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Background 

1. On 21 June 2007 the former Australian Government announced the Northern Territory

Emergency Response (NTER) to protect Aboriginal children from abuse and build the basis 

for a better future. The immediate nature of the response reflected the first recommendation of 

the Little Children are Sacred report from the Northern Territory Board of Inquiry into the 

Protection of Aboriginal Children from Sexual Abuse – which asked that ‘Aboriginal child 

sexual abuse in the Northern Territory be designated as an issue of urgent national 

significance by both the Australian and Northern Territory governments...’.  

2. Through the Northern Territory National Emergency Response Act, 2007, the

Commonwealth suspended native title in prescribed areas for five years, assuming 

management responsibilities for 74 communities including the supervision of community 

stores, welfare payments and other income support entitlements. Prosecution of criminal 

offenders and prevention of alcohol and pornography were also key measures undertaken to 

remedy the social degradation of indigenous communities.  

3. An inter-agency NTER Taskforce, chaired by Dr Sue Gordon, was established to direct

and control the implementation of the intervention across the NT. The Department of 

Families, Housing, Community Services and Indigenous Affairs (FaHCSIA) was chosen to 

lead several commonwealth agencies from an initial operations centre established at Alice 

Springs.
1
 on 12 Jul 08. Following problems in securing a suitable field commander, MAJGEN

David Chalmers was subsequently seconded to FaHCSIA to assume the position of  

Operational Commander NTER. 

4. Operation OUTREACH was the codename given to the ADF’s contribution to the

emergency response intervention. In order to provide initial capacity to the intervention, the 

ADF raised Joint Taskforce (JTF) 641 on 27 Jun 2007. Initially commanded by COL Mark 

Shephard
2
, JTF641 was based on Army’s North-West Mobile Force (NORFORCE) with

additional headquarters staff functions, logistics, engineer, health, communications and 

transport capabilities force assigned from across the ADF. Additional defence enabling 

support was mobilised in direct support of JTF641 from non-assigned JLC and DSG business 

units. 

1
NTER later moved its operational HQ to Darwin in Nov 07. 

2
COL Shephard was CJTF641 from 27 Jun-30 Sep 08. Command transitioned to LTCOL Michael 

Rozzoli on 1 Oct 07.  
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Strategic guidance 

5. National strategic objective. To protect aboriginal children and make communities

safe in the first instance, then lay the basis for a sustainable future for the indigenous people 

of the NT. 

6. Military strategic objectives. The military strategic objectives were:

a. Provide the required enabling support to the IATF to allow the intervention to

achieve its aims.

b. Maintain the reputation of the ADF as a compassionate and capable organisation.

c. Widen the recruiting base for aboriginal soldiers for NORFORCE.

7. Military strategic end-state. The agreed level of military support has been provided

and the reputation of the ADF has been enhanced. 

8. Superior Commander’s intent. CDF issued the following mission and intent:

a. Mission. The ADF is to provide an agreed level of military support to the whole

of Government assistance to indigenous communities in the Northern Territory.

b. Intent.

(1) Purpose. The ADF is to support the initial successful conduct of the

commonwealth government intervention in the Northern Territory. 

(2) Method. This is to be achieved by CJOPS exercising Theatre Command of 

allocated Force Elements through a joint task force based initially on 

NORFORCE, but transitioning to a more enduring capability should that be 

required.  Early and continued liaison with other WoG stakeholders for the 

provision of expert advice is critical to maintaining a balanced ADF 

commitment commensurate with other WoG capabilities and options, and 

the ADF commitment to extant operations.  The ADF is to initially enhance 

the WoG capability in terms of mobility, sustainment, communications and 

community liaison, but be capable of supporting the logistic requirements 

for health or reconstruction initiatives in the longer-term. The ADF is to 

maximise commercial support to constrain reliance on ADF Force Elements 

and to facilitate transition to enduring WoG arrangements. Support is to be 

provided under Defence Assistance to the Civil Community (DACC) 

Category 6 type arrangements, and at no stage is the ADF to be directly 

involved in law enforcement tasks. 

(3) Endstate. The ADF has supported the Commonwealth Government 

intervention with a timely, but measured and appropriate response that 

facilitates the success of the WoG Intervention. 

Initial CJOPS guidance (for the period 28 Jun-19 Dec 07) 

9. Ref B contained CJOPS’ initial guidance for the operation. This guidance ensured the

ADF was able to meet the “surge” of initial support required to enable effective NTER 

operations in the early months of the intervention.  
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a. Mission. The ADF is to provide an agreed level of military support to the WoG

assistance to the indigenous communities of the Northern Territory.

b. CJOPS Intent.

(1) Purpose. To support the WoG IATF
3
 effort to recover selected indigenous

communities in the NT. 

(2) Method. 

i. CJOPS will exercise theatre command of a mission tailored JTF 641

with CJTF 641 establishing the required liaison and partnership with

the IATF and NT Police (NTPOL) chain of command.

ii. FaCHSIA will be the lead IATF organisation; JTF 641 will be a

supporting organisation.

iii. ADF enabling support will be provided to the IATF using a logistic

pull method.

iv. ADF support to the IATF will be provided on an economy of effort

basis. ADF personnel and capability bricks assigned to JTF 641 will be

limited by function and time.

v. Clear articulation of IATF capability deficiencies will be required to

determine an agreed level of ADF supplementation of IATF site survey

teams.

vi. The provision of direct support by the ADF to the reform of indigenous

communities is to be authorised by DCJOPS. Support to reform

projects will consider the desired effect, time, commercial options and

analysis of residual IATF reach back capabilities.

vii. Where applicable commercial support options are to be utilised in

preference to using ADF personnel or resources.

viii. Support will be provided under the auspice of DACC Category level 2.

(3) Endstate. The ADF has successfully supported WoG IATF operations to 

survey and provide immediate response and support to NT indigenous 

communities. Coinciding with a handover of JTF 641 responsibilities and 

the return of NORFORCE to  tasking, the ADF level of

commitment to the IATF has transitioned from immediate response to a 

project of longer term reconstruction and enhancement of indigenous 

communities. 

