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Introduction

Our purpose, or mission in life, is to defend Australia and its national interests.  The Australian Defence Force exists to fight – to fight to win.  Civilians are there to help the ADF do just that.

As Maurice de Saxe once observed “the human heart is the beginning and the end of all matters pertaining to war”.  Similarly, people are the beginning and the end of all matters pertaining to Defence.  Or, more simply, “People Power”.  I believe that people is the issue that looms largest in getting the defence of our nation right in the 21st Century.

The Public Discussion Paper has been criticised by some of our people as too platform-centric.  People issues emerged in both the public and particularly the internal Defence consultation processes associated with the PDP.  Paradoxically, many Defence people argue we can’t have a “People First” approach, because equipment must remain the primary focus.

The best platforms or technological advantage (which we do seek) depend on properly trained people to operate and maintain the equipment.  There’s also a tendency to forget that people are a capability in their own right – that it’s often people who provide the competitive edge.

As part of an ambitious organisational renewal program, and in concert with an aspiration to set the standard in everything that Defence does, the Chief of the Defence Force (CDF) Admiral Barrie, and I are endeavouring to embed a leadership philosophy best summed up by the phrase “Results through People”.

“Results”, because at the end of the day that’s what we’re paid to deliver for our elected representatives, namely our Ministers, the Parliamentary Secretary and the Government.

“People”, because results come through people.  People are the key to superior performance.  People matter – it’s people who make the difference.

If you're like most Australians and have highly developed BS detectors, you might be thinking 'here we go - any minute now he'll be saying "people are our greatest asset" or “people are our most valuable resource”'.  

Don't hold your breath!  

Talking about people as human resources, an asset or as intellectual capital is just plain wrong.  It reveals a mindset that sees people as simply another cost centre.  One Australian dollar is the same as any other Australian dollar.  But people are different - they’re individuals – they want to be recognised and treated accordingly.

This isn’t just nit picking semantics.  Thinking of people as mere 'human resources' won't help Defence attract and retain the kind of people who are needed to implement the strategic direction that Government will soon be giving us in the Defence White Paper.

Changing the Defence mindset about people, particularly among the Senior Leadership Group, is the most important challenge CDF and I face. In my presentation today I'll be discussing this serious cultural change issue under three headings:

1. Why CEOs in both private and public sectors are focussing on people matters, and what that trend means for Defence;

2. What CDF and I are doing on people matters in Defence; and

3. How the results of what we're doing are being evaluated, in the short and long term.

1. WHY PEOPLE MATTER IN DEFENCE - NOW MORE THAN EVER

It seems to me that the “War for Talent” is a very powerful expression of the primary challenge that organisations face in the new millennium.  

We need only reflect for a moment to realise the enormity of this challenge for our disciplined forces.

Changes in our societal framework, the impact of IT, and demographic trends all add up to a fundamental change in the workplace – a power shift from executives to the people who make up an organisation.  Unless leaders get in touch with their people’s opinions and are responsive to the need for meaningful, rewarding work, those people will increasingly vote with their feet.

The old social contract - a job for life - is a thing of the past for most workers.  People have for the most part now got the message that they have to plan and manage their own career.  

For employers, the flipside is that Generation X and Y, and the looming “click and go“ generation, have become much more demanding.  They focus on what they can learn, their access to education, training and development, and a package of terms and conditions tailored to their individual needs at the time.  They seek much more of a say in their workplace on decisions that affect them, and greater involvement in the strategic direction of their enterprise.  

The Government has responded to such global trends by creating a workplace relations framework that gives CEOs in both private and public sectors the scope to tailor terms and conditions to suit their organisations.  

The new workplace relations framework gives Defence the flexibility to move to a total remuneration approach which offers individual choice in the way the package is constructed (i.e. base pay, superannuation, housing etc) and greater recognition of skills and competencies rather than simply rank and seniority.  We have the flexibility – we now need to act on it!

That's part of the answer.  But pay and conditions can fix things only to a certain extent, a point I'll return to later.  If the Defence culture is perceived, rightly or wrongly, as being ‘anti-people’, then any amount of money won’t fix the recruitment and retention problems we face.  

Evidence of serious community concerns about such personnel issues came from recent public consultation in the lead up to White Paper publication, and a parallel internal consultation with Defence people (see Annex A).   

The Community Consultation Team found that the community held the ADF in high regard, and that its achievements, tradition and culture form an important part of the fabric of Australian life.  

The community also put the view that the vital role of the ADF’s people had not been given adequate attention by Government or Defence itself over the last ten years.

This finding was mirrored in the internal consultation findings.  Our people criticised the Public Discussion Paper as being too ‘platform centric’.  They expressed concern about issues such as training and conditions of service, they were cynical about leadership, and they are suffering from change fatigue. 

That change fatigue is hardly surprising.  Much has changed on the Defence personnel front in recent years.

When I first came to Defence in December 1984, we had 70,000 full time ADF members and 40,000 civilians.  In October last year when I came back we had 50,000 full time ADF and 16,000 civilians – a massive change on any scale.

