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The Hon. Nicola Roxon MP

Attorney-General

Parliament House

CANBERRA ACT 2600

Dear Attorney,

Review into the Treatment of Women in the Australian Defence Force
I am pleased to present to you the Phase 2 Report of the Commission’s Review into the Treatment of Women in the Australian Defence Force.

This Report represents the second stage of the Review, the first stage being the Review into the Treatment of Women at the Australian Defence Force Academy, tabled in Parliament on 3 November 2011.

This Report is an independent review into the effectiveness of cultural change strategies and initiatives for increasing the representation of women in the senior ranks of the Australian Defence Force.

Yours sincerely,

Elizabeth Broderick
Sex Discrimination Commissioner

…………………………………………………………………………………………………
Australian Human Rights Commission
Level 3, 175 Pitt Street, Sydney NSW 2000 
GPO Box 5218, Sydney NSW 2001

Telephone: 02 9284 9600 
Facsimile: 02 9284 9611 
Website: www.humanrights.gov.au
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A Message from the Commissioner

As Australia’s Sex Discrimination Commissioner, leading the Australian Human Rights Commission’s Review into the Treatment of Women in the Australian Defence Force has been both a priority and a privilege. It has been a priority because the equal treatment of women should be at the core of any Australian workplace – regardless of its size, history or purpose. When indications suggest that this is not always the case, it is a matter of direct and immediate concern.
Equally, however, it has been a rare opportunity to engage with the distinctive nature of a defence force – a place that demands personal sacrifice and often personal risk from its members well beyond that ever asked of most citizens – in which the reality of posting cycles, operations and deployment, together with a linear hierarchy and career structure, makes the ADF experience unique. It has been a privilege, then, to gain insight into the day to day lives of ADF personnel – to hear, in their own words, their fierce commitment to service; their determination to perform at their best for the security and wellbeing of the nation.
I sense a readiness by the ADF leadership to engage with change – to meet the dedication of thousands of personnel with a resolve to make one of Australia’s largest employers one that is, in all respects, an employer where men and women are treated equally and respectfully.
Meaningful change is never easy – it takes courage to set aside the status quo. When that status quo, however, perpetuates marginalisation and loss of personnel, when it threatens the future capacity of the organisation, new and innovative ways of thinking must be embraced. The ADF senior leadership comprises people of integrity; leaders committed to cultural evolution, who recognise the critical link between an increase in women’s representation and the future sustainability of the Defence Force – who are determined to ensure an environment that is optimal for, and takes full advantage of, the strengths of both men and women. Leading cultural change of the magnitude required by the Review demands strong focus, an unwavering determination and a willingness to be held accountable.
While this Review was sparked by events relating to the improper sexualised treatment of ADF women, a broader imperative was to examine the underlying culture and structures that may contribute to their marginalisation – and to the failure of the ADF to keep pace with Australia’s workforce demographic. Despite progress over the last two decades, today, I am not confident that in all the varied workplaces that comprise the ADF, women can and will flourish. That is the reality the ADF must change.
I observed that for many in the ADF, service comes above all else – above family and relationships, above personal wellbeing – with the inevitable impact on individual’s lives. I firmly believe that service to the ADF does not extend to sacrificing basic human rights – a member’s right to a family, the right to a work environment free from sexual violence, the right to equality.
Along the way I have heard many positive stories – stories in which the ADF has clearly served its members well. I have also heard, however, deeply distressing stories from women – stories of extreme exclusion, of harassment and bullying, of sexual assault and victimisation. Many of these women felt that lodging a formal complaint was not an option. In undertaking the Review, then, I was acutely aware of the impact that the process itself may have on ADF members, and of my duty to report accurately the experiences recounted to me and the team. On occasion, as information was uncovered, I immediately raised these matters with the ADF leadership. Their responses were consistent with their wider commitment to eliminate all unacceptable behaviour. This leaves me in no doubt that progress is achievable. Meanwhile, the bravery of those women who chose to tell their stories – to the Review and to leadership – was both moving and extraordinary. Their courage has made very real the necessity for meaningful reform.
The vast majority of the recommendations contained in the report are gender neutral, in part because the issues of work and family, unacceptable behaviour and sexual assault are not unique to women. Equally, ADF women strongly believe that when they are singled out, it makes it harder for them to fit in. Highly resistant to any initiative being directed solely at them, ADF women view identical – not differential – treatment as the path to delivering equality. This is most likely in part to avoid the backlash that inevitably trails any treatment perceived as ‘preferential’.
Certainly, there are circumstances where it is appropriate to treat men and women identically, such as where any significant gender differences are not relevant and where a ‘level playing field’ already exists. This must be balanced with circumstances where identical treatment will lead to inequality; such as when existing policies and practices are assumed to be neutral but in fact are embedded in a ‘male norm’. It is in these areas that we have made recommendations directed specifically to women.
The simple fact is that, while capable of making equally valuable contributions to a workforce, the needs and experiences of men and women are different. ADF members must recognise and build this knowledge into the structures, systems and practices that underpin their organisation. With this in mind, the application of targets in a small number of selected areas is crucial to ensuring that women have the same opportunities as men in all aspects of ADF life. Without targets in selected areas there will be no change.
It has been heartening to observe in recent months, following the initiation of the Review and the new forms of engagement made possible, the progress which is already occurring within the ADF.

In closing, I wish to thank GEN David Hurley, AC, DSC, Chief of the Defence Force; AIRMSHL Mark Binskin, AO, Vice Chief of the Defence Force; VADM Ray Griggs, AO, CSC, Chief of Navy; LTGEN David Morrison, AO, Chief of Army; AIRMSHL Geoff Brown, AO, Chief of Air Force; LTGEN Ash Power, AO, CSC, Chief Joint Operations and MAJGEN Gerard Fogarty AM, Head People Capability. Their readiness to be open and transparent – to engage with difficult issues and vulnerable Service members, as well as to provide unparalleled access to personnel, bases, facilities and deployed environments – is testament both to their commitment to the imperative for change and to their understanding of the standards that Australians demand of their Defence Force.
I thank the three talented Defence Liaison Officers who worked tirelessly to ensure that all our requests were acted upon and that the Review had access to everything needed. From the outset we agreed that if COL Natasha Fox, CMDR Alison Westwood and SQNLDR Fleur James are representative of ADF members, then our military future is in good hands.
I thank my fellow panel members Sam Mostyn, Damian Powell, Mark Ney and Marian Baird all of whom are experts in their fields and who have brought different perspectives to the Review. Each one travelled to different military bases, often at short notice, and offered sage and perceptive observations to ensure the Report set out a high quality reform agenda.
Thank you, also, to the ADF Review team led by Alexandra Shehadie. The team has worked extremely hard to capture the major themes from thousands of pages of transcript and documents. They have ensured all our recommendations are underpinned by strong evidence.
Finally, I thank the thousands of ADF personnel and those beyond who gave us their valuable time and opinions. As varied as your voices may have been, ultimately, one ambition was shared by all. This is for a strong and unified ADF – one of which Australians can be justifiably proud. The commitment is there. A path, by way of these recommendations, is laid out. It is now for the ADF to make good on this ambition – to realise an organisation which, in return for their service to Australia, gives all of its members, irrespective of their gender, the opportunity to thrive.
Elizabeth Broderick

Sex Discrimination Commissioner
August 2012

Terms of Reference

Review into the Treatment of Women in the Australian Defence Force Academy and Australian Defence Force

The Terms of Reference were developed by the Australian Human Rights Commission after consultation with the ADF. The Terms of Reference requested the Review Panel, led by the Sex Discrimination Commissioner, to review, report and make recommendations on:

a) The treatment of women at the Australian Defence Force Academy with a particular focus on the adequacy and appropriateness of measures to: promote gender equality, ensure women’s safety, and to address and prevent sexual harassment and abuse, and sex discrimination.

b) Initiatives required to drive cultural change in the treatment of women at the Australian Defence Force Academy, including the adequacy and effectiveness of existing initiatives and of approaches to training, education, mentoring and development.

c) The effectiveness of the cultural change strategies recommended by the Chief of the Defence Force Women’s Reference Group in the Women’s Action Plan including the implementation of these strategies across the Australian Defence Force.

d) Measures and initiatives required to improve the pathways for increased representation of women into the senior ranks and leadership of the Australian Defence Force.

e) Any other matters the Panel considers appropriate that are incidental to the above terms of reference.

Additionally, 12 months after the release of the Panel’s report (the Report), the Terms of Reference require a further independent Report to be prepared which:

· audits the implementation of the recommendations in the Panel’s Report by the Australian Defence Force Academy and the Australian Defence Force more broadly

makes any further recommendations necessary to advance the treatment of women at the Australian Defence Force Academy and in the Australian Defence Force.

The Panel was asked to consult widely in conducting the Review.

In preparing the Report the Panel may have regard to the evidence and available outcomes of the additional reviews announced by the Minister for Defence in April 2011.
The Panel may release interim reports addressing different elements of the terms of reference ahead of the completion of the Report.

The Review has been divided into two Phases. Phase One previously addressed objectives (a) and (b) in the Terms of Reference and Phase Two addresses objectives (c) to (e). This Report addresses Phase Two.

Pursuant to the Terms of Reference, a Review Panel, led by the Sex Discrimination Commissioner, was formed to review, report and make recommendations on the treatment of women in the Australian Defence Force.

The Review Panel brings together expertise in key areas relevant to the Review including educational development, cultural change, command and control environments and the progression of gender equality. Below is a brief biography of each of the Review Panel members.
Marian Baird

Marian Baird is Professor of Employment Relations and co-editor of the Journal of Industrial Relations. She is a leading researcher in the fields of women, work and family and the Director of the Women and Work Research Group at the University of Sydney Business School. Her research group brings together academics, practitioners and policy makers from private, public and not-for-profit organisations to inform policy making.
Professor Baird is very well known for her work on maternity and parental leave policies and she is currently a Chief Investigator on the Paid Parental Leave scheme evaluation team. She supervises a number of PhD students, teaches in both the undergraduate and graduate programs of the Business School and is widely published in Australia and internationally. She is the co-author of ‘Human Resource Management: Strategy and Practice’ (2010), a major Australian HRM text, and co-editor of the recently published book ‘Work and Employment Relations: An Era of Change’ (2011).

Sam Mostyn 

Sam Mostyn is a non-executive director and corporate adviser. She currently sits on the boards of Virgin Australia, Transurban and Citibank Australia and has previously held a range of senior executive positions. These roles have encompassed human resources and culture change, corporate and government affairs, and corporate sustainability. In 2005 she was the first woman appointed AFL Commissioner and she continues to advocate for the inclusion of women in the AFL industry. She is a member of the advisory board of the Crawford School of Economics and Government at the ANU, and is the Deputy Chair of the Diversity Council of Australia.

Ms Mostyn has long worked to build strong and trusting relationships across the Australian community, particularly focussed on equality of opportunity for women and the need for diversity in leadership. She was a member of the Chief of the Defence Force Reference Group on Women. Ms Mostyn graduated with a BA/LLB at the ANU.
Mark Ney
Mark Ney retired as an Assistant Commissioner in the Australian Federal Police (AFP) in 2009 after 25 years of service. During this time he held a range of senior executive positions. As an Assistant Commissioner he had responsibility for executive management of Northern Operations (2001-2003), Human Resources (2003-2006) and Protection (2006-2009). After leaving the AFP in 2009, Mr Ney consulted with a range of private and public sector organisations, assisting in organisational change and diversity initiatives. He returned to the AFP in 2011 and is currently managing the Australian Federal Police College.
Mr Ney has extensive operational and investigative policing experience, conducting and managing serious, complex and sensitive investigations. He has been an active participant promoting the diversity agenda over the past decade and was a member of the Diversity Council of Australia Board from 2004 until 2009, and later the chairperson of the board of directors. Mr Ney has postgraduate qualifications from Monash University in Business and Charles Sturt University in Management.

Damian Powell
Dr Damian Powell is Principal of Janet Clarke Hall in the University of Melbourne. He graduated with prizes in history and archaeology from the Universities of Melbourne and Adelaide, working on Melbourne University’s Tell Ahmar Archaeological Expedition in Syria. Having lectured in New Zealand at the University of Canterbury, Dr Powell has worked over two decades in university colleges including Lincoln College, Adelaide and Trinity College, Melbourne.
Dr Powell has served on a range of boards addressing adolescent educational development including the Board of Ballarat, Queen’s Anglican Grammar School and the national executive of University Colleges Australia. A Senior Fellow in Melbourne’s School of Historical and Philosophical Studies, he speaks and publishes regularly on aspects of Australian and British legal and military history.

Acronyms and Glossary

1. Abbreviations, Acronyms and ADF Terms
AB
Able seaman (Navy rank) 

Ab initio recruitment
Entry level recruit with no previous military experience

AC/W
Aircraftman/aircraftwoman 

ACSC
Australian Command and Staff College

ADF
Australian Defence Force 

ADFA
Australian Defence Force Academy 

ADFIS
Australian Defence Forces Investigative Service
ADHREC

Australian Defence Human Research Ethics Committee 

ADMIN
Administration 

ADML
Admiral (Navy rank) 

AFS
Average Funded Strength

AIRCDRE
Air commodore (Air Force rank) 

AIRMSHL
Air marshal (Air Force rank) 

Allowance
Pay and special compensation 

APS
Australian Public Service

ARA
Australian Regular Army 

ASLT
Acting sub lieutenant (Navy rank) 

ASX
Australian Securities Exchange

AVM
Air vice-marshal (Air Force rank) 

BRIG
Brigadier (Army rank) 

CA
Chief of Army 

CAF
Chief of Air Force 

CAPT
Captain (Navy or Army rank) 

CDF
Chief of the Defence Force 

CDRE
Commodore (Navy rank) 

CDSS
Centre for Defence and Strategic Studies

CE
Constrained Establishment

CF
Canadian Forces

Chain of Command
Leadership structure in the military 

Chaplain
Military minister, priest, padre or pastor 

CMDR
Commander (Navy rank) 

CN
Chief of Navy 

CO
Commanding officer 

COL
Colonel (Army rank) 

Conditions of Service
Pay and entitlements of Defence members

CONF
Confidential (Security Classification) 

COSC
Chiefs of Service Committee 

Court Martial
Trial system within the Military 

CPL
Corporal (Army and Air Force rank) 

CPO
Chief petty officer (Navy rank) 

CRMC
Candidate Relationship Management Centre

CWINF
Committee for Women in NATO Forces

DACOWITS
Defence Advisory Committee on Women in the Services

DCCP
Defence Child Care Program 

DCO
Defence Community Organisation 

Deployment
When a member is sent on a military mission outside their normal area of operation, usually for more than one month, without family members/dependents 

DFA
Defence Families of Australia 

DFDA
Defence Force Discipline Act 1982 

DFR
Defence Force Recruiting 

DHA
Defence Housing Australia 

DOCM-A
Directorate of Officer Career Management (Army)

DoD
US Department of Defense

DP
Directorate of Personnel

DP-AF
Directorate of Personnel – Air Force

DREAMS
Defence Remote Electronic Access Mobility System

DSC
Defence Service Centre 

DSCMA
Directorate of Soldier Career Management Army

DSPPR
Directorate of Strategic Personnel Policy Research 

DSTO
Defence Science and Technology Organisation

DVA
Department of Veterans’ Affairs

DWIntel
Directorate of Workforce Intelligence 

E&D

Equity and Diversity

FET
Female Engagement Team

FLGOFF
Flying officer (Air Force rank)

FLTLT
Flight lieutenant (Air Force rank) 

FSGT
Flight sergeant (Air Force rank) 

FSU
Navy Fleet Support Unit 

FWA
Flexible Working Arrangement

GEN
General (Army rank) 

GDP
Gross Domestic Product 

GPCAPT
Group captain (Air Force rank) 

HMAS
Her Majesty's Australian Ship 

HQJOC
Headquarters Joint Operations Command 

IGADF
Inspector General Australian Defence Force

IMPS
Initial Minimum Period of Service

IPS
Initial Period of Service 

JAG
Judge Advocate General 
Kellick
Leading seaman 

LAC/W
Leading aircraftman/aircraftwoman 

LCDR
Lieutenant commander (Navy rank) 

LCPC
Lieutenant commanders Promotion Course

LCPL
Lance corporal (Army rank) 

LDC
Long Day Care

Leave
Approved time away from duty 

LEUT
Lieutenant (Navy rank) 

Logistics
Equipment and support needed for performance 

LS
Leading seaman (Navy rank) 

LT
Lieutenant (Army rank) 

LTCOL
Lieutenant colonel (Army rank) 

LTGEN
Lieutenant general (Army rank) 

LWOP
Leave Without Pay 

MAJ
Major (Army rank) 

MAJGEN
Major general (Army rank) 

Married separated
Posted to a different location from his or her spouse

MEC
Medical Employment Classification

Mess
Club and Dining Facilities 

MIDN
Midshipman (Navy rank) 

MLDC
Military Leadership Diversity Commission (US)

MP
Military Police 

MST
Military Sexual Trauma

MWDH
Military Working Dog Handler

MWD(U)
Members With Dependants (Unaccompanied) 

MWO
Maritime Warfare Officer

NATO
North Atlantic Treaty Organization 

NCO
Non commissioned officer 

NGN
New Generation Navy 

NORCOM
Northern Command 

NPCMA
Navy People Career Management Agency 

NZDF
New Zealand Defence Force

OC
Officer commanding 

OCDT
Officer cadet (Army)

ODMP
Office of the Director of Military Prosecutions

OECD
Organisation for Economic Co-operation and Development

OHS
Occupational Health and Safety 

OIC
Officer In Charge 

OPS
Operations 

OPSO
Office for the Prevention of Sexual Offences

OR
Other rank (those not Officers, general enlisted personnel) 

OSHC
Out of School Hours Care

Other ranks
Ranks other than officer ranks, general enlisted personnel

PACMAN
Australian Defence Force Pay and Conditions Manual 

PAF
Permanent Air Force 

PAR
Performance Appraisal Report

PEC
Primary Emergency Contact 

Permanent ADF
Members of the Royal Australian Navy, Australian Regular Army, and Royal Australian Air Force

PFA
Pre-enlistment Fitness Assessment

PLTOFF
Pilot officer (Air Force rank) 

PO
Petty officer (Navy rank) 

Posting
Moving work location as required 

PQ
Primary Qualification 

Psych
Psychologist 

PT
Physical Training 

PTE
Private (Army rank) 

PTLWOP
Part Time Leave Without Pay

PTSD
Post-traumatic stress disorder

RA
Rental Allowance 

RAAF
Royal Australian Air Force 

RADM
Rear admiral (Navy rank) 

RAF
Royal Air Force

RAN
Royal Australian Navy 

Rank
Official title and level of a serving member 

RAR
Royal Australian Regiment 

RCMP
Royal Canadian Mounted Police

REC
Recruit 

REGT
Regiment 

Reserve/Reservist

Volunteer for part time service in the Navy, Army and Air Force 

RMC
Royal Military College 

ROSO
Return of Service Obligation 

RoWS
Recruitment of Women Strategy

RSM
Regimental sergeant major 
(Army appointment in the rank of WO1) 

RSM-A
Regimental sergeant major of the Army 

SAPRO
Sexual Assault Prevention and Response Office 

SASR
Special Air Service Regiment 

SBLT
Sub lieutenant (Navy rank) 

SCDT
Staff cadet

SDA
Sex Discrimination Act 1984 (Cth)

SGT
Sergeant (Army and Air Force rank) 

SMEPED
Secure Mobile Environment Personal Electronic Devices 

SMN
Seaman (Navy rank) 

SQNLDR
Squadron leader (Air Force rank) 

SRP
Strategic Reform Program

SSGT
Staff sergeant (Army rank) 
Unrestricted Service
The requirement to serve anywhere, anytime
UNSCR
United Nations Security Council Resolution 

VADM
Vice admiral (Navy rank)

WGCDR
Wing commander (Air Force rank) 

WHS
Work Health and Safety

WHS Act
Work Health and Safety Act 2011

WO
Warrant officer (Navy Rank) 

WO1
Warrant officer class one (Army Rank) 

WO2
Warrant officer class two (Army Rank) 

WOFF

Warrant officer (Air Force rank) 

WOFF-AF
Warrant officer of the Air Force 

WO-N
Warrant officer of the Navy 

XO
Executive Officer (Second In Charge) 

2LT
2nd lieutenant (Army rank) 
2. ADF Badges of Rank and Special Insignia
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AUSTRALIAN DEFENCE FORCE
BADGES OF RANK and special insignia



Private
PTE



No
Insignia



AIR FORCE



NAVY



ARMY



Sub
Lieutenant



SBLT



Lieutenant
LEUT



Lieutenant
Commander



LCDR



Commander
CMDR



Captain
CAPT



Commodore
CDRE



Rear
Admiral
RADM



Vice
Admiral
VADM



Admiral
ADML



Seaman
SMN



Able
Seaman



AB



Leading
Seaman



LS



Chief Petty
Officer
CPO



Warrant Officer
of the Navy 



WO-N



Warrant  
Officer



WO



Petty Officer
PO



AIR FORCE



NAVY



General
GEN



Lieutenant
General
LTGEN



Major
General
MAJGEN



Brigadier
BRIG



Colonel
COL



Lieutenant
Colonel
LTCOL



Major 
MAJ



Captain
CAPT



Lieutenant
LT



2nd
Lieutenant



2LT



ARMY



Acting Sub
Lieutenant



ASLT



Midshipman
MIDN



D
PS



: A
PR



02
5/



08



Air Chief
Marshal



ACM



Air
Commodore



AIRCDRE



Air
Marshal



AIRMSHL



Air
Vice-Marshal



AVM



Group
Captain
GPCAPT



Squadron
Leader



SQNLDR



Wing
Commander



WGCDR



Flying
Officer



FLGOFF



Officer
Cadet



OFFCDT



Pilot
Officer
PLTOFF



Flight
Lieutenant



FLTLT



Aircraftman/
Aircraftwoman



AC/W



Non-
Commissioned 
Officer Cadet



NCOCDT



Flight
Sergeant



FSGT



Corporal
CPL



Leading
Aircraftman/



Aircraftwoman
LAC/W



Warrant  
Officer
WOFF



Warrant Officer
of the Air Force 



WOFF-AF



Sergeant
SGT



Warrant
Officer
Class 2



WO2



Warrant  
Officer
Class 1



WO1



Lance Corporal or
Lance Bombardier



LCPL/LBDR



Staff
Sergeant



SSGT



Sergeant
SGT



Corporal or
Bombardier



CPL/BDR



Regimental
Sergeant Major



of the Army 
RSM-A
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No

Insignia

SBLT

LEUT

LCDR

CMDR CAPT CDRE

RADM VADM

ADML

SMN

AB LS CPO

 

WO-N WO

PO

GEN

LTGEN MAJGEN

BRIG COL

LTCOL

 

MAJ CAPT LT

2LT

ASLT

MIDN

D

P

S

:

 

A

P

R

0

2

5

/

0

8

ACM AIRCDRE AIRMSHL AVM GPCAPT SQNLDR WGCDR FLGOFF OFFCDT PLTOFF FLTLT

AC/W

NCOCDT

FSGT

CPL

LAC/W

WOFF

 

WOFF-AF

SGT

WO2 WO1

LCPL/LBDR SSGT

SGT

CPL/BDR  

RSM-A


Methodology

Introduction

The findings and recommendations in this Report are based on an independent assessment of the treatment of women in the ADF. This included the examination and analysis of both qualitative and quantitative research. 

Qualitative Data

Considerable qualitative data was gathered to inform the Report and its recommendations. Much of this was gathered from consultative sessions with ADF personnel although information from written submissions and confidential, individual discussions was also relied upon. During the consultation process, various incidents of alleged unacceptable behaviour, including sexual misconduct, were brought to the attention of the Review. While the Report does refer to alleged misconduct, it should be noted that the scope of the Review did not extend to investigating and making findings or determinations about any incidents or allegations of unacceptable conduct or sexual misconduct.

(a) Focus Groups and Meetings

Consultations with members of the ADF were held in a range of different environments with the aim of connecting with those most vulnerable in the system. The Review visited naval, air force and army bases, training colleges and recruit schools. It observed exercises and demonstrations, interviewed personnel on ships, submarines, helicopters and fixed wing aircraft.
The Review considered it was critical to consult with ADF members in deployed environments and to learn first-hand of their experiences and opinions. To that end, the Commissioner and a Review team member travelled to Al Minhad base in the United Arab Emirates, as well as Tarin Kowt and Kabul in Afghanistan. The Review also held two teleconferences with female troops deployed in East Timor.

Overall, the Review held:

110 focus groups with over 1100 personnel in 33 bases across Australia

16 focus groups with 177 personnel deployed to Afghanistan and the UAE

2 focus groups via videoconference with 26 personnel deployed to East Timor

82 meetings with approximately 360 senior ADF officers and stakeholders

10 meetings in Washington (Pentagon) with 28 US Defense Personnel

13 confidential interviews in Afghanistan and the UAE.

Focus group facilitators were guided by a structured series of questions designed to explore themes relevant to the Terms of Reference. This process was also flexible, allowing issues and themes of particular interest to the group, or new issues which had been raised by previous groups, to be explored. 

Focus group discussions addressed the representation of women; women’s recruitment and career progression; women in combat; women’s living arrangements; awareness and prevalence of sexual harassment, sex discrimination and abuse; mentoring and sponsorship; women in leadership; combining work and family; women’s employment status and opportunities; and the CDF’s Women’s Action Plan.

Focus group participants were assured of their privacy and confidentiality. With the permission of participants, discussions were recorded and transcribed. Only de-identified information has been used in the Report. Transcripts of all focus groups and meetings were analysed by the Review Secretariat.

(b) Written Submissions
Written submissions for Phase 2 opened on 5 November 2011 and closed on 1 June 2012. 

