of international 
standing was only possible by mobilising everything 
towards military ends. The aristocracy officered the 
army and had prescriptive rights to the highest posts 
in the civil service. The bourgeoisie produced the 
weapons and the uniforms and paid the bulk of the 
military taxes, while the peasantry supplied the food 
and the recruits to consume it. Prussia might seem 
light years away, but a historian with the perspicacity, 
outlook and integrity of Manning Clark could see and 
write in a country without openly acknowledged 
social differences between officers and men. that in 
1914 class was indeed a relevant factor in selecting 
officers for high command in the Australian Army. 
Commenting on the leadership of the AIF, having 
noticed that the top places were held "by a coterie 
from the country gentry", he concluded that "the 
alliance between militarism and squatterdom was not 
challenged"." He conceded however, that although 
William Bridges and Brudenell White, "had the 
temperament to overcome the fate of being by nature 
and conviction dedicated to an elitest profession, that 
both had the temperament to command soldiers in a 
society of people seemingly enslaved in egalitarian-
ism, hedonism and casualness".14 Nowadays, it would 
be difficult to imagine any sort of military clique in a 
country in which "the larrikin captured the Australian 
military tradition, and turned it into a libertarian, anti-
militarist ethos".1* With that, Australian civil-military 
relations took a new direction. 

As quid pro quo. the Prussian bourgeoisie was 
aided by mercantilist programmes, a planned policy 
of industrialisation, and an assured monopoly of trade 
and commerce. The peasants enjoyed the king's 
protection from expropriation and given permanent 
tenure. This system needed a powerful and central
ised administration to function, an immense price to 
pay for military and political freedom of action, as 
Prussia had so few natural resources, a poor climate 
and a small population base. Frederick the Great 
could quite rightly and proudly claim, "I perceive that 
small states can maintain themselves against the 
greatest monarchies, when the states put industry and 
a great deal of order into their affairs". Could this for
mula work in Australia'.'" In any case, the Prussian 
system was flawed, collapsing under the weight of 
Napoleon's national armies. 

Aside from the military, the Prussian community 
shed no tears, reacting to their army's defeat without 
resentment, a sense of humiliation or any desire to 
avenge. This lack of concern prompted the reformers 
Stein, Scharnhorst and Gneisenau to arouse the moral 
and patriotic spirit of the masses. That would entail 
major changes: the abolition of serfdom, the institu

tion of local government in the cities and opening up 
the officer corps to all men of education and talent. 
Scharnhorst clearly saw, as others before him, the 
connection between political rights, military participa
tion and the inclinations and loyalties of the masses. 
The initiatives taken were far-reaching, effective but 
altogether too radical for the times. Like Napoleon, 
they became casualties of the Congress of Vienna. 

There is another Rubens painting. The Horrors of 
War, completed in 1638. less than ten years after War 
and Peace and shortly before the artist's death, now 
hanging in the Pitti Gallery in Florence. It is an 
intense work about the misery the Thirty Years' War 
had brought down on Europe. Although the principal 
actor is the same as in War and Peace, its effect is 
entirely different. In War and Peace Rubens eulogis
es the benefits of peace. Minerva, the protectress of 
earthly happiness and ironically also the personifica
tion of the duty of war, firmly guides Mars away from 
a festive gathering. Pax feeds Commerce; war seems 
unsavoury or economically counter-productive, a 
second-best choice perhaps, albeit a practicable one. 
In the later painting, war is victorious. An unrestrain
ed Mars moves menacingly among images of des
truction, pestilence and famine, and in Rubens's own 
words, a grief-stricken woman clothed in black, with 
a torn veil, robbed of all her jewels and ornaments, 
[who] is the unfortunate Europe.17 

As background to Horrors of War, Rubens had the 
most savage conflict seen in Europe before the twen
tieth century. It was a time when strategic interests 
remained paramount, with the welfare of all utterly 
disregarded. Ostensibly a war fought over rival faiths, 
ideology simply became a convenient form for justi
fying a devious diplomacy and a veil for cynical polit
ical decisions. The war dragged on remorselessly 
because neither side was prepared to commit suffi
cient resources to force a decision. Nor did any of the 
powers resort to conscription, so when their own sol
diers had perished, mercenaries were employed. That 
measure helped prolong the war. 

Horrors of War is not anti-war. but a statement 
about a society divided, of discord between rulers and 
their military arm, as the ambitions of the former out
matched the capabilities of the latter. In Rome, once 
Hannibal had been defeated, this was manifested in 
an era of optimism, when the ruling class betrayed the 
soldiering class. In due course, that city fell prey to 
military adventurers. Neither was Aristotle's advice 
on the need for concord heeded by Rubens's patron. 
Charles I, in his pursuit of foreign policies without the 
backing of a viable army. Apart from his own death, 
his mismanagement set in train events that led to the 
well-trained and professional armies Adam Smith 
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would later envisage, being stigmatised, and ensuring 
an uneasy alliance between a parliament and its mili
tary arm, a legacy which still persists after 300 years. 
The spectre of Cromwell is still invoked, unscrupu
lously, unjustifiably, and always tendentiously, by 
those same commentators Huntington warned against. 
Whatever the motive, they only promote confusion, 
divisiveness and erosion of self-confidence and cohe
sion in an egalitarian and liberal democracy, the 
strength of which ultimately lies in the harmony of its 
institutions. In Australia, the notion of separate civil
ian and military viewpoints ended long ago because 
militarism was clearly incompatible with any national 
ethos. The idea of any confrontational civil-military 
relations has for many years now been a dead issue. 

A society's first priority is its security, nowadays 
usually defined by a "rational" defence policy, proba
bly formulated in the manner of a Minerva diverting 
the military impulses of a Mars, as suggested by War 
and Peace whereby a nation's choice of violence 
comes down to tactical considerations driven by cost-
benefit criteria. That is the essence of planning, but it 
can be misleading. Firstly because it is done in isola
tion from the rest of society, and secondly, because 
decision-makers work from assumptions which are 
only as firm as anything about the future can be. The 
process has clear limitations since war follows no 
logic. Moreover, no amount of analysis can ever 
hope to turn institutionalised apathy and indifference 
around, as the Greeks had known, the Graachi had 
not and the Prussian reformers had to accept. That 
takes a different more total approach to defence, one 
suggested by Minerva's other role in War and Peace, 
the personification of the duty of war. To 
that end. defence planning must embrace the contem
plation of values a society holds which are worth 
defending. 

In defining war merely as a means to some politi
cal end. the spirit which makes men prepared to fight 
and. if necessary, die, is disregarded. This duality, of 
earthly happiness and commitment to war. is often 
overlooked. A nation's first line of defence is not 
some early warning system, diplomatic or military. It 
is a committed people: like the Athenian aristocrats 
who accepted a military role as being consistent with 
civic duty, or those Roman farmers who saw the 
soldier's role deriving from their rights as citizens, or 
even the Prussian bourgeoisie and peasantry which 
rose against Napoleon in 1813-14. When images such 
as those generated by Horrors of War are not part of 
the national consciousness, that can easily be 
forgotten. 

That history does not repeat itself may be a truism, 
but on evidence, the military propensities of Australian 

society are built on traditions which eschew contradic
tions between civil and military systems. Consensus 
and pride in nation are as relevant as military force. 
The tranquillity conveyed in War and Peace is not 
too far removed from the nightmare of Horrors of 
War. Rubens had personal experience of that. 
Countries may create myths about armies and war, 
but what Rubens has illuminated in those two paint
ings — the limits of rational planning, the fragility of 
peace, the certainty of war and the strength of unity 
— are realities. Their themes deserve some reflection. 
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Regional Defence Co-operation1 

By Group Captain Gary Waters. RAAF 
Need for Co-operation 

Introduction 

There is considerable political, military and academic 
support for the view that at the heart of defence and 

foreign affairs issues for Australia should be regional 
defence co-operation. However, the limits on Australia's 
capacity and influence will affect the nation's ability to 
co-operate within the region more fully. Additionally. 
there are several questions which need to be answered. 
For example: What is the threat? How much defence 
will the taxpayer pay for? What and how much war-
fighting capability is needed'.' Indeed, these questions 
and observations apply to all nations within our region. 

Strategic guidance for Australia reflects a focus on 
the region and emphasises self-reliant Credentials, not 
only for the defence of Australia, but also in con
tributing to regional security. Throughout the world 
there are similar security issues to ours emerging — 
such as the difficulty in threat identification and force 
structure requirements. 

For example. Canada has. in the past, studied 
scenario-based elements of air power, which caused 
planning to become role-specific and to detract from 
the overall flexibility of air power. Nations need fore
sight. But to have foresight, they need insight. Yet. 
insight can only come from hindsight. Thus, a study 
of history, doctrine and forward planning is essential 
for an air force of today.' 

