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Job Demands 
Workplace Hassles 
The figure below shows the work place hassles most commonly reported as occurring 
‘frequently’ or ‘mostly’. Higher percentages represent a greater proportion reporting the 
hassle and therefore greater risk in that area.  

 
NPC/O personnel in N-SP were more likely to report frequent workplace hassles. 
Inexperienced staff being promoted too quickly to leadership positions was a common hassle 
reported by NPC/Os in all workgroups. Work priorities changing at short notice was also 
frequently reported by NPC/Os in both N-SC and JMPU. Working with unreliable equipment 
and technology appears to be a hassle specific to N-SP. 
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Sustain 

• NPC/O’s within N-SC and N-SP would like to see sea postings and roles sustained. 
Most personnel feel roles at sea are a key component of joining the Navy and they 
would like the opportunity to gain experience at sea.  

 
 Navy 

Shore Command 

• Some personnel across all workgroups would like the coxswain and whole ship 
coordinator roles sustained within the category. Some examples are provided below: 

 
 

 – Navy Shore Command 

 
 
 

Navy Sea Postings 

 
- JMPU 

Change 

• NPC/O’s would like more clarity around the role of the NPC or if it will remain in the 
future. Some members feel all roles should be absorbed by JMPU and the main focus 
going forward should be policing and security matters. This links to another common 
theme of removing the whole ship coordinator duties from the NPC role. However, 

   

 
 

 – Navy Sea 
Postings 

• Personnel would like to see more training and development opportunities as well as 
promotions based on qualifications.    

 
 

 
– Navy Shore Commands 

• Barriers to role and opportunity is an area of potential improvement. Some personnel 
specifically mentioned promotions should not be based on time at sea. Other barriers 
included “less red-tape hurdles”, increasing cohesiveness between the tri-services, 
and creating better work structures to achieve cohesiveness to allow personnel to 
perform to the best of their ability.  
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Organisational specific questions added to the PULSE 
Dropping ‘Coxswain’ term  
The following figure presents the percentage of each workgroup who agree Navy should drop 
the historical term Coxswain from the category name. 

 
There is a clear divide between workgroups on dropping the term Coxswain from the category 
name. A majority of NPC/Os in JMPU agree the term should be dropped. Conversely, the 
majority of NPC/Os in N-SP disagree that the term should be dropped. NPC/Os in N-SC are 
close to equally divided.   

Some members discussed the dropping of the term Coxswain from the category name in their 
free text comments. Examples are provided below: 

 
 

 
 – Navy Shore Command 

 
 

 
– Navy Sea Postings 

 
 

- JMPU 
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Next steps 
The PULSE provides commanders with a snapshot of the current organisational climate within 
their unit and highlights areas of concern. This report has highlighted some risk areas within 
the unit. To gain maximum benefit from the exercise it is important that a number of steps are 
followed after the PULSE administration.  

1. Participate in a report debriefing. 
For the Naval Police Coxswain workforce, this debrief will be conducted by a member 
of the DMHR team and the Director. During this meeting the context of the results of 
the report can be discussed and any further areas of exploration of the data can be 
identified.  

2. Communicate results. 
It is important that the Director then communicate the results to the leadership team 
and to the NPC/O workforce. Communicating the results not only highlights areas 
where the leadership team can focus their attention, it also shows personnel that you 
have heard their feedback and have taken notice. This in itself can have positive 
implications for organisation climate and can also increase buy-in for future PULSE 
administrations. DMHR can provide advice about the best way to communicate the 
results.  

3. Investigate areas of concern using focus groups or interviews (if required). 
Areas which have been highlighted as high risk can be investigated further to better 
understand what has contributed to the results obtained. This can be done through 
focus groups or individual interviews with personnel likely to be impacted by the 
concerns. DMHR can assist with identifying appropriate points of contact to assist with 
running focus groups. 

4. Create a plan to address areas of concern. 
Once the issues are better understood a plan should be developed in conjunction with 
the relevant leadership team/s to address areas of concern. 

5. Ongoing monitoring. 
The PULSE in isolation provides a snapshot of the workgroups at one point in time. 
The tool is best used to monitor changes and compare over time. Given the changes 
occurring within the NPC/O’s workforce and the results of the 2021 PULSE, it is 
recommended a repeat PULSE be conducted in 2023.  
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Annex A: Background to the PULSE Survey and Model 
 

INTRODUCTION 

1. The PULSE is a survey requested by Commanders to measure the organisational 
climate within their unit and subunits. The questionnaire covers a range of issues related to 
the human component of military capability. 

2. PULSE results are designed to inform Commanders of perceived personnel-related 
strengths and weaknesses and to provide a framework for future decision making regarding 
the management of the unit. The PULSE allows the Commander to take a reading of the mix 
of variables influencing the psychological climate in the unit and to help inform targeted action, 
if required.  

THE ADF PULSE MODEL 

3. The model underlying PULSE is the Job Demands-Resources model (JD-R), first 
proposed by Demerouti et al. (2001). Shown in Figure 1 is the ADF JD-R model. 

 

Figure 1. The ADF PULSE Job Demands-Resources Model  
 

Job Forces 

4. The model proposes that there are two basic sets of forces acting on the individual in 
an organisational setting (in a military context) - Job Demands and Job Resources. 

5. Job Demands include work overload, high tempo, poor conditions, role conflict, and 
harassment, can lead to physiological and psychological problems for individuals and work 
groups.  
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6. The second set of forces acting on the individual are called Job Resources. These 
are factors within the workplace that help an employee deal successfully with job demands 
and develop into a more capable employee. Examples include confidence in leadership, 
organisational support, a sense of autonomy, a sense of being treated fairly, and satisfaction 
with communication across the unit.  

7. Job demands put the individual under pressure and can have a negative impact on 
the physical and mental health of individuals, while job resources help the individual to cope 
with that pressure and bolster resilience.  

Individual Outcomes 

8. Two components of the PULSE model are described as mediators: Health 
Impairment and Motivation. Measures of psychological distress, burnout, and alcohol 
consumption define the Health Impairment Pathway of the model. Measures of organisational 
commitment and job satisfaction are used to define the Motivational Pathway. 

9. Burnout can be defined as an emotional condition marked by tiredness, loss of 
interest, or frustration that interferes with job performance. Burnout is usually regarded as the 
result of prolonged stress. Fogarty (2013) reported that perceived organisational support 
lowered scores on the Burnout scale (i.e. less burnout and frustration), whereas job demands 
increased scores. 

10. The Alcohol Use Disorders Identification Test - C (AUDIT-C) (Saunders, Aasland, 
Babor, de la Fuente & Grant, 1993) is a three-item scale used to measure alcohol 
consumption. The responses from the three questions are combined to form an alcohol risk 
score. A screening cut-off of 6 on the AUDIT-C is used to predict harmful alcohol use. 

11. The ten-item Kessler-10 (K10) scale is used to measure psychological distress 
(Andrews & Slade, 2001). Results are reported in terms of respondents indicating symptoms 
that would place them at increased risk of developing a depressive or anxiety disorder. A score 
over 20 on the K10 indicates increased likelihood of a mental health disorder. 

12.          According to the ADF Mental Health Prevalence and Wellbeing Study, 18.1% of ADF 
members reported a K10 score of 20 or above, and 33.1% of ADF members reported an 
AUDIT-C score of six or more. 
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