Advertisements inviting submissions for Phase Two of the Review appeared in major Australian metropolitan and regional newspapers. The call for submissions was also placed on the Australian Human Rights Commission website and disseminated through key ADF networks. 

A total of 61 submissions were received, including 36 public and 25 confidential. 

All submissions were analysed by the Review Secretariat which identified emerging themes. All public submissions were placed on the Review website: www.humanrights.gov.au/defencereview. 

(c) Access to 1800 number 

A toll-free confidential telephone line was established for the entirety of the Review for individuals wishing to speak confidentially to a member of the Review team about his or her experiences in the ADF. The availability of the phone line was promoted during the Review’s visits to the naval, army and air force bases as well as on the Review website. A number of telephone interviews and/or verbal submissions were conducted as a result of calls to this number.

(d) Individual processes 

During Review visits to various locations, many people took the opportunity to raise matters of concern directly with the Commissioner and the team. On a number of occasions, the Commissioner then raised these issues directly with the leadership of the ADF. 

On other occasions, the Commissioner became aware of matters of concern independently of a disclosure. With the consent of the individual involved, the Commissioner organised appropriate interventions and, in this way, was able to expedite resolution of the issue or facilitate solutions. This measure was important for both the relevant individual and the senior ADF leadership personnel who were involved in these processes.

Quantitative Data

To gather the Review’s quantitative data, two survey instruments were developed and applied across the ADF.

(a) Survey 1: Treatment of Women in the Australian Defence Force Survey 

The Treatment of Women in the Australian Defence Force survey collected views and information about the experiences and opinions of ADF members in relation to the Review’s Terms of Reference.
The survey was submitted to Australian Defence Human Research Ethics Committee (ADHREC) for approval on 17 November 2011 with the assistance of the Department of Defence’s Directorate of Strategic Personnel Policy Research (DSPPR). Approval was granted on 6 December 2011.
The survey was distributed in two ways:

· Focus groups: 523 members completed the survey in focus groups.

On-line: The survey was circulated to a stratified sample of approximately 
20 per cent of ADF members. In raw figures, 4,766 responses were received, of which 3,639 were from Permanent members and 1,127 were from Reservists.

This survey collected information on a range of issues relevant to the treatment of women, including work and family issues, women’s representation in leadership roles (including views on promotional opportunities for women as compared to their male counterparts), sexual harassment, abuse and sex discrimination. It also collected other demographic, behavioural, attitudinal and experiential data. DSPPR provided the raw data for the Review to undertake its own analysis. DSPPR also analysed the results and provided their own report to the Review.
A copy of the Survey is attached in the Appendices.

(b) Survey 2: Australian Human Rights Commission Sexual Harassment National Telephone Survey
The Australian Human Rights Commission’s Sexual Harassment National Telephone Survey is administered at regular intervals to examine the nature and prevalence of sexual harassment in Australian workplaces. In 2012 the Commission’s national survey of sexual harassment in the workplace in the Australian population was also conducted in the ADF workplace. A random, partially stratified sample of 1,000 ADF personnel were surveyed on the issue of sexual harassment. The simultaneous administration of both surveys allowed for comparisons between the ADF workplace and National Survey more generally.
Ethics approval for this research was sought from the Australian Defence Human Research Ethics Committee (ADHREC) on 13 April 2012 with the assistance of the DSPPR. Final approval was granted on 2 May 2012. The survey was administered by Roy Morgan Research in collaboration with the Department of Defence. The ADF participants were surveyed by telephone.

A copy of the Survey and the results are attached in the Appendices.

ADF Documentation and Literature reviews
During the course of the Review, the Review Secretariat requested and received documentation and information from the ADF on policies, strategies and various other data. In total, 387 requests were made of the ADF. All requests were actioned by the ADF and almost all requested material was received. The only exception to this was where the ADF did not have knowledge or data on the type of information requested.
The Review team also undertook literature reviews in a number of key areas to support its recommendations.

Analysis of Comparable International Militaries

A review and analysis of the literature relating to the treatment of women in comparable overseas militaries was undertaken. The Review distilled the key principles and lessons learnt from the international evidence into a set of promising practices. The suitability of these promising practices was assessed for possible adoption by the ADF.

Limitations to research

The ADF was responsive to all requests made by the Review team including requests for access to bases and personnel, provision of documentation and data and participation and support for the two surveys conducted, i.e. the Treatment of Women in the Australian Defence Force Survey and the Australian Human Rights Commission’s Sexual Harassment National Telephone Survey.

In some areas, such as in relation to the incidence of sexual offences, consistent data was not available. Further, given that each Service responded to many of the data requests in different ways, it was at times difficult to draw comparisons across the Services or to gain a picture of the ADF as a whole. Data was often provided in different formats and drawn from different databases. Different Services and departments also had different conventions and assumptions underlying the quantitative data that they used. The report records as footnotes all sources drawn upon and, where necessary, identifies the assumptions underlying figures.

Previous Reviews

In the past, the ADF has been subject to a range of reviews and reports that have directly and indirectly examined the culture of the organisation and the impact of that culture on the treatment of women. The following are those that are of most relevance to this Review:

Women in the Australian Defence Force, Clare Burton (1996)

Women’s Participation in the Navy, Christine McLoughlin (2009)

Review of Mental Health Care in the ADF and Transition through Discharge, Professor David Dunt (2009)

Mental Health in the Australian Defence Force: 2010 ADF Mental Health Prevalence and Wellbeing Study, University of Adelaide and Vice Chief of the Australian Defence Force (2010)

Defence’s Management of Health Services to Australian Defence Force Personnel in Australia, Australian National Audit Office 2010

Defence Women’s APSD Leadership Pathways, Carmel McGregor ( 2011)

Beyond Compliance: An Operations Focussed Culture and The Australian Profession of Arms, MAJGEN Craig Orme (2011)

Review of the Management of Incidents and Complaints in Defence including Civil and Military Jurisdiction, Inspector General ADF (2011)

HMAS Success Commission of Inquiry Report, Hon Roger Gyles AO QC (2011)

Pathways to Change: Evolving Defence Culture, ADF (2012)

Report of the Review of Allegations of Sexual and Other Abuse in Defence: Facing the Problems of the Past, Volume 1 DLA Piper (2012)

Principles underpinning the Review

The methodology employed by the Review was based on the following principles:

1. Comprehensive

Members of the ADF and the public were provided with as many avenues as possible to communicate with the Review. This effort was made to ensure the information coming to the Review was as broad and extensive as was possible.

2. Consultative
The Review aimed to consult as widely as possible with members of the ADF in order to hear their views, experiences and suggestions for change. The Review actively sought out those most vulnerable to the system’s deficiencies.

3. Inclusive
Both male and female members of the ADF were encouraged to make a contribution to the Review. This was done through consultations with individuals, mixed gender focus groups, women-only focus groups and men-only focus groups.

4. Voluntary
Involvement of all participants in the Review process was voluntary. Participants could withdraw at any time with no negative consequences.

5. Confidential

The Review recorded most of the discussions and focus groups. Information gathered from these consultations has been de-identified and confidentiality has been strictly maintained. Similarly, all survey responses were de-identified and only aggregated responses are reported. As a further precaution, no associated demographic information is reported that could be used to indirectly identify individuals.

6. Evidence based
Evidence gathered through the Review reflects the range of information, views and experiences of ADF members.
7. Sensitivity of process 

The Review was acutely aware of the effects that the process could have on members of the ADF. When, the team came across information, evidence or experiences that were of concern, the Commissioner, with the appropriate consent of the person(s) involved, would address the issue immediately with the ADF Senior Leadership.

Overview and Recommendations

A Strong Future for the ADF – Initiatives Required to Drive Change in the Treatment of Women

This section gives an overview of the Review’s findings and recommendations. Taken together, the recommendations create a coherent and powerful platform for change.

Introduction

A military organisation is unique within the context of a nation’s society and institutions. It demands sacrifices and commitment from its serving members beyond those most citizens will ever be asked to make. Military organisations do not easily lend themselves to the ‘tried and true’ strategies which are available to most other government or corporate entities. The reality of posting cycles, operations and deployment makes the military different. The need for personnel to stand in harm’s way distinguishes a military career from other careers. The organisational structure of ranks, strict hierarchy and linear career paths make the Services different to most other civilian organisations. Australian society demands high standards of its armed forces and the scrutiny under which the ADF operates is relentless. 

None of this detracts from the urgent and compelling need for change. The ADF must address the problem of a shrinking talent pool, the significant cost of unwanted departures, the lack of diversity at leadership level and its desire to be a first class employer with a first class reputation. Increasing the representation of women and improving their pathways into leadership goes to the very heart of the sustainability and capability of the ADF. As one senior female leader observed:

Imagine what an amazing fighting machine we could be if there were more women in both the star rank leadership and in our Warrant Officer population?1
As importantly, an increased representation of women will build a more inclusive and gender equal culture. The ADF senior leadership understands this at a profound and personal level. Their willingness to be open and transparent, and to provide the Review with unparalleled access to personnel, bases and facilities, is clear testament to their commitment to change.

The Process 

The process of conducting the Review has itself been extremely important as a tool for cultural change. The methodology underpinning it has been consultative, comprehensive and evidence-based. Full details of the Review’s methodology are set out under “Methodology” in this Report.

Our thinking has been shaped and developed through engagement with, and observation of, the work of the thousands of ADF members who were part of this Review. Our recommendations to drive change have therefore been crafted to recognise that which is unique to the ADF. We have not merely ‘imported’ a typical suite of strategies. 

The deep courage of the women who chose to tell their stories during this Review was a source of inspiration to the Review Panel and team members. We appreciated the personal and organisational commitment displayed by the Service Chiefs who participated in a number of innovative strategies, including meeting individually with some of the women. These strategies were designed to enhance the Service Chief’s understanding of the unequal treatment experienced by women in the ADF. Their responses convinced the Review team that fundamental cultural change is possible. We have no doubt that the bravery of the women, who recounted their stories directly to each Chief, opened pathways for a better understanding of the challenges and hurdles to be addressed if the ADF is to build a truly inclusive culture. 

Existing Service Specific Reform Programs

In recent times, Navy, Army and Air Force have introduced a range of promising reform programs aimed at building more diverse and inclusive Services.2 The Review supports these efforts and considers that the recommendations set out in this Report build on these initiatives and other ADF reform strategies, such as “Pathway to Change: Evolving Defence Culture” and “Plan SUAKIN”. Our intention is that the recommendations in this Report will complement and strengthen the existing momentum for change within the ADF.

(a) Navy3
In Navy, the New Generation Navy (NGN) cultural reform program was established in 2009 as a five year strategy to address the cultural, leadership and structural changes to meet the challenges of delivering future capability.4 NGN is a broad program encompassing a range of initiatives underpinned by certain values and ten signature behaviours that Navy personnel are encouraged to adopt in their day to day working lives.5 The NGN program is driven at the highest levels with the full support and commitment of the Chief of Navy. 

Through implementing NGN, Navy aims to challenge the current culture and bring change to create a sustainable and capable organisation. A key element of NGN includes training on effective, inclusive and ethical leadership based on the Navy values. Navy itself has stated that:

Navy is starting to see a change in its culture, but true and sustained cultural change takes time and there remains a significant amount of effort required if these changes are to be enduring.6
(b) Army

The Chief of Army has committed to a number of change initiatives aimed at attracting and retaining more women. These include the establishment of recruitment targets for women, a reduction in the Initial Minimum Period of Service obligations in certain categories, and building greater flexibility into career pathways. 

A further key initiative is the removal of gender restrictions on combat related roles which will enable women to enter non-traditional areas of employment, thereby reducing occupational segregation and helping clear the way for women to progress to higher ranks. 

(c) Air Force

In Air Force, Project Winter and a range of flexible work initiatives have been introduced in an attempt to increase the overall representation of women.7 Project Winter has a particular focus on attracting women into non-traditional employment areas. The current focus of the project is on the recruitment, support, retention and progression of women in non-traditional roles, including areas such as Pilots and Air Combat Officers. 

In addition, Air Force has also developed the Women’s Integrated Networking Groups (WINGS) program – a customised mentoring program aimed at encouraging the formation of mentoring relationships. The focus of the program is to build support networks for women in areas where they are under-represented and have fewer opportunities for regular networking or mentoring through everyday workplace interactions. Following a successful trial, the program is being replicated across major Air Force bases.

Identified barriers to women’s progression

The Review supports the initiatives identified above but considers that by themselves, they will not overcome the systemic, cultural and practical impediments to cultural change that still exist in the treatment of women in the ADF. From the extensive consultations and research conducted during the Review a number of barriers were identified. These included: the lack of critical mass of women in the ADF, stemming from attraction and retention difficulties; the rigid career structures and high degree of occupational segregation; the difficulties combining work and family; and a culture still marked, on occasion, by poor leadership and unacceptable behaviour including exclusion, sexual harassment and sexual abuse. 

An analysis of the data relating to senior leadership levels in the ADF demonstrated just how difficult it is for women to succeed, particularly women with children. While 88.9% of men in the star ranks have children, only 22.2% of women do.8
In some areas, good progress has been made and promising initiatives have been put in place. These initiatives though will not be enough to drive the change required – a broader imperative for change must be communicated.

The Necessity for Targets

We understand there will be organisational resistance to the idea that women may need different and specific supports to overcome systemic and cultural barriers.

On many occasions we heard that gender equality and increased representation of women within the ADF would only come from treating women and men identically.
The Review disagrees. In certain areas, identical treatment will not deliver the desired outcome, but will instead lead to greater inequality. This is the case where existing policies and practices are assumed to be neutral when, in fact, they are embedded in a ‘male norm’. In these areas, we have made recommendations to level the playing field between men and women.

As one senior female leader advised:
Many will argue that they don’t want to be promoted based on a quota, that they want to get there on merit. Well, quotas and merit are not mutually exclusive ideas. Well, we all need to get over it. The reality is that every woman who goes to the short list at a promotion board has merit anyway.9
There will be organisational resistance to targets. Merit is a deeply and widely held core value in the ADF. Targets will be seen to fly in the face of this value. As another female member explained:

The biggest mistake, however, would be to give special treatment to women. This would reinforce the view that women are inferior and can only compete if given an advantage. It breeds division and is totally counter-productive to attempts to have women advance.10
This is a view shared by many women across the ADF.

Given the barriers identified, the lack of success to date in achieving change and the inadequacy of relying on a ‘trickle up’ strategy, the Review has found that targets are required in selected areas to drive cultural change in the treatment of women in the ADF and to improve career pathways for women.

Possible Risks

Driving cultural and structural reform of the scale intended by the Review’s recommendations carries inherent risks. Some people will embrace the changes and see merit in the arguments and strategies. Others will not. There will be strong resistance to some measures, such as targets, which could result in a backlash against women. Women’s place within the ADF may be called into doubt. They may be ‘accused’ of attracting special treatment. Their merit may be questioned. Their contribution may be undermined. Behaviours of exclusion or harassment may intensify and these behaviours may come from both men and women.

At all levels of the ADF, leadership must be alive to these possibilities and must be constantly vigilant in ensuring that any negative or unintended consequences of this reform are acted upon immediately and effectively.

The change management processes underpinning the implementation of the Review’s recommendations must explicitly manage the risks of reform and ensure that safeguards are in place to protect those who are vulnerable.
Principles to underpin success

In framing the Review’s recommendations, we have drawn upon existing ADF practices that show promise, as well as lessons learned from national and international evidence. As explored in Chapter 9, many militaries around the world are addressing these issues with varying degrees of achievement and organisational impact. The Review has identified recurring themes and principles which underpin success:

Principle 1 – Strong leadership drives reform
Principle 2 – Diversity of leadership increases capability
Principle 3 – Increasing numbers requires increasing opportunities

Principle 4 – Greater flexibility will strengthen the ADF
Principle 5 – Gender based harassment and violence ruins lives,
divides teams and damages operational effectiveness

These themes and principles provide the framework for the Recommendations that follow.

Principle 1: Strong leadership drives reform

Strong statements and modelling by leadership are vital to the success of increasing gender diversity. For women who are striving to ascend to senior positions, personal commitments from leaders who understand the imperative for change are essential.
The recommendations that follow actively promote broad organisational understanding of diversity as both a core defence value and an operational imperative linked to capability and operational effectiveness.
Commanding officers need to be accountable for creating and maintaining a healthy organisational culture. This includes being available, on a regular basis, to engage directly with members about workplace concerns and inappropriate behaviour. This should be done with a view to early identification and expeditious resolution.
The recommendations are designed to secure strong and unequivocal commitment from defence leadership, as well as from middle management, particularly non-commissioned officers. Middle management plays a critical role in ensuring that the ADF is a well-functioning organisation which treats men and women equally.

For the reforms outlined in this Report to be successful, the ADF Senior Leadership must take full responsibility for the implementation of the Recommendations.
	Recommendation 1: 

The Chiefs of Services Committee (COSC) should take direct responsibility for the implementation of the Review’s recommendations, make decisions, monitor key metrics and take corrective action.

	Recommendation 2: 

COSC should articulate and communicate a strong and unambiguous commitment to the effect that:

· Targets are required to create an environment that is optimal for, and takes full advantage of, the strengths of both men and women.

· Leaders will be held to account for the wellbeing and culture of their teams.

· Every sexual offender and harasser will be held to account together with leaders who fail to appropriately address the behaviour.

· Flexible working arrangements underpin capability and are an important recruitment and retention tool.
· Women are essential to the sustainability and operational effectiveness of the ADF because they contribute to a diverse workforce which strengthens the ADF’s ability to be an effective, modern, relevant and high performing organisation.
· This statement should be supported by a performance framework to ensure high performing defence environments where both men and women can thrive. The performance framework should be incorporated into all leader development, including individual performance appraisals, and formal development occurring in training organisations and recruit schools, and will be reinforced at all levels of the organisation. The consequences of non-adherence to the framework will be actioned including through limiting career advancement opportunities.

	Recommendation 3: 

COSC should publish a “Women in the ADF” report each year, as a companion document to the ADF Annual Report. The companion document should publically report on the progress of the implementation of the Review’s recommendations and key metrics including, but not limited to:

A. Women’s Participation

· Number and proportion of women recruited in each Service (via ab initio, mid-career/lateral entry, recruit to trade, recruit to area, from the Reserve and other specific recruitment initiatives)

· Number and proportion of women in each Service and rank

· Number and proportion of women:

at executive level in each service

in the pipeline in each service

in targeted occupations which are highly gender segregated

· Number and proportion of women’s promotions by Service and at each rank

· Gender balance on key decision making bodies within ADF

· Retention of women:

Gap between men and women’s retention and separation rates

Number returning to work from paid and unpaid maternity and parental leave

Number of men and women taking career breaks

· Measures of occupational segregation

· Outcomes of gender pay audits

· Number of women accessing mentoring/sponsorship.
B. Women’s experience

Gender disaggregated data from key organisational surveys including:

· Defence Attitude Survey

· Exit Surveys

· Climate, Culture and Pulse surveys.
C. Access to flexible work

· Number of men and women accessing formalised flexible working arrangements across all ranks

· Number of applications submitted for flexible working arrangements

· Proportion of applications for flexible working arrangements that are approved.

D. Sexual harassment and abuse

· Number of complaints

· Types of complaints e.g. sexual harassment, sexual assault

· Relevant demographics of complainant and respondent e.g. work area, rank

· Number of complaints dealt with internally:

Number investigated

Number resolved

Time taken from receipt of complaint to finalization

· Number of complaints dealt with externally:

Number investigated

Number resolved

Time taken from receipt to finalisation

· Cost per complaint:

Internal

External.

This data is to be reported by Service and work location or base.


	Recommendation 4:

COSC should ensure that commanding officers are accountable for a healthy organisational culture, for being regularly available to engage directly with members and for taking any corrective action as required. This includes effective management of alleged incidents of harassment, discrimination and unacceptable behaviour, managing flexible work arrangements (FWA), meeting FWA targets, and involvement in mentoring and sponsoring members. The ADF will administer regular climate surveys to assist commanding officers understand and improve organisational culture and performance. The last survey prior to the conclusion of the posting should inform the commanding officer’s Performance Appraisal Report (PAR).


Principle 2: Diversity of leadership increases capability

Harnessing all available leadership talent and ensuring a mix of skills, perspectives and experience is critical to increasing capability. Capitalising on diversity of thought and experience provides powerful leverage to problem solve more effectively, make sound decisions and to innovate. The current rigid, linear, one-size-fits-all career continuum is not serving the ADF well. It does not allow the ADF to actively and creatively manage its talent in a flexible way. Too many highly trained, talented people leave. 

As an organisation, the ADF does not reflect the society from which it is drawn. It is overwhelmingly an organisation comprised of white Australian men. It lacks the perspectives and experiences of women, Aboriginal and Torres Strait Islander peoples and those of culturally and linguistically diverse backgrounds.
Women are significantly underrepresented in leadership positions:11
· In Navy, of the 52 generalist star ranked officers, there is only one woman (1.9%), despite women representing 20% of officers in Navy.12 Additionally, out of three specialist star ranked officers, there are currently two women from the Health Services category.13
· In Army, of the 71 generalist star ranked officers, there are currently only four women (5.6%), despite women representing 14.5% of officers in Army.14 Additionally, out of the three specialist star ranked officers there is currently one woman from the Legal category.15
In Air Force, of the 53 generalist star ranked officers, there is currently only one women (1.9%), despite women representing 18.9% of officers in Air Force.16 Additionally, out of the two specialist star ranked officers, there is currently one woman from the Health Services category.17
Further, an examination of the workforce pipeline indicates that women remain underrepresented in key developmental roles that currently act as gateways to senior leadership. Senior leadership positions in all three Services are traditionally appointed from categories in which women have been precluded, or in which they are underrepresented. The ADF should review and redesign the way it develops and appoints its senior leadership. It should seek to create pathways through non-war fighting categories in order to increase diversity in leadership.

Women are under-represented in command positions compared to the proportion of women in the permanent workforce in all three Services. Given the importance of command positions for career progression, this suggests a structural impediment to women moving into senior leadership positions. In some categories in which women are well represented, there are structural impediments which impact on a woman’s ability to progress to the most senior positions. A shortage of women in leadership also means other female personnel are deprived of role models (‘you can’t be what you can’t see’) and of potential mentors and sponsors.
There are unwritten, but strong and broadly understood, organisational expectations about the age range within which certain promotional pathways and /or types of experience are to be attained. In order to enable more flexibility in the career continuum and to better serve the talent needs of the modern ADF, these deeply held cultural beliefs and assumptions must be acknowledged, re-examined, and, if necessary, changed.

Given the structural impediments identified by the Review, a ‘trickle up’ strategy will not address these stark imbalances. Therefore, while we are acutely aware of the resistance to differential treatment – targets and quotas – targeted interventions are required if the ADF is to increase the representation of women and build pathways for them into senior leadership.

These recommendations address the significant under-representation of women at decision making level.
	Recommendation 5:

COSC should review and redesign the custom and practice of selecting the most senior strategic leadership positions in the ADF from combat corps codes with the object of selecting from a broader group of meritorious candidates, particularly women. In this endeavour, promotions boards to senior ranks should be as diverse as possible and include at least one person external to the Service.

	Recommendation 6: 

In order to broaden the talent pool from which leadership is drawn, each Service Chief should identify and implement a target aimed at broadening the work background of people available to enter into leadership positions. The Service Chiefs should: 
For Officers:

· Identify all promotional gateways across the Services, including, and commensurate with Australian Command and Staff College and Centre for Defence and Strategic Studies.

· Establish a target in Australian Command and Staff College and Centre for Defence and Strategic Studies (or commensurate promotional gateways) for people who are drawn from non-warfare corps codes (with an initial focus on categories which have a higher representation of women including Supply, Logistics, Administrative or Health Service roles).

For Other Ranks:

· Identify promotional gateways and career development opportunities that position individuals for selection to rank of Sergeant (or equivalent) and establish a target for women.
The Service Chiefs should report annually against these targets in the “Women in the ADF” Report.

	Recommendation 7: 

The Service Chiefs should instruct their Director General of Personnel to build flexibility into the career model, time in rank provisions, timing of and access to ‘career gates’ and career pathways to enable more flexibility in career progression. This includes, but is not limited to:

· Developing, on request, longer term career plans (i.e. more than 
5 years) for personnel to allow for different life stages and changing requirements.

· Developing joint career plans for partners who are both serving members to ensure greater family stability and career opportunities for both members.

· Developing mechanisms that would allow people on leave, who so wish, to access training/career gate courses online to enable a person’s currency of their role to be maintained. This could also include a register of voluntary tasks or projects which, if undertaken while on leave, could be reported on for purposes of performance appraisal and therefore be put to promotions boards.

· Reforming time in rank requirements by decoupling traditional career pathways and continuous service from promotions processes.

· Offering an active talent management program for high performing individuals with leadership potential who choose to participate.


Principle 3: Increasing numbers requires increasing opportunities

The ADF’s talent pool is narrowing. Competition for talented workers, particularly young workers, has intensified. In order to enhance capability and operational effectiveness, the ADF must draw on, and develop, a broader talent pool. Women are a critical part of this broader talent pool.
The ADF must also improve the efficiency of recruitment. Given that there has only been a one percent increase in recruitment of women over the last 10 years, and only two percent over the last 20 years, the ADF must vigorously address this area.
A number of strategies within the ADF have had success in increasing the proportion of women being recruited. The most successful has been the Gap Year program which provided ‘an opportunity for young adults to experience military training and lifestyle within a 12-month program’.18 The three year evaluation of this program indicated that, compared to normal recruitment methods, it attracted a higher proportion of women into the ADF. Further, a higher proportion of women transferred from the Gap Year program into the Permanent Forces than through any other form of entry into the Permanent Forces. Though funding for it has now ceased, the Review recommends that the ADF retain the successful principles of this program by implementing a ‘try before you buy’ recruitment model.