A reduced US military presence is likely to be de
stabilising, with fringe countries such as Japan. China. 
India and Korea possibly wishing to expand their 
influence. Japan has a larger air force than those of 
Australia. New Zealand and the ASBAN nations com
bined. China's modernisation reflects a perceived 
desire to extend strategic reach. These are issues 
which the region must face in the near future. Win
dows of vulnerability need to be defined and regional 
air forces need to develop themselves collectively to 
counter that vulnerability. 

Costs of defence necessitate husbanding of re
sources, sharing of resources and greater co-operation. 
all on a regional scale. To meet defence requirements 
in time of severe fiscal constraint, air forces must 
collaborate with other government departments, 
aerospace industry, training industry, employers and 
society. 

Differing defence and security interests between 
the ASEAN states are still considerable and will con
tinue to conspire against military co-operation on a 
multi-lateral basis. Bilateral co-operation tends to 
focus on border control issues (such as Malaysia and 
Indonesia, and Malaysia and Thailand). Through co
operation in such areas as maritime surveillance, air
space surveillance and Search and Rescue (SAR). 
bilateral arrangements could give way to multi-lateral 
ones. The recent maritime tripartite arrangement bet
ween Malaysia, Indonesia and Thailand may well be 
the acid test. 

The region can expect to experience increased 
emphasis on maritime and air assets to afford protec
tion, especially of off-shore territories, fishing zones 
and gas/oil/mineral deposits. The stability of the 
region must be borne in mind as nations seek eco
nomic and social development and prosperity. As 
insurgencies decrease and border issues diminish, 
there may be scope to focus more on collective interest 
rather than bilateral interest. We should be attuned to 
this. At all times, the region must provide an atmo
sphere which deters any unilateral force structure 
increases. 

Australia-New Zealand relations are undergoing 
some fundamental change as part of CDR (closer 
defence relationship). The broader question is whether 
we can actually define a collective security doctrine 
for the region. Complementarity in capability areas 
and longer-term force structure development will 
become a driving factor in CDR. However, each 
nation will still need to structure forces for defence of 
its homeland and to react to low-level contingencies. 

Self-reliance in partnership is New Zealand's 
strategy, and deployability and sustainability are areas 
in which New Zealand wishes to improve. Provision 
of a credible minimum defence force has become 
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New Zealand's aim. and collective regional security 
is the only way for New Zealand to maintain the bare 
minimum defence force.4 

There are three important dimensions to co-opera
tion. The first is the personal dimension, which 
encompasses the need for dialogue at all levels which 
in turn will increase mutual trust and understanding. 
Next there is the intellectual dimension which pro
vides the visibility of reasoning behind capital equip
ment acquisitions and specific policies (hand-in-glove 
is the need to promote thinking through workshops 
and study centres such as the RAAF's Air Power 
Studies Centre). Finally, the communications dimen
sion underpins the first two, in terms of visibility, 
trust and understanding.5 

In other words, co-operation is needed to break 
down the barriers of mistrust and misunderstanding 
and to promote visibility of intentions. As well it will 
lead to: 
a. encouragement of professional openness; 
b. access to published papers, reviews and doctrine; 
c. follow-up explanations of material released 

through personal visits; 
d. forum for regional defence dialogue and centres 

for intellectual study; 
e. development of a network of military and stra

tegic thinkers: 
f. good pay-offs from regional maritime and air

space surveillance regimes: 
g. a solid regional SAR network: 
h. environmental protection; and 
i. multi-lateral co-operative arrangements to meet 

natural disasters. Such arrangements would be in 
the fields of air transport, planning, movements 
control, communications, engineering skills, and 
administrative skills. 

Form of Co-operation 

Co-operation must be iterative and progressive; 
however, there are two main problems with co-opera
tion. First, political sensitivities are difficult (however, 
air power can be practised quietly, with low-profile 
operations). Second, the inequity of relationships can 
pose problems (the inability for reciprocity will affect 
co-operation). 

Joint development of training facilities, such as an 
air combat range, is one way ahead. Joint use of simu
lators would be cost effective and hence produce a 
qualitative edge. Joint purchase of spares and develop
ment of logistics capabilities would help and econo

mies of scale could be achieved in such areas as joint 
Research and Development, production plants, and 
soon. 

Use of each others' resources for testing of con
tingency plans is another area of co-operation. For 
example, use of Australia's bare airbases. and use of 
other nations" resources to test the readiness of those 
bases for war. Pitch Black and Western Reward are 
two exercises conducted in Australia which could be 
broadened in their scope.'' Combined exercises in
volving regional air forces provide a solid cornerstone 
for regional development. In addition, the USAF 
could contributed substantially in helping with train
ing and exercises. 

Sharing of information and expertise (courses, 
seminars, visits, exchanges, etc) assists co-operation 
and is already conducted to a certain extent. Opera
tional doctrine, procedures and tactics can also be 
developed jointly. Experiences and lessons learned 
can be shared on a mutual basis. This form of co
operation will stop regional air forces from becoming 
too insular and will contribute to regional solidarity. 

To take the example of Singapore — limited nation
al airspace means training has to be conducted overseas 
(Thailand. Indonesia. Brunei. Australia and the US are 
all used). The proposal for Air Combat Manoeuvring 
Instrumentation (ACMI) range training in Indonesia 
and Australia will contribute to the RSAF's further 
development. Furthermore. IADS will continue to 
improve Singapore's and the region's resilience, espe
cially if it can be expanded in the future. 

Each nation must face up to its responsibility to 
contribute to regional resilience, stability and co
operation. Differences in economies, doctrines, and 
cultures will make co-operation difficult: yet oppor
tunities exist for improving co-operation. The inter
national emphasis is on co-operation and collective 
security. Air power potential and challenges for the 
use of air power are exciting prospects for our region. 
Each nation has its own domestic issues with which 
to contend, yet each nation recognises the importance 
of regional stability. Even a loose arrangement of 
nations will provide resilience to those nations and 
hence contribute to regional stability/ 

The extent of collective security in the near future 
is likely to be limited to resolving common economic, 
environmental and social problems. The question 
must be asked, how can an power assisi co operation 
against problems in these areas. 

Economic and cultural issues will continue as the 
ASEAN focus for multi-lateral co-operation. Anything 
more than bilateral military arrangements will probably 
not be acceptable. A multi-lateral co-operative military 
arrangement would run counter to ZOPFAN (Zone of 
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Peace Freedom and Neutrality). Yet ZOPFAN does not 
stop individual countries from developing national 
resilience, and through this, regional resilience can be 
assured. 

The declining importance of military power and the 
increasing realities of economics will make regional 
security more difficult. Security co-operation and 
military co-operation are two quite different issues 
and must be recognised as such. Military aviation 
resources would only be used collectively for eco
nomic and social well-being; to provide equitable 
returns; to contribute to nation building; and to sup
port disaster relief and environmental control. Thus, 
through air transportation, air power has great poten
tial to contribute to regional security. 

Environmental security issues could destabilise the 
region. Rising sea levels, acid rain, refugees, the 
greenhouse effect, global pollution, deforestation, 
desertification, and oil-spills are receiving greater 
attention internationally and will affect the region. 

National resilience is the primary focus for Indo
nesia and simply cannot be achieved only through 
the military. Political, social, cultural and economic 
factors are the main drivers of Indonesia's strategy. 
Within this however, the self-reliance of the Indo
nesian Air Force (IAF) hinges around co-operation 
with regional air forces. Political, social, cultural, eco
nomic and military areas will be the ones for co
operation." This is a truly grand strategic view which 
also requires whole-hearted support of respective 
governments. 

The future of regional defence co-operation should 
be to: 
a. share doctrine development: 
b. share force structure methodologies (capability 

needs should be defined first, and force structure 
requirements should be moulded around that): 

c. share operational, training and surveillance cap
abilities: and 

d. develop joint acquisition programs. 

Collective Regional Security 

The principal benefits of collective security are: 
a. rapport and understanding: 
b. interdependency (parallel development and avoid

ance of an arms race): 
c. combined counter-weight to intrusion of extra-

regional powers; and 
d. formal forum for discussion on regional policy 

initiatives.'' 

The implications for the RNZAF of collective 
regional security include the following: 
a. assistance to regional security forces; 
b. residential courses in New Zealand (however, re

ciprocity must also flow); 
c. ability to train off-shore; 
d. ability for Maritime Patrol Aircraft (MPA) to be 

used against illegal fishing and to contribute to 
other economic and environmental issues: 

e. disaster relief contributions (through P-3. tran
sport aircraft and helicopters); 

f. provision of Skyhawks for maritime attack train
ing of RAN elements (based at Nowra); 

g. combined RAAF/RNZAF Navigator training 
(Navigator and Air Electronics Officer training 
will be done in Australia); and 

h. exercises under the aegis of Five Power Defence 
Arrangements (FPDA). including Starfish.1" 

New Zealand's reforms and re-organisation are 
very much attuned to collective regional security, the 
use of air power, and the drive for a regional qualita
tive edge. 