(4) Concept of Operations. Initially the priority of effort is to be focussed on 

raising and enabling JTF 641 operations in direct support of the IATF 

agency based site surveys. Site surveys will focus on community 

engagement and reassurance of GOAS intent, assessment of community 

facilities and infrastructure, ascertain temporary accommodation 

3
Prior to 12 Jul 08, the title of NTER had not been officially adopted. 
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requirements and completion of general fact finding. Following assessment 

of survey results, FaHCSIA will direct the priority of works to be 

undertaken by the IATF to reform selected communities, or improve 

specified aspects of community welfare. IATF teams will then deploy to 

provide on-site reform with NTPOL providing an initial period of 

community stability of up to seven days in duration. This will be followed 

by a Department of Health and Aging (DoHA) led community health 

assessment and Department of Employment and Workplace Relations 

(DEWR) [from 03 December 2007 the Department of Education, 

Employment and Workplace Relations (DEEWR)] employment interview 

schedule. JTF 641 will provide concurrent support to on-site and site survey 

teams until all 65 indigenous communities are visited from south to north 

within the confines of the NT. JTF 641 will operate from FOB located at 

Alice Springs, Katherine, Gove and Darwin with mobility to reach outlying 

communities to be provided by a combination of both ground and air assets 

(not necessarily ADF provided). ADF support to the IATF will initially 

surge in order to support the site survey phase, with ongoing ADF support to 

be measured by an informed approach based on the capability requirements 

of the WoG effort and subject to CJOPS approval as the operation 

transitions to longer term reconstruction and rehabilitation, NORFORCE 

will be relieved of its JTF 641 commitment in order to return to regional 

surveillance missions in . At this time JTF 

641 will be reorganised with alternative ADF elements to reflect the change 

in operational focus. 

(5) Main Effort. Provision of initial support to focus on mobility, logistics, 

communications, health and community liaison support to the WoG IATF. 

(6) Phasing. Initially the operation was planned to occur over three phases: 

i. Phase 1: Scoping and reporting. Surveys of five to six indigenous

communities per week conducted by FaHCSIA led site survey teams.

JTF 641 provides enabling support until all 65 communities are scoped.

ii. Phase 2: Response and support. Based on phase one reports, IATF

delivers immediate reform assistance. Reform operations will generally

commence one week after the site survey with NTPOL providing an

initial community presence before additional DoHA and DEEWR

personnel arrive in the following week(s). Phase 1 and Phase 2 will

eventually be conducted concurrently. The duration of on-site activities

may become enduring in nature depending on the level of reform

required.

iii. Phase 3: Long-term support. Longer term commitment of GOAS

resources to build and enhance selected communities to be completed

over an extended period of time. A duration of up to five years or more

for phase three is not be discounted.

Subsequent CJOPS guidance (for the period 20 Dec 07-21 Nov 08) 

10. Plans were subsequently reviewed in late 2007 as agreement on the level of agreed ADF

assistance firmed and NTER’s tempo of operations became more predictable, set to a 
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programed rate of effort. This allowed JTF641 operations to be functionally rationalised, 

including a gradual drawdown of direct support to NTER from Jul 08. 

a. Mission. No change.

b. CJOPS intent.

(1) Purpose. To support the conduct of NTER emergency intervention 

operations to stabilise selected NT indigenous communities.  

(2) Method. Achieved by the rationalisation of Defence enabling 

commitments limited by time and capacity to an agreed level of Phase 

One support; and the restructuring of ADF elements into functional, 

task orientated groupings, capable of providing effective direct and 

indirect support to NTER community based operations. 

(3) Endstate. Agreed levels of direct ADF support have assisted NTER to 

successfully achieve initial stabilisation objectives. Upon the 

completion of Phase One, JTF641 has disengaged and disestablished, 

while other transitionary ADF capabilities are postured in preparation 

to contribute to longer-term WoG initiatives to support possible NTER 

Phase Two and Three objectives.  

b. Concept of Operations (Scheme of Manoeuvre). Prior to the completion of

the 2007 NTER campaign season, HQJOC operations branch will negotiate an

agreed level of Phase One support with NTER. Negotiations are to confirm the

limitations of JTF641 support, including a reduction by 25% of the current

level of intimate support to community deployments, the completion of all

logistic and infrastructure enabling works sourced and funded by various

Defence agencies and the tapering off of direct ADO support from 1 Jul–31

Dec 08. Following agreement on the level of 2008 ADO assistance, existing

support to Operation OUTREACH will be functionally restructured in

preparation to provide focussed support to NTER Phase One operations from

14 Jan 08.  A patrol task group will be raised based upon rotating NORFORCE

elements until 1 Jul 08. This period of support will require the augmentation of

JTF641 with 22 personnel drawn from all three services. Works definition and

sourcing of logistics and infrastructure enablers in support of NTER currently

undertaken by JTF641, DS-NT/K and JLU-N will be centralised with the

creation of a tailored JTF641 Logistics Coordination Cell (JLCC). This will

enable DS-NT/K and JLU-N to return to core regional based logistics and life-

support business in support of wider Defence tasks and operations in the NT.

From the completion of community child health checks, establishment of

essential NTPOL containerised accommodation and other agreed Phase One

enablers on, or about, 1 Jul 08, JTF641 will commence reducing the level of

ADF support to NTER in a gradual, phased manner until ceasing all direct

support operations NLT 31 Dec 08. Throughout this period continued ADF

operational and tactical level lift assets will be requested by JTF641, and

coordinated by HQJOC to provide direct support to the operation. Following

the completion of Phase One, JTF641 will be disestablished, with

NORFORCE transitioning to force preparation in readiness to return to

tasking in 2009. The JLCC will either be 
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disestablished or migrate to a civilian based intervention contract management 

service funded by and reporting directly to NTER.   

c. Main Effort. Negotiated agreement on the level of ADF support to NTER.

d. Supporting Effort. Continued direct support to NTER community

deployments until the completion of Phase One.

e. Execution.

(1) Phase One – Stabilisation. Initial support to NTER survey, protection 

and remediation of Aboriginal child health and associated indigenous 

welfare reforms in selected NT indigenous communities. ADF 

operations in support of Phase One will continue to be rationalised with 

a tapering-off of direct support from 1 Jul 08, concluding with cessation 

of support NLT 31 Dec 08. 