The overall figures for women’s representation in each of the Services mask the uneven distribution of women across the different occupations within the ADF. The ADF has many categories, trades and specialisations. Women and men are not proportionately represented in all of the occupations open to them. The actual occupations women fulfil within the three Services are starkly segregated with most women serving in support roles, particularly administrative, clerical, logistical or health service roles. Occupational segregation perpetuates gender stereotypes and undervalues those occupations considered to be ‘women’s work’. This slows the progress of gender equality and of the number of women achieving at senior leadership level. A burden and risk also exists for women seen as ‘trail-blazers’ or who enter occupations where very few women are represented.

When small numbers of women enter a male dominated workplace or trade, there is always an inherent risk. Care needs to be taken, not only to ensure their welfare, but to ensure the appropriate supports and feedback mechanisms are in place – particularly when the numbers of these women are increasing.

The following recommendations not only aim to increase the number of women recruited to the ADF as a whole, but also to specific occupational areas and units. The use of targets is required, both to improve recruitment and to broaden occupational opportunities available to women, including in combat roles. A ‘target’ is not discriminatory if it constitutes a ‘special measure’ under the Sex Discrimination Act 1984 (Cth) and is imposed for the purpose of achieving substantive equality between men and women in the ADF.19 

In successfully implementing the removal of gender restrictions for combat roles (which will predominantly affect Army), the focus should be on ensuring that leaders, and teams as a whole, are engaged and educated about how they can contribute to effective performance in mixed gender environments. Critical lessons should be shared between the Services.

Given the small numbers of women who are initially likely to consider corps transfers into combat roles, clear policies which recognise non-reduction in rank and pay are needed. To build leadership and preparedness, the focus should be on one combat unit/work section/platoon/company in each Service. To ensure a safe and supportive environment, there should be no less than two women in mixed gender work sections of ten or less, with clustering of women within a category to achieve as close to a critical mass as possible.

The success and progression of women in non-traditional workplaces will be assisted by enhanced mentoring, networking and sponsorship programs. A wide body of evidence confirms that mentoring, networking and sponsorship are essential for women’s progression in non-traditional workplaces, and also provide benefit to employees and their organisations. Mentoring and sponsorship should therefore be a strategic priority for developing leaders in the ADF.

	Recommendation 8: 

To attract and successfully recruit more women, COSC should establish innovative strategies that appeal to women at different stages of their careers including:

· A “try before you buy” option (e.g. initial commitment of 12 months) and/or removal of Initial Minimum Period of Service, including in mid-career.

· A “recruit to area” model, where some women and men are recruited directly from the area where they will be posted for a set period, at least initially. 

· Actively facilitating the re-entry of women and men who have moved from the Reserve back into the ADF Permanent Force in order to strengthen the retention of talented people.

· Providing incentives to Defence Force Recruiting to recruit more women.

	Recommendation 9: 

Each Service Chief should identify and commit to a growth target for the number of women to be recruited into their service. The Service Chiefs should report annually in the “Women in the ADF” Report on progress against the recruitment target.

	Recommendation 10:

To address occupational segregation, COSC should drive and commit to a specific program to recruit and build a critical mass of women in areas that have low representation of women, appoint high performing women to key roles in these areas, ensure women are well supported in these occupations and monitor their retention and career progression. The categories include:
For Officers:

· In Navy – Maritime Warfare Officers (Principal Warfare Officers) and Engineering (Marine Engineering and Electrical Weapons Engineering).

· In Army – Combat Officer roles including Infantry Officers and Armoured Officers; non-combat officers including Field Artillery Officers and Engineer Officers.

· In Air Force – Aircrew (Pilots and Air Combat Officers) and Engineering and Logistics (particularly Electronic, Armament and Aeronautical Engineers).

For Other Ranks:

· All technical trades in each of the Services.
This includes the Services trialling:

· Removal of the Initial Minimum Period of Service for women entering particular occupational categories.

· A “recruit to trade” model which allows the timely intake of women into particular occupational categories, irrespective of when the next trade course commences.
Where necessary, the ADF will work with educational institutions to encourage women’s entry into these fields.

	Recommendation 11:
To support the removal of gender restrictions (women in combat) COSC should:
· Ensure that the transition program incorporates corps transfers, peer support for women, specially selected leaders and teams appropriately skilled and trained to create the conditions for mixed combat teams to perform effectively. In relation to corps transfers of women into combat units, the ADF should implement a policy of non- reduction in rank and pay. The transition program is to be reviewed regularly and evaluated based on feedback from the mixed teams and their leadership, and performance against key metrics including perceived level of support, success of integration, tenure and injury rates.

· Ensure the environments into which women will enter are ready, appropriately briefed and trained and that the leadership and team are fully engaged and educated about how they can contribute to effective performance in mixed gender environments.

· In the first instance:
Focus on one combat unit/work section/platoon/company in each Service where effective performance in mixed gender environments has been achieved.
Ensure that in mixed gender work sections of ten or less ADF personnel there should be no less than two women.

Ensure that women are clustered within the category to achieve as close to a critical mass as possible.
· Communicate and share lessons learned across the Services.

	Recommendation 12:

COSC should integrate and rationalise the current suite of mentoring, networking and sponsorship programs available and facilitate access to an appropriate mentor or sponsor for any member who so desires, at any stage of her/his career. A mentor or sponsor could be male or female, from within the Service, another Service or outside the ADF. Mentoring and sponsorship programs are to be based on best practice principles, and their purpose, objectives and duration of the relationship to be determined by the member and the mentor or sponsor.


Principle 4: Greater flexibility will strengthen the ADF

In order to achieve and retain a diverse workforce, where both women and men thrive, the ADF must improve the level to which it assists serving women and men to balance their work and family commitments. Many ADF members face a stark choice – a career in the ADF or a family, but not both. This is evident at the most senior leadership levels of the organisation and may be a contributing factor as to why the ADF is being deprived of more women in senior roles. While 88.9% of men in the star ranks have children, only 22.2% of women do.20 This demonstrates that women are more impacted by the difficulties of combining an ADF career with family.

The ADF relies on ab initio recruitment, and there is considerable investment in members from entry level and onwards. When people leave because they cannot balance their work and family commitments it takes a long time and a great deal of investment to train replacements. Flexibility is therefore an important retention tool and critical to ensuring the ADF’s capability.

The Review has identified a range of entrenched structural and cultural impediments to members being able to combine work and family commitments. Difficulty in backfilling maternity and parental leave positions, or finding additional capacity to accommodate a flexible work arrangement, can result in reluctance by supervisors to approve flexible work. There is also a negative stigma attached to these forms of leave and work practices. Members can feel guilt that the team will have to accommodate an additional load. There are often no workload adjustments to accommodate reduced working hours and there is a strong expectation that the full time work load will continue to be carried. This often means working through lunch times, arriving early or leaving late. Members spoke of the negative impact on their career of taking leave and/or working part-time. Even where flexible working arrangements are used by members, these have to be renegotiated if they are posted to a new location.

A new workforce management system that enables more than one member to be posted to the same position is fundamental to increasing the availability and number of flexible working arrangements within the ADF. Additional resources may be required to achieve this objective, but reforming the current workforce management system in this way is a critical tool for the retention of members.
The Review met many individuals who had access to ‘informal’ flexible work arrangements. Such arrangements included, for example, negotiating to arrive at work after dropping children at care or taking the occasional afternoon off to attend a child’s sporting carnival. However, few of these were enduring or ‘formalised’ arrangements. The Review recognises the value of informal arrangements, but also considers it important that members have certainty about their access to flexible work. The ADF should therefore increase the availability of formal flexible working arrangements to its members.

There are deeply held beliefs within the ADF that many roles cannot accommodate flexible working arrangements. The Review concedes that flexible work arrangements may be difficult in some circumstances. However, it finds that in the majority of roles, much can be done to increase workplace flexibility by looking at new or different ways in which work outcomes can be achieved.

For instance, the Review is aware of the trials and evaluations of alternative crewing and ‘Minimum Duty Watch’ arrangements in Navy. We understand that many of these trials have been successful and are currently well established on some vessels. Other evaluations have suggested areas that require the attention of leadership include team building, handover and equity in rotation.

The financial implications of implementing such measures have also been brought to our attention. Whilst the Review acknowledges additional expenditure will be necessary, it finds that a proportion of the costs could be offset by reduced expenditure on relocation. Also, the retention of personnel over the longer-term will result in further cost efficiencies. Given the positive benefits of flexible work models to support work/life balance and the impact on the retention of women (and men) in the ADF, the Review recommends that the Services actively build and implement alternative workforce models. Holistic cost/benefit assessments must apply not only the direct costs of the alternative models, but also the benefits back to personnel and the organisation. 
A further impediment to accessing flexible working arrangements is the variability amongst supervisors and decision-makers in respect of their willingness to approve these arrangements. This difference in approach can be due to a lack of will on the part of supervisors, difficulty in determining how a role could be adapted or to confusion about policy and funding issues. Also there is currently no explicit incentive to encourage commanders to effectively manage flexible work.

Lack of access to quality child care, was a key recurring theme raised in focus groups. This is particularly the case given that many members are moving every three years. However, data provided to the Review shows that Defence child care centres appear to be under-utilised and indications are that the Defence Community Organisation is ‘rethinking’ the provision of child care.

The Review urges the ADF to adopt and promote the more inclusive position of ‘ADF and family’, rather than ‘ADF or family’. To that end, it makes the following recommendations to assist the ADF. These recommendations recognise the importance of retention through the use of work and family policies that promote flexibility for members.
	Recommendation 13:
Each Service Chief should set an annual growth target for the number of flexible work arrangements (FWA) to be agreed with the CDF. This recommendation applies to both men and women. Progress against this target is to be reported annually in the “Women in the ADF” Report.

	Recommendation 14:

COSC should:

· Establish a central ADF Flexible Work Directorate, reporting to the Deputy Secretary, Defence People Group, to inform policy and best practice. Responsibilities include:

Monitoring progress against the growth targets of FWA.

Collecting tri-Service data on applications for flexible work arrangements, applications that are refused, applications that are granted, in order that there is a better understanding of and strategic assessment of flexible work arrangements across the ADF.

Training and educating middle managers, including NCOs on available tools and how to manage FWAs effectively.

Reporting to COSC on progress.

· Direct that, within each Service, the responsibilities of the Service personnel agencies include:

As a priority, reviewing job design, statements of duty and team work allocation to identify those positions where full time work is the only sensible model. All others roles should be identified as potentially available in flexible work arrangements.

Building workforce models and personnel arrangements to increase workforce flexibility, address the negative impact of work/life balance and increase locational stability, such as fly-in/ fly-out and alternative crewing.
Reviewing all FWA applications in consultation with the commanding officers. For those which are rejected the application will be referred to the Director General of Personnel of each Service for review. These instances will be reported and monitored.

Maintaining an up to date FWA register which includes expressions of interest, information on locality, type of work and matching applicants for job sharing/FWA where possible. 

Reporting to COSC through the Service Chiefs.

	Recommendation 15:

COSC should introduce a workforce management system that enables more than one member to be posted/assigned to the same position. Such a system would enable commanders to request and, where appropriate, be provided with additional staffing to facilitate flexible work practices, such as job sharing. This reform must be widely communicated and effectively explained to all ADF members.

	Recommendation 16:
COSC should ensure that, in implementing the recommendations outlined in Plan SUAKIN (part of the Rethink Reserves study into the Reserve Forces), the specific impact of the reforms on women is monitored and that any issues arising are addressed.

	Recommendation 17: 

The Service Chiefs should instruct their career management agencies, as part of career planning and/or when posting decisions are made, to develop a support to posting plan for members. Such a plan should be developed in consultation and with the agreement of each member, and address issues of locational stability (e.g. back to back postings), recruitment to geographical area, schooling, child care, occasional care, emergency support, and other supports, as required. A support to posting plan should also consider ways to support flexible work arrangements across postings.


Principle 5: Gender based harassment and violence ruins lives, divides teams and damages operational effectiveness

The Review heard that, for many members, working in the ADF is a positive experience. Apart from the obvious risks associated with deployment and the use of weapons, the Review was told that generally, the ADF provides a safe working environment.

On occasion, we heard of distressing instances from women who had experienced sexual harassment, sex discrimination and sexual abuse. The Review also found that some ADF workplaces are highly sexualised environments. Members described workplaces where there is a high tolerance for sexual and sexist jokes and sexually suggestive banter, emails or SMS messages, inappropriate comments or sexual advances. At the most extreme end, members described instances of certain workplaces where the environments can be particularly degrading to women and, in some cases, men as well. Both women and men stated that sometimes the line between inoffensive and offensive was difficult to determine. If one member took offence, they were accused of not being able to take a joke and accused of not ‘fitting in’. Members frequently stated that this behaviour was “just part of the military and that’s the way it is”.

During the Review’s focus groups, some members considered the complaints system to be effective. Others spoke generally about the impact of making a complaint, with a number believing that it would have a detrimental effect on their careers.

We heard from women who had been sexually assaulted, or subject to harassment, who did not report their experiences for fear of being victimised by peers or supervisors. Others feared that their complaint would adversely impact their career progression and promotional opportunities. Still others said that they did not trust the reporting system nor did they believe that their privacy or confidentiality would be upheld. As well as the deep personal trauma suffered as a result of their experience, others said that they simply felt they would not be believed. This places a heavy burden on the women who continue to serve, particularly given their Return of Service Obligations or the obligations to complete their Initial Minimum Periods of Service. It also means that perpetrators are not held to account.

A survey conducted for the Review on the prevalence, nature and reporting of sexual harassment in the ADF found that in the last five years 25.9% of women and 10.5% of men in the ADF have experienced sexual harassment in an ADF workplace. This compares to prevalence rates in the wider Australian workforce of 25.3% of women and 16.2% of men in the last five years. The survey results also found that in the ADF women and men had experienced a behaviour that constitutes sexual harassment but had not identified it as such, indicating a lack of awareness about appropriate workforce behaviours. The survey is part of a broader project undertaken by the Australian Human Rights Commission that examines sexual harassment in Australian workplaces and will be released later in 2012.21 The most common types of behaviours that constituted sexual harassment as experienced by women in the ADF included: sexually suggestive comments or jokes, intrusive questions about one’s private life or physical appearance, and inappropriate staring or leering. Some women reported experiencing inappropriate physical contact and unwelcome requests or pressure for sex or other sexual acts.

The Review was concerned about the deficiencies in policy and Defence Instructions, and the inadequacies in data collection and the strategic use of the data in relation to incidents of sexual harassment, sex discrimination and sexual abuse. An accurate picture of the extent of sexually based unacceptable behaviour cannot be ascertained. This means that offenders cannot be tracked, repeat offenders cannot be identified, outcomes cannot be measured for their appropriateness and the level of risk to other ADF members cannot be determined and addressed.

The Review found that while some strong policies exist to address sexual harassment, sex discrimination and sexual abuse their implementation can be ad hoc and deficient. One disturbing example of systemic inadequacies led to the retention of a member who was convicted of a serious sexual offence in circumstances where, as a result of the conviction, it was debateable that he was a fit and proper person to serve in the ADF. 

The Review also found that prevention and education measures designed to combat unacceptable sexual conduct do not go far enough. In many cases, they are not appropriate or effective tools to enhance healthy and respectful sexual attitudes and behaviours.
We acknowledge that in recent times the ADF’s senior leaders have actively demonstrated a commitment to creating a culture where sexual misconduct and sexual abuse is not tolerated.
To more fully address many of the issues raised above, the Review recommends a new and more robust approach to responding to unacceptable sexual behaviours and attitudes. The new approach, to be overseen by a dedicated Sexual Misconduct, Prevention and Response Office (SEMPRO), is about making the system more responsive to the needs of complainants. This requires that the ADF urgently investigate mechanisms that allow members to make confidential (restricted) reports of sexual harassment, sex discrimination and sexual abuse.

The new approach is also concerned with embedding a more effective prevention and education response, grounded in sexual ethics and respectful and healthy relationships. It is about ensuring that all relevant data is accurately and consistently collected, so that trends can be monitored and appropriate action put in place to respond to those trends. It is critical that the new approach is overseen by senior leadership and that there are links with external expert service providers. Only by elevating the status of sexual misconduct, harassment and abuse matters to the highest level will these issues be consistently and systematically treated with the seriousness they demand.

	Recommendation 18:

As a priority, COSC should establish a dedicated Sexual Misconduct Prevention and Response Office (SEMPRO) to coordinate timely responses, victim support, education, policy, practice and reporting for any misconduct of a sexual nature, including sexual harassment and sexual abuse in the ADF. This Office is to be adequately and appropriately staffed, including with personnel that have experience in responding to people who have been subjected to sexual harassment or abuse and is to be headed by a senior leader (of no less than one star rank or at SES level) and located at Defence Headquarters.

The Office is to be adequately resourced and report directly to COSC, and will:

· Respond to complaints of sexual harassment, sex discrimination and sexual abuse including ensuring the immediate safety and well-being of the complainant.

· Provide a 24 hour/seven day a week telephone hotline and online service (click, call or text access) that is staffed by personnel with expertise in responding to complainants – female and male – who report sexual harassment, sex discrimination and sexual abuse.

· Collaborate with expert independent educators to provide recruits and trainees with interactive education on: respectful and healthy relationships, and sexual ethics; the meaning, inappropriateness and impact of sexist language and sexual harassment; the meaning of consent; the appropriate use of technology; stalking controlling and threatening behaviours; and the importance of bystander action. The effectiveness of these education and training efforts should be evaluated every two years with an external evaluator and assessed against key indicators that measure attitudinal and behaviour change. Appropriate training and education should also be provided to all members entering command positions.

· Provide an outreach service to all ADF establishments including a rolling cycle of visits to each base every two years. This service would provide both relevant training and education and offer members an opportunity to discuss issues of concern with SEMPRO personnel.

· Enter into appropriate arrangements with expert external service providers so as to offer complainants an alternative avenue for support and advice if the complainant does not wish to engage with the ADF’s internal complaints system. The ADF must provide adequate resourcing and assistance to these organisations to ensure that they have the capacity to provide these services and that their expertise in sexual harassment and sexual assault matters is enhanced by an understanding of the military.

· Be the single point of data collection, analysis and mapping of all sexual misconduct and abuse matters. Prevalence, trends and key issues should be regularly reported to COSC and strategies to address any issues of concern arising from the data, implemented as soon as possible.

SEMPRO’s role should be widely advertised and promoted across the ADF so that all members are made fully aware of the reporting options and the measures to be taken to ensure confidentiality when reporting confidential complaints.

	Recommendation 19:

As a matter of urgency, the ADF should investigate mechanisms to allow members to make confidential (restricted) reports of sexual harassment, sex discrimination and sexual abuse complaints through SEMPRO.

	Recommendation 20:

As a matter of urgency, COSC should review all relevant policy and legislative provisions to provide for the mandatory assessment of an ADF member’s ability to perform the inherent requirements of their job if convicted of any criminal offence, and in particular any sexual offence, including but not limited to:

· The insertion of an addition in the list of matters that must be considered in all personnel determinations and decisions in the Defence (Personnel) Regulations 2002 of the requirement that individuals must be “fit and proper persons” for service in the ADF. 

· An amendment to Regulation 87(1) of the Defence (Personnel) Regulations 2002 so that the specific reference currently found within the termination grounds for officers is also available for consideration in relation to enlisted members. Importantly, the reference should include that termination may be considered where the member has been convicted of an offence or a service offence and the Chief of the officer’s Service has certified that, having regard to the nature and seriousness of the offence, the retention of the member is not in the interests of the Defence Force.

	Recommendation 21:
COSC should amend all policies addressing the waiver of Initial Minimum Provision of Service and Return of Service Obligations to ensure that a member who has made a decision to discharge from the ADF because of sexual assault or sexual harassment, is able to do so expeditiously and without financial penalty, upon production of supporting evidence of physical, psychological or emotional trauma.
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154 of 174 of men at star rank have children, whereas only 2 of the 9 women at star rank have children, Defence Workforce Information, 1 June 2012.

The broader project is the 2012 version of the Australian Human Rights Commission’s sexual harassment in the Australian workplace survey. A comprehensive report on sexual harassment in the Australian workforce will be released by the Sex Discrimination Commissioner in the last quarter of 2012.
Chapter 1: The Case for Change – Why the ADF Should Care about Women’s Representation and Progression

In summary

	An increase in the representation of women in the ADF, both from a recruitment and retention perspective will:

· broaden the talent pool from which the ADF can draw its members or seriously risk falling short of its workforce and capability needs

· provide a return on the considerable investment it makes in its people:

· the cost of recruiting has tripled from $7,000 per enlistment to almost $22,000 per enlistment
· the total cost of turnover for the ADF in 2011 is estimated 
at $1.5 billion

· build and strengthen capability, and a workforce that is responsive to the realities of modern warfare

· meet Australia’s international commitments under UN Security Council Resolution 1325 Women Peace and Security.

To be a first class employer, the ADF must ensure that all its people have opportunities to thrive. This requires strong action to:

· create a workplace that reflects contemporary expectations and needs

· eradicate from the workplace sexual misconduct, sexual harassment, bullying, and sexual abuse; take swift action to hold perpetrators to account; and support complainants when this behaviour occurs.

As one of Australia’s largest employers, and as an important source of people development, the ADF should position itself as national leader in workforce and workplace issues.


The equality of women in any workplace is a priority in its own right, but an improvement to the representation of women in the ADF also has the potential to address many of the other significant challenges currently facing the ADF. It will enable the ADF to harness the talents of a broader cross section of the population and strengthen its ability to attract Australia’s best, enabling it to better achieve recruiting targets. Better leveraging and extending the duration of women’s career in the ADF will reduce the cost of turnover and recruiting – for both men and women. A more diverse mix of backgrounds and skills, meanwhile, will lift performance and capability in a world where fast paced problem-solving is a significant requirement. Greater inclusion of women in the ADF’s core business will cement its place as a workforce leader – not only of Australian organisations, but of equivalent services worldwide. In this way, the ADF can ensure a future not only as a first class employer but also as a high-performing Defence Force in service of a proud nation.

Accordingly, the Review identifies five critical reasons that a change in the treatment of women must be a priority for a strong and sustainable ADF:

1.
Attract the Best Talent

2.
Reduce Cost

3.
Increase Capability

4.
Be a First Class and High Performing Employer

5.
Take a Leadership Position
The case for change is understood at the ADF’s senior levels, as well as in many of its policies. Genuine change also requires commitment from the broader organisation, yet many ADF personnel have little exposure to the argument for each of these imperatives.

This means that an important step for the ADF is to develop a wider conviction for the case for change throughout the organisation. Without this, the gap between the ADF, other organisations and broader society will grow. Equally importantly, the future capability and sustainability of the ADF will be undermined. 

This Chapter discusses the case for change and examines why it is important that the ADF:

· Increase the representation of women in each of the services

· Increase the proportion of women in leadership positions in each of the services
· Improve its response to bullying and exclusion, sexual harassment, sexual misconduct and sexual abuse.

1.1 Attract the Best Talent – maximising opportunities
in a changing workforce

Across Australia, and around the world, organisations are facing a range of challenges in attracting the employees that they require. Simultaneously, they are also realising that there are benefits to their operation or business when they are able to access the largest talent pool available.1
In particular, organisations are actively investing in attracting, developing and retaining women.2 Motivations for this vary, though all centre not only on the need to recruit from a wider talent pool, but also on recognition that gender-balanced teams perform better.3 For the corporate sector, there is also a focus on the importance of women as customers, given that they wield an increasing share of purchasing power.4
Regulatory guidelines have played a part in encouraging this focus. For example, in the private sector, the ASX Corporate Governance Council guidelines mandating disclosure of female representation have provided a level of transparency and scrutiny never previously available.5
Encouragingly, there is evidence of progress in Australia. For example, the share of women being appointed to new ASX200 board positions increased from 5% in 2008 and 2009 to 28% in 2011 and 23% in 2012 so far.6 There have also been gains in the public sector. Steady progress towards the goal of 40% women on Australian Government boards has been made. As of 30 June 2011, the percentage of women on Australian Government boards was 35% – an all time high.7
In contrast to these trends, the ADF’s progress has stalled. Figure 1.1 is the representation of women in the ADF over time, which is around 14% today, up less than 1% in the last 10 years, and 2% in the last 20 years.8 When all reserves and Defence Australian Public Service positions (where some permanent ADF roles shifted due to ‘civilianisation’9) are included, the share of women in this group has increased just 2.1% in 10 years.10
Figure 1.1: Women in the ADF over time11
	Women in the ADF: 2000-2010
(Thousands)
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(a) Australian Demographic Trends

Like other organisations, the ADF is also facing demographic shifts. Figures 1.2 and 1.3 illustrate two of these key changes – namely, women’s participation in the work force, and increasing linguistic and cultural diversity.
Figure 1.2: Workforce participation in Australia12
	Participation in paid work
(Percent)
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Figure 1.3: Language other than English spoken at home13
	[image: image6.emf]










Men and women’s workforce patterns have converged, particularly at ages of typical ADF entry. The proportion of women in Australia’s workforce has increased as more women defer child-bearing, and return to work afterwards. In fact, more than 67% of women aged 15-24 years participate in paid work today, compared to 69% of men. Twenty years ago, the equivalent gap was more than 6%.14
Australian society is increasingly multi-cultural, with more than 22% of Australians speaking a language other than English. In 2011, the Census revealed that over a quarter (26%) of Australia's population was born overseas and a further one fifth (20%) had at least one overseas-born parent.15
Meanwhile, leaders and demographers also warn of a changing workforce reality. 
As CEO of Deloitte, Giam Swiegers, has observed:

the problem in Australia over the coming years won’t be a lack of jobs – it will be a lack of workers.16 

In fact, Australia is about to enter a period with the highest ratio of job market retirements to new entrants in its history. Over the next five years, Australia is projected to see fewer than 125 people exiting education for every 100 people retiring.17 As Figure 1.4 shows, this shift is particularly significant in the ADF’s core target market of 17-24 years which will experience very little growth over the next 
15 years.18 This means that the pool from which the ADF traditionally recruits is diminishing, placing further pressure on Services to engage and retain talented employees.