National resilience within co-operative relation
ships will be needed, from which regional resilience 
will flow. For example, "total defence — the total 
picture" is Singapore's strategy. Regional resilience 
can be achieved through: 
a. Continued growth in defence capabilities of 

ASEAN nations (national resilience): 
b. The fostering of closer defence relations by each 

country with its neighbours (this allows a strong 
ASEAN consensus to be built and the pace of 
development to be kept between two countries). 
A formal pact of all regional nations may send the 
wrong signals to other nations immediately out
side the region; 

c. A continued presence of US forces in the region 
needs to be encouraged; and 

d. Use of air power due to its responsiveness, reach 
and flexibility makes it a cornerstone of regional 
resilience. Similarly, its surgical precision, and 
minimising of casualties (both friendly and enemy) 
provides a superb offensive weapon if necessary. 
Thus, all friendly air forces in the region should 
participate, and will need individual and collec
tive training." 

Regional solidarity will underpin regional indivisi
bility, which will promote stability. Mutual interests 
will bind the nations together as discussed already, 
but confidence building measures are needed to allow 
these bindings to mature and harden. 

Some of the Confidence and Security Building 
Measures (CSBMs) proposed by Professor Desmond 
Ball of the Australian National University are men-
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tioned below; with the first ten probably being the 
most important currently: 
a. Sharing concepts and methodologies for defence 

planning and force structure developments; 
b. Building on the ASEAN PMC process;12 

c. Establishing a forum for regional defence dia
logue, as proposed by the Malaysian Defence 
Minister in April 1992; 

d. A forum for security dialogue in Northeast Asia, 
as proposed by several Japanese experts: 

e. A Regional Maritime Surveillance and Safety 
Regime: 

f. A Southwest Pacific Sovereignty Surveillance 
Regime; 

g. A Regional Technology Monitoring Regime: 
h. Strengthening the networks of non-governmental 

organisations (NGOs); 
i. Mechanisms for enhancing transparency (such as 

publication of White Papers. Capability Reviews 
and Doctrine Manuals): 

j . A Regional Airspace Surveillance and Control 
Regime: 

k. Establishment of a Regional Anns Register: 
1. Intelligence exchanges; 
m. Strengthening and expanding existing bilateral 

co-operative arrangements: 
n. Establishing Zones of Co-operation, such as the 

Timor Sea Zone of Co-operation; 
o. Regional Avoidance of Incidents at Sea Regimes: 
p. Proposals for a Regional Security Assessment 

Centre in the Southwest Pacific: 
q. CSBM proposals concerning the Korean Penin

sula; 
r. Proposals for naval arms control in the Pacific; 
s. The Australian chemical weapons initiative; 
t. Proposals concerning economic security; and 
u. An Environmental Security Regime. 

Air Power and its Applicability 

There are two specific areas which can be develop
ed against generic threats (although the defence of 
sovereign nations must always come first): 
a. control weapons of mass destruction and prevent 

proliferation in our region; and 
b. control the conventional arms race in our region 

(especially China's modernisation in terms of 
Su27 etc). 

These areas provide the region with a broad road 
map for defence — that is. we should not seek to 
identify a specific country as a potential enemy, but 

address these two areas. Furthermore, the region as a 
whole needs information and surveillance data to pro
tect fishing, mineral, oil and gus resources, and to pre
vent drug running and illegal immigration. In this 
Australia has much to offer, not the least of which 
being operational expertise in the use of air power 
across the full breadth of roles. 

Countries throughout the region also share a simi
lar air environment, in that distances are large, air 
resources are limited and the threat is low. This must 
impact on broader air defence co-operation. More
over, air doctrines are similar, in terms of small num
bers of aircraft, attrition management and the need 
for reach. Long Lines of Communication (LOCs) to 
all nations in the region give rise to concern — it is a 
regional concern and requires a regional solution. An 
awareness of the need for a regional solution is a pre
requisite for ultimate collective security. From here, 
bilateral arrangements eventually may be able to be 
expanded into multi-lateral ones. 

Air power co-operation in the region will sharpen 
the focus of each nation's air force. Air forces of the 
future need to maintain operational capability in all 
traditional roles and to maintain a minimum level of 
preparedness to meet operational requirements. In 
that respect, financial authority should be delegated 
to those who have operational responsibility. 

The region must be able to adapt as it responds to 
the changing environment. Air power is an ideal 
candidate for providing that adaptability. Security co
operation has a twin focus. First, to create peace for 
countries in the region. Second, in facing hostilities 
from a nation outside the region; for example. Indo
nesia has bilateral security arrangements with most 
nations (Malaysia. Singapore. Thailand and Australia). 

Mutual understanding through education and 
training must be reached. We must discuss a com
mon view for achieving stability and expand co
operation between air forces. Indonesia's aircraft 
industry capability and its geography assure its air 
force of an important niche in the nation's and 
region's future. 

The extension of the Integrated Air Defence Sys
tem (IADS)" to East Malaysia and other nations 
could be supported. IADS is assessed as currently 
being adequate to meet the needs of regional air 
defence, although there is a need for more value-
added training through slightly increased contribu
tions from members. Bilateral and multi-lateral 
acquisition of transport aircraft and training aircraft 
(although this would involve national dimensions) 
could be promoted. Nations should realise that exer
cises, training and doctrine will form the essence of 
co-operation in the region. Furthermore, we should 
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realise that military ties tend to stay binding even in 
the face of political disagreement. 

Australia could promote regional space develop
ment, especially in terms of lightsats.'" It could also 
begin examining: 
a. the role of air power in low-level maritime threat 

assessments; 
b. the utility of advanced technology (air power) in 

low intensity conflict; and 
c. the applicability of conventional deterrence. 

Conclusion 

The region would prefer a community of shared 
strategic interests; not an alliance and not a co-opera
tive defence. Regional co-operation does not involve 
Australia setting the agenda or pushing the pace. 
Neither is it a one-way street. The question is not 
what can Australia do for the region, but what can 
the region do for itself (and what should Australia's 
contribution be in this context). There are compelling 
reasons for the RAAF to promote the development 
of common air power doctrine throughout the region. 

Defence is a unique operation, it is not like a nor
mal business enterprise. Corporate plans. Chief 
Executive Officers and so on are the terms of busi
ness, and use of such terms erode the fundamental 
ethic and ethos of military forces in the employment 
of combat power. Management of defence may well 
proceed along financial allocation lines,15 but we 
must resist the actual operation of defence being 
allowed to adopt such a financial focus. 

The fluidity of developments mean the region can
not remain complacent — it must be pro-active in 
developing its regional resilience. Air power is a key 
element in fostering closer defence ties, thereby 
improving resilience. The qualitative edge of each air 
force in the region can be sharpened through co
operation with the other air forces in the region. 

Regional air power co-operation is an idea whose 
time has come. Progress has been slow to date — 
true resilience and co-operation will only come from 
more effort on the part of individual nations. Cultural 
dissonance is our greatest problem (even between the 
RAAF and RNZAF). We need a greater rate of ex
change between personnel on postings, visits, work
shops etc. 

Direct contact and true working-level knowledge 
will pave the way for easing that dissonance. 

So much of the visibility issue must depend on the 
maturity of the relationships in the first place. We all 

must help relationship mature through increasing 
personal contact and alleviating somewhat the cultur
al differences. In some of the notions of passing 
information, the tendency is to use the term "con
sult": yet on many issues, consulting would be inap
propriate. In many cases, nations would be informing 
their neighbours of certain decisions, rather than con
sulting with them. There is a fine balance to be struck 
— times when consultation is necessary and times 
when simply informing of intentions is appropriate. 
Accepting this would simplify the relationship some
what, especially in the early days before maturation. 

The slow and incremental building of relation
ships can only succeed in private, and not under the 
spotlight of public debate. There will be technical 
difficulties and issues of lack of commonality that 
arise which will only be solved in private and any 
public derision of confidence building attempts 
would undermine the whole process. 

Standardisation and commonality of equipment 
are not necessary for interoperability. Undoubtedly, 
interoperability will be the heart of the matter as we 
pursue co-operation between regional air forces. In 
particular, interoperability afforded through doctrine 
and training would provide the greatest potential for 
improved co-operation. 

The will is there, the recognition is there, the cap
ability is there, so the task is ready for co-operation 
initiatives to be identified and true regional Defence 
co-operation to begin.16 

Three tables were provided by Professor Paul Dibb 
and are quite revealing in the comparative data pre
sented. 