Personnel costs now consume over 40% of the total Departmental operating expenses.  The real cost of ADF personnel increases by about 4% per annum – 1.5% of which is currently supplemented by the Government – the 2.5% differential having to be found through internal efficiencies and/or reduced numbers.

Over the same period, the Defence budget has declined from around 2.5% to its present 1.8% of GDP.

Defence’s response to personnel cost pressures doesn't seem to me to reflect excessive generosity.  Indeed, in some specialist areas we're having trouble matching market rates to attract and retain the people we need.

And there's little doubt that the various reform programs have contributed to increased numbers at the sharp end of the ADF - although this has not been communicated at all well to ADF members.  

This is partly because our financial systems and workforce planning are simply not good enough to give decision makers the sort of information they need about how and where money and people are deployed.  Even with the best will in the world - and a significant investment of resources - it'll take us till early in the new financial year to get on top of this problem.

Until then, the plain fact is that we can't properly account for the full 'whole of life' costs associated with deploying our people.  And only when we can will we be in a position to replace a tangle of Industrial Age 'personnel policies' with an Information Age 'people strategy'.

So, to summarise, Defence faces:

· global trends towards a more mobile, less committed workforce; 

· external and internal concerns about how we treat our people; 

· steadily worsening recruitment and retention rates that threaten the sustainability of our operational capability; 

· rising employment costs; and

· outdated personnel systems and policies.

That's the stark backdrop against which CDF and I launched our organisational renewal program earlier this year - to get started on an agenda that would put people issues at the heart of organisational decision making - where they belong in any 21st century enterprise that's 'built to last'.

2. WHAT'S BEING DONE TO ASSURE PEOPLE IN DEFENCE THAT THEY DO MATTER 

In June 2000, CDF and I explained to our senior leadership that there were two strategies under development: a big 'S' Defence strategy, as directed by Government, and a small 's' organisational improvement strategy, as directed by CDF and me.  

Just as Government carried out an extensive consultation program in preparation of its Defence strategy, CDF and I drew on a substantial body of evidence in developing our renewal strategy.  

Back in February, a workshop with the Defence Senior Leadership Group – the 200 or so star rank officers and their civilian equivalents - highlighted some key diagnostics.  Broadly, this group saw Defence’s weaknesses as its poor working relationships with Government, its lack of ability to take the tough decisions and stand by them; and most sobering of all poor leadership of people.  

This latter concern had also been reflected in the results of the August 1999 staff attitude survey that indicated that only around one in ten Defence people agreed with the statement 'I have confidence in the Defence senior leadership after the Defence Reform Program'.  

There’s some room for improvement there, to say the least.  I’m glad to be able to note though that immediate supervisors were viewed in a much more positive light (see Annex B).

So much for our weaknesses.  What of our strengths?  

Many senior leaders identified Defence's strengths as being our operational capability, and the commitment and professionalism of our people.  This told CDF and me two important things:

· first, that our focus should be on the administration of Defence, the way Defence does business, rather than what goes on at the front line; and

· second, that investment in our people would pay high dividends. 

In June this year, CDF and I translated the formal and informal evidence into a set of three strategic themes that needed addressing so Defence could successfully implement the forthcoming White Paper.  These were:

1. Build the confidence of Government in the way Defence does business - including by improving alignment with strategic direction;

2. Build better decision support for Government - including by improving governance and accountability arrangements; and

3. Build a better climate for people in Defence - including by improving trust within and towards the Defence senior leadership.

As you will have gathered, the focus of my presentation today is on the third of these strategic themes, senior leadership, but I will touch on the other two before closing.

Leadership

CDF and I believe that there is a direct causal link between the well being of our people and their operational effectiveness.  And nothing affects that well being so much as the quality of day-to-day leadership. 

That's a fundamental premise for Defence’s organisational renewal strategy.  It's the reason for the very strong emphasis that CDF and I are placing on different aspects of leadership development.

The best definition of leadership I know comes from an Australian business leader, who told me many years ago that: "Leaders shape and share a vision that gives meaning to the work of others".

Research by a colleague of mine, Dr John Evans, shows that Australians seek leaders who build a bridge between the present and the future, and who care about them as individuals.  Where they think their boss is a good bloke (or its female equivalent) they’re prepared to give it a go.  They ask lots of questions about how they are going to get from where they are to where the boss wants to go and they particularly want to know “what’s in it for me?”  

Where they regard their boss as a bastard – where they are not energised, or switch off - they smile nicely, say "yes", but don’t actually contribute much.  At the extreme of this axis, they’ll actively undermine the boss’ position. 

Another piece of research by an Army Reservist, Brigadier Nick Jans, shows that job satisfaction is a strong predictor of career commitment and the decision to stay in Defence.  Leaders can influence job satisfaction through:

· role clarity and focus (do individuals know what they have to do and the contribution they can make?);

· empowerment (do people have the skills, authority and freedom to act while still being held responsible for the results?);

· teamwork (will others co-operate with and back up each team member?)

· learning (can people innovate, learn from doing, take calculated risks and still be supported?).

These factors underpin a high performance culture.  They create a work environment where everyone wants to - and can - make a real contribution.