Figure 1.4: Australian population growth19
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Additionally, the ADF today is made up of almost 80% of men who speak English at home,20 a group that represents less than 40% of Australia’s general population.21 This means that the ADF has not capitalised on these demographic shifts and remains “frozen” at its 1990 demographic, with Figure 1.5 comparing the ADF and wider Australian demographics. As the March 2012 Defence Workforce Outlook describes:
The wider demographic trends (such as the decline of the primary ADF recruitment pool as a proportion of the total population) will gradually increase the vulnerability of the ADF recruiting... A reasonable expectation is that the recruiting environment will become more difficult for all methods of ADF entry by no later than the end of this decade.22
Figure 1.5: Comparison of ADF and Australia’s demographic profile23
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Despite the imperative to attract more young people, the Review’s focus groups revealed significant ADF concern about younger members. According to one member:
I’m seeing people who know their rights, better than their job. I know people [who] put more effort into finding out how they can get time off, as opposed to just doing their job.24
Certainly, career patterns and expectations of younger generations differ markedly from previous generations. In 1959, average tenure across all ages and industries was 15 years. Today, it is just over 4 years, with one survey finding that only one in four of those from Generation Y would consider staying at a single employer for five years.25 26 Many young men and women are looking for flexibility in ways that previous generations did not, with these attitudes forcing companies to think more creatively.

Meanwhile, a decreasing proportion of young people are connected to a family member or friend in the ADF or with prior ADF service. This is particularly true of women and Australians from culturally linguistic and diverse backgrounds. Given that this is one of the strongest influences on a candidate’s decision to seek enlistment,27 the ADF acknowledges that it “cannot rely on employing only those who have had a family member join or serve to attract our share of the labour market.”28
Concern exists that the skills and cognitive abilities of young people applying to the ADF do not appear to be improving, despite record participation in tertiary education. The ADF Recruiting Strategic Plan 2011-2021 states:
the general cognitive ability of candidates enquiring into ADF careers…has not shown any practical or consistent improvement. This may partly be attributable to the lower propensity of those with high aptitude and skills towards a career in the military.29
To meet this challenge, the ADF adopted a number of innovative new approaches, including a Gap Year program that allowed candidates to explore the ADF without a longer return of service commitment. The early results of this program were promising, with women comprising 28% of participants, twice the general rate of enlistments.30 Although this program was discontinued, its underlying principles were promising and signal one way in which the ADF can avoid falling short of its workforce and capability needs.
(b) Increased competition for talent

Further complicating the demographic challenges, the overall demand for workers is growing rapidly in Australia. This is particularly true in industries that directly compete with the ADF. As the Defence Posture Review notes:

Rapidly growing demand from the resources sector…place similar pressures on the availability and cost of skilled labour…Our clear impression is that in this competitive environment, the resources sector has deeper pockets and much quicker decision-making processes than Defence.31
The pull factor of a career change to civilian life has always had a strong influence on the decision of members to leave the ADF. In the most recent ADF Exit Survey results, ‘To make a career change while still young enough’ was the third most influential reason for leaving (after ‘the desire to stay in one place and for less separation from family’). ‘Better career prospects in civilian life’ also ranked as the ninth most influential reason for leaving in 2010. Both these factors have ranked in the top ten since survey data has been collected.32
The increased competition for talent is raised in numerous discussion papers and initiatives, with ADF members well aware of the value placed by companies on their military experience. The Review heard during its consultations, for example:

…we have a technical workforce who are highly attractive outside. And as a 
25 year old sailor where you can go to sea and be away from your family routinely for two weeks at a time let’s say… The comparison is you can go to the mines, do exactly the same thing but be paid three times as much.33
Corporate and government estimates (see Figure 1.6) support this anecdotal information, suggesting that by 2015-16, there will be 10% more jobs in Australia than there were in 2010-11 with the fastest growing industries including Construction, Professional Services, Transport and Mining.34
Figure 1.6: Australia’s expected employment growth35
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Meanwhile, Figure 1.7 shows the significant investment (and therefore job creation) predicted in geographic areas of importance to the ADF, both as a historical source of talent, and for future Defence capability.36 Competition for skilled workers is already fierce and will only intensify, particularly in regions like Western Australia and Queensland, where investment is expected to be particularly high.37
Figure 1.7: Investment levels by state38
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1.2 Costs – recruiting and retaining valued personnel

Against this backdrop, the ADF has struggled in the last decade to meet recruiting targets, particularly those in critical categories. Perhaps even more concerning, is that ADF personnel are leaving far earlier in their service than previous generations, depriving new entrants of precious experience and mentorship.
The importance of retention as a critical workforce planning consideration, and risks surrounding departures, are covered in great detail in Defence Strategic Workforce Plan 2010-20.39 The Defence Strategic Workforce Plan 2007-2017 summarised the key concerns as follows:
Retaining ADF personnel for longer periods of service is currently the most urgent workforce challenge for Defence, with too few trained personnel reaching and electing to serve beyond their Initial Period of Service (IPS). Length of Service outcomes for the single Services have been gradually changing over the last decade, with notable decreases in the proportion of ADF members serving through to the previous twenty year career milestone. The capability implications of this are serious, reflecting a decline in the seniority and experience bases of the ADF. This also causes shortages of appropriately skilled and experienced personnel for promotion to higher ranks, and a growing lack of adequate supervisors and skilled trainers to be able to safely mentor and develop junior ADF personnel.40
Figures 1.8 and 1.9 show recruiting target achievement from 1995-2010. The ADF’s ability to reach its target was in decline in 2007-2009, until the events of the Global Financial Crisis and the launch in December 2006 of a recruiting and retention program known as ‘R2’. With $3.1billion in funding allocated over a ten year period, R2 identified a need to increase overall enlistments from 4,700 per year to around 6,500 and to stem the tide of experienced personnel departures. Financial incentives (cash bonuses) were a significant element of the program.41
Figure 1.8: ADF recruiting target achievement42
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Figure 1.9: Recruiting target achievement by service43
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Concerns endure, though, that short-term incentives, such as cash bonuses, have temporarily masked “natural” retention rates. Research shows that when such measures (particularly cash bonuses) are removed, separation rates are likely to accelerate. As the report of the R2 program observed:
Bonuses address the symptom of high separations in a given workforce segment, not the cause, and cannot be relied upon as a standalone retention measure.44
Certainly, there is growing evidence to support these predictions. In March 2012, the ADF announced that the separation rate had crept back up to about 9.3 per cent and was expected “to continue to rise.”45
In addition, the 2011-2021 Recruiting Strategic Plan states that the results of the last few years may not be sustainable. As the plan observes:

These circumstances will not last. The recruiting pipeline in December 2010 held half the candidates it did in June 2009. ADF separation rates are rising. The most likely watershed year will be 2012-13 when the gap between actual AFS (Average Funded Strength) and guidance is expected to close and rising separations will directly impact on recruiting targets. Financial pressures by 2012-13 are unlikely to permit the advertising expenditures that precipitated the surge in enquiries from 2007-2010. With a gradually tightening labour market, fewer recruiting prospects will be available in any case.46
Clearly, the ADF must increase its efforts to recruit and retain its most talented employees.
In just one example, competition for talent has required the ADF to accelerate its recruitment spending, particularly on TV advertising, to generate enquiries. Figure 1.10 shows an increase in spend from $61 million in 2001-2002, to more than $140 million in 2011. Figure 1.11 illustrates that the cost of recruiting each new member has more than tripled from approximately $7,000 to over $21,000 per enlistment.47
Figure 1.10: DFR Expenditure 2001-201048
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Figure 1.11: DFR spend per enlistment 2001-201049
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Meanwhile, Figure 1.12 contains an estimate of the investment that the ADF makes in its personnel, estimated as an average of $580-$680,000 per member, with the return on this investment becoming apparent as members become increasingly productive and develop others. Departures, particularly those with specialised trades or those with significant experience, are extremely difficult to replace, with the development investment in the “High Value Officer Category” sometimes reaching 
$2 million.50
Figure 1.12: Development investment and the cost of turnover51
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In fact, for 2011, the total cost of turnover for the ADF was estimated as $1.5 billion (up from an indicative figure of $1.1 billion in 2010) despite this being a year of record low turnover.52 As will be explored in later Chapters, it follows that initiatives with potential to reduce separation rates are critical to the ADF’s cost effectiveness.
1.3 Capability

(a) Building a contemporary and adaptable Defence Force

As well as maximising access to a wider pool of talent and minimising costs associated with the loss of existing personnel, the ADF must also use its personnel to build a workforce whose skills fit with the realities of modern war-fare.

With an increasing focus on technology and problem-solving, modern military workplaces are complex. They require new and additional skills and adaptability, rather than simply manual or physical strength.
These changes are impacting the ADF’s workforce requirements. As described in the ADF’s Recruiting Strategic Plan:

Automation has reduced the proportion of low skill, manual jobs and increased the demand for systems managers. The use of small teams, either operating independently or in close cooperation with coalition partners has increased the requirement for ADF members to work autonomously – solving problems, learning and adapting, and identifying and servicing stakeholders.53
Other sources describe this changing battlefield, noting that intelligence collecting and outreach to local populations, work where women are often essential, will grow in importance, while remote work through technology becomes increasingly possible.54 Problem-solving, communication and adaptive skills are becoming increasingly important in sourcing the right talent from a workforce that is already under pressure.
This changing mission and workplace are likely to create demand for new skills, strengths and perspectives, a reality which the ADF shares with other workforces. Studies demonstrate that diverse and gender balanced teams perform better, particularly where innovation and problem-solving is important – anticipating risk more accurately, and delivering better outcomes.55 Despite this, only a few pockets within the ADF can claim to have achieved diversity, with men and women mostly “clustered” in different occupations.56 The ADF must get better at harnessing all talent at its disposal, drawing on its collective capability and nurturing its skills.
(b) Commitment to implementing UN Security Council Resolution 1325 ‘Women Peace and Security’

Strengthening the role of women in times of conflict and post conflict is critical to meeting Australia’s international obligations and, in particular, to its commitment to the Australian National Action Plan on Women Peace and Security 2012-2018 for implementation of UN Security Council Resolution 1325 (UNSCR 1325), adopted by the Security Council in October 2000.
Discussed in detail at Appendix D, UNSCR 1325 calls on member states to integrate a gender perspective into all peacekeeping operations, peace processes and return, resettlement, and reintegration programs in post-conflict settings. UNSCR 1325 calls for the role of women to be increased in the planning, preparation, decision-making and execution of peace missions, and for more attention to be given to the effects on women of conflicts and peace operations. UNSCR 1325 provides a general framework for the integration of gender into policy surrounding international peace and security. In the context of this Review, this involves the greater participation of women in the Australian military in critical roles in fragile, conflict and post-conflict situations.

The National Action Plan contains a number of high level strategies that the Australian Government will undertake against the thematic areas of UNSCR 1325:

1. Integrate a gender perspective into Australia’s policies on peace and security.

2. Embed the Women, Peace and Security agenda in the Australian Government’s approach to human resource management of Defence, Australian Federal Police and deployed personnel.

3. Support civil society organisations to promote equality and increase women’s participation in conflict prevention, peace-building, conflict resolution, and relief and recovery.

4. Promote Women, Peace and Security implementation internationally.

5. Take a co-ordinated and holistic approach domestically and internationally to Women, Peace and Security.

The ADF is involved in activities supporting UNSCR 1325 aims. For example, the ADF deploys female personnel to work in Female Engagement Teams. These Teams meet with local women in conflict zones to discuss their security needs, including meeting with female community leaders to discuss gender issues. 

The National Action Plan identifies that women are still largely excluded from formal processes and institutions that can prevent, manage and resolve conflict. For example, they are under-represented in high level advisory, negotiation and decision making positions. The ADF plays a critical role in redressing this situation. Fundamental to this is giving practical recognition to the vital contribution that women make to Australia’s military capability.

1.4 A First Class and High Performing Employer

The ADF will enjoy a strong and sustainable future by securing a position as a first class and high performing employer – one which enables all employees to seize opportunities to thrive, to feel valued for their contributions, and acknowledged as individuals.
Many members reported to the Review that their experience in the ADF has been rewarding and positive. One senior female ADF member reported:

I have had a wonderful career…in the ADF…and I believe that my gender has not, in any way, limited my progress in this organisation thus far. I have been sponsored to study full-time at civil universities, permitted to work part time and flexibly since having my children… [I have] worked remotely overseas while accompanying my husband on an overseas posting; [and] my predominantly male supervisors have always been absolutely honourable in their behaviour and provided strong mentorship to develop my career.57
These sentiments were echoed frequently in many of the Review’s focus groups, in the written submissions and through comments from the Treatment of Women in the ADF Survey.
However, the Review also heard that the ADF can be an ambivalent, unsupportive, and sometimes hostile workplace. In particular, it heard that some members, peers and even supervisors can make it an unsafe workplace, individual accounts of which feature in detail in Chapter 7. This must change if the ADF is to realise its potential as a first class employer.

(a) Rigid Structures and Entrenched Attitudes 

In particular, the rigidity of the ADF’s organisational structures and the entrenched attitudes regarding the nature of defence force work often requires members to make difficult career and life choices, with job requirements often detrimental to personal and family lives. Frequent posting cycles, back to back deployments and limited opportunities to access flexible and part time working arrangements without compromising career progression are issues that impact significantly on ADF members’ ability to balance work with their personal life, including work and family.

A prevailing view across the ADF was reflected in one submission which observed:

when we join up we make a choice, we knew what life this was and yes it is hard to sustain a normal family life. But we all make a choice male or female to choose family or career.58
Over and over, the Review heard from members, particularly women, who intended to discharge from the ADF when they have children and from those who were discharging because the impact of the posting cycles had become too great for them to balance with their personal life.
This means that, unless the ADF can create a workplace that reflects contemporary expectations and needs, its attraction and retention capacity will be undermined.
There are a range of strategies that the ADF can put in place to enable members to balance a strong career with their personal life, including family obligations. Such strategies will be identified throughout the Report and include more targeted career plans, as well as the development of joint career plans for couples who are both ADF members; greater support for members and their families who are posted away from their home city or town; and greater access to flexible work arrangements. The advantages of increasing the acceptance of flexible work arrangements were identified in a recent report and include: enabling organisations to be sustainable and adaptable to change; creating pathways to gender equality; attracting and retaining talent; and increasing productivity.59
In the ADF context, all of these advantages are about building capacity and capability in the ADF, not diminishing it, with the ADF only likely to attract and retain a wider talent pool if its work practices reflect the needs of a cross-generational and diverse workforce.

(b) Sexual Misconduct, Sexual Harassment, Bullying, Victimisation 
and Sexual Assault

Though the ADF is, by nature, a workplace involving inherent risks, the possibility of being subjected to sexual misconduct, sexual harassment, bullying, victimisation and sexual abuse, should never be one of them.
Nevertheless, the Review heard from women who had experienced such behaviour. It also heard that the complaints system was not always responsive and, in some instances, was even hostile to their complaints.
In addition, the Review heard of certain work environments that are highly sexualised and demeaning to women, where sexual innuendo and sexist language and behaviour occurs and impacts on the functioning of both individuals and the team. Though swearing and ‘colourful’ language can occur in any workplace, particularly those that are male dominated, the personal trauma that a number of ADF women related and the unsatisfactory processes and outcomes arising from their experiences, highlights serious and unacceptable deficiencies in key aspects of the ADF’s treatment of women. Many women with whom the Review spoke, stated that they did not report the behaviours against them, including sexual abuse, to their chain of command for fear of victimisation and reprisals. Others did not believe there would be a successful outcome. Some also felt that complaining would have a negative impact on their career opportunities.
Though these experiences are not representative of all women’s experiences, they demonstrate that, in certain environments within the ADF, women can be de-valued and degraded. Poor leadership is often a major contributing factor in this. While some positive strategies have been developed by each Service to address this behaviour and enhance complaints processes, a number have been poorly implemented and are not responsible to the needs of the complainant. They have also not sought to examine whether there is a culture, in certain areas, that might enable this sort of behaviour to continue unreported.
One female member told the Review:

Until the stereotyping and sexual objectification of women is eradicated from the Services the complementary policies promoting advancement and retention will not be successful as women continue to deal with attitudes and practices which limit their opportunities.60
If the ADF is seriously committed to increasing the representation of women, retaining talented women and enhancing their status, it needs to eradicate these unacceptable behaviours as a matter of urgency.
1.5 Leadership

Competitive governments and organisations – even those in resource rich countries like Australia – must focus on their people as their greatest asset if they are to maintain their place as national and international leaders. This is particularly so when international evidence shows that the more women participate in the workforce, the more per capita income rises.61
Meanwhile, Australian research confirms that closing the gap between male and female employment rates, and successfully attracting women into the most economically productive sectors,62 would have a “profound” impact on Australia’s economy – worth more than 11% of GDP.63 Closing this employment gap would also help address pension sustainability through increased employment among those of working age, lifting household saving rates and lifting taxation receipts for government.

As one of Australia’s largest employers, and as an important source of employee development, the ADF is in a position to act as a national leader in this area. In this way, increasing gender balance in the ADF has the potential to enhance our nation’s productivity and economic growth, as well as to materially advance the economic independence of women.
As Chapter 9 will outline, Defence forces around the world are addressing the challenges of attracting, developing and retaining women. They are also responding to sexual harassment, sex discrimination and sexual assault. Like these international services, the ADF has an opportunity to lead – maximising the best possible talent from a competitive workforce, minimising the costs of recruiting and lost personnel, securing its capability in the field, valuing its members and creating environments where both men and women thrive. This means that change offers the ADF the chance to set an example not only throughout Australia, but for other Defence Forces around the world.

1.6 Conclusion

Equality and fairness are imperatives in any workforce. However, as in any contemporary organisation, additional forces drive the need for greater participation of women, and for greater numbers of women in positions of leadership. These include the competing demand on the organisation’s traditional talent pool, the costs of recruiting and loss of personnel, the requirements of a changing military environment, the expectations that employees have of a first class, 21st century employer, and finally, the opportunity to set an example as both national and international leader.

These imperatives have been understood by ADF leadership for some time, and are reflected to varying extents in a range of strategies that the organisation has put in place. Although well intentioned, these efforts have had marginal impact – in part because they have failed to communicate the wider case for change and have encountered a degree of cultural resistance. Chapter 2 will examine the ADF’s most recent attempt to improve women’s representation. Following this, the Report will then look at the ADF culture for women, and undertake a detailed examination of the ADF workforce.
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Chapter 2: Chief of Defence Force Action Plan
for the Recruitment and Retention of Women:
How effective was it?
In summary

	· Very little progress has been made in implementing the Chief of the Defence Force’s Action Plan for the Recruitment and Retention of Women.

· The progress that has been made has had limited impact and the Action Plan is not widely known across the ADF.

· The lack of progress in implementing the Action Plan suggests that commitment and buy-in from the leadership of each Service is a 
pre-condition for success.

· The implementation of the Action Plan should be discontinued in its current form.


2.1 Overview

As Chapter 1 has outlined, a strong case for change exists within the ADF to increase the representation of women across the services. The ADF has initiated strategies aimed at reform in this regard.
One strategy is the Chief of the Defence Force Action Plan for the Recruitment and Retention of Women (‘the Action Plan’), intended to address organisational and cultural issues in relation to women in the ADF.
The Review’s Term of Reference (c) requires the Review to review, report and make recommendations on:

The effectiveness of the cultural change strategies recommended by the Chief of the Defence Force Women’s Reference Group in the Women’s Action Plan including the implementation of these strategies across the Australian Defence Force.

The Action Plan was developed to increase participation of women in the ADF, with a ‘small number of initiatives and targets’ for which Service Chiefs could be held accountable to the Chief of the Defence Force (CDF). These targets are aimed at ‘closing the gap’ between men and women in regard to retention rates and length of service.
The Action Plan contains 30 initiatives grouped under six themes:

6. Increase enlistment of women into the ADF
7. Reform of career management policy and practice
8. Make commanders accountable for retention
9. Provide a workplace that accommodates career flexibility and difference
10. Develop mentoring and networking frameworks
11. Communicate organisational attributes and the suite of available working conditions.
As this Chapter outlines, there are several important lessons to be learned from the lack of success in implementing the Action Plan. Most critically, commitment and buy-in from senior leadership is essential to ensure accountability and a clear organisational understanding of the case for change.

2.2 Background

In 2008, the Minister for Defence Science and Personnel, the Hon Warren Snowdon, hosted a series of meetings with ADF and Defence Australian Public Service women from all ranks, levels and backgrounds, culminating in the Report of the Roundtable Meetings between Defence Women and the Minister for Defence Science and Personnel (2008).1 The Report identified common issues of concern such as cultural change, career management, training and professional development, recruitment initiatives, access to flexible working arrangements, work/family balance, support mechanisms, childcare, schooling and housing.
Also in 2008, the CDF set up a Reference Group on Women that consisted of a panel of senior women with a track-record of success in male-dominated and non-traditional work environments.2 The Reference Group was guided by the following Terms of Reference:

f) Consider the existing range of policies and practices within the ADF that should assist in attracting women to the ADF and aid their progression to the senior leadership levels.

g) Identify possible gaps in these policies and programs that need to be addressed through new initiatives in order to achieve substantial momentum in the attraction and retention of women in the ADF.

h) Identify barriers to accessing the existing policies and programs and make recommendations to overcome those barriers.

i) Identify the action required to ensure enduring change once these barriers have been overcome.

As the themes of the 2008 Roundtable Report closely aligned with the work of the Reference Group on Women, these were merged and considered jointly. This means that the development of the Action Plan reflects a consolidation of the various gender initiatives being undertaken by Defence’s Values, Behaviours and Resolution Branch (formerly known as the Fairness and Resolution Branch and which provided support for administration of the Reference Group and coordination of progress reports on the Action Plan to COSC3), the Reference Group, Defence Force Recruiting (DFR) and the activities of each Service.4
The Action Plan was launched by the CDF on 19 November 2009. A scheme was established through which quarterly reports were to be provided to the Chiefs of Service Committee (COSC) on all the Action Plan’s tasks, with each Service giving progress updates on implementation. A Working Group was established comprising representatives from the Office of the CDF, VCDF, each of the Services and non-Service groups.5
In a meeting of the Working Group in November 2011, it was reported that COSC had directed that the Action Plan initiatives would be integrated with the outcomes of the Defence Cultural reviews. In the interim, quarterly updates would be provided to the Personnel Steering Group through the Working Group process.
The Review was initially provided with COSC’s Quarterly Report for April 2011. This Quarterly Report stated that work on all 30 initiatives had commenced. Thirteen tasks were reported as ‘complete’. Only one task was identified as being ‘of concern’, with all the remaining tasks reported as being ‘on track’.

Where an action was listed as ‘complete’, however, this did not necessarily mean that it was accompanied by the cultural change intended by the initiative. In recognition of this, in November 2011, COSC also directed that the tasks previously listed as ‘completed’ be reviewed to ascertain if any further action was required, moving away from ‘traffic light’ reporting (where items were moved from ‘red’ to ‘green’ as the result of a single action being undertaken).
Following the Working Group meeting in November 2011, progress on the Action Plan was amended to indicate that only two of the initiatives were complete: the launch of the Action Plan (initiative 28) and development of a ‘behavioural compact’ (initiative 21). Other initiatives which had been marked as ‘on track’ or ‘complete’, but where no substantive change had resulted, were to be reconsidered. A further Working Group meeting was scheduled for March 2012, however this has been put on hold.

Appendix E.1 provides a snapshot of each of the initiatives and their status as at April and November 2011. It is clear that indicators of success in relation to each of the initiatives are lacking.
Appendix E.2 provides a broad description of the six key themes and corresponding initiatives contained in the Action Plan. Many of the key themes are the subject of detailed discussion throughout this Report.

2.3 Key findings

(a) Structural issues

The updates referred to above indicate that little progress has been made on the implementation of the CDF Action Plan. This appears to stem from a number of structural problems associated with unwieldy internal processes, and from a broader lack of commitment and accountability.

For example, the Review heard that progress on the Action Plan has been slow in part because of resourcing and process issues.6 Further, while the provision of progress reports through the chain of command and coordination through the Values, Behaviours and Resolution Branch should allow each Service to learn from each other, the process seems cumbersome in application. One member suggested that this ‘bureaucratic’ process should be streamlined so it is less ‘committee based’:

Everything that then gets resolved at this working level has to go…to a higher level, and then a higher level, and then a higher level, and so, it’s ridiculous.7
Another member commented that the Action Plan was no longer being ‘driven’:

It is just a plan that every quarter we have to report on what on we’re doing, and we’ve already reported it and gone through our Chief to get half of these things going.8
The Working Group process also seems to have contributed to the lack of progress and there was a view that it needed to be ‘reinvigorated’. Following the November 2011 meeting, the Working Group is producing minutes of meetings for the first time, and, as already noted, is now in the process of revisiting each of the initiatives.