Defence spending of medium-sized countries in 
Asia-Pacific is as follows: 

Country 

Australia 
Indonesia 
Malaysia 
New Zealand 
Philippines 
Singapore 
Thailand 

Defence Spending 
($US billion) 

7.27 
1.59 
1.56 
0.83 
0.98 
1.70 
2.06 

% Of GDP 

2.4 

1.7 
3.8 
1.9 
2.2 
5.1 
2.6 

Defence spending from 1985 to 1990 in constant 
1985 prices and exchange rates reflects reductions or 
modest increases (with the exception of the Philip
pines where the growth is associated mainly with 
counter-insurgency warfare: 
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Country 

Australia 
Indonesia 
Malaysia 
New Zealand 
Philippines 
Singapore 
Thailand 

$US Million 
1985 

4668 
2341 
1764 
454 
474 

1188 
1517 

1990 

4306 
1646 
1567 
450 
903 

1313 
882 

% Increase/ 
Decrease 

- 7.8 
-29.7 
-11.2 
- 0.9 
+90.5 
+10.5 
-41.9 

3 

4 

6 

For comparison, countries adjacent to the region 
are as follows: 

Country 

China 
India 
Japan 
South Korea 
Taiwan 

$US Million 
1985 

6357 
6263 

13151 
4399 
4136 

1990 

5693 
8506 

16311 
6637 
5304 

% Increase/ 
Decrease 

-10.4 
+35.8 
+24.0 
+50.9 
+28.2 

8 

9 
I I ) 

11 

12 
NOTES 

This article is based on notes taken by Group Captain Gary 
Waters at a conference entitled "The Qualitative Edge: A 
Role for Air Power in Regional Co-operation", held in Mel
bourne on 22 October 1992. An agreement was reached at 
the conference on the need for co-operation. Similar themes 
and almost identical recommendations for practicable types 
of co-operation were made from representatives of regional 
nations. 
According to Major General Datuk Ahmad Merican. Air 
Defence Commander RMAF. interdependence and .self-
reliance mean regional nations simply must co-operate, and 

in this, non-military ventures may have to be emphasised 
more. 
This view was stated by Lieutenant General Huddleston. 
Canadian Forces. 
Comments provided by Air Vice Marshall Hosie, CAS 
RNZAF. 
These three dimensions were articulated by Air Marshal 
Gration. CAS RAAF. 
Pitch Black is an air defence exercise in which the RAAF. 
USAF and RSAF participate. Western Reward is a com
bined/joint air and ground exercise which encompasses 
counter air defence operations and the exercising of the 
ground defence of RAAF Learmonth. The RSAF also par
ticipates in Western Reward. 
Air Commodore Soejitno, Indonesian Air Force was a strong 
proponent of these ideas. 
These comments were provided by Air Commodore Soejitno. 
These views were expressed by Major General Merican. 
Air Vice Marshal Hosie offered these implications for the 
RNZAF. FPDA involves Singapore. Malaysia. New Zealand, 
Australia and the United Kingdom. Starfish is a maritime ait-
exercise involving FPDA countries. 
These views were expressed by Brigadier General Bey Soo 
Khiang, Chief RSAF. 
The ASEAN Post-Ministerial Conference (PMC) provides 
the most workable startpoint for politico-security dialogue. It 
involves the six ASEAN nations, the USA. Japan. Canada. 
Australia, New Zealand and South Korea. 
IADS, run from Butterworth, Malaysia is a product of FPDA. 
A lightsat is a small, relatively inexpensive satellite which 
currently cannot provide real-time transmission. However, 
within 10 years it will probably be able to do so. and to offer 
multi-mission flexibility. 
In Australia, this is achieved through Program Management 
and Budgeting (PMB). 
An important point made by Air Marshal Gration in closing 
the conference. 

Group Captain Gary Waters joined the RAAF in January- 1969. His more recent postings have included Bracknell UK, where he 
attended the RAF Advanced Staff Course in 1985. and RAAF Staff College. Fairbairn Canberra from 1986 to 1988. where he 
served as an instructor and then Director of Air Operations Studies. In January 1989, he was appointed Director of Studies at 
RAAFSC for the review of the RAAF's Command and Staff Course. In June 1989. he was posted for six months to the newly formed 
Air Power Studies Centre, where he contributed to the writing of the AA1' 1000, Royal Australian Air Force Air Power Manual. 
From January 1990 he was the RAAF visiting Fellow to the Strategic and Defence Studies Centre at the Australian National 
University, where lie produced two books; RAAF Air Power Doctrine: A Collection of Contemporary Essays and The Architect 
of Victory: Air Campaigns for Australia, both published by SDSC In May 1991, he was posted hack to the Air Power Studies 
Centre, where he undertook a study of the Gulf War and produced a book entitled Gulf Lesson One — The Value of Air Power: 
Doctrinal Lessons for Australia, published in June 1992. 
He was employed in the Directorate of Logistics Development and Planning during 1992. where he produced several papers on 
logistics doctrine and strategic planning and a book entitled Line Honours: Logistics Lessons of the Gulf Win.published in 
December 1992. In January 1993, he was posted as the Director of the Air Power Studies Centre. 



Pearl Harbor: Fleet Planning and Fleet Bases 

By Dr Ian Cowman, Bond University 

A t 7.53 am on the morning of Sunday 7 
December. 1941 some 350 Japanese carrier air

craft struck the main U.S. fleet base and its surround
ing military installations at Pearl Harbor Hawaii in 
two waves. After an attack lasting but three hours and 
for the loss of only 9 fighters. 15 dive bombers, and 5 
toipedo aircraft, the Imperial Japanese Navy succeed
ed in putting out of action much of the battleship 
strength of the U.S. Pacific Fleet. Out of a total of 8 
battleships only 2 remained operational throughout 
the Pacific region. Alongside Battleship Row lay 
West Virginia, Arizona, Oklahoma, and California, 
all sunk by torpedoes, while Nevada lay beached near 
the entrance channel. Only Maryland and Tennessee. 
occupying the inside berths of the Row, were still 
afloat, though Tennessee had suffered considerable 
bomb damage. The elderly flagship Pennyslvania — 
at rest in dry dock — had also been hit. and another 
10 auxiliary vessels, including both destroyers and 
cruisers were lost. Some 175 American aircraft were 
destroyed, with another 88 pursuit planes. 34 
bombers, and 6 reconnaissance aircraft damaged. 

This was truly the greatest military disaster suf
fered by American arms, and all the more dramatic 
because Pearl Harbor had come to exemplify the 
strength of American seapower. to symbolize as it 
were. American might in the Pacific. Little wonder 
that not even the progress of the war slowed the spirit 
of inquiry into the question of responsibility. Indeed 
investigations abounded. All of this "raking" culmi
nated in an official Congressional Inquiry in 1946.' 

Dismissal of a commanding officer after a military 
command has suffered grievous losses can be seen as 
traditional. Much of the blame for the disaster was 
therefore placed on the shoulders of the Commander-
in-Chief U.S. Pacific Fleet Husband E. Kimmel and 
his opposite number General Walter Short of the 
Army Air Corps. Indeed the Roberts Commission 
branded actions taken in the Hawaiian command as 
"dereliction of duty." becuase Kimmel and Short had 
failed to "properly assess the seriousness of the situa
tion' in view of the war warnings received. Since they 
had taken inadequate precautions and had failed to 
confer they were considered 'culpable for errors of 
judgement'. The Congressional inquiry, while adding 

some grist for the mill by placing part of the blame on 
Washington, failed to clear the two men of ultimate 
responsibility.' Yet General Douglas Mac Arthur and 
Admiral Thomas C. Hart were never called to 
account for similar disasters in the Phillippines/ 

In order to adequately assess this problem, ques
tions about the nature of American war planning and 
about the divisions in understanding that existed 
between Washington and the Pacific commands, need 
to be answered. To meet the advantages and natural 
aggression of a surprise attack, certain requirements 
were going to be called for from the American com
mand structure. Based on the relevant information 
about America's Japanese opponent, contingency 
planning was required that took into account likely 
enemy intent and countered it: plans that had an 
attending and perhaps coordinating link with those of 
potential allies. It is interesting to note just how weak 
American's military forces were in this area. In addi
tion, as Colonel Rufus Bratton. chief of G-2's Far 
Eastern section, pointed out: 

Nobody in O.N.I., nobody in G-2 knew that any 
major element of the fleet was in Pearl Harbor on 
Sunday morning ... We all thought they had gone 
to sea ... because that was part of the war plan, 
and there had been a war warning.5 

From the above, many historians have postulated 
that if only Hawaii's military authorities and Admiral 
Kimmel had received adequate warning, then the bat-
tlefleet might have raised steam, escaped confinement 
in the harbour area, and found the open sea. Japan's 
main advantage — namely surprise — would have 
been lost. But it is obvious that the Pacific command 
was not privy to the intelligence information needed 
to reach that decision. 