We took an important step towards building that high performance culture in June 2000, when the Senior Leadership Group developed a Defence People Leadership Model that identified the behaviours that they would be held accountable for displaying in the workplace (see Annex C).  This model puts the onus on leaders to create the right environment so people can give of their best.  We believe that such an organisational environment must be based on five pillars: challenge, elbow-room, feedback, self-esteem and pride.  

The People Leadership Model will serve as the centrepiece of Defence’s leadership development, including through 360 degree feedback.

In June, the Senior Leadership Group also established six values to guide their behaviour: professionalism, loyalty, integrity, courage, innovation and teamwork.  And they collectively identified some “unbreakable rules”.  CDF and I subsequently endorsed the following list, to make it crystal clear what behaviours we consider unacceptable:

· never mislead the Minister (or anyone else for that matter)

· never abuse authority/power

· never “leak” information

· never condone poor performance

CEOs who have driven major renewal programs often look back and say that they weren't quick enough to identify and remove senior people whose behaviour wasn't consistent with their expectations.  “Change people” or “change the people” is the principle.

In coming months, some Defence leaders will be open to feedback, will work hard at changing their behaviour, and will treat people as more than just "human resources".  

Those who are unwilling or unable to do this – civilian and military - will have to give up their “stripes”.  Our senior leaders have to be just as accountable for stewardship of their people as they will be for delivering the other results requested of them. 

Such critical assessment of the senior leadership is a feature of all organisational renewal programs, together with an infusion of new blood from outside and inside - always balanced by the need to retain organisational memory.  I'll outline here a few concrete examples of what we’re doing on this front in Defence.

CDF has put in place a succession planning system for our star ranks, which includes high potential colonel equivalents.  This group is actively overseen by CDF, myself, the Service Chiefs and the Vice Chief of the Defence Force (’the Star Plot Committee’).  Development of the Colonel (E) cadre and below has been returned to the Service Chiefs as a single service responsibility.

Many of the “purple” jobs are now regularly panelled – with each Service making a nomination, and selection following interview by the Star Plot Committee.

CDF believes that the ongoing health of the ADF can only be assured if there is a regulated flow of suitably qualified military people through the Senior Leadership Group.  As part of his career management philosophy, CDF writes personally to all 1 and 2 star officers advising them that they should expect to complete only two appointments at level.  If they are not under close consideration for advancement to the next level then he would expect them to leave the ADF.  In practice, this means most star ranks will be required to leave the ADF before they reach compulsory retirement age.

In January 2001, the new Australian Defence College will commence operation.  Under the command of a serving two-star officer, the College will be located across two campuses in Canberra.  It will incorporate the Centre for Defence and Strategic Studies (which provides a strategic level program for Colonel (E) officers) and the Australian Defence Force Academy (a tertiary institution for officers for all three Services).  

Additionally, and excitingly, the College will also incorporate the new Australian Command and Staff College that replaces the single service staff colleges.  In recognition of the increasingly joint and integrated nature of warfare, Major (E) officers from the three Services, civilians and invited foreign students will commence a new course at Weston Creek in January next year.  Not only will we be providing a better course, but the new arrangements will save over $5.5 million per year - money that can support the ‘sharp end’.

The new Australian Defence College will become a centre of expertise in higher education across the officer continuum, from entry to senior appointments, providing a centre for military education excellence and a critical mass of future leaders.  Its business will be the formation of better skills and knowledge in defence, security, policy development and planning and direction of defence force operations. 

Defence needs people who are well prepared to provide sound policy options, lead in uncertain and complex situations and manage security into the future.  The Australian Defence College is a very real example of the investment that Defence is making in its people, to provide the results the Government and Australia expects.

Another initiative is a review of Defence’s military postgraduate education services by Professor Ian Zimmer from the University of Queensland to ensure.  The first phase will look at the relevance and value for money of military postgraduate education, and will be completed next month.  The second phase will review educational services at the Australian Defence Force Academy and will be completed in July next year.  The Minister’s Defence Improvement Committee will consider the results and recommendations of the Zimmer Review.

Succession planning for civilians presents different challenges, given the more open labour market.  I will be drawing on relevant aspects of the ADF model in finalising our approach to the civilian side in coming months.

Wherever possible, CDF and I are developing joint military-civilian approaches to leadership development.  A Defence Senior Leadership Program (colloquially known as the Capstone Program) will get underway early in the new year and will help new members of the Senior Leadership Group, military and civilian, align their leadership activities and behaviour with the strategic direction, purpose and values of Defence.  They must learn to make the Defence leadership behaviours and values real for our people.

Alignment and accountability

I've used the word ''people" more than 50 times so far.  Some of you might be thinking that all this talk about people is ok up to a point, but that ultimately it’s the results that count!  That’s where the other strategic themes I mentioned earlier come in - about alignment with Government direction and accountability for results.

As Frank Blount, former CEO of Telstra, has said:

‘My experience tells me loud and clear that the worst thing that a CEO can do is to embrace people empowerment (or turn the people loose) without very clear accountabilities, without proper and selective training and coaching, and without very strict “rules of the road”’.

In Defence, our people understand this.  They know we work best when we’re pulling together to achieve the same ends.  Some people have said as much in feedback to CDF and me about the ‘people first’ approach, saying we need to be 'mission first'.  