More fundamentally, there is a perceived lack of commitment to implementing the Action Plan and ambivalence about making genuine change within the Services. One senior leader within Defence made the following observation:

The progress of the CDF Action Plan has really been down to the working group of the service representatives and [the Values, Behaviours and Resolution Branch] to tick and flick a number of initiatives, but there has been no genuine oversight or commitment to… ensuring the proper progress of strategies by the individual services. I don’t see any genuine commitment from the senior leadership to actually really actively pursue that plus more.9
Further, competing strategic or resourcing priorities appear to exist which may further test leadership commitment. For example, the Strategic Reform Program (SRP), released in 2009, aims to make Defence more efficient and effective and will result in significant savings10 but, as the former CDF has noted, the SRP’s proposal to ‘civilianise’ non-deployable ADF positions may well come at the expense of many positions currently held by ADF women.11
In 2009, an advisory report by leading human resources and business consultant, Christine McLoughlin (‘McLoughlin Report’) examined the Action Plan in the context of its contribution to women’s participation in Navy.12 The McLoughlin Report made several recommendations to improve implementation of the Action Plan, including changing its governance structure so that ownership and delivery comes from leaders within each Service rather than personnel or human resources branches (further key findings from the McLoughlin Report are at Appendix E.3). This was reiterated by one member who told the Review:

If we are going to have a CDF Action Plan, if we are going to be doing anything to change things and support women you have to have that commitment from the senior leadership group, and they have to be driving it for their individual services, not people down at my rank or down lower.13
The importance of engagement and commitment of senior leadership to the success of such initiatives is clearly demonstrated by the experiences of other organisations and businesses. The way in which buy-in from senior male leadership is essential to increasing the representation of women in senior positions has been emphasised in the corporate sector.14 

(b) Content and communication issues

The Review also encountered a significant lack of awareness or understanding about the Action Plan amongst ADF personnel. In some cases, those who had heard of the Action Plan or its initiatives considered that it was not relevant or that it was ‘overkill’ and that there was no need for initiatives such as women’s mentoring programs.15 More fundamentally, there has been no compelling case made as to why achievement of the Action Plan initiatives is vital to Defence, nor has such a case been communicated. In the absence of this, it is not surprising that progress on the Action Plan has been slow and inconsistent.

Meanwhile, in identifying the key areas of concern within the Action Plan, members of the Working Group observed that the issue of flexible work was now less controversial and ‘just needed time to sink in’.16 The initiatives around career management and accountability, on the other hand, still faced significant cultural barriers to their implementation. 

To combat these cultural barriers, the McLoughlin Report observed that change initiatives need to be supported by both men and women in leadership, but the difficulties of communicating the case for change message consistently was highlighted in the Review’s focus groups. One participant noted that in speaking about the Action Plan at a staff promotional course ‘you can see them all roll their eyes’:

I said there’s 28 initiatives here; 21 of them it doesn’t matter if you’re a bloke or a girl because they’re about improving the way we help people work and actually have a life while we do things. The problem is the people who are at the top and because we don’t laterally recruit … our ability to be able to look like we’re doing something different is really hard because we’ve only got people at the moment in those more senior areas who’ve followed that straight [career path].17
2.4 Conclusion

The CDF Action Plan was a genuine and well intentioned attempt to address issues of enlistment, career management, retention, flexible work practices and organisational culture. However, progress on its initiatives has stalled, with many strategies slowed by organisational inertia and little changing as a result. Further, the Review spoke to over 1,600 ADF personnel in focus groups, most of whom were not aware of the Action Plan, let alone had any personal or professional buy-in to achieving its aims. In fact, only a handful had heard of the Action Plan and often they were the people involved in its implementation.

The Action Plan’s six key themes clearly intersect with the areas of focus of this Review. In some areas, the Action Plan initiatives are consistent with the Review’s recommendations.18 For example, several Action Plan initiatives focus on increasing enlistment of women through implementation of the Recruitment of Women Strategy. Given the Review’s recommendations regarding improving the recruitment of women, there should be continued monitoring and evaluation of the Recruitment of Women Strategy initiatives to see if they are increasing the attraction/conversion of women through the recruiting pipeline (see section 4.2 and Appendix E.2). However, the Recruitment of Women Strategy will not be enough on its own to increase the representation of women across the ADF. This means that particular strategies are needed to enhance recruitment at different ages and stages of their lives, and to broaden the occupational opportunities available to women.
In other areas, the Review’s recommendations extend far beyond the initiatives contained within the Action Plan. They also address the key criticisms of the Action Plan as outlined in the McLoughlin Report – for example, the commitment by senior leadership, systemic barriers, accountability and the need for targeted interventions.

While the Review has no doubt about the positive intent of the Action Plan, there are critically important lessons to be learned from the lack of success in its implementation, and the Review proposes that the implementation of the Action Plan should be discontinued in its current form. Lessons from the Action Plan’s lack of success should, in turn, be acknowledged in the implementation of this Review’s recommendations – implementation which will require commitment and focus by senior leadership, a broader organisational understanding of the case for change, strengthened and transparent governance and reporting, clear and consistent communication, new and innovative organisational responses, and accountability built into performance management.
It will also require a determination to grapple with the cultural and attitudinal forces that often greet the implementation of change in any organisation. Consequently, the next Chapter of this Report offers an insight into these powerful and sometimes contradictory forces – using the words of ADF personnel, and women in particular, to highlight those factors which affect their decisions and day to day experiences. 
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Chapter 3: The ADF Culture: The experience of and attitudes towards women

In summary

	· Most ADF members are ambivalent about whether the ADF should increase the representation of women.

· There are differences between the views and experiences of men and women about women’s place in the ADF.

· There are inconsistencies and contradictions about whether men and women should be treated identically or differently.

· Quantitative research indicates that female ADF members are less likely than male ADF members to believe that women have the same career opportunities as men in their Service.

· The binary choice between the ADF or family is more keenly felt by women.

· Both men and women fear negative consequences if they bring a complaint.

· Many argue that the low representation of women in the ADF is just a reflection of the wider Australian culture.

· Many women spoke to the Review about feeling marginalised.

· Navy, Army and Air Force have introduced programs that aim to create more inclusive and diverse workplaces. The Recommendations contained in this Report build on those programs.


The ADF is the one of the nation’s largest employers, yet despite this many Australians would have minimal insight into what it is like to work as a member of the ADF – to put on a uniform, train for duty, establish friendships, and compete for promotions, all while juggling family and other outside obligations.
Change within any organisation must be founded in an understanding of its daily reality, and so the Review was determined to develop a better appreciation of the way the ADF is experienced by personnel. This Chapter draws on extensive consultations, submissions and survey data undertaken by the Review to gain insight into the way that ADF members, both women and men, perceive their careers and the organisation.
This Chapter commences with a brief consideration of organisational culture, before exploring the contradictions that abound in how women in the ADF are assumed to be treated the same as men yet, too often, are pushed to the margins.
3.1 Organisational culture in the ADF

Definitions of organisational culture can be elusive but according to Jans:
Culture is to an organisation as ‘personality’ or ‘character’ is to an individual…Like ‘personality’, culture provides a coherent view of the world and a way of thinking about and making sense of that world. Defined as a ‘system of shared meaning held by organisational members’, it goes beyond ‘style’ to the spirit or the soul inside the body corporate.1
Like many large, complex, geographically diverse organisations, there is no single, homogenous organisational culture in the ADF. Each Service is proud of its particular heritage, and within each Service there are many different cultures, often based on trade or occupational grouping. Pilots are different to technicians, sailors stationed on board ships are different to submariners. Sometimes these groupings are referred to as tribes. MAJGEN Craig Orme describes tribalism in the ADF as:

A sense of hyper-alignment with a component of the organisation. This can be anything from a small team, Platoon, Flight, Regiment, Platform, Ship, Department or Force Element Group. It can also be found amongst sub-groups in the ADF. This concept of tribalism in military culture is often masked by the more reasonable notion of team, identity and loyalty. Tribalism in this sense is not just about those in the team; it is a cultural view of the world that sees the team to which someone belongs as better than the other teams in the organisation …[generating] a commitment to mission and each other that accepts the risk of death to ensure the team achieves its objective. To compromise that characteristic is to risk compromising military effectiveness. 

The down side to military tribalism is that while those who are in the tribe belong; those who are not, are considered to be outsiders (those “others”) and somehow lesser contributors. The “others” are seen to be less worthy and therefore less deserving of the status of those “in” the dominant sub-group.2
This sense of belonging, or not belonging, of being ‘same’ or ‘other’ underpins much of the experience of women in the ADF.

3.2 Women – same or different?

Many women spoke positively about their experience of being a woman in the ADF. They described workplaces that were respectful and supportive and where performance was assessed in objective and transparent terms. Many spoke of having excellent career and development opportunities and most women felt that the ADF was a good employer for women:

Particularly during my pregnancy/maternity leave I felt very well supported both medically and employment-wise, but more so since then. I’m married to a Service member… and I’ve found the support, particularly from my Unit, very, very good in understanding I guess the more unique issues that go along with having a Service member partner and a small child with that partner deployed.3
In my 15 years of service at sea and ashore, I have never been disadvantaged because I am a woman. I have never felt harassed or discriminated against. Even early in my career I believe I was given all the same opportunities as my male counterparts. I would recommend joining the ADF to any woman.4
The Review also uncovered some deep and systemic contradictions. On the one hand, there is an overwhelming organisational ‘mantra’ in the ADF to ‘treat everyone the same’. Everyone wears the same uniform, is assessed on performance, is promoted on merit:

Doesn’t matter if you’re male or female. If you do your job and do it well, then you’re well respected.5
Last week I got one of the biggest compliments … I was talking to the guys and I said something jokingly … but I’m a chick and they went ‘you’re no chick, you’re just a cool dude with a pony tail’ … for me that was a compliment from my colleagues because that would mean that I’m not any different.6
Further, there are strong organisational pressures to treat women and men identically:

Gender is not an issue to be considered in the sense of whether or not someone’s capable of more senior appointments. It’s based on merit and performance, not what type of clothes they wear, how they wear their hair and so forth.7 

It’s just about nuking out gender at the moment, and going back to the fundamentals. We all contribute as individual members to a team collectively, 
it doesn’t matter what background we have, doesn’t matter what gender…but we all should feel comfortable in the workplace.8
On the other hand, there are some aspects of ADF life and operations that very clearly set women apart. For example, different requirements regarding physical fitness, their ability to come in from field exercises to take showers and separated living quarters mean that women are sometimes seen as having special privileges:

We’re all supposed to be doing the same job. My view is they sort of over reacted …giving a lot of concessions, like giving separate rooms. Half the shower block was taken away. They shouldn’t be] giving women those extra titbits and things.9
That’s the double standard we see. We all wear basically the same issue clothing, we are treated the same but then they get all this sort of special isolation and treatment.10 

…as a male I have had to sacrifice many things in my personal life to have the privilege of serving and I find it hard to accept that a female could be afforded many more benefits just because of her sex. I thought it was all about sexual equality in the workplace so we should all get the same benefits. Only once we are all receiving the same thing will full acceptance and workplace equality happen.11
We find that women will get 'special treatment' out field. Exceptions are made for them that my men are not entitled to. Sometimes it seems that the DFDA [Defence Force Discipline Act] does not apply to women who can merely 'flutter their eyelashes'.12
Many women are also against any form of special treatment:

It’s eight blokes going out to go on patrol to get dirty and grubby and messy. They don’t want to have to consider female cycles, female showering. We’ve got all these other entitlements that come with being a female, which are quite embarrassing if you ever want to try and enforce them.13 

The ADF shouldn't be developing strategies to 'improve the representation of women in the senior ranks'. They should be developing strategies to ensure women have the same opportunities as men. Different or better treatment than men, either perceived or real, will undermine women in the ADF. We just want to be treated equally, not different.14
You joined the Army, it didn’t join you. It’s a man’s world. Why should those fifty people stop being able to use a particular word because I’m sensitive to that, why do fifty people have to be impacted by my one view on a particular thing.15
In addition to views that women receive preferential treatment in the field, there is an equally strong view among some members that women generally have it easier than men in terms of their careers: 

The majority of females I reckon get it easy…If they request something and two people put their paperwork in, generally females would probably get it first.16 

If [a man doesn’t] do it correctly…he’ll get blasted, he’ll deal with it…Imagine if I started crying during a weapons drill how much these blokes would give it to me, forever.17 

A woman can take extended leave to look after children without impact on her career. A man would be disadvantaged if he took leave for the same reason. A woman can take 'easier' or less 'high profile' jobs in her career without detriment, as the Army is looking to increase women in senior ranks. 
A man's promotional prospects would be negatively impacted from this.18 

Beyond this, the Review encountered a genuine fear, distrust, or resentment of women by some male personnel who were uncertain about how to interact with them:

The reason some [Instructors] won’t tear shreds off some of the women…is because there is that thought in the back of their mind that if they turn around and say something, one thing slightly wrong to a female recruit, all they’ve got to do is put their hand up and scream sexual assault and the rest of their career’s gone.19
In my role…I’m usually required to speak to people one on one. With females I won’t do one on one. Shit scared. In the past I’ve spoken to a person that’s worked for me and I’ve told her she’s no good at her job because she wasn’t…She took that as far as she could because she didn’t like being told she was no good at her job. And since then, I won’t speak to a female one on one.20
I feel like sometimes when I’m talking to [women], you look down the hallway and people look at you…There’s nothing going on, but even I myself sometimes get worried about that whole fraternisation thing getting brought up when there’s nothing happening.21 

Mixed messages about whether women are the same or different, as well as about relationships between men and women, can be confusing, especially for recruits:

They [women] are sort of made to look like us, I mean they’ve got to act like us as well.22 

When we were out field when we were setting up all the tents we had to keep a five metre radius away from them and they were pretty much segregated from us, because we were all close together. Literally my tent would be right next to his tent and the girls were a good three, five metres away. So it makes them feel different, and makes you feel like they’re different or other in some way [and] you don’t really want to talk to them just in case you get in trouble.23 

They sell condoms at the shop where you get bread. And they give them away in medical. They do a big talk you know if you want condoms, come and get them, but you can’t fraternise.24 

3.3 Women as ‘other’

Unsurprisingly, ‘mateship’ and the bonds between colleagues is a key feature of team work and operational effectiveness. In fact, in surveys conducted of soldiers undertaking various training courses, ‘mates’ was cited as the number one ‘thing I like most about the Army’ by those who attended Corporal courses, Sergeant courses, Warrant Officer courses and Regimental Sergeant Major courses.25
Rather than feeling the bonds of mateship, many women repeatedly reported feeling or being treated as ‘other’. They spoke of risks associated with trying to ‘fit in’, some women describing it as a ‘no-win proposition’, with some who tried to be friendly accused of ‘always being on [their] back’ ; while those who did not try to fit in accused of being ‘a bitch’:26
When I had my first interview with XXXX, the first thing he said to me was ‘Private XXXX, just so you know, I don’t think women should be in [this Service].’27
If there was one female, they all bitched about it in their off hours, going ‘oh, I’ve got a girl in the class, can’t talk about this, can’t show these pictures’. To be honest, I find the same jokes funny, but they still don’t like girls in the class.28
Baking a cake for unit members is acceptable whereas disciplining recalcitrant members is not. Women in ADF are defined by their gender first prior to being identified by their rank or position. They are still seen as objects who need to be sexually conquered by their male counterparts.29 

Additionally, despite perceptions about women having it ‘easier’, some women also spoke about the pressure to succeed and to do ‘twice as much’ to be recognised for their efforts. This is despite the fact that, in many cases, they function at a palpable disadvantage: 

You do have to work harder as a woman to prove yourself in the Navy. It’s like that in every male dominated area, and I’m sure the men would say that’s bullshit, because they don’t have to do it.30 

I have the smallest armour that they could provide me and it was too wide in the chest therefore I can’t hold my weapon standing up, let alone laying down.31 

I have to wear my armour back to front just to make it fit properly. It just doesn’t work.32
Meanwhile, some women spoke to the Review about extremely demeaning attitudes towards women. Women often spoke of being called sluts and bitches33 or of being called gay, dykes or lesbians34 in a derogatory manner:

An instructor would constantly make unacceptable comments about female’s menstrual cycles. He had a [sailor] working for him that was pregnant and he would refer to her as the bag of spare parts.35 

We had one girl get promoted not long ago and one of the guys actually turned around and said ‘I’m sick and tired of incompetent vaginas being promoted around this place’.36
A: His quote was, and excuse my language here, but the only thing that a woman at my patrol base would be good for is to get fed every night by us while we’re on picket. I don’t know if you know what the term ‘fed’ means.

B: Having sex?

A: Yes, basically.37 

Some women felt that these attitudes were promulgated or reinforced by male supervisors and that this influenced younger male members:

Older male members of the military…should be told they shouldn’t publicly express their personal opinions about women in the military... They turn around and (say) I don’t think women should be in the Army, I don’t think women should be allowed to do this, and these younger guys are like, ‘well I didn’t see a problem with it before but yeah’.38
…they learn the ethos from the older ones. It sort of breeds itself.39
Further, a number of women also spoke to the Review about the importance of reputation and the onus they felt was on them to behave appropriately. Some women described ‘the talk’ that they received to be careful of their reputation and not ‘sleep around’. Differences were perceived between the ‘talks’ for men and women:

It was, take all the girls aside and have that chat and say don’t sleep around, be careful of your reputation. Be aware that when you step on a ship guys will have points against your name and they’ll keep a ledger and try and get you… they’ll turn on the charm because they’re just trying to get you into bed so that they can brag about it in the mess… I don’t know that that’s the best approach to tell women to be fearful…But men don’t get that side chat.40 

You get given the ‘perception’ talk very early on… Even just in social settings, work get togethers…, you’re expected to leave as soon as the fun was starting.41
A woman’s reputation regarding sexual behaviour ‘sticks’ and follows her throughout her career:

I’ve had it where guys have actually said, ‘yeah I’ve slept with her’…no one listens to you, you just get the reputation and once you got the reputation, [clicks fingers] it goes round every single base in Australia.42
They’re a stud, and you’re a slut.43
The Review’s online survey also indicated that there are marked differences between men and women’s attitudes about the impact of ‘reputation’ on one’s career.44 Men and women were more likely to believe that a woman’s ‘reputation’ would have more impact than a man’s and women were much more likely to believe this. Nearly twice as many women (68%) as men (35%) agreed that a woman’s reputation can inhibit her military career. Much lower proportions of women (13%) and men (25%) agreed that a man’s reputation can inhibit his career.

3.4 Sexual harassment

Women spoke to the Review about their experiences of sexual harassment and of working in highly sexualised workplaces. These issues will be explored in detail in Chapter 7, and are of relevance to the culture of the ADF as experienced by women:

The corporals, sergeants and above are supposed to be leading by example displaying high levels of professionalism. Instead they prey on unsuspecting teenagers, lie or just fail to mention their marriages, engagements, existing relationships and inevitably people get hurt.45 

At the time I was living by myself in an isolated area, all they would have had to do was follow me home. These [text] messages were psychotic …. This guy is still in the [workplace] and I still have to work with him every day and no-one will do anything about it because it’s not classed as harassment.46
I’ve had a sergeant come on to me and because I’ve said no, bugger off, I’ve then got a really bad PAR [Performance Appraisal Report].47
I’ve heard all the comments as soon as someone posts on board, all the males’ opinions on whether they think that that person’s hot or not. It’s like, ‘oh, fresh meat’.48
There was a strong recurring theme that it was the very nature of the ADF that somehow explained the prevalence of these attitudes:

Something happens when you put on a uniform as a male, and when you step into that environment and you are fixing a $70 million [piece of equipment]. You just tend to take on a persona that you might not ordinarily.49
Once you get out field in an all-male environment it’s almost primal.50
I’ve had the [commanding officer] explain to me that it’s because of the nature of our business that the culture is different… He was trying to explain to me that we’re in the profession of arms and the business of war so people have to let off steam and that sort of makes it ok, because we are different and we are special. And I just kept saying to them, we should be held to a higher standard.51
There were many who argued that what happens in ADF is just a reflection of wider Australian society:

It troubles me that often people vilify the [ADF] culture …It’s not really [ADF] culture, it’s just Australian culture. You go to a bunch of truckies, a bunch of mine workers, a bunch of council workers, elite sportsmen, they’ll have exactly the same mentality.52 

As part of the Review, a survey of 1,000 members was undertaken to determine prevalence rates of sexual harassment in the ADF. The survey found that prevalence rates of sexual harassment in the ADF are similar to the general population. The survey also found that women experience sexual harassment at a greater rate than men and that, on average, the harassment continued over a longer period for women than men. In addition, women tended to perceive the harassment as more offensive and more intimidating than male targets of harassment.

The ADF component of the survey is discussed in Chapter 7 and the full ADF results are contained in Appendix N.4. 

3.5 Making a complaint

Whilst women and men spoke of being aware of the complaints mechanisms that exist they also spoke of their reluctance to report unacceptable behaviour and the possible consequences if they did:

People don’t want to cause too much trouble. I think that’s always a concern. Not so much being a victim, but just people knowing that you’ve had a whinge.53
He [the harasser] was the person who wrote my assessment. That’s probably a common thought that if you do report it or if you do take it further, at some stage in the future I’m going to come across him again.54 

I don’t know whether it was just the culture of where I actually was, (but) it was always said, that you put complaints forward you kiss your career goodbye.55
Many people the Review spoke with expressed concerns about the Equity and Diversity (E&D) process:

If you stick up for yourself and do E&D, you’ll be isolated, no-one will like you.56
You do on occasion hear immature comments, ‘I’m going to E&D you’ like it’s 
a cricket bat.57 

Higher ranks and a lot of teachers will be very cautious around that female because [she is] known for E&D…You look at [her] the wrong way, [she’ll] go and put a complaint in, which ruins it for people that want to put in a proper complaint and have a legit reason to put a complaint in.58
Women and men differ in their views about experiencing and reporting sexual harassment. In the Review’s online survey, perceptions regarding the incidence and impact of sexual harassment, discrimination and abuse tended to be less positive for females compared to males: 

· A higher percentage of female respondents felt that experiencing sexual harassment or discrimination would have a negative impact on career progress (60% females, 41% males).

· A higher percentage of female respondents believed that women are more likely to experience sexual harassment or discrimination in the ADF than men (65% females, 44% males).

· A higher percentage of female respondents believed that women are more likely to experience sexual abuse in the ADF than men (54% females, 39% males).

· A higher percentage of female respondents felt that experiencing sexual abuse in the ADF would have a negative impact on career progress (58% females, 41% males).

· A higher percentage of male respondents believed that appropriate action would be taken if they were to report an incident of unacceptable behaviour (66% females, 83% males).

3.6 Work or family – the ‘choices’ women make

Beyond this, ADF women feel they face a stark choice between career and family. This mutually exclusive choice was described by both men and women, but it was women who felt most keenly that they must choose whether to have a career, or a family, but could certainly not have both:

I’m 35, and I’m at that point now where I’m looking at my career going, do I want to stay in the Navy...because I can’t see me putting 100 percent into my job…as well as being …100 percent into my family… I have to choose.59
It all depends what you’re willing to sacrifice. Women tend to take on the role as primary care giver… it really comes down to how much you want it, but it is obviously going to backtrack your career.60
I don’t want to feel as though I’ve taken on a Command role to make Army happy… and then find that my kids are failing grade 3.61
In contrast, men often framed this choice as ‘just the way things are’:

Women get to a certain level and then they leave or they don’t progress further. I’ve not seen anything that [doesn’t] want them to progress. I think human nature happens.62
Female officers … fight against that maternal instinct. They want to be a mum…that’s what they’re hardwired biologically to do.63
Both men and women across all ranks perceived this ‘choice’ as an individual one. In fact, a widespread organisational acceptance was apparent regarding the inevitability of losing serving women when they become pregnant and needed to balance work and family responsibilities. As discussed in Chapter 1 and section 4.3, losing highly committed, trained women has an impact on the capability and sustainability of the organisation, representing a major loss on the time and resources Defence has invested in skills and talent development. 
In the Review’s online survey, men tended to have a more favourable view of the balance between work and family responsibilities than women:

· A higher percentage of male respondents felt that the ADF supports women through the different stages of their lives. (51% females, 67% males).

· A higher percentage of female respondents believed that their career is impacted by family/caring responsibilities (57% females, 36% males).

· A higher percentage of female respondents believed that the ADF should be more flexible towards the different life courses of men and women (61% females, 49% males).

· A higher percentage of female respondents agreed that family responsibilities affect their ability to go on deployment (56% females, 39% males agreeing).

There was a high degree of uncertainty about whether accessing flexible working arrangements would have a negative career impact. Further, only 18% of female respondents and 20% of male respondents did not believe that accessing flexible work would negatively impact on their career. These issues will be further detailed in Chapter 6.

3.7 Representation of women

Finally, the Review found deep organisational ambivalence about whether the ADF should increase the representation of women. The Review heard many times that women are simply not attracted to a career in Defence; that there were no impediments to women’s progression; and that the representation of women at about 14% was ‘about right’.64
There is strong resistance to any targets or quotas for women from men and women – the notion of differential treatment flying in the face of ‘equality’ as it is understood in the ADF. Many ADF members consider that equality will be achieved through identical treatment, with very little appetite, for example, for targets or quotas:

I think there are two key problems with [quotas]. One, every single person in this room would fight back because you’re taking one of our spots and two, there are females who can make it without a quota and you’re completely undermining their position…You’re just going to completely ruin the female name within the ADF.65
I don’t think we should have targets for any of this gender stuff because it diminishes what all of us in this room have achieved to date.66
[For] the people that have worked so long for twenty years to be thought of as equal and then when you finally get promoted they’ll say you only got it because you’re a female. Ruins everything we’ve done. Horrible, horrible thought.67
Results from the Review’s online survey suggest that large numbers of ADF members are uncertain about, or disagree with the idea that the ADF should increase the representation of women (47% of female respondents, 66% of male respondents). About half of women and one-third of men agreed that the ADF should increase the representation of women (53% of female respondents, 34% of male respondents); and more men than women believed that the ADF supports the recruitment and retention of women (64% female respondents, 81% male respondents) and also that the ADF is committed to improving the representation of women in senior ranks (50% female respondent, 63% male respondents). 