The Roosevelt administration was able to follow 
quite clearly the preparations for Japan's southward 
push. But this had the effect of diverting attention of 
the services in Washington away from Hawaii and 
towards the South China Sea. Far more attention was 
being devoted to the possibility of a Japanese invasion 
of Thailand. Malaya, and the Phillippines than to the 
possibility of a surprise attack on the American Fleet at 
Pearl.'' So rich was the material flowing into American 
coffers that it was difficult, as Roberta Wohlstetter has 
pointed out. to sort out "wheat" from "chaff, to differ
entiate between what was valuable and what was not." 



4(1 M S I KALIAN I )1 FENCE FORCE JOURNAL NO. 109 N( ) \ HMBI.R/PECLMBKR 1994 

As for American naval war planning, it had 
passed through several phases during the interwar 
period. Influenced by the Army's intrinsic caution. 
War Plan "Orange" — the idea of a trans-oceanic 
offensive back to the Phillippines by the battlefleet 
with an expeditionary force in tow — had been all 
but abandoned by 1939 in favour of a defensive 
strategy designed to protect the Alaska-Panama-
Hawaii triangle — a strategy of hemispheric-
defence/ During the thirties, the Navy had acquired 
a network of outlying bases south of Hawaii, and 
had hoped to fortify Guam, Wake, and Midway as 
part of an outer defence network. These would act 
as a buffer against raids or invasion of Hawaii or 
the West Coast. Behind a screen of naval aviation, 
fleet submarines and cruisers, the battlefleet would 
lurk in the hope of catching out the inevitable 
Japanese strike." 

By mid 1939. American naval and military planners 
had also begun to consider the possibility of U.S. 
involvement in a war with Germany. Italy, and Japan, 
while allied to other European powers. Various con
tingencies — known as the Rainbow plans — were 
worked out. As America entered 1941. Rainbow 5 
began to gain in popularity. It called for projection of 
U.S. forces into Europe or Africa as quickly as possi
ble while maintaining a defensive position in the 
Pacific.1" 

As a result of secret meetings held with the British 
in January 1941. U.S. planners agreed to implement 
Rainbow 5 when and if war broke out. American 
naval vessels would be transferred into the Atlantic to 
relieve sufficient British forces to help form an 
Eastern Fleet based on Singapore. Yet the Admiralty 
also urged the Navy Department to investigate the 
possibility of mounting a large scale offensive into the 
Marshalls and the Carolines to divert Japanese 
strength away from the Malay Barrier." This, in turn, 
committed the American fleet to Pearl Harbor as an 
operating base. 

Careful perusal of the records show that the U.S. 
Pacific Fleet was asked only to "prepare to capture 
and establish control over the Caroline and Marshall 
Island area". Nothing was said about executing this 
task.12 Even this result had been an unhealthy compro
mise between U.S. Army planners, who wanted to 
limit the scope of any operations to the Marshalls. and 
the Navy planners who wanted to provide for "action 
in the Mandates as a whole". The wording "the 
Marshalls and possibly the Carolines" was accepted 
on the understanding that operations in the Carolines 
were to be of a contingent nature and "if undertaken 
at all" would be delayed until six months after 
American entry into the war" The Navy's Operating 

Plan — based on Rainbow 5 and called WPL 46 — 
began to speak of a landing in the Marshalls as late as 
M+180.,J 

Even if the will had been there, facilities at Pearl 
were judged to be only 70 per cent sufficient; docking 
facilities would have to be built up even to handle a 
maximum of 30 per cent of fleet needs." To ease the 
burden a rotating repair scheme had to be introduced 
in 1941. If war had not broken out by mid 1942, about 
one third of the U.S. Pacific Fleet would have been out 
of action either under repair or en route to yards and 
some of these were on the East coast. In Hawaii there 
were few cold storage facilities, and local products 
could not be produced in sufficient quantity to supply 
fleet needs.1" While Pearl Harbor was seen as nothing 
more than a staging post to the Far East under the old 
"Orange" Plan, the deficiencies of the base were not 
glaring. Indeed there was room for the establishment 
of a naval air station for both land based and sea based 
patrol planes and a submarine depot. But once the fleet 
moved there on a permanent basis after April 1940 — 
as part of the State Department's plan to toughen the 
American stance in the Far East and convince Japan 
that America "meant business" — the area became a 
port authority nightmare with battleships dodging sub
marines and surface ships, while seaplanes took off 
and landed and auxiliary lighters and small craft of all 
kind plied their trade. In fact, because of the sheer vol
ume of air traffic, the Navy was forced to abandon 
plans for barrage balloon protection over the base.'7 So 
there was little chance that Pearl was going to be able 
to handle the sustained operations necessary under 
wartime conditions without considerable additional 
financial expense. 

Almost from the moment the fleet arrived in 
Hawaii. Admiral Stark was desperately trying to con
vince the President to agree to transfer it back to its 
normal operating zone round the West Coast. The for
mer Commander-in-Chief of the U.S. Fleet, Admiral 
Richardson and his successor Admiral Kimmel were 
vociferous critics of the administration's foreign poli
cy and of the forward role the Navy was playing. 
Richardson felt that Stark himself was not adequately 
representing the Navy's view and, on his own initia
tive, he journeyed to Washington in October of 1940 
to try to persuade the President personally. Unable to 
accept that "senior officers of the Navy do not have 
trust and confidence in the civilian leadership" 
Roosevelt immediately marked him down for replace
ment, and by the beginning of 1941 the commander of 
the Battle Force Husband E. Kimmel had replaced 
him." 

By the end of January 1941 deteriorating condi
tions in the European theatre of operations and the 
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likelihood of an early outbreak of a two ocean war 
forced a split in the U.S. Fleet into Atlantic and 
Pacific components. On 1 February 1941. Rear 
Admiral Ernest J. King's Patrol Force was redesignat
ed the Atlantic Fleet, with King elevated to the rank 
of full Admiral.1' U.S. naval staff had always been 
fully aware of the potential danger of such a division 
of forces: 

The retention of the major concentration of the 
U.S. Fleet in the Pacific is a restraining influence 
against Japanese movement towards the 
Phillippines, Guam, or the Dutch East Indies. 
However, the Fleet will serve this purpose only so 
long as other manifestations of government policy 
do not let it appear that the location of the Fleet is 
only a bluff.20 

By April 1941, the President had become so deeply 
concerned about the withdrawal from Crete and the 
ramifications this might have on British military pres
ence in the Medi terranean, he accelerated the 
timetable of relief for British naval forces in the 
Atlantic. A total of 1 carrier. 3 battleships. 4 cruisers, 
and 18 destroyers were taken from Kimmel in the 
Pacific and transferred to the East Coast. He also 
agreed to extend American's patrol area gradually 
across the Atlantic, and in peacetime.21 By 7 July 
1941. American ground forces had begun replacing 
the British on Iceland." But a two ocean deployment 
with a one power standard could have but one effect. 
It meant, as the Chief of Naval Operations Harry 
Stark, pointed out: "the butter is spread extremely 
thin""' This action also fatally weakened any deterrent 
effect the American Pacific Fleet was exerting. Stark 
was well aware of this: 

We have sweat blood in the endeavour to divide 
adequately our forces for a two ocean war; but 
you cannot take inadequate forces and divide 
them into two or three parts and get adequate 
forces anywhere. It has been for this reason that 
almost as soon as I got here I started working on 
increasing the Navy. It was on the basis of inade
quate forces that A.B.C. I and Rainbow 5 were 
predicted, and which were accepted by all con
cerned as about the best compromise we could 
get out of the situation actually confronting us}4 

Still in keeping with the traditions of Mahanite 
naval doctrine — the danger in splitting forces was 
seen there as inherent — and because of the Europe 
First policy. Stark argued the Pacific Fleet must 
remain tied to the Hawaiian Defence Zone, for it 
would have to remain within easy sailing distance of 
the decisive Atlantic Theatre in case a fleet concentra
tion was required there. According to the Rainbow 5 
schedule while activities were to be confined to 

sweeps and raids to confuse the Japanese, the Fleet 
still had to remain free to run for the Atlantic. ;" 
Indeed, under the A.B.C. 1 arrangement, the Far 
Eastern and Pacific theatres of operation were to be 
divided into separate spheres of responsibility. The 
United States would protect American and British 
interests, but only east of the 180th meridian north of 
the equator and south of the equator as far as Fiji to 
the east and 155° to the west, which included New 
Zealand but not Australia.:6 To this end Kimmel's 
command would provide a Southeastern Pacific 
Force of two light cruisers and one — perhaps two — 
destroyer divisions.27 