I agree, but with reservations.  It's true that every organisation must foster a results focus, a focus on what it is that the customer (in our case, Government) expects of it.  Everyone who works in Defence must strive to align everything they do with those expected results.  

CDF and I are building alignment through a charter which we are issuing to each of those who report directly to us.  The Minister has already promulgated a Ministerial Directive to CDF and me in a new format that is simpler and more results focussed (see Annex D).  We are using that Directive as a template in formulating the charters.  

This top level governance framework is being developed in step with a new business model that makes accountability for performance more transparent.  A first cut will be complete in December, and will be finalised in the lead up to the 2001-02 Budget process so that the governance framework reflects the output structure we’ll use to implement the strategic direction set out in the White Paper.

CDF and I know that a shared sense of purpose is particularly hard to generate in an organisation with such strong ‘tribal cultures’ as Defence (necessarily, given the range of work that our people do).  Getting a clear statement of our purpose, one that was meaningful and memorable to all our people, was a key to development of our new governance framework.

‘Defending Australia and its national interest’ will be far more appropriate for the 21st Century than “The prevention or defeat of the use of armed force against Australia and its interests” which served us so well during the 20th Century.  

A results focus is a prerequisite for working in Defence.  The new governance framework will support people in focussing on results, rather than activities or process.  But as I hope I've outlined today, for Defence leaders in the 21st century a 'mission first' approach is necessary, but not sufficient.  

The higher up the leadership tree people go in Defence, the greater the importance of the people side of things.  This view is reflected in some work that CDF and I are doing on the distinctive ‘value add’ that officers at one, two and three star ranks should make (see Exposure Draft at Annex E).

Having people skills is different from being people oriented.  We expect our 1*/Branch Heads to be concerned about each and every one of their people.  The theory has it that CEO’s of big organisations should satisfy themselves that the proper people processes are in place and followed – people skills, but not on an individual basis.

In an increasingly competitive 'war for talent', senior leaders must put people at the heart of their decision making.  Their choices, operational and administrative, must reflect deep consideration of the impact on people.  The CDF’s Chiefs of Staff Committee demonstrated this recently when they turned the spotlight on recruitment, retention and posting turbulence issues (see Annex A).

3. HOW WE'LL KNOW IF OUR STRATEGY IS WORKING

What is measured is managed.  If you aren't measuring you're not managing - and more importantly, you're not leading.  It's important to measure the level of People Power within Defence.  

We’re doing this using a performance management tool used widely in both public and private sectors, called the Balanced Scorecard.  It helps translate organisational strategy into a balanced set of financial and non-financial measures, with a  focus on leading as well as lagging indicators.

Our balanced scorecard, which we call ‘Defence Matters’, provides a means to communicate our strategy and demonstrate how value is added across Defence. 

Our scorecard will indicate how CDF and I – and our Defence Committee colleagues - are going in terms of delivering the results the Government requires of us (and for which it appropriates taxpayer funds).  Scorecard results will be a focus of monthly Defence Committee consideration, each committee member reviewing their group’s scorecard.

The term ‘results’ includes stewardship of the organisation to ensure sustainable delivery of Defence outputs – something that matters to Government in its role as the ‘owner’ of the enterprise, and which is very relevant to the people side of things.

In that context, we must concentrate on how we’re improving underlying processes – simplifying and improving systems, practices and procedures; and testing whether we’re improving against organisational health indicators (eg attitudes, values, culture, ethos etc).

The People Matter quadrant of the scorecard will be populated by indicators which revolve around four key elements of our people strategy: attracting, recruiting, developing and retaining people.  

The 1999 Staff Attitude Survey provides a useful platform and benchmark against which to measure the effectiveness of our organisational renewal agenda.  Future surveys will be shorter and simpler and include the elements of our people leadership model.

We want people to be able to look at the scorecard – the non-classified elements of it are being mounted on the Defence intranet  - and see how their workplace compares with others in Defence on indicators such as safety, and investment in learning and development.  

We also want our people to be able to look at their own terms and conditions and compare them with those of others in Defence, and elsewhere.  I stress this because a substantial number of ADF members appear to have under-estimated their income in the recent ADF Census, indicating a lack of understanding of the financial value of ADF employment.

Last financial year we put in place new workplace relations arrangements for civilians and ADF members up to Colonel (E), and separate arrangements for star ranks and civilian equivalents, to ensure Defence’s people are competitively remunerated.   

I can report that salaries and allowances are generally maintaining relativity with equivalent community wage movements, although we have not communicated this as well as we should have.

We have also developed and brought online the Comparative Employment Value Adjustable Model (CEVAM) as a tool that can be used by all Defence members to estimate the financial value of their employment.  It allows them to create a personalised financial estimate that compares their taxable income with that of other Australians in full-time employment.  It aims to improve a member’s understanding of their income as well as allowing them to make more informed career decisions.

In general terms, the purpose of pay is to provide fair recompense for work done, and to recruit and retain people.  Schemes involving performance bonuses, tying people’s pay to individual performance and increasing the proportion of ‘pay at risk’ are in place or being introduced elsewhere in the public sector.