Men were slightly more likely than women to believe that ADF personnel were promoted on merit. 73% of male respondents and 63% of female respondents believe that men are promoted on merit; and 64% of male respondents and 60% of female respondents believed that women were promoted on merit.

Finally, men and women also returned different responses to the survey items dealing with career progression:

· A higher percentage of male respondents believed that women have the same career opportunities as men in their Service (62% females, 80% males). 

· A higher percentage of male respondents believed that women are well represented in career streams where there are good opportunities for progression (57% females, 72% males). 

· A higher percentage of female respondents (and very few male respondents) believed that women hit a glass ceiling at Lieutenant Colonel / Commander / Wing Commander level (27% females, 7% males). 

· A higher percentage of female respondents believed that there should be more women in leadership positions in the ADF (62% females, 32% males).
The results suggest that there is evidence of ‘blind spots’ in the organisation about the adverse, differential impact on women of the current career development and promotion processes. This is explored in section 4.4.
By contrast some personnel do see a role for quotas. As one senior officer acknowledged:

Many will argue that they don’t want to be promoted based on a quota, that they want to get there on merit [but] quotas and merit are not mutually exclusive ideas. Well, we all need to get over it. The reality is that every woman who goes to the short list at a promotion board has merit anyway.68
3.8 Conclusion

Clearly, there is some dissonance between the views and beliefs of many in the ADF and the reality that was apparent to the Review. Despite assertions that men and women receive equal treatment, for example, there are many complaints about women receiving preferential treatment, while women often report feeling decidedly on the margins. For many personnel there is also an enduring ambivalence about whether and where women ‘fit’, whether there should be more serving women, whether the presence of women affects capability and what roles they should perform. This is of concern, given research informs us that gender diversity is a key marker of the health of organisations.69 As one expert states: ‘The canaries aren’t just warning that the mine is a bad place for birds; they are just the first ones to indicate that something is wrong in the mine, which needs to be addressed.’70 Perhaps the experience of women is signalling that the “mine” is no longer the most effective workplace for today’s people and families.
The Review acknowledges the programs introduced in recent times by Navy, Army and Air Force aimed at creating more diverse and inclusive workplaces. The Recommendations in this Report will build on these programs and create a blueprint for further reform.

As women and men’s working patterns and expectations converge, what will make a difference for women will likely also make a difference for men. After a detailed examination of the ADF workforce pipeline, the Report will explore some of these perceptions and experiences further before moving to its final recommendations. The recommendations have been developed having in mind the culture and beliefs of the ADF that are reflected above. They have also been developed with a view to improving the experiences of both women and men, and creating a better and high performing ADF.
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Chapter 4: The ADF Workforce Pipeline: 
Women’s representation and critical issues

The ADF workforce provides opportunities unlike any experienced in the civilian environment, while also imposing very specific parameters on its workers. All workforces face their own challenges and many still grapple with achieving a significant representation of women. The particular nature of the ADF workforce, the complex requirements of its overall mission and its highly defined career pipeline, can compound these challenges. Understanding this pipeline and the forces that affect it is essential to achieving meaningful organisational change.

This Chapter will examine the representation of women across the ADF workforce, analysing recruitment and retention efforts and trends, as well as the ways in which career management processes impact upon women’s progression.

(a) Overview of the ADF Workforce Pipeline

The ADF workforce is primarily built upon ab initio or entry level, recruitment. This means that the bulk of ADF recruits come from the civilian environment, with no previous military experience, and enter the base training rank. Most are from the 
17-24 year old age bracket, often straight out of school or tertiary institutions. 
Ab initio recruiting is seen as the best way to ‘progressively train individuals for the specific category and capability requirements’ of the Service.1
Applicants select their preferred occupations at recruiting and are allocated a position in a particular corps/mustering/category. They then commit to an Initial Minimum Period of Service, Return of Service Obligation or similar, which requires them to complete a certain number of years in the ADF or, alternatively, pay back a proportion of their training costs should they discharge at an earlier date. Opportunities for progression vary within these occupations, with some categories having what is known as a ‘low rank ceiling’ – that is where the most senior position in a certain category will be at a relatively junior level.
As later sections will discuss, promotion through the ranks is determined not only by performance, but also by a length of ‘time in rank’ that must be served before a member is eligible to be considered for promotion. Promotions are considered after members have served this time, rather than after specific application to more senior positions. This means that, rather than considering members’ suitability for a particular role, a Service specific promotions board considers their elevation in general terms on the basis of time served, performance reports received and how well they have functioned in comparison to their peers according to well defined metrics.

In other words, the ADF’s pipeline – a concept often used in relation to an organisation’s workforce – follows a rigid and linear path, with recruits and junior personnel entering at one end, and the organisation’s leadership emerging at the other.2 This Chapter provides an analysis of the representation of women within this ADF pipeline, while Chapter 5 will examine some of the structural and systemic barriers that women may encounter along the way.

(b) Workforce structure – the basics

The ADF workforce is comprised of ‘officers’ and ‘other ranks’. Officer positions are management focussed, requiring team leadership and decision-making. Other rank positions tend to be more trade related and team oriented. The other ranks include technical positions (e.g. mechanics, electricians, carpenters) and non-technical positions (e.g. cooks, dental assistants, drivers).

There are fewer officers than other ranks, and while each workforce component has its own hierarchy, the most senior leadership positions in the ADF are occupied by officers. Ranks O07-O10 are the most senior leaders in the ADF, and are known as ‘star ranks’.

The rank hierarchies and inter-Service equivalents are listed below.3 The following Chapter discusses these ranks and uses the abbreviations listed.

Table 4.1: Other ranks hierarchy and inter-Service equivalents

	Code
	Navy
	Army
	Air Force

	E00
	Recruit (RCT)
	Recruit (PTE REC)
	Aircraftman/Woman Recruit (AC/W REC)

	E01
	Seaman* (SMN*)
	Private Trainee 
(PTE TRN)
	Aircraftman/Woman Trainee (AC/W TRN)

	E02
	Seaman (SMN)
	Private (PTE)
	Aircraftman/Woman (AC/W)

	E03
	Able Seaman (AB)
	Private Proficient (PTE(P))
	Leading Aircraftman/Woman (LAC/W)

	E04
	
	Lance Corporal (LCPL)
	

	E05
	Leading Seaman (LS)
	Corporal (CPL)
	Corporal (CPL)


	Code
	Navy
	Army
	Air Force

	E51
	
	
	Non-commissioned Officer Cadet (NCOCDT)

	E06
	Petty Officer (PO)
	Sergeant (SGT)
	Sergeant (SGT)

	E07
	
	Staff Sergeant (SSGT)
	

	E08


	Chief Petty Officer (CPO)
	Warrant Officer Class 2 (WO2)
	Flight Sergeant (FSGT)

	E09
	Warrant Officer (WO)
	Warrant Officer Class 1 (WO1)
	Warrant Officer (WOFF)

	E10
	Warrant Officer of the Navy (WO-N)
	Regimental Sergeant Major of the Army 
(RSM-A)
	Warrant Officer of the Air Force 
(WOFF-AF)


Table 4.2: Officer ranks hierarchy and inter-Service equivalents

	Code
	Navy
	Army
	Air Force

	O00
	Midshipman (MIDN)
	Officer Cadet (OCDT)
	Officer Cadet (OFFCDT)

	O01
	Acting Sub Lieutenant (ASLT)
	Second Lieutenant (2LT)
	Pilot Officer (PLTOFF)

	O02
	Sub Lieutenant (SBLT)
	Lieutenant (LT)
	Flying Officer (FLGOFF)

	O03
	Lieutenant (LEUT)
	Captain (CAPT)
	Flight Lieutenant (FLTLT)

	O04
	Lieutenant Commander (LCDR)
	Major (MAJ)
	Squadron Leader (SQNLDR)

	O05
	Commander (CMDR)
	Lieutenant Colonel (LTCOL)
	Wing Commander (WGCDR)

	O06
	Captain (CAPT)
	Colonel (COL)
	Group Captain (GPCAPT)

	O07
	Commodore (CDRE)
	Brigadier (BRIG)
	Air Commodore (AIRCDRE)

	O08
	Rear Admiral (RADM)
	Major General (MAJGEN)
	Air Vice-Marshal (AVM)

	O09
	Vice Admiral (VADM)
	Lieutenant General (LTGEN)
	Air Marshal (AIRMSHL)

	O10
	Admiral (ADML)
	General (GEN)
	Air Chief Marshal (ACM)


4.2 Representation

In summary

	· Women are under-represented across most areas of the ADF and vastly under-represented in senior leadership positions in the organisation.

· At the end of 2010/11 women comprised 13.8% of all ADF personnel (17.4% of all officers, and 12.6% of all other ranks).

· By Service, women make up 18.5% of Navy, 9.9% of Army and 17.1% of Air Force.4
· Women make up less than 5% of star ranks, and less than 8% of warrant officers.

· Better recruiting practices and developmental pathways are required to address the under-representation of women in the ADF and leadership.

· The lack of diversity, including gender diversity, will increasingly impact on the ADF’s overall capability and operational effectiveness.


This section maps the representation of women in different parts of each Navy, Army and Air Force, in order to identify areas where women are progressing, as well as those where they are encountering hurdles. Without this information, a solid understanding of the barriers and opportunities that women face cannot be reached.
An examination of the ADF pipeline requires a number of analyses. As described above, the ADF is organisationally comprised of three separately managed Services (Navy, Army, Air Force), each of which has an officers and other ranks component. 
In addition, a number of ADF personnel are posted to tri-service establishments, such as Headquarters Joint Operations Command. Each of the single services’ workforce components has its own senior leadership positions, drawn from its own ranks. For this reason, this section will conduct separate analysis of each of these six workforce components.

At the outset, it is important to note that broad similarities apply across all three Services:

· Women are under-represented in most categories across the ADF, and make up 13.8% of ADF personnel overall.5
· Women are vastly under-represented at the most senior levels of each Service in comparison to their overall representation, making up less than 5% of all star ranks (senior officers), and less than 8% of warrant officers (senior other ranks).6
· There is a higher proportion of women in each Service’s officer corps compared to the other ranks. Overall, women make up 17.4% of all officers, and 12.6% of all other ranks.7
· In general, women progress better through the other ranks than the officer ranks.

There are also significant differences between the Services. Disaggregated by Service, the figures show that: 

· Navy has the highest overall representation of women (18.5%), but has issues with the progression of women beyond its junior ranks.

· Army has the lowest overall representation of women (9.9%), but is doing comparatively well with women’s progression, particularly in its other ranks.8
· Air Force falls somewhere between the other two Services with regards to both the representation (17.1%) and progression, but has had the best proportional improvements in the representation of women over the period examined.

The Review’s research reveals that underlying issues which are contributing to the low representation of women include:

· The failure of gender-related initiatives to increase the proportion of women being recruited into the ADF.

· The lack of a critical mass of women within the ADF, reducing the opportunity to create sustainable cultural reform in a number of areas.

· Occupational segregation and the traditional structure of the workforce, which has acted as a barrier to the progression of women into the most senior ranks of each Service.

· Real or perceived lack of support in the context of work/life balance, leaving many women feeling they must choose between their career and family.
As later areas of this Report will explain, the Review believes that addressing issues of recruitment, the lack of critical mass, occupational segregation and work/family balance will help the ADF address some of the areas of concern within its workforce pipelines.

(a) Methodology

The baseline data used in this section is end of financial year 2004/05 to 2010/11 snapshot figures provided to the Review by the Workforce Planning Branch.9 These figures are broken down by gender and rank for each Service.10 Further data, commentary and clarification by ADF workforce and career management personnel is also used, and cited as appropriate.

The analysis below examines each of the six ADF pipelines. Each subsection begins with three key graphs:

12. Women as a proportion of each rank over time, from 2004/05 to 2010/11. This time period is used because of the availability of comparable data over this period. It illustrates patterns and changes over the period.

13. Women and men as a proportion of each rank, end of financial year 2010/11. This graph indicates the representation per rank for women and men from the most recent information in this data-set.

14. Number and proportional representation of women in senior ranks. This graph focuses in on the number and proportional representation of women at the most senior ranks at each end of the data sample – 2004/05 and 2010/11 – to illustrate any changes that have occurred over this time.

(b) Army, other ranks
Figure 4.1: Proportional representation of women, Army other ranks, financial years 2004/05 to 2010/11
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Figure 4.1 shows the representation of women as a proportion of each other rank in Army over the previous seven financial years. The fact that representation at various ranks is tracking similarly over this time indicates that these patterns are well established.

Figure 4.2: Proportion of women and men, Army other ranks, financial 
year 2010/11
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Figure 4.2 shows the breakdown of women and men in each rank at the end of financial year 2010/11. In financial year 2010/11 women made up 8.7% of all Army other ranks (2,020 out of a total 23,335).11 This compares with 2004/05 when women made up 9.1% (1,800 out of a total of 19,844). While the total number of women has increased, the proportional representation has decreased.

Figure 4.3: Army women senior non-commissioned officers, 2004/05 
and 2010/11

	RANK
	2004/5

Number and proportion of total women (and men) / rank
	2010/11

Number and proportion of total women (and men) / rank

	SGT + SSGT
	260 (men 2,342)
	10.0%
	293 (men 2,512)
	10.4%

	WO2
	142 (men 1,705)
	7.7%
	169 (men 1,822)
	8.5%

	WO1 + RSM-A
	25 (men 503)
	4.7%
	56 (men 629)
	8.2%


Figure 4.3 shows the number and proportional representation of women at senior Army non-commissioned ranks in 2004/5 and 2010/11.12 There are more women in these senior ranks, particularly at the rank of WO1, in 2010/11 compared to 2004/05.
(i) Overall representation

The overall representation of women in Army’s other ranks is low. At 8.7%, it is proportionally about half the representation in Navy (17.9%) and Air Force’s (16%) other ranks.13
It should be noted however, that Army contains several large categories – for example infantry and parts of artillery – which are not currently open to women.14 Setting aside the categories from which women are excluded, women’s participation rate in the open parts of the workforce rises to nearly 13%.15 However, when the exclusion is lifted, women’s representation by both measures (absolute and open categories) will be closer to 9% than 13% if current recruitment and retention trends remain in place.16
As the largest sector of the ADF, the low representation rates for women in Army’s other ranks has a large impact on women’s representation in the ADF as a whole. Improvements in this part of the Force will be favourably reflected within the wider ADF.

(ii) Progression

The overall representation, representation at senior ranks, and separation and movement figures illustrate that women have been progressing through Army’s other ranks in a relatively equitable fashion.

In 2010/11 women made up 8.5% of all warrant officer class 2s and 8.2% of all warrant officer class 1s. These figures compare favourably to women’s overall representation at 8.7% of all other ranks.17
Women are equitably represented in both the separations and movements (promotions minus demotions, or net promotions) totals for financial year 2010/11, in comparison to their overall representation. Women made up 192 of the 2,142 (or 9%) total separations from Army’s other ranks and 796 of the 9,393 net movements per rank (8.5%).18 Women made up a higher proportion of separations from the corporal (15.9%) and sergeant (12.7%) ranks, but also a higher proportion of movements into lance corporal (10.5%) and corporal (11.6%).19 As figure 4.1 shows, women have been more highly represented at the rank of corporal than any other rank throughout the period examined, and so higher figures at and around this rank are also to be expected. Beyond the rank of corporal, representation begins to trend downwards again.

Figure 4.3 also indicates that there has been an improvement in the number of women progressing to the most senior ranks in this part of the Service between 2004/05 and 2010/11.
(iii) Conclusion and issues

Currently, the representation of women in Army’s other ranks is stable but low. The main obstacle is recruitment.
The Review understands that Army and Defence Force Recruiting are currently seeking to address this issue by streamlining the recruitment process, and increasing the conversion rate between the number of enquiries (which they see as ‘healthy’) and recruits (which could be improved).20 These initiatives are commendable, and the Review has made recommendations about other innovative recruitment strategies that should be trialled or adopted in order to increase the number of female recruits.
Analysis of enlistments and separations from the rank of recruit also indicates that retention of female recruits may be an issue.21 A higher separation rate for women at recruit schools may be due to a number of factors, such as the absence of a critical mass of women, and the strict gender segregation in much of recruit training which can isolate women and fail to provide them the support network that is available to men.22 Given Army will be expecting more female recruits in the future, it should examine ways to provide ongoing support structures to its new recruits, to make sure they are well equipped to deal with the challenges of recruit school, and progress through the early stages of their careers.

Finally, figure 4.1 indicates a spike in women’s representation at corporal over the entire period examined by the Review. This is acknowledged by Defence, but neither the ADF nor the Review have a hypothesis as to why this might be at this time.23 An examination of this, and whether there are particular barriers facing women at the rank of corporal, as well as any similar areas of interest in the workforce pipeline would be beneficial to the goal of increasing leadership pathways for women.

(c) Army, officers

Figure 4.4: Proportional representation of women, Army officer ranks, 
financial years 2004/05 to 2010/11

	
[image: image19.png]20%

15% -
e 2004/05

—2005/06
10% s 2006/07
—2007/08
5% —2008/09
——2009/10
e 2010/11

0% T T T T T T ]

OoCDT
CAPT
MAJ
LTCOL
CcoL
BRIG
GEN

2LT +LT
MAJGEN
LTGEN







Figure 4.4 shows the representation of women as a proportion of each officer rank in Army over the previous seven financial years. As with other ranks, the patterns here are similar across the period, indicating established trends. There are some discrepancies at the more senior ranks, which are a result of the very small numbers of personnel involved, and the fact that individual promotions and retirements subsequently result in visible graphical shifts. There are no women in the most senior ranks, indicating a barrier at this level.

Figure 4.5: Women and men as a proportion of each Army officer rank, financial year 2010/11
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Figure 4.5 shows the breakdown of women and men in each rank at the end of financial year 2010/11. In financial year 2010/11 women made up 14.5% of all Army officer personnel (897 out of a total 6,166).24 This compares with 2004/05 when women made up 14.2% of Army officer ranks (746 out of 5,262).

Figure 4.6: Army women senior officers, 2004/05 and 2010/11

	RANK


	2004/5

Number and proportion of total women (and men) / rank
	2010/11

Number and proportion of total women (and men) / rank

	MAJ
	177 (men 1,130)
	13.5%
	228 (men 1,385)
	14.1%

	LTCOL
	32 (men 437)
	6.8%
	62 (men 527)
	10.5%

	COL
	4 (men 115)
	3.4%
	7 (men 152)
	4.4%

	BRIG
	0 (men 40)
	0%
	4 (men 48)
	7.7%


Figure 4.6 shows the number and proportional representation of women at senior Army officer ranks in 2004/5 and 2010/11.25 Although representation has improved, particularly at lieutenant colonel and brigadier level, it remains very low, and there are no women at the most senior ranks. 

(i) Overall representation

Women make up 14.5% of Army officer ranks, a much higher proportion compared to other ranks (8.7%). This figure is much closer to women’s representation in the other Services’ officer corps (Navy 20.3%, Air Force 19.3%), and indicates that women’s lower representation in Army as a whole is largely a result of the low representation in its other ranks.

There are a number of Army officer roles which are not open to women, although these restrictions are soon to be lifted.26 If the categories from which women were excluded at the end of 2011 are set aside, women’s participation rate among Army officer ranks rises to over 17%, a figure more in line with women’s representation in the other Services.27
(ii) Progression

Women are not progressing into Army’s senior ranks in numbers commensurate to their overall representation in the Service. Figures 4.4 and 4.5 show that the representation of women falls away as rank increases. In 2010/11, women made up 17.8% of lieutenants but only 4.4% of colonels, with a steady decline in representation between these ranks.28 At the most senior three levels of Army, there are no women.

In 2010/11 women made up 60 of the 457 (or 13.1%) separations across all ranks, and 134 of the 915 net movements/promotions (14.1%).29 Between 2004 and 2010, women have been over-represented in separations from more junior ranks. Figures for calendar years 2004 – 2010 show that women comprise between 25% and 40% of separations from captain, and between 2007 and 2010, women made up between 16.5% and 20.5% of separations from major.30 As women are lost from the pipeline at these ranks, issues of critical mass become more obvious. While the representation of women is improving at more senior ranks (see figure 4.6) there remain very few star ranked women in Army. In 2010/11, women made up only 4.6% of all movements to colonel, and none of the 25 promotions to Brigadier (17) Major General (6) or Lieutenant General (2).31
An analysis of the most senior ranks in the ADF indicates that they are customarily filled by personnel from employment categories in which men are well represented and women less so, if at all. The same situation exists in mid-ranking career gateway positions. Recent figures indicate that women only occupy 4 out of 81 commanding officer positions within Army, and almost 30% of these positions are in categories that women have been precluded from occupying.32
(iii) Conclusion and issues

The workforce issues facing Army’s officer ranks differ from those facing the other ranks. Overall representation and attraction are less pressing issues, but progression through the ranks is more problematic. 

At the end of 2010/11, women only made up 11 of the 211 colonels and brigadiers, and none of the 24 generals (ie. majors general, lieutenants general or generals).33 The small numbers of women in senior roles means that the critical mass of leaders that may assist in bringing about cultural change does not exist in this part of the ADF. Further, there is no clear or established pathway to which junior women can identify and aspire. 

As it will be noted in Chapter 5, women are under-represented in key developmental roles such as command which act as gateways to leadership positions. As long as Army retains a workforce structure which draws its senior leadership from categories in which men are dominant, women will remain under-represented in its most senior ranks.

(d) Navy, other ranks

Figure 4.7: Proportional representation of women, Navy other ranks, financial years 2004/05 to 2010/11
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Figure 4.7 shows the representation of women as a proportion of each other rank in Navy over the previous seven financial years. The similar trends indicate that a critical point has existed around leading seaman over recent years, before which women’s representation is relatively steady, and after which it falls away. 

Figure 4.8: Women and men as a proportion of each Navy other rank, 
financial year 2010/11
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Figure 4.8 shows the breakdown of women and men in each rank at the end of financial year 2010/11. In 2010/11 women made up 17.9% of all Navy other ranks (1,940 out of a total of 10,818). This compares with 2004/05 when women made up 16.6% (1,659 out of a total of 10,014).

Figure 4.9: Navy women senior non-commissioned officers, 2004/05 
and 2010/11

	RANK
	2004/5

Number and proportion of total women (and men) / rank
	2010/11

Number and proportion of total women (and men) / rank

	PO
	117 (men 1,160)
	9.2%
	162 (men 1,110)
	12.7%

	CPO
	57 (men 789)
	6.7%
	74 (men 848)
	8.0%

	WO + WO-N
	11 (men 185)
	5.6%
	11 (men 167)
	6.2%


Figure 4.9 shows the number and proportional representation of women senior non-commissioned officers in Navy in 2004/5 and 2010/11. It illustrates that women remain under-represented in the most senior ranks in comparison to their overall representation.
(i) Overall representation

At 17.9%, the proportional representation of women in Navy’s other ranks is relatively strong, and more than twice the representation in Army’s other ranks.
At the end of 2011, 97.8% of all categories were open to women, with the remaining small number of categories associated with clearance diving.34 Removing the categories from which women were excluded in 2010/11 does not greatly alter the representation of women in Navy’s other ranks – the overall figure rising slightly to about 18.5%.35
(ii) Progression

Women progress through the junior other ranks at a similar proportional rate to their overall representation, but representation falls away starkly from the rank of leading seaman onwards.
Women are not reaching the most senior Navy other ranks in proportion to their overall representation. In 2010/11 women made up 8% of all chief petty officers and 6.2% of all warrant officers in Navy. These figures compare to women’s absolute representation of 17.9% of all other ranks. The issue again appears to be one of lack of progression rather than separations.
Women were slightly over-represented as a proportion of both the separations and movements/net promotions within Navy’s other ranks in financial year 2010/11. Women made up 171 of the 885 (or 19.3%) total separations from Navy’s other ranks, and 703 of the 3,584 net movements per rank (19.6%).36 When compared to overall representation per rank, women made up a slightly higher proportion of the separations from recruit (26.4%), leading seaman (24.1%) and warrant officer (14.3%); and also a higher proportion of promotions to petty officer (16.9%), chief petty officer (13.1%) and warrant officer (12.5%).37
The above figures are supportive of the trends seen in figures 4.7, 4.8 and 4.9. Women enter Navy’s other ranks at a comparatively high rate, but have high proportional rates of drop-outs between recruit and seaman*, and after the rank of leading seaman. These figures are also supportive of the slow trend of improvement in women’s representation at more senior ranks between 2004/05 and 2010/11.

(iii) Conclusion and issues

Navy is doing comparatively well with regards to attraction, and recruiting women into its other ranks workforce. The representation of women in all ranks up to leading seaman has hovered around 20% since 2004/05, with minor discrepancies from year to year. The issues in this part of Navy revolve around the promotion of women into senior ranks, especially beyond leading seaman. The Review believes that the difficulty of combining sea time with family responsibilities is a major issue contributing to this.
Female personnel in numerous focus groups, interviews and submissions have told the Review that they have experienced, or foresee experiencing, difficulties in balancing their careers in Navy (particularly in terms of sea service) with their families. The median age of women at leading seaman is 28, and women at this rank are about twice as likely to be married or have dependents compared to those at able seaman.38 This is also the rank at which women’s representation starts decreasing markedly, suggesting that the difficulties in balancing work and family at this particular stage of life and career play a part in this pipeline blockage for Navy’s female workforce.
It is notable that throughout Navy’s ranks women are much less likely than men to be married and/or have dependent children. This will be discussed further below.

(e) Navy, officers

Figure 4.10: Proportional representation of women, Navy officer ranks, financial years 2004/05 to 2010/11
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Figure 4.10 shows the representation of women as a proportion of each officer rank in Navy over the previous seven financial years. In a similarity to Navy’s other rank profile (Figure 4.7), representation for women is steady across the junior ranks, then falls away beyond lieutenant.