Deprived of nearly one quarter of his overall 
strength. Kimmel reorganized the remainder of his 
forces into ten task forces. The Fleet mission was now 
in a quandary. Kimmel was supposed to assist in the 
defence of the Malay Barrier yet he lacked the means 
to do so. He had on hand only 4 transports. 1 general 
goods ship, and 2 provisions ships — estimated at 30 
per cent of requirements for a lull scale assault into 
the Marshal Is.'" By November Kimmel was admitting 
that without a 50 per cent increase in sea and air capa
bility, a campaign into the Mandates was unlikely."' 
His amphibious capability was non-existent, while the 
radius of action of his fleet was now circumscribed. 
Surface forces were hampered too by the limited 
availability of light forces, anti-submarine equipment, 
destroyers and cruisers. Little wonder that Kimmel 
expressed disquiet to Stark about the fleet's ability to 
press home offensive operations: 

The role of light forces and particularly carriers 
in the Pacific is far more important than casual 
evaluation of relative strength would suggest. 
Under Rainbow 5 the Pacific Fleet (perhaps justi
fiably in view of the Atlantic situation) is so 
reduced in light forces and carrier strength that 
its capabilities for offensive operations of a deci
sive nature are severely crippled. Quick results 
may only be hoped for — common sense dictates 
that it is largely hope, based primarily upon the 
idea that Japan will make a fundamental mis
take... In the Pacific, with enemy vital interests so 
far away and no bases of our own within striking 
distance the logistic problem is acute. We have 
not, at present, sufficient ammunition, provisions, 
cargo ships and tankers to support active opera
tions in the Western Pacific — where the real bat
tleground will be. We are having trouble, even 
now, supporting the construction and defense of 
our own outlying bases}" 

Kimmel's WPL 46 fleet operating plan has been 
seen by historians as merely "going through the 
motions" in offensive terms — a sweep or initial 
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reconnaissance, followed by a raid in force, and then 
an attack against Eniwetok. In a major recent work on 
the subject of War Plan •"Orange" Edward S. Miller. 
however, has argued that Kimmel's dispositions were 
designed to draw the enemy from the Marsalls into 
the Hawaiian defence zone, either at Wake or at 
Midway. As a former gunnery officer and proponent 
of the capital ship and decisive battle, Kimmel's phi
losophy. Miller argues, led him to cast the battlewag-
ons in a central role, and to make use of every possi
ble ship he could lay his hands on." 

Yet whether one regards the deployment as "going 
through the motions" or sees Kimmefs intended 
deployment as offensively minded, it is certain that 
material deficiencies within the Pacific Fleet rendered 
such action unlikely. Keeping the entire fleet at sea 
was problematic: fuel was a particularly critical con
cern. Indeed this was one of the reasons the task force 
structure was adopted in the first place. It enabled 
implementation of a three task force assignment pro
gramme with an average of eight days at sea to thir
teen in port. Some 3,495,478 barrels of fuel were con
sidered reserve stocks, but these were under 
Executive control — subject to release only by a 
Presidential order in time of emergency. From July to 
December 1940 some 841.000 barrels of oil had been 
delivered. But fleet consumption over the whole year 
was 3.972.000 barrels. Between May and June 1941 
300.000 barrels reached Hawaii, but fleet consump
tion in March alone reached 703.036 barrels. By July 
1941 useable stocks had fallen to a meagre 2165 bar
rels. In any case there were only four oilers that could 
service the fleet while under way. For such operations 
they would have required as least twenty five.': 

As a result of "Magic" intercepts. Kimmel received 
a war warning from Washington on November 27. 
Action was anticipated against either the Philippines. 
the Thai peninsula or the Kra Isthmus. Kimmel was 
therefore ordered to "execute an appropriate defen
sive deployment preparatory to carrying out tasks 
assigned in WPL 46". This was taken by the Pacific 
Commander as confirming that Hawaii's position was 
to be termed "not in immediate danger", for it had not 
been listed by Washington as a possible target for 
attack. Instead arrangements were made to transfer 
additional fighter cover — amounting to nearly half 
of Hawaii's pursuit aircraft — to Wake and Midway 
— to assist the safe passage of some 48 B-17's to the 

Phillippines. Given the limits of the P-40's radius of 
action it was going to be impossible to fly these air
craft directly from Hawaii. Two task forces were 
therefore formed around the carriers Enterprise and 
Lexington and sent out on 28 November and 
5 December respectively." 

Kimmel's own fleet intelligence officer, Edwin 
Layton. had detected the presence of a Japanese carri
er division heading towards the Marshalls. Each carri
er task force was therefore directed to send out morn
ing and evening aerial patrols while en route. Cruisers 
from Task Force 5 had been sent south to conduct 
landing exercises near Johnston Island. With three 
task forces at sea, Kimmel had little option but to 
keep the battleships in port. As for reconnaissance, 
two long range aerial patrols by PBY's were arranged 
— one from Midway to Wake and a second from 
Hawaii via Johnston to Midway. Unfortunately the fi
n ' s of the Army Air Corps could provide no long 
range patrol: they had already been gutted to provide 
spare parts for the transfer of an entire bomber group 
to the Philippines. A total of 33 bombers were out of 
action out of a total of 39.34 

The Navy itself had 81 PBY amphibians but some 
54 were new arrivals with partly trained crews and no 
spare parts. With fewer than 30 aircraft then really 
available, only a 144 degree sector could be covered, 
and given Washington's directives, there is little 
doubt that Kimmel's attention was definitely concen
trated south and west, watching for potential thrusts 
by the Japanese out of the Mandates. At the same 
time he was in the midst of preparations for a sortie in 
accordance with WPL 46. Kimmel discussed the idea 
of sending the battlefleet out to sea as a precautionary 
measure. But he concluded doing so would be an 
unnecessary drain on the fleet's vital fuel reserves, 
and to send the battleships out without protective air 
cover would be dangerous in the extreme." 

Even the possibility of a surprise attack had been 
considered likely. The Martin-Bellinger Joint Army-
Navy Report — submitted to Washington on 31 
March 1941 — was astonishingly accurate, speaking 
of attacks on a holiday or a Sunday, two hours before 
dawn, from some 350 miles from Hawaii's coastline." 
Protection of the ports facilities was supposed to be an 
Army responsibility, and there were 56 mobile three-
inch and 26 fixed three inch guns for that purpose. 
Unfortunately the Army had only enough trained per
sonnel to man 17 guns. Nevertheless, the planners 
remained confident that if no serious damage was 
done to the base within the first six hours then existing 
defences would deter further attack. The key to suc
cessful defence during those first few hours lay with 
the Navy — or rather with the only other alternate 
source of heavy anti-aircraft guns within the base areas 
— with the battleships. 

A Base Defence Plan had been drawn up by the 
Commandant 14th Naval District. Rear Admiral 
Claude Bloch. in March. In event of surprise attack 
the Capital ships of the Pacific Fleet were to be tied 
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inextricably to the harbour area. Each ship would 
remain at anchor and was assigned a specific field of 
fire which was to be coordinated by Commandant 
14th District from shore." 

In conclusion than it is difficult to see how Kimmel 
might have been able to avoid the disaster that over
took his command. He placed an inordinate trust in 
Washington's decision making process, but then he 
was not privy to the intel l igence information 
Washington possessed. In the end, even if one for
gives the Hawaiian and Washington command sta
tions for the incorrect focus of their attention, one is 
forced to the inescapable conclusion that neither the 
fleet nor the operating base were adequately prepared 
or capable of supporting the kind of sustained offen
sive action that would have been necessary against a 
Japanese Strike Force of six carriers. '" Indeed 
Kimmel's force was barely sufficient in strength to 
conduct a probe into the Marshalls let alone sustain 
lengthy operations at sea. Aircraft strength could sim
ply not have been able to sustain th rigorous air patrol 
required to spot the attacking force. Even if the 
Japanese had been located it is doubtful that Kimmel 
would have been able or willing to evacuate the bat
tleships from Pearl Harbor. According to the tradi
tions of U.S. naval strategy, base facilities are sup
posed to exist for the preservation and protection of 
the fleet. But in 1941 the U.S. Pacific Fleet was being 
used for the preservation and protection of the base 
facilities. While Japanese air losses at Pearl Harbor 
might have been higher had surprise not been 
achieved, the use of battleship as anti-aircraft plat
forms would have undoubtedly curtai led any 
American offensive sortie or even escape by the bat-
tleline. As Kimmel complained at the time: 

The existing deficiencies in the defenses ofOahu 
and in the load defense forces of 14th Naval 
District impose a heavy burden on the Fleet for 
purely defensive purposes, ideally a Fleet Base 
sin mid afford a refuge and a rest for personnel as 
well as an opportunity for maintainance and 
upkeep of material installations. When Fleet 
planes. Fleet guns, and Fleet personnel are 
required to be constantly ready for defense of its 
own Base, the wear and tear on both men and 
material can not but result in impaired readiness 
for active operations at sea.'" 
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Book Reviews 

Diplomasi: Australia and Indonesia's 
Independence: Documents 1947, Philip Dorling, 
Editor, Department of Foreign Affairs and Trade, 
Australian Government Publishing Service, 
Canberra, 1994, 545 pages, illustrated, paperback, 
$39.95. 