I do not support these sorts of schemes.  I believe that ‘performance appraisals’ linked to pay can lead to distorted results and raise issues of equity, ratings moderation and forced distributions.  I see little evidence of positive effects on motivation or organisational performance.  Rather, I believe that performance pay is divisive and undermines relationships between staff.  My approach with civilians in Defence is based on building performance through feedback and a developmental focus - without scores and ratings. 

Therefore, the only link between the results of what we call a ‘Performance Exchange’ and civilian pay are through increment-based advancement until individuals reach the maximum pay point in their pay band.  These performance increments are determined on the basis of the overall assessment of performance using a results focussed ‘Plan on a Page’ that also identifies learning and development requirements (see Annex F).  It’s important that senior leaders demonstrate their commitment to learning, growth and improvement – to model the way for others.

The 'Plan on a Page' is similar to the military Appraisal and Development Report, in the sense that both involve a supervisor and team member agreeing on what needs to be done and what support is required to do this.  Nobody likes to fail, least of all Australians.  So explicit agreement about the learning and development required to get results is a key to making "people power" work in Defence.  It’s also a fundamental part of helping people work towards their aspirations and potential – to be the best that they can be.

Money matters - of course.  But money doesn't matter enough to outweigh workplace culture issues, in the long term at least.  Retention bonuses may have a role in some areas, for a limited time.  But CDF and I are looking for a deeper, more sustainable, solution.  

Attempts to link the performance of individuals to pay won't advance the agenda we're pursuing.  

We believe that people want to be paid a fair day’s pay for a fair day’s work.  If people don’t feel they’re fairly paid, they become dissatisfied.  If they do consider they’re fairly paid, then we believe they look for other things.  And that's where good leadership comes in.

Back now to the scorecard.  Defence Matters will act as the dashboard that senior leaders can use to track progress towards organisational goals.  It’s part of the infrastructure of an organisation that's built to last, one that has feedback loops so people at all levels can see the big scheme of things and their own role within it.  People have a right to see how what they do contributes to the organisation’s goals and mission.

It will, of course, take a little while to get the scorecard set up so our people can see convincing evidence that they do matter - so that the Portfolio Minister can see evidence that building a 'people first' culture is boosting our recruitment and retention rates - and ultimately our ability to sustain operational capability.  

I’m told that it can take up to two full business cycles to get a scorecard fully implemented in large organisations.  In the meantime, CDF and I have been opening up new channels of communication in Defence, ones that provide qualitative rather than quantitative information about people, and act as a different kind of feedback loop to the scorecard.

The first priority in opening up the lines of communication has been to listen - to listen to the views of people at all levels, which we’ve been doing via email, roundtables and online discussion forums (see Annex G).  CDF and I want people to understand that we are genuinely interested in their perspective on things in Defence - and to demonstrate to our leadership colleagues how much we value a fervent commitment to communication.  These initiatives are a supplement, not a replacement, for communication through the chain of command.

Senior leaders – even CEOs - can do a lot by way of direct interaction with individuals, beyond their direct reports.  I think the phrase “Moments of Truth” encapsulates nicely what often happens in interactions between CDF or myself with individuals in Defence.

We receive around 20 e-mails each week from people of all ranks, from around Australia and our overseas posts, on a myriad of military and civilian issues.  Some of those notes give new meaning to 'frank and fearless' feedback!  Our job has been sometimes to clarify, sometimes to arrange action, sometimes just to provide a sounding board for pent up frustrations.  

Getting to the point where people can trust these new online communication channels takes time.  To date, much of what's being going on in the renewal agenda has been about fixing the business side of things.  Frankly, that stuff doesn't mean a lot to our people outside Canberra, so there hasn't yet been much in the way of detailed information about the way ahead that we could send back through the new communication channels.  

That'll change once the White Paper is published, and people see the priority accorded to people in Defence (see Annex H).  

Our Leadership Retreat next February will work on translating the White Paper's strategic direction into action on the people front.  We will need to figure out how to do this in ways that work in the very different cultures that exist in Defence - from diggers to policy wonks, from research boffins to bean counters, between each Service and the civilian arm - all of whom will be an integral part of Defence in the 21st century.  

All our people need to understand where we're heading and why - because the days when big picture strategy was something that a few 'senior sirs in the head shed' thought about are over.  The world has moved on.  Defence must move with it.  People of any rank who don’t understand the big picture can't serve effectively in the new world Defence must operate in.  

Communicating the big picture is a task for the whole Senior Leadership Group.  The White Paper will provide the basis for a detailed roadmap on the way ahead over the next ten years and less detailed guidance on the following ten years.

Its launch on 6 December will demonstrate to our people - and other Australians who might be contemplating joining up - that Defence is somewhere where people matter, where leaders treat people as a primary consideration, and where they can be proud of doing worthwhile work for Australia and the national interest.

That's how Defence will turn the tables and start winning the war for talent, by showing that 'people power' is what really makes the difference for Defence in the new millennium.  That’s one of the ways in which we in Defence will strive to set the standard in everything we do.
Annex A

THE WHITE PAPER CONSULTATION PROCESS

As many of you know, on 23 June the Government released a Public Discussion Paper entitled Defence Review 2000 – Our Future Defence Force.