Figure 4.11: Women and men as a proportion of each Navy officer rank, financial year 2010/11
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Figure 4.11 shows the breakdown of women and men in each rank at the end of financial year 2010/11. In financial year 2010/11 women made up 20.3% of all Navy officers (644 out of a total 3,172). This compares with 2004/05 when women made up 19.2% (543 out of 2,824).
Figure 4.12: Navy women senior officers, 2004/05 and 2010/11

	RANK
	2004/5

Number and proportion of total women 
(and men) / rank
	2010/11

Number and proportion of total women 
(and men) / rank

	LCDR
	106 (men 590)
	15.2%
	124 (men 587)
	17.4%

	CMDR
	17 (men 286)
	5.6%
	38 (men 313)
	10.8%

	CAPT
	5 (men 79)
	6.0%
	11 (men 102)
	9.7%

	CDRE
	0 (men 27)
	0%
	2 (men 35)
	5.4%


Figure 4.12 shows the number and proportional representation of women at senior Navy officer ranks in 2004/5 and 2010/11.39 There have been improvements over this period, but representation remains low, and there are no women at the most senior ranks.40
(i) Overall representation

Women make up 20.3% of Navy officer ranks. Navy does not have as much of a discrepancy between the proportional representation of women in its officer and other ranks (17.9%) as Army does (Army 14.5% officers, 8.7% other ranks). This is reflective of the fact that Navy, unlike Army, does not contain large categories from which women have been excluded, but it also speaks to the fact that Navy has been more effective in attracting and recruiting women in the past.41
(ii) Progression

As in Navy’s other ranks, the progression profile for Navy officer women is a mixed picture. Women are well represented across junior officer ranks, where representation is almost one-quarter of the workforce, but this falls away beyond lieutenant. In 2010/11 women made up 26.3% of all midshipmen, 23.7% of sub lieutenants and 23.4% of lieutenants but there were only two women among the 50 star ranked officers, and no female admirals.

In 2010/11 women were slightly over-represented as a proportion of the total separations and promotions. Women made up 37 of the 157 separations (or 23.6%) across all ranks, and 107 of the 432 movements/net promotions (24.8%).42 Recently women have made up a substantial proportion of separations from lieutenant in several years, contributing to the diminishing progression of women beyond this point.43 In 2010/11, women were proportionally well represented within promotions to commander (19.6%) and captain (16.7%), but did not feature in movements to or from the star ranks.44 The 23 separations at Commander and above were all men; and the seven promotions to commodore and above were all men.45
Figure 4.12 indicates a small increase in women’s representation at more senior officer ranks in Navy between 2004/05 and 2010/11, but there are still very few women overall in these senior positions.
(iii) Conclusion and issues

The issues present in Navy’s officer pipeline are very similar to those in its other ranks. The representation of women is strong at the most junior ranks, but falls away dramatically at a mid-career point that appears to correlate with increased work and family balance pressure.

The demographic profile of women at the rank of lieutenant (where officer representation begins to decline) is remarkably similar to that at leading seaman (where other rank representation begins to decline). The median age of women lieutenants is 29, and the marriage and dependents rates at this rank are more than double those at sub-lieutenant.46 Again, this appears to be the point in many members’ life cycle where they are starting families and have difficulty combining their competing responsibilities.

Figure 4.13 indicates that across Navy’s senior officer ranks, men are much more likely to be married and/or have children than women.47 These figures reflect the fact that women continue to be the primary care-givers in Australian society. If Navy is to achieve the goal of promoting women into its senior leadership, it will need to address the fact that work and family appears to be a major structural barrier for many women in its workforce.
Figure 4.13: Proportion of Navy personnel married, with dependents, 2011 
(by gender)48
	Rank
	Women married percent
	Men married percent
	Women dependents percent
	Men dependents percent

	LEUT
	28.1%
	49.9%
	22.9%
	39.2%

	LCDR
	53.8%
	80.6%
	49.5%
	69.5%

	CMDR
	56.7%
	84.2%
	56.7%
	73.6%

	CAPT or higher rank
	Insufficient respondents
	84.8%
	Insufficient respondents
	81.9%


This is not just an issue for Navy. Work and family balance issues are also felt by personnel in the other Services, and Figures 4.14 and 4.15 indicate that women in Army and Air Force are also less likely to be married and/or have dependent children than their male colleagues.49
Figure 4.14: Proportion of Army personnel married, with dependents, 
2011 (by gender)50

	RANK
	Women married percent
	Men married percent
	Women dependents percent
	Men dependents percent

	CAPT
	27.5%
	59.7%
	26.8%
	45.7%

	MAJ
	56.6%
	75.8%
	47.3%
	65.3%

	LTCOL
	62.0%
	85.8%
	62.0%
	81.4%

	COL or higher rank
	Insufficient respondents
	86.1%
	Insufficient respondents
	82.1%


Figure 4.15: Proportion of Air Force personnel married, with dependents, 
2011 (by gender)51
	RANK
	Women married percent
	Men married percent
	Women dependents percent
	Men dependents percent

	FLTLT
	39.2%
	58.2%
	30.4%
	46.0%

	SQNLDR
	65.6%
	81.4%
	60.0%
	74.2%

	WGCDR
	65.2%
	87.1%
	67.4%
	74.3%

	GPCAPT or higher rank
	Insufficient respondents
	90.3%
	Insufficient respondents
	70.3%


(f) Air Force, other ranks

Figure 4.16: Proportional representation of women, Air Force other ranks, financial years 2004/05 to 2010/11
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Figure 4.16 shows the representation of women as a proportion of each other rank in Air Force over the previous seven financial years. As is the case with the other Services’ other ranks, women are represented throughout the higher ranks, although representation falls away at the highest ranks.

Figure 4.17: Women and men as a proportion of each Air Force other rank, financial year 2010/11
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Figure 4.17 shows the breakdown of women and men in each rank at the end of financial year 2010/11. In financial year 2010/11 women made up 16% of all Air Force other ranks (1,605 out of a total of 10,019). This compares with 2004/05 when women made up 14.8% (1,363 out of a total of 9,191).
Figure 4.18: Air Force women senior non-commissioned officers, 2004/05 
and 2010/11

	RANK
	2004/5

Number and proportion of total women (and men) / rank
	2010/11

Number and proportion of total women (and men) / rank

	SGT
	236 (men 1,349)
	14.9%
	283 (men 1,482)
	15.9%

	FSGT
	59 (men 596)
	9.0%
	102 (men 624)
	12.7%

	WOFF + WOFF-AF
	20 (men 492)
	3.9%
	44 (men 527)
	7.7%


Figure 4.18 shows the number and proportional representation of women at senior Air Force other ranks in 2004/5 and 2010/11. It shows some improvements over the period.

(i) Overall representation

The representation of women in Air Force’s other ranks, at 16%, is almost as high as in Navy’s other ranks (17.9%) and well above Army (8.7%).

At the end of 2011, 97.8% of all categories in Air Force were open to women, with the remaining categories being Airfield Defence Guard (other ranks) and Ground Defence Officer (officer).52 Removing Airfield Defence Guard from 2010/11 workforce figures raises the representation of women slightly to about 16.7%.53 

(ii) Progression

The profile of women’s representation in Air Force bears similarities to elements of both Army and Navy. Overall representation is relatively strong (similar to Navy), as is progression through the ranks (similar to Army).

Women’s representation at the most senior non-commissioned officer ranks (flight sergeant and warrant officer) has increased in number and proportion over the period examined. In 2010/11, women made up 12.7% of all flight sergeants and 7.7% of all warrant officers in Air Force, compared with 9% and 3.9% in 2004/05. This is the most substantial proportional increase in any of the Services during this period.

Women were slightly over-represented as a proportion of separations and movements/net promotions within Air Force’s other ranks in financial year 2010/11. Women made up 121 of the 669 (or 18.1%) total separations, and 430 of the 2,252 net movements per rank (19.6%).54 Women comprised slightly higher proportions of the separations from leading aircraftman/woman (23.8%) and corporal (19.4%), and of the promotions to corporal (23%) and sergeant (21%). At higher ranks, women only made up 20.3% of promotions to flight sergeant, and 6.5% of promotions to warrant officer in 2010/11.55
Air Force’s career and diversity officers do not see any overt discrimination in the promotions processes, and view the initiatives being pursued in their Service over the recent past very positively. They have told the Review that ‘if there are positions there, women get there.’56 This flows to the issue of occupational segregation. 
A disproportionately large number of warrant officers are drawn from the airman/aircrew and technical musterings in which women are not well represented.57 This anomaly appears to explain why women are proportionately represented throughout most of the other ranks, with a drop-away at warrant officer. 

(iii) Conclusion and issues

Air Force other ranks is doing comparatively well with both attracting women into its pipeline, and facilitating progress through it. Further, there have been small improvements in the number and proportion of women among the other ranks over the period examined. As in all Services, the absolute number and proportion of women entering Air Force remains low, and the most senior ranks are more populated by male dominated workforce categories.
(g) Air Force, officers

Figure 4.19: Proportional representation of women, Air Force officer ranks, financial years 2004/05 to 2010/11
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Figure 4.19 shows the representation of women as a proportion of each officer rank in Air Force over the previous seven financial years. The overall picture is one of steady decline throughout the ranks, with some fluctuations at the more senior levels. However, there have been small increases in representation across most ranks between 2004/05 and 2010/11.58
Figure 4.20: Women and men as a proportion of each Air Force officer rank, financial year 2010/11
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Figure 4.20 shows the breakdown of women and men in each rank at the end of financial year 2010/11. In financial year 2010/11 women made up 19.3% of all Air Force officers (894 out of a total 4,623). This compares with 2004/05 when women made up 16.2% (656 out of 4,044).
Figure 4.21: Air Force women senior officers, 2004/05 and 2010/11

	Rank
	2004/5

Number and proportion of total women (and men) / rank
	2010/11

Number and proportion of total women (and men) / rank

	SQNLDR
	110 (men 740)
	12.9%
	178 (men 896)
	16.6%

	WGCDR
	45 (men 334)
	11.9%
	53 (men 397)
	11.8%

	GPCAPT
	3 (men 105)
	2.8%
	12 (men 109)
	9.9%

	AIRCDRE
	0 (men 27)
	0.0%
	1 (men 38)
	2.6%

	AVM
	1 (men 9)
	10.0%
	1 (men 9)
	10.0%


Figure 4.21 is a comparison of the numbers and proportion of women in senior officer ranks in Air Force in 2004/05 and 2010/11. Air Force had a female two star officer in 2004/05 and in 2010/11, but representation in the star ranks has been low throughout this period.

(i) Overall representation

Women make up 19.3% of Air Force officer ranks, a figure slightly higher than its other ranks (16%), and comparable to the figure for Navy officers (20.3%). At the end of 2011, there were only 63 Ground Defence Officers – the only category which was not open to women in Air Force – and removing these from the equation raises the participation rate of women among Air Force Officers only slightly (to 19.6%).59
(ii) Progression

The progression profile for women among Air Force officers shows a steady attrition in the representation of women as rank increases. In 2010/11 women made up 25.6% of pilot officers and flying officers, 20.4% of flight lieutenants, and 16.6% of squadron leaders. There is no particular point at which this decline deviates greatly but rather there is a steady decline prior to the star rank level, following which movement over time appears exaggerated due to the small numbers of personnel involved (figure 4.19). 

In 2010/11 women in Air Force were slightly under-represented as a proportion of the total separations and slightly over-represented as a proportion of total movements/net promotions. Women made up 43 of the 243 separations (or 17.7%), and 170 of the 776 movements/net promotions (21.9%).60 In 2010/11, there were eight promotions to, and five separations from, Air Force’s star ranks. All of these were men.61 Aside from the near absence of women at star ranks in these movements, there are no particular patterns of note over the recent past.62
The numbers and proportion of women at Air Force’s most senior ranks has increased over time. Still, very few women are progressing beyond group captain, with leaders customarily drawn from categories which have historically been male dominated, such as aircrew and engineering.
(iii) Conclusion and issues

There has been a rise in the absolute number and proportion of women across most Air Force officer ranks between 2004/05 and 2010/11. However, there remains a general decline in women’s representation as rank increases. Occupational segregation, custom, and the current design of the Air Force workforce are the major reasons for this. At the end of 2010/11, there were only two women among the 51 star ranked RAAF officers.
Subsequent sections of this Chapter and Chapter 5 will examine the various ways in which issues relating to recruitment, retention, career progression, occupational segregation and leadership pathways all have an impact on the figures analysed above – and, if unaddressed, on the future representation of women in the ADF pipeline.

4.3 Recruitment

In summary

	· The ADF relies heavily on ab initio (entry level) recruitment. Fifty percent of ab initio recruited personnel leave the ADF after only a few years of service. The proportion of women ab initio enlistees has not changed significantly in the past decade.

· Women are exiting at higher rates than men through the recruiting pipeline.

· Workforce pressures and the ADF’s shrinking talent pool mean that current initiatives, such as the Recruitment of Women Strategy, are not sufficient. The ADF needs to draw on a broader cross section of the population or risk not meeting its future workforce needs.

· The ADF should explore other innovative strategies in order to appeal to women at different ages and stages of their careers, and minimise the loss of women through the recruiting pipeline.

· The cost of recruiting new personnel has dramatically increased over the past decade but the ADF has continued to fall short of its recruiting targets.
· Increasing the number of women recruited to the ADF, particularly into non-traditional occupational areas, will require targeted intervention.


The Defence White Paper 2009: Force 2030 (‘2009 White Paper’) states that ‘people are at the heart of delivering the Defence capability’.63 In the last decade, however, the ADF has struggled to meet recruiting targets, particularly those in critical categories. Over the same period, recruitment costs have tripled. With ADF personnel leaving far earlier in their service than previous generations, pressure is increasing on a recruiting system that is already not achieving its targets.

It is clear that the ADF must draw on a broader talent pool in order to ensure its sustainability and operational effectiveness. Comprising almost half the wider workforce, women are a critical part of this broader talent pool. As this section will outline, however, the ADF’s efforts to date to increase the representation of women have stalled. Although some innovative strategies have successfully attracted more women to enlist, others continue to be lost through the recruiting pipeline. The ADF manages its workforce supply through a focus on attraction and recruitment of personnel on the one hand, and on retention of personnel on the other.
(a) Recruiting policies and pressure points

The Defence workforce is made up of a mix of military (ie ADF members), civilian 
(ie Defence APS) and contractor personnel. ADF members are employed within the Services but are also employed within non-Service groups, which assist in delivering operational capability.

The 2009 White Paper sets ADF workforce numbers.64 To support the increase in military equipment and systems envisaged in the White Paper, it estimated that the workforce would need to grow to 57,800 full time military members over the next decade.65
At initial glance, this is more than achievable as, at 30 June 2011, Defence had 58,139 permanent ADF members, and is currently over strength.66 This is largely because separation rates have been low in recent years, while there has also been increased recruitment from within the Services, transfers from the Reserve and prior service re-enlistment.

As the economy improves, however, separations are increasing again. At the same time, Australia’s demographics are changing and social and labour market pressures are intensifying. The 2009 White Paper identifies attracting and retaining the future workforce as one of the most significant challenges facing Defence, highlighting two key areas of focus:
· addressing trade shortfalls, which requires new ways to recruit and retain technical trades as well as key professional groups such as tradespeople and health professionals
· ensuring that Defence reflects the composition of the broader Australian community. In particular, the attraction of women and Australians from Indigenous and more diverse ethnic backgrounds to the ADF are articulated as a priority.67
(i) The Recruitment Process

In 2005, Defence established a dedicated Defence Force Recruiting (DFR) Branch to develop a long term recruiting strategy and manage the recruitment function for the ADF.68 Under this tri-service system, significant components of ADF recruiting activities are also outsourced to an external service provider.69
Defence Force Recruiting (‘DFR’) provides marketing and recruiting services to the ADF through a ‘public sector/private sector collaboration between Defence and Manpower Services (Australia) Pty Ltd’ (‘Manpower’).70 DFR’s stated mission is to ‘recruit the right people to sustain and enhance Defence capability’. This arrangement replaces the previous system where each Service was responsible for its own recruitment. 

DFR is staffed by Service personnel, APS personnel and Manpower staff with 16 Defence Force Recruiting Centres around Australia.71 In the mid-1990s, approximately 1500 ADF and Defence APS personnel were involved in recruiting operations within the single Services.72 DFR now provides the ADF’s recruiting capability with around half that figure.

Recently, the ADF signed a five-year contract with Manpower covering ‘marketing, recruitment operations, medical and psychological assessments and the co-ordination of selection boards and employment offers’. Defence has stated that future renewal of the contract ‘fundamentally requires that the company delivers the numbers.’73
The ADF has key responsibilities for recruitment planning and activities through DFR, such as setting recruiting targets, entry standards and recruiting policy.74 ADF personnel undertake the key interviews during the recruitment process and are responsible for the final selection of candidates for enlistment.75
Manpower is responsible for providing recruiting services, including recruitment processing and managing candidates through the recruiting pipeline. As part of this model, Manpower operates the ‘Candidate Relationship Management Centre’ (‘CRMC’), a centralised call centre to provide for closer case management of candidates. 

An overview of the key stages of the recruiting process is set out in Appendix G.5. 

(ii) The recruiting supply

As explained at the beginning of this Chapter, the main source of new personnel for the ADF is through ab initio recruitment. In 2010-11, ab initio entrants (both men and women) made up approximately 87% of all categories of entry into the ADF.76 

Some of the perceived benefits of ab initio recruitment include:

· more stability and control over workforce (because of defined minimum periods of service and return of service obligations, training timeframes and continuums)

· more predictability in terms of career progression and separations

· less outside competition for labour as the ADF is able to recruit and train its own skilled labour force.77
This confidence in ab initio recruitment hides the concerning reality that, across the three Services, 50% of recruits are lost after only a few years of service (5-6 years in Navy, 4-5 years in Army and 7-10 years in Air Force, with women at the lower end of these timeframes in all three Services). This means that the ADF is under constant pressure to bring through new recruits.

A small percentage of personnel supply is made up of ‘lateral transfers’. In the ADF context, this refers to transfers from the Reserve to the permanent forces, inter- or intra-Service transfers, or transfers from overseas forces. As will be discussed later, lateral transfer from non-military workforces has not been a focus for ADF recruitment.78 Appendix G.1 shows the sources of recruitment supply for the 2010-11 financial year.79 Apart from the 87% of new personnel who were ab initio entrants:

· transfers from the Reserve made up 5.8% of entries

· transfers from Gap Year made up 2.2% of entries

· re-enlistees made up 2.7% of entries

· service transfers made up 1.6% of entries 

· overseas transfers made up 0.7% of entries.

As noted in Chapter 1, increasing competition for young talent and simultaneous reduction in the ADF’s primary target market means that the almost exclusive reliance on ab initio recruitment to deliver the ADF’s capability is unsustainable.

(iii) Failure to meet recruiting targets

Recruiting targets are developed by the ADF to meet its future capability requirements. The ADF has fallen below its recruiting targets for over a decade.80 

As noted above, separation rates have been low in recent years, particularly for Air Force, driven largely by conditions created by the global financial crisis and a series of successful large-scale initiatives and bonuses directed towards retention of personnel. There has also been an increase in lateral recruitments and 
re-enlistments.81 

This overachievement in Average Funded Strength (‘AFS’) has meant that the ADF’s failure to meet recruiting targets has not been an immediate concern. In fact, this overachievement has created funding pressures for Defence.82 To help reduce the impact of this overachievement, ab initio recruiting targets have been lowered yearly, yet even these targets are not being met.83 This creates the risk that, if recruiting were to slow further, it would create future capability gaps for the ADF.

The Review was provided with a draft of the most recent ADF Recruiting Strategic Plan 2011-21 (‘RSP’), which states that ‘in the short term, Defence is well placed to recruit the number of personnel it needs to meet the workforce requirements of the 2009 Defence White Paper’.84 According to the RSP, Defence has competed for new labour ‘with increasing success’ since 2009, based on a number of factors:85 

· the GFC came at a time when availability of labour with at least Year 12 qualification level (required for most jobs in the ADF) was high

· an increased recognition of post-secondary qualifications available through ADF employment

· improved recruitment into ‘critical categories’ and skill set areas through a range of initiatives, including targeted recruiting and accelerated processing of candidates and improving the ‘training pipeline’ to ensure that people are not lost through the long training continuums for these skill sets86 

· there has been greater scope for recruiters to redirect candidates toward hard to fill targets, because available targets for popular jobs have been filled.

The result has been improved ab initio recruitment across most job categories in 2009-10 to 92% of its target, which the ADF reports it has successfully sustained through to June 2011.87
Although this recruiting success is expected to continue in the short term, the RSP warns that it is unlikely to last. There were half the candidates in the recruiting pipeline in December 2010 than in June 2009.88 If there was a sudden need to increase recruiting targets, the RSP warns there would be insufficient candidates in the recruiting pipeline to meet such targets, due to the lower current enquiry rate and the lower rates of conversion from enquiry to actual enlistment.89
As the ADF’s strength returns to actual AFS guidance, a number of factors are expected to place increased pressure on recruiting performance:90
· separation rates of already qualified personnel are increasing, with demand for skilled workers in the labour market being matched with attractive remuneration conditions91
· winding up of the retention incentives are expected to cause a further rise in separations

· demographic projections indicate that, although the Australian population will continue to grow, the size of the ADF’s traditional recruiting pool will shrink as a proportion of the rest of the population.92 

This combination of factors will lead to workforce pressures which could impact on ADF capability. 

A 2011 Defence Workforce Outlook report identified that ‘attracting enough candidates with the necessary skills and abilities’ will be a ‘significant challenge’ for the ADF: 

Given the Australian demographic, educational and health profile over the next ten years, Defence will need to ensure its employment offer remains attractive if it is to retain its share of the applicant pool. The greatest recruitment risk is perhaps in the ten year period, when the demand for higher level skills and qualification is forecast to outstrip supply to unprecedented levels.93
(iv) The rising cost of attracting and recruiting personnel

The 2009 White Paper estimates that, on average, within the Defence workforce, full-time military personnel cost around 30% more than civilian personnel.94 The costs of recruiting personnel are also significant.

The Review was provided with the costs of recruitment in the form of total DFR Branch expenditure over the past decade, including:

· Defence (ADF and APS) staff costs

· costs of the recruiting services contract

· marketing and advertising costs 

· administrative and operating costs.95
In the last decade, the cost of recruiting each new member has tripled from approximately $7,000 to over $21,000 per enlistment.96 From 2001-02 to 2010-11, DFR’s spending had more than doubled from around $61 million to $142 million. The estimated expenditure for 2011-12 was provided as around $151 million.97 A further breakdown of DFR expenditure is provided in Appendix G.2. 

To attract potential recruits, Defence relies heavily on mass media advertising to generate job enquiries, and this has a large budget allocation.98 There are also significant costs within the recruiting pipeline, particularly due to long processing times. As well as cost implications, these delays create problems for managing numbers through the pipeline and make it more likely that candidates will be lost to competitors.99
Despite this increased expenditure, enquiries have been decreasing.100 The Review was told that the recent drop in enquiries and applications was intended to ‘reflect lowered Service recruiting targets’ rather than reflecting a decline in interest in joining the ADF. DFR advised that the amount of money spent on advertising is calculated to ‘generate just enough enquiries to ensure a reliable supply of suitable recruiting candidates for available ADF jobs’.101
Although the ADF relies on the relatively stable proportion of those with a propensity to enlist within its core target market, competing for talent in an increasingly challenging recruiting environment is costing the ADF more overall to generate enquiries. The RSP notes:

Financial pressures by 2012-13 are unlikely to permit the advertising expenditures that precipitated the surge in enquiries from 2007-2010. With a gradually tightening labour market, fewer recruiting prospects will be available in any case.102
(v) Narrowing recruitment pool

As noted above, the ADF relies on the fact that the proportion of its traditional target group who are predisposed to consider a career in the ADF has remained relatively steady over time, at around 25-29% over the past few years.103 Defence observes that:

This stability is likely to be at least partly attributable to the factors which motivate Australians to join the ADF, which are inherently enduring in nature.104
However, the recruiting process filters the recruitment pool further through health, fitness, aptitude and psychological requirements,105 while changing technology is also impacting on the type of recruit the ADF needs to attract. The need for low skill, manual labour has decreased, with ADF members increasingly required to work autonomously and needing skills in problem-solving and servicing stakeholders.106 

This means that although improvements have been made in some ‘critical category’ areas, recruiting remains problematic in others:

Personnel with engineering, technical, intelligence and communication skills will be more difficult to attract and retain. The unique issues relating to securing sufficient personnel in the health domains will continue. If national skill shortages broaden… the wider elements of the ADF, such as management and logistics functions will also come under pressure at the 20 year mark.107
Meanwhile, the Australian labour market is continuing to change, based on factors such as a low national birth rate, ageing population, more women in the workforce and increasing ethnic diversity. As noted in Chapter 1, the RSP acknowledges that the ADF has been slow to reflect and capitalise on these demographic changes occurring in the Australian community. 