Reviewed by Michael Fogarty 

Diplomasi: Australia and Indonesia's 
Independence is a three volume series of historical 
documents on Australia's diplomatic policy towards 
Indonesia in the period 1947-49. Containing almost 
five hundred cablegrams, despatches, reports and 
other documents, the first volume covering 1947 is 
not for the faint-hearted - nor was it ever intended to 
be. Those taxed by their understanding of that era will 
find much of interest in the series. Australia's repre
sentatives were dealing with some fundamental issues 
of lasting significance and it was in this context that 
these papers were drafted. The important decisions 
taken at the time were evidence of a strongly assertive 
and independent nation keen to establish her interna
tional credentials as an honest broker yet acting to 
protect and preserve Australia's geo-political interests 
in the wider region. While morality is not the law 
there is a place for it in international relations as these 
documents attest. 

For its serious treatment of these events, this book 
will find obvious acceptance within foreign min
istries, universities, archives, libraries and from spe
cialists in their field. One assumes it will receive keen 
attention in diplomatic studies courses. Asian history 
programs and at defence staff colleges. If one was 
sceptical about Australia's "independent' role as a 
middle power in the immediate post-war period, then 
this volume removes any doubt. The title itself has a 
reflexive quality confirming Australia's own indepen
dence in foreign policy initiatives in those troubled 
days. Many Australians will take quiet pride in the 
contribution made by our representatives and service 
officers who contributed so much in supporting the 
sovereignty of that young republic in a critical phase 
of its history. For the purpose of the review, the terms 
Netherlands East Indies (NEI) and Indonesia area 
used in the same sense. 

The themes covered in the book include: 
Australian reaction to the Dutch 'police action' of 
July 1947. the first deployment of Australian military 

personnel as UN peace keepers and Australian partic
ipation in the institutional mechanisms which mediat
ed the conflict between the two sides. Australia 
sought to increase trade with Indonesia and the diffi
culties which beset those attempts (including shipping 
bans) are well documented. This work is essential 
reading for anyone interested in the history of 
Australia's political and economic engagement in 
Asia. Ably selected by Philip Dorling. the documents 
show how Indonesia's independence was an early 
and critical test of Australia's capacity to respond 
positively to change in Asia. 

And what do the documents reveal'.' Firstly, that 
they should not be attempted in a single sitting. Many 
of the issues raised were quite complex and the editor 
has done well in his attempt to unravel those convo
luted skeins. Secondly, it should be remembered that 
Australian diplomacy was then in its fledgling days 
and could not rely on well established traditions. In 
many ways, that experience was to truly test the abili
ties of our officials chosen to represent Australia. For 
their successful reporting on Indonesia, those years 
have now delivered the 'grand old men' of Australian 
diplomacy to Indonesia - Alfred Brookes. Sir Richard 
Kirby and Tom Critchley. The achievements attained 
throughout their professional careers showed that the 
early faith in them was both deserved and fulfilled. 

This review is unable to adequately survey all the 
documents contained. Nor can it attempt to describe 
the evolution of policy. The introductory chapter. 
covering the earlier period 1945-46. provides a fasci
nating backdrop to the dramatic events of 1947. 
While earlier Australia had stood on the sideline, an 
onlooker rather than an active participant, this was not 
the case in 1947. Indeed. Sutan Sjahrir (Minister of 
Foreign Affairs) stated in a press conference in 
Singapore that ". . . the Australian attitude has always 
been very friendly towards Indonesia - (we) look to 
them for assistance". The Dutch also recognised 
Australia's position acknowledging it in a memoran
dum (document 438) to Prime Minister Chifley in 
stating ". . . the interest of Australia that an orderly 
state of affairs should exist in the territory of a near 
neighbour is appreciated because a state of anarchy 
and chaos has inevitable repercussions on the political 
and economic life of the South Pacific". 

Australia's relations with the Netherlands, in their 
attitude to Indonesia's political development, were 
less comfortable. See document 34. One could recoe-
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nise the motives of the Dutch, no less than any former 
colonial power, for wanting to return to the status quo 
ante helium. For many, restoration of authority in 
their possessions went a long way towards assuaging 
bitter memories of defeat in the pacific war. But their 
very defeat by an Asian nation provided a catalyst for 
many Asian independence movements. Equally. 
Asian nationalists were quick to exploit the political 
vacuum with the sudden collapse of Japanese power 
at the war's end in 1945. 

For the Dutch. Indonesia became a ruinous war as 
they attempted military solutions to essentially politi
cal problems. Both countries were captive to their his
tory as the winds of change came early to Asia and 
international pressure aided that process. Australia 
had considerable sympathy for Indonesia's nationalist 
aspirations and our relations with the Dutch were 
strained for that position - made more difficult as fel
low allies during the 1939-45 war. Ballard's reception 
by Van Mook, the Lieutenant Governor-General of 
the NEI, was not enjoyable - being received firstly in 
hostile silence soon followed by anger. See document 
27. 

The documents also demonstrate that the service 
officers assigned to Indonesia had the requisite pro
fessional skills which enabled them to both carry and 
discharge a political brief of considerable sensitivity. 
The staff paper (document 360) prepared by the 
Australian Military Observing Officers for Group 
Captain Faton in Batavia, being a despatch on the 
politico-military situation in Java for August-
September, could well become a standard reporting 
guide for any conflict. 

The reports to Canberra and from other capitals 
describe the diffusion of power in the NEI and how 
the conflict was managed in world councils at the 
wider political level. Many of the documents are quite 
prolix as they attenuate Australian policy positions in 
their incremental patterns. For that reason, this coun
try study will also remain an authoritative text for 
diplomatic reporting for the use of the technical lan
guage involved. But more than anything else, it 
shows the exegesis of an independent foreign policy 
by our representatives on station. Gifted they were -
amateurs they were not. Despite all the frenetic activi
ty, and the heavy demands placed on staff, one docu
ment offers some rare beauty amid the aridity of the 
exchanges. In document 324. Eaton concludes a letter 
to Canberra with a remark, possibly intended for an 
official's wife, observing ". . . one redeeming feature, 
there are some lovely orchids in Java." 

The reader will be rewarded on arriving at docu
ment 376 to note how the French sought support from 
Australia - making a connection with their own colo

nial problems and showing a refined grasp of linkage 
theory. The department advised the Consul-General 
in Batavia (Group Captain Eaton) that 
" . . . the French Consul has hinted that he would sign 

present draft (report), if he had some undertaking 
regarding our attitude on French Indo-China". It may 
have been for this reason, in noting Canberra's 
instructions, that Eaton replied to the cable (in docu
ment 378) regretting that his liquor supply had not 
arrived - urgently requesting cases of Scotch Whisky. 
The prospect of impending travel in an RAAF air
craft, configured mainly with bucket seats, only 
added to his unease. 

Document 424 (Kirby to Burton) reinforces the 
tensions then experienced in Batavia in managing 
Australia's policy. Kirby felt compelled to advise the 
Secretary of the Department of External Affairs that 
" . . . I did not ask for your opinion as to whether I 
was correct (and) I am not under your instructions as 
to the way I perform this Mission". While Kirby qual
ified his remarks, his cable clearly stresses that he was 
on the spot and needed greater support from 
Canberra. As well, the key contribution made by sec
retaries and communicators in the Australian office in 
Batavia is well documented. They too were vital to 
the mission if the objectives were to be realised. At 
one stage, Australia was prepared to offer assistance 
to the republicans to safeguard their communications 
so as not to compromise their negotiations with the 
Dutch. Document 441 refers. 

Critchley was Australia's acting representative on 
the UN Committee of Good Offices from 9-31 
December and his negotiations and reporting were of 
the highest order. See document 468 which was 
tabled in cAS',S' Renville. Those negotiations were as 
protracted as they were tortuous often appearing as 
much change with little progress. But it was through 
perseverance and quiet diplomacy that results eventu
ally followed later in 1949 proving that the 
Indonesian question was not amenable to a 'quick 
fix'. Indeed, document 498 was a codicil for their 
work in 1947. Eaton, in his late cablegram for the 
year, reported on New Year's Eve that " . . . no politi
cal solution to the Indonesian problem had been 
obtained." 