Community Consultation Process

The community consultation process was an unprecedented opportunity for the Australian community to contribute to the national Defence policy debate.

The Government wanted to ensure that the views of the broad Australian community were tapped – that consultation was not limited to the usual suspects – the academic observers, media commentators and interest groups that normally dominate the defence debate

· the process was wide ranging over a nine week period – from 6 July to 7 September.

The team visited all states, the Northern Territory and the ACT.  They conducted 28 community meetings in capital cities and regional centres

· they travelled thousands of kilometres – crossing the Nullarbor, visiting places as far apart as Bunbury and Port Hedland in the West and Launceston and Cairns on the eastern seaboard.

They met with state and territory governments, interest groups, business and industry associations.

The response was tremendous:

· Over 2000 people attended the community meetings - ranging from 15 to over 250 per meeting

· More than 1150 written submissions were received (the Besley Inquiry into telecommunications service got 1050), well over 60 per cent being from individual citizens.

Throughout the process, the website provided on-line access to the discussion paper and other information.  As well, the community phoned, faxed and e-mailed their comments to the team – there were:

· 6453 downloads of the discussion paper;

· 5316 e-mail messages; and

· 3674 calls and voice-mail messages.

The secretariat also distributed over 17,000 hard copies of the discussion paper.

Many people commented that this was the first time they were able to contribute to the debate on defence issues.

The team submitted its report – Australian Perspectives on Defence – to the Minister for Defence on 29 September, who released it to the public on 9 November, following consideration by the National Security Committee of Cabinet.

The Community Consultation Team found that the community held the ADF in high regard and that its achievements, tradition and culture form an important part of the fabric of Australian life.  The community felt that the vital role of the ADF’s people had not been given adequate attention by Government or Defence itself over the last ten years.

We also arranged for an extensive two-stage discussion process within Defence.  The Service Chiefs and other senior executives collected the views of their people and forwarded them to CDF and me.  An independent report by Professor Paul Dibb and AVM Brendan O’Loghlin was also provided to us. These consultations raised concerns with hollowness, preparedness, training, a perception that conditions of service are declining, cynicism about and fatigue with change and leadership.  Personnel was the theme most frequently raised.

CDF and I subsequently forwarded our views on these findings to the Minister for Defence on 13 October and released our report within Defence and to the public on 9 November.

The Chiefs of Staff Committee has recently spent quite some time on issues relating to recruitment, retention and posting turbulence.  Task Forces have been established to report back to CDF by the end of January, identifying for each issue raised, what’s to be done, by whom and by when, to improve our career management processes.  

These include:

· the impact of the Defence Reform Program and the market testing of non-core activities through the Commercial Support Program; 
· the ability to deploy forces (especially in the near region and using East Timor as a case study) and workforce planning/career progression issues, including impacts on force sustainability and job satisfaction; and
· the conditions of service issues raised during the consultation process (Peacock and Dibb/Service Chiefs), particularly as these relate to retention and recruitment, and to perceived acknowledgement of the Profession of Arms.

All this with a view to an Action Plan and Strategy to address people concerns.

Annex B

‘Your Say’ – go to:

http://www.defence.gov.au/media/2000/your_say.pdf
Annex C

DEFENCE PEOPLE LEADERSHIP MODEL

Executives whose people achieve better performance (in terms of productivity, cost, job satisfaction, turnover absenteeism etc) lead differently from those whose workgroups exhibit poorer performance.  Those with the best record focus their primary attention on the people side and build effective work groups with high performance goals.

It is necessary for executives to be perceived by their people as feeling that achieving a high level of performance is the most important part of their job.  Enthusiasm about the importance of the work – and a conviction that the purpose adds value – also contributes to high performance.  Australians look for leaders who build bridges between the present and the future, and who care about them as individuals.


Being unselfish, co-operative, sympathetic, democratic, and genuinely interested in the person’s success also have a marked relationship to success.

A leader in Defence, military or civilian, at any level, will thus:
1. Set the standard for performance

2. Give meaningful direction

3. Make communication a priority

4. Create the climate for success

5. Persist until the job’s well and truly done

Leaders in star ranks or in senior executive service positions are specifically accountable for their behaviour being in line with the Defence Leadership Capability Framework and with Defence Values.

The Defence People Leadership Model draws on five principles that underpin good performance, as summarised in the words: challenge, feedback, elbow-room, self-esteem and pride.


The diagram to the right articulates the relationships between the various elements of the model.  Our values are our underlying beliefs about what is most important - what we are unwilling to compromise.


Our principles need to align with our values, and they reflect the sort of environment where people can give of their best.  The capabilities are what we, as leaders, must develop in order to achieve good performance in a way that is consistent with our values and principles.

The behaviours are the everyday things that need to happen, to show we are upholding our values and principles, and demonstrating leadership.