(2) Phase Two – Normalisation. On order from 1 Jan 09, Follow-on 

support to WoG efforts to ensure selected NT indigenous communities 

are safer and healthier places to live. This phase will include the 

provision of improved housing and employment arrangements. The end 

date of support to Phase Two is to be determined. Orders pertaining to 

the ADF support to this phase will be promulgated in subsequent 

fragmentary orders to this OPORD. 

(3) Phase Three - Long-term support. Post normalisation Enduring support 

to WoG efforts to ensure minimal degradation of indigenous 

community reform. 

(4) Phase Four – Redeployment and regeneration. Final post operational 

remediation of the ADF effort, including the redeployment of assigned 

personnel, acquittal of operationally accrued leave and audit of COS 

entitlements provisions; reconstitution of assigned FE, and the closure 

and reconcilement of operation equipment and finance accounts. Phase 

Four requirements are to be implemented upon the completion of 

individual or unit commitments to the operation. 

11. Organisation & C2 relationships. Operational imperatives determined the

organisation of JTF641. As such the task force organisation was constantly reviewed and 

tailored in response to variances in both task and environment. Figure 1 shows the generic 

JTF641 organisation and C2 relationships. The following ADF capabilities were either 

assigned, or tasked in support of the operation: 

a. Assigned capabilities:

(1) individual staff performing J1, J3, J4, J5, J6, finance and health functions;

(2) a Health Assessment Team to assist NTER community surveys;

(3) an Army Engineer Survey Team to assist in community site surveys;

(4) catering support;
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(5) a Preventative Health Team; 

(6) military staff assigned TACON for MAJGEN Chalmers, including a PAO, 

ADC and MA (all supplied by Air Force); and 

(7) one JOC/JTF641 LO attached to NTER. 

b. Supporting capabilities (within the AO):

(1) maritime tactical-lift support from Navy LCH and Army LCM8;

(2) land tactical-lift support from Army heavy lift road transport elements;

(3) air tactical-lift support from Air Force DHC-4 aircraft;

(4) HQJOC J5 staff to provide the initial surge of staff support to NTER;

(5) 1 Bde niche enabling logistics support (eg. MHE support);

(6) DSNT/K for reception, staging and contract delivery support; and

(7) JLU-N for national logistics support, particularly in relation to the provision

of major systems, such as the JTF white vehicle fleet. 

c. Personnel. A total of 339 ADF personnel was eventually assigned to the

operation. Over 300 additional ADF & ADO personnel provided direct support to

the operation within the AO.

Figure 1. JTF641 Organisation and C2 Relationships 
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12. Operational timeline. See annex A.

13. Operational outcomes. The support provided was significant in ensuring the

successful achievement of NTER’s Phase One objectives. Phases Two and Four were not 

required as NTER, and the intervention as a whole, no longer needed dedicated ADF support 

from Oct 08. Phase Four objectives, redeployment and regeneration, was achieved prior to the 

conclusion of the operation; thereby enabling NORFORCE to be ready to recommence  

operations in support of  from Feb 09.  The following second order 

objectives were achieved: 

a. Community relations. Irrespective of the sensitivities associated with the

intervention, the trust and confidence of the NT’s indigenous population in the

ADF (assessed as the operational COG) was reinforced. In particular, JTF641

operations reinvigorated NORFORCE’s engagement with the indigenous

people of Southern and Central NT.

b. Situational awareness. JTF641 operations encompassed the engagement with

74 indigenous communities throughout the NT.

13. Facilities. NORFORCE and DS-NT/K facilities were utilised throughout the

operation. 

a. NORFORCE. RHQ and Central Squadron’s Alice Springs Depot were

utilised during the operation. Additional HQ JTF641 office space, inclusive of

appropriate C4 capabilities, was provided by DSG within the confines of

Larrakeyah Barracks. From Nov 07-Nov 08, elements of HQ JTF641 were

required to relocate to temporary facilities within HQ NORCOM due to health

related refurbishments of NORFORCE’s RHQ building.

b. DS-NT/K. Defence Establishment Berrima was used to accommodate

transiting groups of NTER health staff as they travelled through Darwin for

onward journey to remote communities. This reception and staging effect,

which included “induction” training by JTF641 staff, was sustained until all 74

community based child health checks was completed.

14. Resources/Expenditure. Defence was originally provided an operational budget of

$15,000,000.  Operational expenditure is detailed below: 

a. FY07/08 - $12,182,335.80; and

b. FY08/09 – estimated at $2, 200,000, noting that operational financial accounts

will remain open until 30 Jun 09 to ensure all reconstitution costs are properly

accounted for and reconciled.

15. Lessons learned.

a. HQJOC observations and lessons learned. See annex B.

b. JTF641 observations and lessons learned. See ref D.

S22
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16. Conclusion. Operation OUTREACH is the largest domestic operation of its type ever

conducted by the ADF. For the first time in history, the ADF responded to meet a widespread 

internal domestic humanitarian disaster. For 17 months, ADF elements operated continuously 

over a vast area of mainland Australia; directly contributing to the successful implementation 

of the government’s intervention strategy. The ADF’s ability to meet this challenge with 

adaptive forces ensured vital aid and social reform was distributed effectively to 74 remote 

aboriginal communities. It is testimony to the quality of the men and women who serve the 

ADF that throughout the operation, the trust and faith of the indigenous people was 

maintained; resulting in a permissive environment and operational space for the social 

reforms to be implemented free of interference.   

G.J. EVANS 
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DEC 08 

OPERATION OUTREACH TIMELINE 

Ser Date Occurrence Remarks 

(a) (b) (c) (d) 

1. 21 Jun 07 PM announces national emergency 

measures 

2. 21 Jun 07 Telecon Minister Brough and DCA Discussion regarding possible 

Army options 

3. 24 Jun 07 NORFORCE concentrates five 

patrols IVO Alice Springs 

Under single service C2 

4. 25 Jun 07 IDC convened by PM&C Whole of government approach 

confirmed 

5. 25 Jun 07 CDF EXECUTO issued COL Mark Shephard (LHQ) arrives 

Alice Springs to assume command 

of ADF response (later CJTF641) 

6. 27 Jun 07 First IATF community site-surveys 

commence IVO Alice Springs 

NORFORCE provides coordination 

assistance 

7. 28 Jun 07 CJOPS EXECUTO issued JTF641 is raised at Alice Springs 

8. 1 Jul 07 FaHCSIA formally assumes lead 

government agency role of IATF 

9. 1 Jul 07 Second round of IATF community 

site-surveys commence IVO Alice 

Springs 

Eventually a ratio of five to six 

communities will be surveyed 

every week 

10. 6 Jul 07 NTPOL community presence 

commences IVO Alice Springs 

11. 8 Jul 07 First child health check teams 

concentrate IVO Alice Springs 

Eventually a ratio of five to six 

communities will be visited by a 

child health check team every week 

12. 11 Jul 07 Operation OUTREACH CONOPS 

brief delivered to SCG-P 

13. 12 Jul 07 The IATF transitions to the NTER 

and is formally raised and 

established at Alice Springs 

MAJGEN David Chalmers is 

seconded to FaHCSIA and assumes 

appointment as Commander of the 

NTER Operations Centre 

FOI 015/17/18
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14. 1 Oct 07 LTCOL Michael Rozzoli assumes 

command of JTF641.  