Philip Dorling. with his colleagues of the Historical 
Documents Project Section, in their selection and 
careful editing of the primary documents, have pro
duced an original and authentic work of towering 
scholarship. There is only one thing worse than 
inventing history and that is ignoring it. Here. 
Indonesia's political history in year 1947 is refracted 
through Australian eyes. The work is a material con
tribution to our knowledge of Australia's advocacy 
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for Indonesia in an eventful period of its revolutionary 
history and the relationship overall. It explains why 
we went the way we did. Moreover, it evidences that 
Australia's affinity with Indonesia enjoys firm foun
dations which draw their origins from the support and 
recognition Australia gave to Indonesia in the forma
tive years of the young republic. 

(The opinions expressed are solely those of the author and do not 
reflect any official views - past or present) 

WAR IN THE BOATS: MY WWII SUBMA
RINE BATTLES, by Captain William J. Ruhe 
USN (RET.), Brassey's Inc., Washington, 1994, 
303 pp inc. index, maps & diagrams, hardcover, 
RRP $US22.95. 

Reviewed by Lieutenant J.S. Sears, RAN 

War in the Boats is a fascinating work about the 
author's submarine service in the US Navy during the 
Second World War. Few others would be better suit
ed to write such a book. 

Bill Ruhe graduated from the US Naval Academy 
in 1939. He was a twenty-six year old Ensign when 
he joined his first boat. S-37 (affectionately known as 
'the rusty old sewer pipe'), in 1942. What followed 
was to be the first of eight action-filled combat patrols 
that he was to conduct against Japanese forces in the 
Pacific during WWII. He completed his wartime 
duties in command of Sturgeon. For his performance. 
he was awarded three Silver Stars and the Navy Unit 
Commendation Medal. He saw naval duty in Korea 
and later commanded the submarine Seadevil. In the 
Vietnam War he commanded the guided missile 
cruiser Topeka. Following retirement from the Navy 
he was editor of Submarine Review and a technical 
adviser to Tom Clancy for The Hunt for Red Oetober. 

In his Foreword to War in the Boats, Tom Clancy 
explains that 'there is information here that most his
tories leave out. for historians generally err to the 
large rather than the small, forgetting that in the latter 
we find much of the former.' It is this aspect of the 
book concerned with detail and the individuals who 
fought in the war which I find so fascinating. 

War in the Boats is based on a personal journal sur
reptitiously kept by Ruhe during the period. His 
descriptions of daily life in a submarine and his obser
vations about morale and human character in such an 
extraordinarily dangerous occupation, provide rare 
insights into the lot of a submariner. The immediacy 
of the journal entries provides Ruhe with a means 
whereby he can both entertain and inform the reader. 
We learn of the damage that a destroyer attack can 

have on the boat's toilet bowl (and its subsequent 
effect on morale) and experience through Ruhe's 
writings the terrible stresses and responsibilities 
placed upon submarine commanders in wartime. It 
highlights the critical role of leadership in such a 
tight-knit, elite group and the ethical dilemmas faced 
by junior officers serving under a commander whose 
nerve has failed. 

I found War in the Boats easy to read and thor
oughly enjoyable. I recommend it to anyone with an 
interest in navies, life at sea or simply after an enter
taining read. 

SHIP OF COURAGE, The epic story of HMAS 
Perth and her crew, by Brendan Whiting, pub
lished by Allen & Unvvin, 1994, Illustrated, 192 
pages, $34.95. 

Reviewed by Vic Jeffery 

This recently released book looks at the loss of the 
light cruiser HMAS Perth in 1942 from a different 
perspective to previous accounts. 

Without sensationalism, it questions if the gallant 
Perth was an unnecessary war loss being sunk after 
fighting magnificently against overwhelming odds in 
the Battle of Sunda Strait on that fateful night of 
February 28 - March 1. 1942. 

Author Brendan Whiting was the son of Chief 
Petty Officer Reg Whiting who was lost with the ship 
in 1942. 

Whiting was only six when his father was lost and 
he admits that he shut his father's memory out of his 
life for 50 years until two years ago when a relative 
spoke of family trees and albums. 

His father's memory had been shut away in pho
tographs and letters which had been sent to Brendan 
and were kept in a handsome, polished, red cedar box 
which was lined with green felt, had brass hinges and 
a brass lock. 

This inspired Brendan Whiting to go to the box 
and look through the items which he did not recall 
sighting all those years ago. When he examined and 
re-read the contents of the box it triggered the urge to 
find out what he could about his father, what had hap
pened to him and why. 

In doing so, he has raised a number of questions 
as to why HMAS Perth was where it was when it 
was sunk and the way decisions were made at the 
time. 

Of Perth 's complement of 682 men only 229 
came home at the end of the war with 353 including 
her skipper. Captain Hec Waller being lost in the 
Battle of Sunda Strait between Java and Sumatra. 
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Ol the others, many were lost while being used as 
slave labour by the Japanese on the Burma-Thailand 
railway, in Japanese coal mines, or alternatively on 
the Rakuyo Maru when it was torpedoed by a US 
submarine en route to Japan. 

Brendan Whiting questions whether the Australian 
War Cabinet had any say in the decision to send 
HMAS Perth to bolster a force which was already 
wilting under overwhelming odds. 

Unknown to the Allied naval forces that were gath
ering to bolster the ABDA (American-British-Dutch-
Australian) area's Combined Striking Force. British 
General Wavell had stated in his report to Prime 
Minister Winston Churchill on February 21. 1942 that 
the situation was helpless. Wavell stated: 
"1 am afraid that the defence of the ABDA Area has 
broken down and the defence of Java cannot last 
long. It has always hinged on air power and once a 
weaker air force is outmatched beyond certain pro
portions its elimination is rapid." 

During all this rapid deterioration of the Allied 
defences. HMAS Perth, four days out of Fremantle, 
was south of Christmas Island en route to Oosthaven 
as escort to a small convoy of three merchant vessels. 
However, as Oosthaven and Ratai Bay had been 
abandoned and left in a demolished state for the 
advancing Japanese forces, it was pointless for this 
convoy to proceed and when it was finally realised on 
February 21. Perth was ordered to reverse the con
voy's course and return it to Fremantle. 

In the three weeks since January 31 when HMAS 
Perth was ordered to sail from Sydney to join the 
ABDA area, the ship had on no occasion sailed to the 
north of Christmas Island or engaged in any action 
other than convoy escort duty. 

At 9am on February 22, Captain Waller received a 
signal that the Australian Naval Board had signalled 
the British Admiralty asking if Perth was still 
required in the ABDA area. Five hours later at 2pm. 
Pertli received a signal from Commodore Com
manding. China Force (Commodore John Collins). 
ordering the ship to disperse the convoy and to pro
ceed to Batavia with all despatch. 

Author Brendan Whiting claims an important 
question arising from this series of signals has never 
been answered: "Did the British Admiralty initiate the 
order or did Commodore Collins pre-empt a reply 
from the Admiralty and order HMAS Perth to Batavia 
on his own authority?" 

HMAS Perth had previously fought in fierce 
actions in the Mediterranean, participating in the 
Battles of Matapan and Crete - where she endured 23 
attacks by German aircraft, before returning to 
Australian waters. 

Recalling a message from General Wavell to 
Winston Churchill on or about February 15 that 
". . . Efforts should not therefore be made to reinforce 
Java which might compromise the defence of Burma 
or Australia . . ." and that the Defence Committee 
decision of February 16 to terminate all reinforce
ments for Java, there seems little sense in any deci
sion by the Admiralty to so compromise Australia's 
defence by sending HMAS Perth to Java at the death 
knell. 

No doubt Dutch admiral Conrad Helfrich. 
Commander of the ABDA Force, would have placed 
enormous pressure on Collins to order HMAS Perth 
to Java. The question remains asking if it was the 
British Admiralty or Commodore Collins who bowed 
to pressure, or to a moral obligation, to send this fine 
cruiser to a theatre where the risk of her loss was 
clearly extreme? 

It seems whoever did give the order, it was not the 
Australian Government. 

HMAS Penh reach Tanjong Priok on February 23 
- the day after General Wavell had flown out of Java. 

The Battle of the Java Sea was fought and lost by 
the Allied Combined Striking Force in a single day-
and-night action with the Japanese fleet on February 
27. 1942. 

Used in the Battle of the Java Sea with great abun
dance and success, the Allies lost the Dutch cruisers 
De Ruyier and Java, the Dutch destroyer Kortenaer, 
and the British destroyers Electra and Jupiter w ith the 
cruiser Exeter being badly damaged. 

The action which followed only 24 hours later and 
is known as the Battle of Sunda Strait saw the surviv
ing HMAS Perth and the damaged US Navy cruiser 
USS Houston lost in a gallant but impossible fight 
against overwhelming odds. 

These two cruisers engaged and inflicted a large 
amount of damage on a Japanese invasion fleet before 
both sinking under barrages of torpedoes and shells. 
This is a commendable book which sheds new light 
on the reasons for HMAS Perth's loss and is a fitting 
tribute to more than 4(X) members of her ship's com
pany who never came home. 
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