DEFENCE PEOPLE LEADERSHIP MODEL

To be an effective senior leader in Defence it is implicit that the following Defence Values are upheld and promoted:

Professionalism, Loyalty, Innovation, Courage, Integrity, Teamwork



PERFORMANCE PRINCIPLE
LEADERSHIP CAPABILITY

Defence leaders:
LEADERSHIP

BEHAVIOUR

Defence leaders:

Challenge
People like a challenge and set new performance standards
when
they are clear about our purpose and understand where their contribution fits in
Set the standard for performance
1. Articulate and communicate performance expectations

2. Explain where people’s contribution fits in

3. Exemplify the standard and encourage/assist others to perform to the standard

4. Measure performance and reward/sanction appropriately

Elbow-room
People are responsible, accountable, exercise self-direction and self-control
when
their supervisor involves them in decisions affecting their workplace and allows them to do their job
Give meaningful direction
1. Involve people in decision-making

2. Communicate the objective with clarity

3. Link direction to corporate goals

4. Ensure people have what they need to get the job done, 


within resources allocated



Feedback
People exercise imagination, and creativity to solve problems
when
they get constructive feedback on their ideas and are confident that communication lines are open
Make communication a priority
1. Tell it as it is

2. Make sure messages are understood

3. Listen and respond

4. Actively create a trusting environment

Self-esteem
People who feel good about themselves do good work
when
their supervisor recognises a job well done – praise from supervisors does wonders for self-esteem
Create the climate for success
1. Take an interest in people as individuals

2. Explain people’s roles in the organisational direction

3. Value and acknowledge people’s contribution

4. Recognise people by name

Pride
People are proud of the job they do and the organisation they work for
when
the organisation is making a meaningful contribution to society, engendering trust and mutual respect
Persist until the job’s well and truly done
1. Celebrate the team’s achievements

2. Continually review progress and adjust priorities

3. Help people understand why the job is important

4. Understand the resources necessary to complete the tasks

Annex D
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MINISTER FOR DEFENCE

Directive from the Minister for Defence

to

Allan Hawke
Admiral C A Barrie AO, RAN

Secretary of the Department of Defence
Chief of the Defence Force

Preamble

In accordance with my powers under the Defence Act 1903 and pursuant to the responsibilities of the Secretary as defined by the Financial Management and Accountability Act, 1997, I give you direction to achieve the Government’s defence outcome.

Accountability

2.
Any delegated exercise of my authority with respect to Defence is through you.  You are accountable to me for Defence’s performance, having regard to our legislative responsibilities.

Results

3.
I expect you to forward a Defence Plan for my approval.  This should include the following, which I expect you to deliver, pending my approval of the Plan: 

a. successful joint conduct of military operations, the CDF retaining sole command authority;

b. provision of capability to enable our armed forces to defend Australia and its national interests;

c. timely and responsive defence advice; and

d. proper stewardship of people and of financial and other resources.

Limitations

4. To encourage innovation within Defence, you may delegate authority to pursue these results in any prudent, lawful and ethical manner as long as:

a. consistency with Government policy is maintained;

b. the Secretary is the principal civilian adviser;

c. the CDF is the principal military adviser and commander of the Defence Force;

d. effective relationships with others are maintained, including the leadership of foreign Armed Forces, which contribute to national security; and

e. the CDF’s proposals for promotions to Brigadier equivalent and above follow consultation with the Secretary, VCDF and the Service Chiefs.

[signed]

JOHN MOORE

24 OCTOBER 2000

Annex E

Exposure Draft

THREE STAR/DEPUTY SECRETARY ROLES

CDF and I have had a series of sessions with the three star and civilian deputies about roles and responsibilities; governance issues, including how we should work together on the Defence Committee; the Public Discussion Paper consultation process; and White Paper content and follow-up activities.  

The Defence Committee’s role is to make the high-level decisions that assist in achieving the results sought by the Portfolio Minister and the Government.  These embrace the provision of capability; timely and responsive defence advice; and proper stewardship of people and resources.  The Committee gives direction and monitors performance in delivering those results with a focus on the long term – five, ten, fifteen and twenty years ahead.

The essence of jobs at this level, having regard to where we want to be in five and ten years’ time, is;

· to assess the performance of 2*’s/Division Heads

· to appraise the potential of 1* and Colonel (equivalents)

· the deployment of resources across their group (deliver outputs in accordance with the money, assets and people assigned)

· how to get more economy, efficiency and effectiveness from the resources allocated

· to assess and improve their group’s culture and performance in an endeavour to set the standard.

As I see it, the Service Chiefs have a particular set of responsibilities.  First, they are the naval (army, air force) adviser to the CDF; second they command their respective Service and are responsible for delivery of their output (ie the force element groups they are responsible for: including raising, training, introducing and sustaining the equipment and personnel associated with the force element group sub-outputs); and third, they are the Chief of their Service responsible for their tribe and all that involves in terms of ethos, morale etc.  They have clear and collective corporate responsibilities to me and CDF.

The Government decided this year to change the approach to the most senior level ADF appointments, moving from a two year term (with possible extension) to a three year term (with possible extension).  This will help stability at the top and contribute to greater accountability for what is achieved (or not achieved) during a Chief’s (or CDF’s, VCDF’s) term.