Commencement of functional 

rationalisation of JTF operations, 

COL Mark Shephard returns to 

LHQ 

15. 1 Nov 07 NTER operations shift from South 

and Central NT to Top End 

communities 

JTF641 operations correspond with 

NTER operational design. 

Significant mobility issues begin as 

the wet-season commences. 

16. 4 Nov 07 NTER Operations Centre relocates 

to Darwin 

17. 27 Nov 07 HQJOC J3 Staff negotiate an 

agreement with NTER on the limit 

of ADF support to the intervention 

18. 20 Dec 07 CJOPS issues Op OUTREACH 

OPORD 01/07 

JTF641 commences further 

functional rationalisation. JTF 

Logistics Coordination Cell is 

raised to allow return of DSNT-K 

and JLU(N) to core business.  

19. Mar-May 

08 

Prolonged wet-season delays 

completion of JTF641 

infrastructure tasks 

Significant support is provide by 

Navy and Army tactical lift assets 

to remediate affects of the wet-

season 

20. 13 Jun 08 Last NTER community child health 

check is completed 

74 communities have been visited 

21. 21 Oct 08 JTF641 completes its last agreed 

task in support of NTER 

Delivery of  containerised police 

facilities to Santa Teresa 

community 

22. 21 Nov 08 Op OUTREACH formally 

concluded 
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ANNEX B TO 

P272445 

DEC 08 

HQJOC OBSERVATIONS AND LESSONS LEARNED - OPERATION OUTREACH 

1. The observations described in this annex are pitched at the operational level of command.

They should be read in conjunction with the tactical level observations contained within the JTF641 

POR. These observations are for distribution throughout the command and the wider ADF to shape 

future planning for domestic ADF operations. As Operation OUTREACH was a land centric 

mission, these observations will also be made available for Army’s Centre for Army Lessons 

(CAL).  

2. Summary of key observations.

a. Observation One.

(1) Planning – unclear freedom of action. Upon the commencement of the 

operation, it soon became evident that the scope of the ADF’s involvement in 

supporting the intervention had not been brokered, or agreed to, at the strategic 

level with the lead government agency. This caused significant planning issues as 

operational level staff struggled to understand the limits of the ADF’s 

commitment. Coupled with this was wide knowledge within the intervention 

community of Defence’s operational budget, prompting NTER to repeatedly seek 

ADF assistance and Defence resources as a substitute for the usual avenues of 

funding or assistance available to the appropriate government agency. In time, 

breaking this cycle of dependency became the highest operational priority. 

Exasperating attempts to achieve this was the absence of a strategic agreement 

between the ADF and the lead government agency on the scope of the ADF’s 

support (despite CDF mission statement). It was not until 27 Nov 07 that an 

operational level agreement was brokered directly between HQJOC and NTER 

staff that a limit on support tasks became formally distinguishable, thereby paving 

the way for the eventual drawdown of the operation. 

(2)   Cause. The CDF mission to CJOPS, to provide an agreed level of military 

support to the WoG assistance to the indigenous communities of the Northern 

Territory, was not supported by an existing agreement between Defence and the 

supported commonwealth agency. 

(3) Lesson (improve). The mission given to a subordinate commander must be clear 

and unambiguous. The CDF mission was issued in the absence of a strategic 

agreement on the scope of the ADF’s assistance to the intervention. In the absence 

of such clarity, HQJOC planners must move quickly to negotiate a formal 

agreement, or MOU, with supported agencies as soon as possible to avoid mission 

creep and abuse of Defence capabilities and resources. 

b. Observation Two.

(1) Sub-optimal financial strategy. The financial structure underpinning the 

operational budget, including a strategic framework for reconcilement of 

expenses, was unclear; resulting in a loose and ad hoc approach to fiscal 

management.  

FOI 015/17/18
Item 1



B-2 

(2) Cause. In the absence of a formal process for the provision of emergency funds 

outside of a Senior Minister’s Review, the Departmental Secretaries involved in 

the intervention agreed upon a strategy that required each agency to furnish 

financial cost estimates to FaHCSIA for the purposes of a New Policy Proposal 

(NPP). Despite the absence of a legal framework to support such a decision,
4
 and

in difference to NTER’s intent for the ADF to provide a community coordination 

effect, Defence’s contribution was included under the auspice of a law and order 

NPP based on net additional costs. As a result, this decision caused the operation 

to be incorrectly defined as a DACC Category 6 operation at the military strategic 

level. Additionally, by incorrectly focussing on net additional costs, the 

operational financial framework was now at odds with the DACC policy (see 

footnote 4). By deciding upon a Category 6 operation Defence was obliged to 

establish a ministerial-level budgetary reconcilement plan, based on a cost capture 

and cost recovery regime with the supported lead government agency. No such 

arrangements or strategic financial guidance were developed. At no point during 

the operation did the ADF provide a Category 6 DACC effect. The operation was 

clearly a DACC Category 3 operation (assistance associated with the prolonged 

recovery from an emergency or disaster, but where the assistance is not directly 

related to the saving of life or property). This advice was rejected despite HQJOC 

making this recommendation during initial planning. Also, while Category 6 

assistance attracts cost recovery of expenses; Category 3 attracts no cost recovery.  

(3) Lesson (improve). Once the decision to commit the ADF to a domestic DACC 

operation is made a financial strategy must be developed at the strategic level with 

the supported agency / command that complies with established Defence policies 

and procedures. This ensures proper fiscal management and governance can be 

provided at all levels of command, particularly with respect to the cost capture 

mechanisms required to ensure proper accounting and reconcilement of expenses.  

c. Observation Three.

(1) Selection and maintenance of the aim. During the initial “crisis” period, the J3 

planning team, operating to a tight timelines, did not visit the AO or communicate 

directly with the lead supported agency. Over-reliance on local tactical level 

information and third-hand advice saw the focus of ADF operations unnecessarily 

diverge into an engineer works and contract management effort. This amounted to 

an unnecessary deviation off the main effort, obscuring the essential requirement 

to support NTER community deployments with niche / unique ADF capabilities 

(read NORFORCE).  

(2) Cause. To support the initial development of plans, an urgent, ad hoc approach to 

RFI collection and the JIPB was allowed to manifest as a compensator for the 

strategic failure to identify the indicators and warnings that government was 

planning to conduct a significant domestic operation. In short, RFI collection and 

situational understanding suffered due to an absence of “ground-truth”. This was 

despite the best efforts of an array of ADF planners, from the strategic, land 

component and tactical level. A small number of HQJOC J5 staff did deploy to 

4
Part 3, AAA of the Defence Act requires the “call-out” of the ADF to provide assistance to secure domestic 

law and order through the use of force, including deadly force. Category 6 Defence Assistance to the Civil 

Community allows for the use of the ADF to provide assistance to law enforcement agencies where there is no 

likelihood of force being used. Costs associated with Category 6 assistance are recoverable based on full cost. 
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Alice Springs, but their main effort was to assist the development of an NTER 

synchronisation plan during the first weeks of the intervention (subsequently 

overhauled by replacement NTER civilian planners). A lack of ground-truth and 

operational level-of-command supervision, plus a level of Stockholm syndrome, 

allowed the operation to unnecessarily deviate towards non-core tasks such as the 

management of expensive and prolonged civil construction contracts. It was not 

until Oct 07, when the JOC desk officer conducted a personal situational 

awareness tour of the AO that subsequent operational level plans began to mature, 

realigning the main effort of the operation to the aim of supporting NTER with 

coordinated assistance to community deployments.  

(3) Lesson (improve). Upon the commencement of a non-alerted “crisis” 

consideration must be given to deploying a task organised deployable operational-

level reconnaissance team (DRT) to the AO in order to achieve an accurate, non-

biased, understanding of both the situation and the essential tasks needed to be 

performed. While on task in the AO, the DRT should report back to CJOPS, 

provide prudent operational level oversight of the mission at hand and develop 

and issue initial CJOPS orders.  

d. Observation Four.

(1) Utility of  NORFORCE. The utility of basing the main focus of ADF effort on 

NORFORCE ensured NTER operations were enabled with significant community 

coordination and brokerage support.  

(2) Cause. NORFORCE’s established links with the aboriginal communities of the 

NT assisted, NTER health and social workers to operate in a permissive 

environment. This was attributable to NORFORCE’s established reputation with 

the majority of communities, established over many years as part of 

NORFORCE’s RFSU mission. Where communities had experienced minimal 

contact with NORFORCE elements, access and freedom of movement was often 

brokered by indigenous officers and soldiers
5
.  The provision of “chaperone”

support to NTER officials was also effective in providing an atmosphere of 

security and trust for deployed health and social workers.  

(3) Lesson (sustain). Where possible, resident ADF forces that possess a superior 

level of local knowledge of the AO and enjoy an affinity with the resident 

populace should be employed on domestic operations. Not only does this aid in 

providing greater flexibility for the deployed force as a whole, it also aids in 

strengthening the bond between the unit and the community-at-large. While the 

use of a local unit should be sustained, consideration must be given to the 

significant personnel management liability required to maintain an appropriate 

level of prolonged force projection when Reserve units are used. Where this is the 

case, as it was for NORFORCE, augmentation must be considered.   

5
This was particularly the case in Central and Southern NT, where the frequency of contact with communities 

in these areas had reduced in recent years commensurate with a main focus on the northern littoral, and 

approaches, . 
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HQJTF641/OUT/070830 

 

BRIEF FOR DCJOPS (through DG Ops): D+90 REVIEW OF JTF 641 STRUCTURE 

Background 

1. As JTF 641 approaches its 11
th

 week of operation, its support to NTERT initial site 

surveys is complete, and its support for Child Health Checks (CHC) are well underway.  All 

JTF 641 operations are now occurring in the Top End, with ongoing support to the next batch of 

CHCs, as well as assisting in the establishment of NTPOL presence in priority communities.   

2. With the completion of the site surveys and the approach of D+90, a review of OP 

OUTREACH now falls due.  This brief proposes a change to C2 arrangements that will place 

JTF 641 on a sustainable footing for the remainder of 2007 and into 2008. 

Recommendations 

3. That you: 

a. Note that NTERT’s program of site surveys has been successfully completed with  

JTF 641 support; 

b. Note that NTERT tasking of JTF 641 has stabilised, and that all JTF 641 operations 

are now occurring out of Darwin; 

c. Note NORFORCE has a sustainable capability to command and control logistic 

support operations while accepting reinforcements and round-outs;  

d. Note CJTF 641’s ability to undertake parallel planning for NTERT Ph 2 

Normalisation tasks, AACAP projects in 2008 and 2009, and RFSU capability 

management; and 

e. Approve a 2-stage transition to restructure JTF 641 on NORFORCE starting at 

D+90. 

Current situation 

4. Site surveys.  JTF 641 has provided logistic support to NTERT site surveys in all 73 

prescribed communities.  These surveys are now complete, and the information gathered is now 

being collated by FaCSIA in Canberra.  JTF 641’s engineer and health recon teams have 

participated in these site surveys, and their task is now largely complete, allowing for some 

minor follow-up action.  They will return to unit soon. 

5. Child health checks.  JTF 641 has provided logistic support to CHC teams that have 

serviced 21 communities IVO Alice Springs.  The CHCs have now moved to the Top End, and 

JTF 641 will support 12 teams on a weekly basis from now until the Christmas break, IAW the 

NTERT Synchronisation Matrix.   The move north has resulted in RHQ NORFORCE in Darwin 

playing a larger role in coordination and becoming more familiar with NTERT procedures.   