Exposure Draft

Exposure Draft

TWO STAR/SES BAND 2 ROLES

The essence of these jobs is to:

· lead people to achieve this and the next two year’s results; and to provide a five year overview of what they are there to achieve;

· assess performance of one stars;

· appraise the potential of Lt COL (equiv);

· advise their Group Head on COL(E) potential’;

· request resources from their Group Head to deliver their sub-output;

· identify and work on improvement opportunities;

· assess performance and progress against criteria which would lead to setting the results through people standard; and 

· build the culture and model Defence’s values.

ONE STAR/SES BAND ONE ROLES

The essence of their job is to deliver the results they are responsible for through their people this year and next in accordance with the resources provided consistent with the five year outlook.

They assess the COL(E) performance and advise their two star about COL(E) and Lt COL(E) potential.

In assessing people’s potential, four questions need consideration:

· performance against our results through people philosophy - top 10%, 85%, bottom 5%;

· are they ready for promotion now;

· could they be ready for promotion in the next three years; and

· what sort of development does the person need?

Exposure Draft

PLAN ON A PAGE

Employee’s Name: 
Supervisor’s Name: 
For the forward period: 

PART A: Key Expected Results (KERs) 
PART C: Performance Effectiveness Review notes 

 


PART B: Learning and development needs and actions
PART D: Learning and development activities undertaken and their effectiveness




Employee’s Signature:
Date:
Employee’s Signature:


Date:

Supervisor’s Signature:
Date:
Supervisor’s Signature:
Date:
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FEEDBACK MECHANISMS

It is notoriously difficult for the heads of large organisations to get direct, unsanitised feedback from people who do not report directly to them.

CDF and I have invited any person in Defence, irrespective of rank or location, to e-mail us with questions or comments.

We also began hosting ‘Roundtables’ in August this year.  Two separate groups of around 16 military and civilian people below senior leadership level from the different Defence groups meet with us on a regular basis.

They give us their impressions about the level of understanding and effect of significant changes underway in Defence.  The informal nature of the discussions allows people to feel comfortable in raising any issues or concerns they have and to discuss them freely with us and the rest of the group.

Another initiative involves online forums – moderated discussions on critical issues at the centre of our renewal efforts that are hosted on our internal Defence web or intranet.  People from around Defence register to post comments to each other via an online ‘bulletin board’.  Some choose to merely observe the discussion.

These forums:

· educate a wide audience about the renewal agenda and associated initiatives;

· provide a managed and transparent outlet for people to express ideas and ask questions about issues relating to aspects of Defence policy and procedures; 
· allow for the cross-pollination of views and ideas across the organisation, encouraging the development of best practice initiatives; and
· provide senior management with another feedback channel on what their people are thinking and whether key management messages are being disseminated effectively.

We have hosted two forums so far.

The first one provided a mechanism for discussing, generating and sharing ideas on innovation and how it can be used to address strategic themes underpinning our renewal agenda: 

· achieving alignment at all levels with the results we must deliver for Government; 

· integrating our business processes and systems so that Government is better supported in its decision-making; and 

· building relationships of trust within and towards the Defence Senior Leadership Group. 

The main themes that emerged centered around the need for improvements to:

· our IT systems and skills base; 

· communications across Defence; 

· our leadership culture – that they be more open to ideas generated at lower levels and less  risk averse; and 

· enable better use of best practice techniques.

The second asked ‘How Defence could become a ‘People First’ organisation.  This forum attracted over 500 comments.

The major themes that emerged related to issues of career management/expectation, leadership and supervision, together with loyalty and retention.  

CDF and I, as well as other senior managers, participate in the discussions on these forums, responding directly to people of all levels as they make comments.

All of these mechanisms are designed to encourage a culture of open communication that over time we hope will engender a sense of trust between and towards the senior leadership in Defence and break down stovepipes across what is a large and complex organisation.  

Annex H

WHITE PAPER ISSUES

Posting turbulence

There are obvious advantages in closing smaller bases and consolidating our presence in fewer but larger bases to reduce posting turbulence through greater opportunities  for back-to-back postings.  Greater locational stability provides benefits for home ownership, spouse employment and children’s education, and has a positive impact on job satisfaction, personnel retention and therefore Defence capability.  It also reduces base operating costs and the cost of relocations and removals.  

The downside involves the impact on regional, rural and remote communities where the defence presence is highly regarded and contributes significantly to economic and social welfare.  Getting the balance right will involve some hard choices by Government.

Reserves

A more effective Reserve force is also required.  Comprising some 40% of the total ADF, it is no longer appropriate to view them as a mobilisation base for significant contingencies that strategic guidance would suggest are remote in both time and probability.  Recent operations highlight the importance of the Reserves in meeting the requirements of contemporary military operations.  The White Paper will outline a number of initiatives already underway and planned to reflect the changed role and responsibilities.

Cadets

A major review – “Cadets: The Future” – commissioned by the Government has reported on reform measures to optimise support for the cadets.  The cadets provide many positive benefits to those who participate, are highly regarded by their schools and communities, and provide a very important source of ADF recruitment.

The Way Ahead

CDF and I expect the White Paper to guide our efforts to meet the needs of Defence’s people and become an employer of choice – to deliver on our aspiration to be judged internally and externally as a “People First” organisation.
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