6. NTPOL insertion. JTF 641 is currently planning to assist NTERT with the insertion of 

NTPOL into 11 priority communities in the Top End.  JTF 641 will source this support from 
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allocated Navy and Army maritime assets, as well as contractors sourced by DS NT/K and 

JLU(N). 

7. Relationships.  JTF 641 has established LOs at NTERT and NTPOL who facilitate the 

passage of information between the various parties.  In the coming months, NTERT will 

prepare for its move to Darwin (doors open 01 Nov 07) and the relationship between it and 

NORFORCE will become permanent. 

8. CJTF 641 assessment.  JTF 641 support to NTERT is now understood and stable.  

Manning, equipment, relationships and procedures have been developed over the last 10 weeks 

that ensure that JTF 641 is capable of meeting NTERT requirements.  The initial short notice 

requirement to establish JTF 641 and NTERT has been met.  As a result of these factors, CO 

NORFORCE is now well capable of operating directly in support to NTERT on a sustainable 

basis. 

Future planning 

9. Ph 1 Stabilisation in 2008.  HQ JOC and DSG are progressing a Comprehensive Logistic 

Support Contract (CLSC) solution to replace the transport and life support currently provided 

by NORFORCE.  I assess as most likely that the contract will not be fully realised for some 

months into 2008.  This is due to the work involved in confirming requirements, tendering, 

negotiations etc, as well as the challenges imposed by the wet season and dispersed locations.  

HQ JOC and JTF 641 have both identified the need for a risk reduction plan to cater for this 

eventuality, and the JTF 641 proposal is to form a Remote Support Group (RSG) to take on the 

patrol work that NORFORCE has been doing.  CO NORFORCE has confirmed his willingness 

and ongoing ability to participate in Op OUTREACH, due to the relationships, regional 

presence, engagement that his regiment enjoys.  The RSG would therefore be attached OPCON 

to NORFORCE for at least four months in 2008, transitioning to CLSC as appropriate.  It is also 

important to note that the RSG will provide the assurance and confidence that OGA appreciate 

in some of the more remote communities. 

10. Ph 2 Normalisation.  DG Plans is currently preparing a review of Op OUTREACH, and 

has identified the following activities as part of Defence’s ongoing contribution to NTERT: 

a. AACAP.  The Army Community Assistance Program (AACAP) is now in its 11
th

 

year, having provided housing, infrastructure, health support and employability 

skills training to 14 indigenous communities in the NT, WA and QLD.  CJTF 641 

(as COMD LC Spt Gp) represents Army on the AACAP Steering Committee that is 

chaired by FaCSIA, and his HQ plans and coordinates this activity for LCAUST.  

CJTF 641 is currently involved in the planning for the 2008 project in Kalumburu 

(WA), a Federal Govt Strategic Intervention site.  DG Plans is seeking to link the 

2009 project with NTERT aims, and it is likely that CJTF 641 will play a key role 

in achieving this. 

b. RFSU participation.  Army’s Regional Force Surveillance Units (RFSU) have 

provided regionally based situational awareness for the last 25 years.  They employ 

the largest proportion of indigenous soldiers of any unit of the ADF, traditionally in 

land surveillance roles in support of border protection.  The RFSUs are commanded 

by CJTF 641 (as COMD LC Spt Gp).  For the Stabilisation Phase, CJTF 641 has 

coordinated the reinforcement of NORFORCE from the Pilbara Regt and 51 

FNQR.  For the Normalisation Phase, CJTF 641 will need to plan how the RFSUs 
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can further contribute in terms of indigenous employment, training activities, and 

cadets. 

11. CJTF 641 assessment.  With local operations under the control of CO NORFORCE as 

DCJTF 641, CJTF 641 could most usefully operate out of Sydney to resume full command of 

the LC Spt Gp IOT garner its resources in support of Ph 2 planning. 

C2 proposal 

12. Cognisant of the continuity and stability of current JTF 641 taskings, NORFORCE’s 

ability to exercise C2 in a sustainable way, and CJTF 641’s requirement to participate in 

parallel planning, it is assessed as appropriate and timely to transition JTF 641 to a sustainable 

structure based on NORFORCE. This would occur in two stages from D+90: 

a. Stage 1.  CJTF 641 would be based in Sydney from D+90, IOT coordinate ADF 

support to Ph 1 Stabilisation, as well as to plan ADF contribution to Ph 2 

Normalisation.  CO NORFORCE (DCJTF 641) would coordinate and control 

operations locally and continue liaison with NTERT and NTPOL.  HQ JTF 641 staff 

would reduce from 42 personnel to 15, who would relocate to reinforce RHQ 

NORFORCE.    

b. Stage 2.  From D+150, CJTF 641 would transition to CO NORFORCE.  COMD LC 

Spt Gp would remain engaged IOT align AACAP and RFSU efforts with the NT 

Emergency Response.  The JTF OMD would reduce to eight personnel to Dec 09.   

Depending on the timeliness of CLSC solution, NORFORCE would be rounded out 

with an OPCON Remote Support Group (RSG) of 58 personnel IOT deliver mission 

essential support to NTERT agencies up until mid-2008. 

Conclusion 

13. In summary, JTF 641 is now established and taskings are stable. As the focus of JTF 641 

support to NTERT is now fully in the Top End, it is appropriate to start planning for CO 

NORFORCE to take over command and support NTERT on a sustainable basis throughout 

2008. 

14. This transition would start with CJTF 641 returning to Sydney at D+90, to concentrate on 

Ph 2 Normalisation Planning with OGA, plan AACAP 08 and 09, as well as assist DSG 

with implementing contracting actions, and remain as the Land POC for Op OUTREACH.  The 

transition would be complete with CO NORFORCE appointed as CJTF 641 at D+150, postured 

to continue support to NTERT with the resumption of NTERT operations in late Jan 08. 

 

Prepared by:   COL M.A.SHEPHARD CJTF 641     30 Aug 07 

Concurrence:  LCAUST 
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Review of JTF 641 Structure 

CJTF 641 
COL Mark Shephard 
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Review Methodology 

1 

Maintain 
agreed levels 
of spt to 
NTERT 

Review the 
JTF construct 

Inform 
contract 
formulation 
and 
evaluation 

Design ADF 
transition 
mitigation 
strategy 

Manage ADF 
asset to 
sustainable 
output 
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SITREP wef 29 Aug: JTF 641  
estb and stable in spt of NTERT 

• Ph 1 Site surveys complete:  
– Engrs can RTU 

• All new Child health checks start Top End 
– Health Recon Team has visited all cty, & can RTU soon 
– NORFORCE comfortable with spt task 

• JTF 641 tasking has stabilised; Synch Matrix mature 
• Liaison with NTERT and NTPOL established 
• Reinforcement and roundouts: 

– Reinforcement demand #2 submitted 
– Remote support group identified 
– Comprehensive Log Spt Contracting underway 
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SITREP wef 25 Sep D + 90: 
JTF 641 transitions to sustainable 

posture 
• CHCs at steady state throughout Top End
• Understanding of contract capability, cost,

timeliness is clearer
– RSG turned on or off

• CJTF 641 increasing his participation in parallel
lines of operation:
– Other RFSU/Land participation in Outreach
– AACAP 08 and 09 planning
– Advice to WoG planning for Normalisation Phase
– Contracting advice to DSG for CLSC

• HQ NTERT focus on Top End, NTG, and moving
to Darwin
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JTF 641 Proposal 

Post D+90 
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HQ JTF 641 Stage 1 
wef 01 Oct 07 

• CJTF 641 estb at LHQ in Sydney 
– HQ LC Spt Gp 

• JTF 641 commanded locally by CO 
NORFORCE (DCJTF 641) in Darwin 

• Residual OMD: 
– Pers Log (J1/4, J43, J1, Clk) 
– FA and Clk 
– Ops (WO, WKPR, GLO, NTERT LO) 
– Tpt Mngr, MP LO, Medic, Catr x 2 
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HQ JTF 641 Stage 2 
wef 01 Dec 07 

• CJTF 641 transfers to CO NORFORCE 
• JTF 641 based on RHQ NORFORCE 
• Residual OMD: 

– Pers Log (J1/4, J43, Clk) 
– Fin Clk 
– Ops (WO, GLO, NTERT LO) 
– Medic 
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HQ JTF 641 Stage 2 
HQ JOC 

JTF 641 
Based on NORFORCE RHQ 

Surveillance Sqns Enabling Sqns RSG / CONTRACT 

Arnhem Sqn 

Maritime Spt Air Spt 

Centre Sqn 

Darwin Sqn 

Kimberley Sqn 

Ops Spt Sqn 

Training Sqn 

C2 Element 

Katherine patrols 

Tennant Ck patrols 

Support Team 

FOI 015/17/18
Item 4



JTF 641  
Remote Support Group 

Comd Gp 

2IC, CSM, PTE 

Team 1 Katherine 
LT & SGT 

Team 2 Tennant Ck 
 LT & SGT Spt Team 

1 & 3 
2 Landcruisers 

1 & 3 
2 Landcruisers 

1 & 3 
2 Landcruisers 

1 & 3 
2 Landcruisers 

Q Det 
SNCO & 1 

Catr Det 
2 OR 

1 & 3 
2 Landcruisers 

1 & 3 
2 Landcruisers 

1 & 3  
2 Landcruisers 

1 & 3 
2 Landcruisers 

1 & 3 
2 Landcruisers 

Med Det 
SNCO & 1 

Res Ptl: 1 & 3 
2 Landcruisers 

Res Ptl: 1 & 3 
2 Landcruisers 
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SIC I2D 

DEFENCE CANBERRA FOR DEPSEC SCG, DEPSEC IS & IP, DEPSEC DS, FASCPA, 

DGADFLS, HCIOG, FASBFP, FASIP, DGDHSB 

DIGO CANBERRA FOR DDIGO 

DEFENCE SECURITY AUTHORITY FOR HDSA 

DSD CANBERRA FOR DDSD 

DIO CANBERRA FOR DDIO 

ISD CANBERRA FOR HISD 

SUBJ: CDF CEASEO - OP OUTREACH 

A. CDF AUSTRALIA 12D 250915Z JUN 08 - CDF EXECUTO 07/07 - 

OP OUTREACH 

B. CFO FINANCE INSTR (FASBFP/OUT/2007/70 DATED 11 JUL 07) - OPERATION 

OUTREACH (FUND 70268) 

1.A.OP OUTREACH IS THE ADF SUPPORT TO THE WHOLE OF GOVERNMENT (WOG)

ASSISTANCE TO INDIGENOUS COMMUNITIES IN THE NORTHERN TERRITORY. 

OP OUTREACH, WHICH COMMENCED ON 27 JUNE 2008 HAS CONCLUDED, WITH THE 

ADF SUCCESSFULLY PROVIDING THE FOLLOWING SUPPORT TO THE NORTHERN 

TERRITORY EMERGENCY RESPONSE (NTER): 

1.A.1.TRANSPORTATION AND LOGISTIC SUPPORT INCLUDING PROVISION OF

VEHICLES, ACCOMMODATION, CATERING AND COMMUNITY CHAPERONE SUPPORT. 

1.A.2. PROCUREMENT AND SUPPLY OF MEDICAL STORES AND CONSUMABLES TO

NTER CHILD HEALTH CHECK TEAMS.  

1.A.3. RECEPTION AND STAGING SUPPORT FOR DEPARTMENT OF HEALTH AND

AGEING CONTRACTED PERSONNEL CONDUCTING THE NTER CHILD HEALTH CHECK 

PROGRAM. 
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1.A.4. LOGISTIC AND CONTRACT SUPPORT FOR THE PURCHASE, DELIVERY,

INSTALLATION AND COMMISSIONING OF NORTHERN TERRITORY POLICE (NTPOL) 

WORKPLACE AND CUSTODIAL ACCOMMODATION IN 18 COMMUNITIES. 

1.A.5. THE DELIVERY AND INSTALLATION OF WELFARE RELATED TEMPORARY

ACCOMMODATION (SAFE HOUSES) IN THREE REMOTE INDIGENOUS COMMUNITIES. 

1.A.6. THE PROVISION OF STORAGE AREAS WITHIN DEFENCE BASES IN DARWIN

AND KATHERINE FOR THE STORAGE OF TRANSPORTABLE WORKING ACCOMMODATION. 

1.A.7. CJOPS HAS ADVISED THAT THE CONDITIONS HAVE BEEN MET TO CEASE

OP OUTREACH WEF 21 NOV 08. 

2. MISSION. THE ADF IS TO CEASE OP OUTREACH WEF 21 NOV 08.

3. TASKS.

3.A. CJOPS IS TO:

3.A.1. COORD THE CONCLUSION OF OP OUTREACH.

3.A.2. DISESTABLISH JTF 641.

3.B. COORD INSTRUCTIONS. CJOPS IS TO FORWARD THE OP OUTREACH POR,

AND POPULATE APPROPRIATE LESSONS LEARNED IN ADFAADS BY 12 DEC 08. 

4. ADMIN & LOG. GROUPS ARE TO CONTINUE TO RECORD REMAINING OP

OUTREACH  COSTS(CALCULATED AT FULL COST) USING COST CENTRE CODES AND 

FCN 70268 IAW REF B. CFO WILL ARRANGE FOR THE FUND TO BE CLOSED WHEN 

FINANCIAL ACTIVITY IS COMPLETE. 

5. MSC POC: CMDR P.E.SCOTT, UNCLAS (02) 62667514.

BT 

#0147 
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I MINISTERIAL REPRESENTATION: KAY ELSON MP 1 

Copies: CDF, Secretary, VCDF, CA, HMSC, DEPSEC SCG, DEPSEC DS 

NORTHERN TERRITORY ABORIGINAL MEDICAL SERVICES 

Recommendations 
That you: 
(a) note the support being provided by Defence as part of Op OUTREACH; and 
(b) sign the attached letter. 

Key Issues 
1. On 25 June 2007, Kay Elson, Federal Member for Forde, wrote to the Minister for Defence on 

behalf of a constituent enquiring if the 'Army medical unit' was going to be deployed to help the 
plight of NT Aborigines. 

2. The ADF is providing support to the Whole of Government intervention to resolve the NT 
indigenous community crisis. Under Operation OUTREACH, the ADF is providing direct 
support to the Northern Territory Emergency Response Taskforce (NTERT), which is being led 
by the Department of Families, Community Services and Indigenous Affairs (FaCSIA). 

3. Defence has provided logistic support and liaison services through NORFORCE soldiers, 
utilising their unique cultural and geographic knowledge that accrue from being locals and in 
many cases aboriginal. 

4. The responsibility of providing health support to NTERT belongs to the Department of Health 
and Aging (DoHA). While Defence has a role in providing transport and logistic support to 
health check teams, DoHA has not so far requested any specialist clinical or other medical 
services from Defence. DoHA has a pool of civilian medical professionals who are being 
organised into teams to provide this clinical service. 

5. Defence has no plans at this point to provide medical staff to NTERT but could provide support 
if required. Additional deployments of forces to NTERT would need to be considered inpriority 

Ministerial action required by: 
7 August 2007 
Reason: To respond to Kay Elson, MP 

FOR: Mr Billson 

GROUP: VCDF (HQJOC) 

order with other concurrent deployments. 
6. A draft response to Kay Elson, MP is at Attachment A. 

Schedule No.: 101 476 

Ref: C1218239 

- 
RC. MOFFITT 
RADM, RAN 
DCJOPS 
Tel: W: (02) 9359 5719 

Branch Head: 

Action Officer: 

BRUCE BILLSON 
I 12007 l o  Letter Amended 

-- - 

   I  1  

I 
AlRCDRE J.M. Brown, DGOPS W: (02) 9359 5715  
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Sensitivity 
7. Low. Defence support to NTERT has received a high level of positive media reporting and 

goodwill with other government departments within NTERT. 

Resources 
8. Not applicable. 

Consultation 
9. JTF 641 has been consulted in the preparation of this brief. 

Attachments 
A. Draft response 
B. Letter from Kay Elson, MP 
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Mrs Kay Elson, MP 
Federal Member for Forde 
PO Box 1414 
BEENLEIGH QLD 4207 

Dear Mrs Elson 

Thank you for your letter of the 25th of June 2007, on behalf of your constituent, Mr 
Stephen Stansfield, enquiring whether the 'Army medical unit' was going to be 
deployed to help the NT Aborigines. 

The Federal Government has directed a Whole of Government response to the NT 
Aboriginal crisis. The body set up to coordinate the response is the Northern 
Territory Emergency Response Taskforce (NTERT). NTERT is led by the 
Department of Families, Community Services and Indigenous Affairs (FaCSIA), 
with Defence and a number of other Commonwealth agencies providing support. 

Defence support has consisted mainly of logistic support and liaison services 
provided by NORFORCE soldiers, utilising their unique cultural and geographic 
knowledge, afforded by that unit's large indigenous composition. 

The responsibility of providing health support to NTERT rests with the Department 
of Health and Aging (DoHA). Defence is providing transport and logistic support to 
health assessment teams, but DoHA has not requested any specialist clinical services 
from Defence so far. DoHA has a large pool of enthusiastic civilian medical 
professionals who are being organised into teams to provide this clinical service. 
Defence is not providing any clinical support to NTERT of the kind suggested by Mr 
Stansfield but may be in a position to do so, if asked and if other commitments allow. 

Should Mr Stansfield wish to contribute to this clinical response, he should contact 
DoHA directly to offer his services. 

Yours sincerely, 

BRUCE BILLSON 
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'i'he Hctn Brcndan Nelson 
Mmister for Defence 
Room MF 49 
IfJarliart.lent House 
CANBERRA ACT 2600 

.A cmstitucnt of mine, to whom I recently presented an Austratiltn Defcnclc klcdal, at 
u recent ceremony in Bcaudesert, Mr Stephan Stansfield, Unit 1 ,  109 Ci-urch Street, 
B<>ctnah 43 10, has contacted me cancerning the deplorable statc ofthe aborigines in 
f hi! Northcrtl 'I'erritary, 

Ffe asked if the Federitl Govcmmcnt was going to cldivate the army rnctircal unit. to 
bc deployed as part of' helping these aborigi~~es in the Northern Territory. 

He remaxzbers some happy times there as an army medic and they nccompltshed their 
mission hy chatting kindly to the people and making friends. t-Ic has good mernones 
ot'rhe help given tct them. 

It is always satisfying to hear posltive feedback from my constituents and 1 have 
pleasure in passing them to you. 

I.;ay Elsan MP 
Federal Member for Forde 
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