At the same time, the primary ADF recruitment pool is predicted to decline as a proportion of the total population, along with a shortfall in the ability of Australia to meet the required student and labour market demand over 2015-2020.108 The 2009 People in Defence blueprint paper warns that reliance on the ADF’s traditional recruitment pool will not attract a sufficient share of the labour market if workforce numbers need to be increased. It concludes that ‘Defence must find new ways to attract talent from a broader portion of the community’.109 Clearly, this must include women.
(b) Enlistment rates of women

In 2010-11, women represented 15.6% across all categories of enlistment into the ADF. Women made up 14.4% of general entry enlistees (other ranks) and 20.6% of officer entry enlistees.110 Though it is important to note that the proportion of women varies within each Service and job category, overall women are under-represented across enlistments in all three Services. For example, in 2010-11, women represented:

· 20.5% of all Navy enlistments

· 11.7% of all Army enlistments

· 18.5% of all Air Force enlistments.111
In terms of categories of enlistment, women represented 15.2% of ab initio entrants in 2010-11. When comparing the representation of women in other categories of entry for that financial year, women made up:

· 21.6% of transfers from the Reserve

· 33% of Gap Year transfers

· 9.9% of re-enlistees

· 7.8% service transfers

· 0% of overseas transfers.112
These figures show that, proportionately, there are certain avenues of entry which are more successful in attracting women to enlist than ab initio entry. For example, although the Gap Year program (discussed later in this section) only comprised 2.2% of all new entrants (men and women) for this period, a third of these Gap Year transfers were women, a significantly higher proportion than through any other form of entry. Women also made up a greater proportion of those transferring from the Reserve than ab initio entrants.113
Women had higher representation in officer ranks than other ranks across most entry categories (for example in 2010-11, women made up 21.5% of officer ab initio entrants but only 13.9% of other rank ab initio entrants). Of those transferring from the Gap Year program, however, there was a higher proportion of women in other ranks, indicating that the Program has been proportionately more successful in attracting women as general entry enlistees than other forms of entry. The proportion of women transferring from the Reserve was roughly the same for officer and other ranks.114
Despite efforts by the ADF to focus more attention on the recruitment of women in recent years, the proportion of women of all ab initio enlistees, which by far makes up the largest avenue of entry into the ADF, has not changed significantly since 
2002-03.115
(c) Barriers to attracting women to the ADF

The March 2012 Quarterly Defence Workforce Outlook report observes that addressing the ADF’s future recruiting vulnerability requires a focus on ‘broadening the recruiting base into areas where the labour force pool is either growing or stable’.116 However, significant barriers exist to broadening this pool and in particular, to attracting more women. 

These include the historical under-representation of certain demographic groups in the ADF which, in part, is the result of policies such as the exclusion of women from employment categories, citizenship and English language proficiency requirements, and physical fitness requirements. 

The strongest predictor of whether or not a person will join the ADF has traditionally been exposure to a family member or friend who has served, or is currently serving in the ADF.117 The historically low representation of particular demographic groups has flow on effects for future recruiting from those groups. It means that there will be fewer family members or others with service experience from these groups who can influence a person’s decision to seek an ADF career. 

The lack of diversity also further perpetuates the perception that the ADF has a masculine culture, geared towards recruiting men, potentially steering women away from the recruitment pipeline.

Media reporting of incidents of sexual harassment, assault and victimisation, meanwhile, may compound this. One focus group participant observed in relation to the ADFA Skype incident:

It’s done huge damage to I would say female recruitment… It was going on whilst I was going through recruiting but people were like ‘do [we] really want to recruit during this whole Skype blow up?’118 

As discussed in Chapter 3, another barrier is the belief that women are not suited for combat or are not naturally attracted to a military career, and that they make educational choices away from core Defence professions. The small proportion of women in the ADF is seen as the natural consequence of societal values about the role and nature of women and women’s work, and their choices around work and family.

The nature of the ADF’s war-fighting mission and emphasis on its ‘warrior culture’ perpetuates this belief, as has, until recently, the policy restriction on the employment of women in direct combat roles. The removal of this restriction means this formal policy barrier is gone, but the practical impact on women’s participation is less clear. Although it may have more significance for Army, the policy change will likely have limited impact on the percentage of women serving in the Navy and RAAF as there are very few categories remaining from which women have been restricted in these Services.119 

Defence representatives told a parliamentary inquiry hearing in March 2012 that opening up the remaining 7% of trades to women was not expected to cause a significant increase in women wanting to join the ADF. However, the need to move beyond reliance on the traditional recruiting pool was stated to be an important consideration in the decision:

The experience of many of our allies is that there will only probably be about a three or four per cent participation rate in those combat trades, so that is the reality. But we are doing this because, to sustain the workforce into the future, we want to access our fair share of the talent in the Australian labour market, which is increasingly female.120
(i) Experiences of the recruiting process 

Finally, research on behalf of DFR has found that lower conversion rates of enquiries to enlistments for women stem from a number of issues with the recruiting process. The process of applying has itself provided a barrier to many women considering enlisting,121 some key factors identified being:

· call centre staff having limited knowledge, candidates not being able to speak to the same person, or being transferred

· a lack of responsiveness by recruiting staff, inconsistent answers to queries or failure to keep candidates updated on progress

· inflexibility and a lack of understanding in relation to needs of candidates (for example, calling or scheduling appointments at inconvenient or inappropriate times, not understanding candidates’ school or work commitments)

· frustration with delays, complexity and costs of the recruiting process

· changing financial, personal or career opportunities arising from delays.

As part of its Recruitment of Women Strategy, the ADF has put in place some initiatives to address these barriers to recruitment of women, such as having current serving women visit schools and community events to share their experiences, a targeted Women in the ADF website profiling current serving ADF women and containing specific information and resources for women, and an online mentoring program to enable female candidates to communicate with serving female ADF members.122 The Review supports these initiatives.

In the course of its consultations, however, ADF members told the Review that, along with the barriers of occupational segregation, gender restrictions and beliefs about the proper role of men and women, many of these problems with the recruiting process still exist. There was a widespread perception that the recruiting process was effectively being run by ‘civilians’. This was seen to impact on the quality of candidates, as people were being recruited to fill ‘quotas’, despite the fact, for example, that they may not be able to meet requirements for training.123 

Similarly, some members reported being provided with inadequate, or simply incorrect, information by recruiting staff about particular roles. Others felt they had been ‘pushed’ into jobs that were not their preference or misled about the ease with which they might transfer to another category. Other complaints concerned a lack of access to staff with knowledge about a candidate’s preferred Service or specialisation.124 

Many of these more general complaints about the recruitment process and staff reflect the difficulties with an inflexible, ‘one size fits all’ recruiting system. For women, in particular, an inability to tailor the recruiting process to provide them with appropriate support can be a reason for women dropping out of the recruiting pipeline. For example, the DFR’s own research conducted in 2010 found that women felt discouraged from joining by reinforced perceptions of the ADF as a male dominated organisation, because in the early stages of the recruiting process they had largely dealt with ‘older male recruiters’ in some recruiting centres.125 In some focus groups, female participants said they had been told by DFR to apply for certain jobs because these were seen as being more appropriate for women:

They were saying ‘do a clerk position, be at a desk’… when I went through DFR again last year … I was questioning about the other things that I wanted [such as] plant operator and life support fitter, I was asking them what are these jobs? [They said] ‘I don’t know’.126
A couple of girls wanted to be techos or engineers and they got pushed into a clerk position as well.127
Recruiters play an important role in influencing which occupational branches a person may consider, meaning that the process for their selection and training is important. A recent evaluation of recruiting techniques in the Canadian Forces, for example, showed that recruiters were one of the most influential factors in the decision of potential personnel to join an organisation.128 

The Review was told that ADF personnel considered for posting to DFR are required to undergo selection interviews to establish their suitability, and all military, civilian and contractor personnel posted to a DFR Centre receive training relevant to their roles.129 

The role of the Defence Interviewer is to assess the candidate’s compatibility with the military and understanding of their designated role, or ‘organisational fit within the ADF’. However, research has found that, where organisations only seek the ‘right type of person’ to fit into an existing organisational culture, this can perpetuate a lack of diversity and make it even more difficult to create cultural change. In the case of the ADF: 

They will also need to recognise that in applying selection standards that homogenise the workforce they may cause a large proportion of the population to disengage from the military, because the institution looks and feels too different from the wider social context.130
Although some recruits told the Review they had dealt with female recruiting staff, including female Defence Interviewers, there needs to be increased use of women as role models and as a ‘visible’ part of the recruiting process, including staff dedicated to marketing, mentoring and support for women. In the Netherlands, for example, qualified women have specifically been appointed as recruiting officers, visiting secondary schools to raise the profile of a defence career amongst potential future personnel.131 Focus group participants agreed that more visibility of women throughout the recruiting process would be beneficial: 

I think that would influence a lot more women to join…You see someone in that position and …you want to mirror that…If you saw a woman out there who’s pretty powerful you know it’s like yeah, I want to be like that.132
The Review was told that the induction training modules for Defence Interviewers deal ‘specifically with the objective and appropriate treatment of recruiting candidates’. Additionally, Defence Interviewers undertake annual Equity and Diversity training. Given the pivotal role of recruiting staff, consideration should be given to specific inclusion of gender awareness and unconscious bias training to DFR staff, including ADF, civilian and contractor personnel.

(ii) Problems with delays in the recruiting process 

There are several points in the recruiting pipeline where there are delays or bottlenecks. Delays in the recruitment process have the potential to reduce an applicant’s motivation to continue, risking the loss of candidates and also consuming more resources in management of the process.133
Conversion rates between the point where a person makes an enquiry to the point of enlistment show that candidates are dropping out of the recruiting pipeline, and women are dropping out at higher rates than men:

· In 2009, the conversion ratio from enquiry to enlistment for women was 
20:1 compared to 11:1 for men.134
· In 2011, the conversion ratio from enquiry to enlistment was approximately 12:1 for women compared to 7:1 for men.135
Surveys conducted of enlistees between September 2004-August 2005 showed that a significant majority were ‘very happy with the service’ at recruiting centres.136 However, 30% of respondents considered the delay within the recruiting process as ‘unreasonable’. The median length of time during this period was approximately 
10 months for general enlistees and 13 months for officers. Focus group participants also commented on the lengthy delays for recruiting, with many candidates not kept informed about the progress of their application. Candidates may also be lost because of delays related to training intakes, when there is a mismatch between recruitment targets and available candidates. 

Following the implementation of the New DFR model, discussed below, a national audit report on the DFR recruiting contract found that in 2009-10 the average time between enquiry and enlistment of a general entry candidate was more than 60% higher than it had been in 2006.137 

(iii) Loss of women through the recruiting pipeline 

As the conversion rates demonstrate, women are being lost at higher rates than men through the recruiting pipeline. This loss is concerning given the smaller numbers of women making enquiries in the first place, though identifying points where the attrition of women occurs in the recruiting pipeline is not straightforward with the data available. In part, the Review was advised that this is because recruiting data is collected through multiple different systems.138 

For example, the Review requested data on pre-enlistment fitness assessment (PFA) performance by gender. DFR advised that their online system ‘Powerforce’ currently has no ‘capacity to provide detailed reporting in relation to candidate performance during the [PFA]’.139 

If candidates continually fail their PFA they are withdrawn from the recruiting process. Because employment category targets are often linked to enlistment/appointment dates, delays due to repeated failures of the PFA can also mean that a candidate’s employment opportunity may pass without them being allocated to that target.

Physical fitness is an issue that also appears to contribute to attrition of women following their enlistment.140 For example, although fitness test failure rates during recruit training and the progress of recruits are tracked and monitored closely by Army at Kapooka, the Review was advised that, generally, fitness test failures at training are:

managed at a local level and no central database is kept…information regarding key drivers for failures is not available (other than 'people aren't fit enough'). Members are excused from conducting a [fitness test] if they are not medically fit to do so.141
There also appears to be some attrition of women occurring in the early stages of the recruiting pipeline. The Review heard that this was partly because candidates often visited recruiting centres with limited understanding of available ADF jobs and jobs for which they may be suitable. Following their initial session speaking to a careers counsellor and taking an aptitude test (known as the ‘YOU session’ – see Appendix G.5), candidates often had more information resulting in a job preference change or withdrawal from the recruiting pipeline altogether.142
The Defence Portfolio Budget Statements 2011-12 included ‘streamlining recruitment processes and improving recruitment outcomes’ as one of its priorities.143 The RSP provides that ideally the recruitment process needs to be practical, tailored to individual circumstances, and provide incentives for candidates to choose hard to fill employment categories.144 

Improving recruitment processes to ensure that women are not lost at higher rates through the recruiting pipeline requires a more individualised process which better accommodates diverse needs. This might include establishing processes to accelerate, prioritise and support women through the recruiting pipeline, providing assistance with fitness, reviewing entry standards to remove/reduce unnecessary barriers to women’s enlistment and creating more flexibility in the enlistment/appointment timeframes. The ADF has adopted some specific initiatives which are considered below.

(d) Current ADF initiatives to improve recruitment

(i) Retention and Recruitment (R2) Program

As indicated above, the ADF has recently undertaken a major retention and recruitment program called R2 – a program aimed at improving recruitment and retention. R2 was approved in 2006, with the aim of expanding the ADF from around 51,000 full-time personnel (in 2005-06) to 57,000 by 2016-17. This target was revised to 59,000 in light of the 2009 White Paper and Strategic Reform Program.145
To meet this target, the R2 program contained 12 initiatives aimed at both increasing enlistment and reducing the separation rate.146 Over $3 billion has been allocated to these reforms.147 A large part of this has been directed to targeted retention bonuses. These are discussed further in section 4.3.

In 2010, there was an overall net increase in ADF enlistments compared with the five years prior to the implementation of R2.148 Army, in particular, significantly increased the number of permanent ab initio enlistments. However, this was still less than ADF enlistments achieved in 2001-02. 

Key initiatives in the area of recruiting encompassed by R2 involved reform to DFR and the development of a ‘New Defence Force Recruiting Model’, marketing and branding, a technical trades strategy, the cadets program and the ADF Gap Year. 
A summary of some of these recruiting related initiatives is provided in Appendix G.4.

Increasing participation rates of women in the ADF was not a focus of the R2 Program. Although evaluations of R2 initiatives have considered their success in improving recruiting and reducing separation rates across the ADF generally, their gender impact has not been evaluated in any systematic way.149 

(ii) The Recruitment of Women Strategy

Despite this, Defence does have some specific programs to attract groups which are currently under-represented in the ADF.150 

The ‘Recruitment of Women Strategy’ (RoWS) captures a series of programs, activities and initiatives targeted specifically at increasing attraction and recruitment rates of women by raising the ADF’s profile as an ‘employer of choice’. Although the strategy was initially developed in 2006-07, ongoing dedicated funding to implement these initiatives was not provided for until the 2009 White Paper, which allocated $3.16 million over 10 years.151
The aim of the RoWS is to increase the appeal of ADF careers to women and to counter stereotypical views which turn prospective candidates away. The RoWS initiatives, which are outlined in Appendix G.4 have two main points of focus:

· generating more enquiries from women by better promoting employment opportunities for women in the ADF

· addressing the significantly higher rate at which women drop out of the recruiting process compared to men.

Evaluating the success of the Recruitment of Women Strategy

A key thematic area of the CDF Action Plan for the Recruitment and Retention of Women is increasing the enlistment of women. Implementation of the RoWS is a central component of this.152 Progress reporting on the CDF Action Plan has indicated that implementation of the RoWS is ‘on track’, with each Service in the process of ongoing implementing RoWS initiatives led by Defence Force Recruiting (DFR). 

There was some awareness in Review focus groups that the ADF was making efforts to include women in advertising and promotional campaigns, by ‘sending service women’ out to schools and ‘using women throughout the advertising product’:
They have a very rigorous Women in Defence program now. I’ve just come from recruiting and it’s good...It’s [a] significantly funded Women in Defence campaign, it’s a priority from the Chief.153
However, others said there was still a need to better target females in recruiting:

I went to an all-girls school and Defence recruiting didn’t come to my school. They went to my brother’s school…If you want to attract females, you actually need to ask for females and sell it to them and send some females.154
Targeted recruiting on women, showcasing women in Defence, I don’t think we do that. I think we do generalised recruiting.155
Others thought that the ADF could do better generally in communicating the range of job opportunities available. The ‘average person’ still perceived ADF jobs as confined to ‘infantry’ or being ‘a pilot or sailor’:156
The recruiting and marketing campaigns, that Defence have [are not] representative of all the jobs you can do in Defence.157
There were also strong views that advertising targeted towards women continued to focus too much on traditional roles:

The other problem with have with recruiting is that a lot of the areas will push a lot of administration jobs towards females…A lot of females don’t know that there are a lot more jobs.158
If you look at a lot of the advertisements the majority of the photos…[are] males doing other trades with females doing clerical jobs.159
The importance of promoting successful women role models and the ADF ‘lifestyle’ was also highlighted:

They also need to know that when we recruit, we sell a lifestyle so you can have a career, you can have a family, you can have a social life, you can have the experience of travelling abroad albeit to Afghanistan, a war torn country.160
It was also noted that some Services were better at ‘selling’ this package than others:

Navy went down a lifestyle path and it’s been our most successful campaign…It’s skyrocketed enquiries.161
Army in particular was not seen as successfully appealing to women. One submission suggested that Army needed to look at its recruitment strategies ‘through the eyes of civilian females’ and promote itself as being accessible to women by changing ‘the pre-conceived mindset the Army is only for those who are "rough and ready"’:

We are recruiting women who, in the large part, expect to be spending their days with a rifle in one hand and a grenade in the other…[W]hy not employ a recruitment strategy targeted at females that involves a tour of their local military base and interviews with females of all ranks/job roles within that base? Why not educate women prior to enlistment on the great maternity schemes etc., available to women?162 

The original objective of the RoWS was to achieve a 1% increase each year in enlistment of women, to reach 20% annual enlistment of women by 2009-10.163 The Chiefs of Services Committee (COSC) endorsed the ADF Recruiting Strategic Plan 2007-17 to achieve this objective.164
In the first year of the RoWS (between 2006-07 to 2007-08) there was an ‘incremental improvement’ in the representation of women as full-time recruits from 13.5% to 15%.165 This improvement was seen to be due to more ‘female enquiries being converted into enlistment’.166
However, over the same period, it was found that the percentage of enquiries made by women had dropped (from 31% to 25%). A 2008 progress update on the RoWS concluded: 

It is clear that the current RoWS target of 20% is unachievable in this timeframe. DFR is aiming to maintain 15% achievement at the end of 
FY 2008/09.167
The RoWS targets were revised to achieve 20% female recruitment into full-time ADF by 2012-13. In 2010, it was reported that the RoWS had contributed to the female participation rate amongst ab initio recruits rising to over 15%. More recent data provided to the Review shows that this reflects the current figure.168 

The Review was provided data on enquiries and applications to join the ADF (Appendix G.1). According to this data, from 2007-08 to 2011-12:

· the percentage of total enquiries which are made by women has remained fairly stagnant between 24-26% over this period

· the percentage of applications by women, over the same period, has gone down from 19.5% (in 2008-09) to 16.34% (in 2011-12).

The difficulties in improving women’s representation are not confined to the early enquiry and application stages of the recruiting process. Despite the ‘incremental improvements’ to women’s conversion rates, the 2008 RoWS Progress Report reported that 50% of all women receiving letters of offer for full-time positions were not converting to enlistees.169 

The report suggested that this was due to physical fitness assessment failures, particularly as this correlated with higher average rates of injury amongst female Army recruits.170 The report argued that the RoWS fitness initiatives had the potential to assist in increasing female conversion rates as well as reducing compensation costs associated with enlistees who later fail at recruit school. However, as the program is still in its early stages, accurate data on its success is not available.171 Clearly, there should continue to be monitoring and evaluation of RoWS initiatives to see if they are increasing attraction/conversion of women through the recruiting pipeline.172 

To date, the enquiry, application and conversion rates mean that it will be impossible to achieve the attraction and conversion rates within the revised RoWS timeframe. It is also clear that the RoWS initiatives in themselves will not be enough to improve the representation of women across the ADF. For example, along with the recruiting targets set out in the RoWS, COSC had also agreed in 2007 that the Services would put in place aspirational targets for female participation rates as follows:

· Navy – 32% female participation by 2017

· Army – 12% female participation by 2010

· Air Force – 34% female participation by 2017.173
The 2008 progress report on the RoWS estimated that, to achieve these participation targets (assuming female retention remained similar), female recruitment rates in 2008-09 would need to be significantly higher than the RoWS target (closer to 42% for Navy, 16.6% for Army and 45% for RAAF).174 As the ADF has clearly fallen short of its target for recruiting women, its efforts will have to go far beyond the RoWS initiatives to impact on overall participation rates of women.

(iii) The ADF Gap Year Program

The ADF Gap Year program has had a very positive impact on recruitment of young women. The Gap Year program was announced in 2007 as a ‘$306 million investment in the youth of Australia’, as part of funding allocated to R2.175 It was intended to provide ‘an opportunity for young adults to experience military training and lifestyle within a 12-month program’, targeting 17-24 year olds who have completed Year 12 (or equivalent).176
On its introduction, the program provided for up to 1000 paid training, skills development and work experience positions for up to 12 months effective service, with no return of service obligation. Each Service developed its own program for participants, incorporating incentives and processes aimed at encouraging participants to transfer to the permanent or Reserve forces.177
The program was progressively scaled back due to capacity and cost considerations, and Air Force suspended it altogether. In the 2012/13 Federal Budget, it was announced that the Navy and Army Gap Year programs had also ceased, saving 
$91 million as part of the ‘re-prioritisation’ of Defence expenditure.178 

Key lessons from the program 

Despite its cancellation, the Gap Year program revealed some interesting findings in relation to attraction of young women to an ADF career. A three year evaluation after its commencement found:

· There were more qualified applicants than available places in the program and it was successful in providing young people with an experience of ADF service.

· Participants had positive experiences of the program, gained a better understanding of career opportunities available, and were more willing to recommend the ADF to their family and friends.

· Importantly, the report found that, in proportionate terms, ‘the program attracts more women than normal methods of recruitment’.179 

In its first two years, the Gap Year attracted a higher proportion of female enlistees compared with other avenues of entry into the ADF:

· In 2007-08, women made up 28.1% of enlistments into the Gap Year Program but only 15% of General Entry enlistments.

· In 2008-09, women made up 28.2% of enlistments into the Gap Year Program but only 14.8% of General Entry enlistments.180
The report suggested that the Program’s attraction to female enlistees related to a perception that the shorter period of service provided an option with lower risk for those contemplating an ADF career. Army feedback into a review of the Gap Year program was that ‘many females may be interested in an ADF career but are apprehensive serving four years in what could be perceived as a male dominated culture’. The option for Navy and Air Force to separate at short notice at any time during the Gap Year also provided a similar ‘comfort factor’.181 

Women also consistently form a greater proportion of transfers from the Gap Year program into the permanent forces than any other form of entry into the permanent forces. For example, women made up 33% of transfers from Gap Year to the permanent forces in 2010-11, whereas women made up around 21% of transfers from the Reserve into permanent forces, and only 15% of ab initio recruits.182
This success was also conveyed to the Review. The Navy Gap Year program, for example, enhanced recruitment of women into the Navy by:

· offering a ‘twelve month work experience with no strings’

· providing experience of the variety and challenges offered by a Navy career

· providing first hand observation of successful career women

· providing opportunities to experience employment in fields not normally available to women in the private sector

· providing the realisation that, as Year 12 graduates, they can apply for officer entry into the ADF

· first hand observation of people dealing with both family responsibilities and a Navy career

· engagement of families of participants.183
Although it has now ceased, the Gap Year program was reported as being ‘a significant new development through which to address the gender imbalance’.184 

As one senior leader observed during a parliamentary hearing in March 2012:

We went and targeted all women who would join the organisation through the gap year, because we had had a 50 per cent participation rate for women in their gap year, as opposed to what is a 14 per cent general participation rate. We asked them, 'Why is it that you wanted to come for the gap year?' and it then was, 'Because it's only a 12-month period and I can sign up to anything for 12 months.' So we have been looking at our trades to see whether or not we can reduce a four-to-six-year engagement period to maybe a two-year period and therefore attract more women…185
Following this, Army implemented a trial enlistment program with a minimum service obligation of two years across five trades to encourage women interested in Gap Year to join the Army. Army has now rolled this out to a number of trades reducing the IMPS from a four year commitment to only one year.186 Although there are cost considerations for some service categories where significant training investments are made (such as in the long training times for pilots and medical professionals), this initiative has significant promise, with scope for similar schemes to be considered in Navy and Air Force. 

The Review recommends that the ADF retain the successful principles of the Gap Year program by exploring innovative strategies, such as implementing a ‘try before you buy’ recruitment model (eg initial commitment of 12 months) and/or removal of Initial Minimum Period of Service. This should not be limited only to ab initio recruits but target enlistment mid-career to appeal to women at different ages and stages of their careers. Clearly, there are benefits to initiatives tailored to appeal to a broader pool of talent for the ADF.

(e) The need for targets to address the recruitment of women

Currently, the ADF’s recruiting targets are not gender-differentiated and recruiting processes are managed identically for men and women. International best practice on improving diversity in recruiting into the military suggests that human resource policies should set specific diversity targets and time frames that can be monitored for creating a more diverse defence force.187 

In line with this best practice, each Service would benefit from setting recruiting targets specifically for women. As noted in a submission to the Review, experiences in other fields show that targeted recruiting interventions, such as entry targets or supported entry pathways to increase ‘feminisation’ of non-traditional areas, have resulted in demographic shifts within these areas.188
The Chief of Army has already endorsed a program to increase the participation of women in the Army which includes increasing the number of females recruited to 660 for the 2012/2013 and 2013/2014 financial years.189 A targeted recruiting intervention through the introduction of targets specifically for women as a proportion of the overall target set for a particular intake or category, for example, would support this program. Where recruiting targets for women are not being achieved because of the barriers identified throughout this Chapter, such an intervention would also allow for the development of specific strategies to ensure that women only targets are achieved, including management of the recruiting process differently for women, as discussed above. 

(i) Providing incentives for the recruitment of women

As well as the introduction of diversity targets, recommendations in the private sector have gone one step further by suggesting that achievement against targets needs to be linked to ‘sanctions and rewards’ to ensure accountability for achieving diversity outcomes.190 Some have recommended that these sanctions and rewards ‘be made explicit in performance contracts’.191
A submission to the Review suggests that initiatives to increase attraction of women into the ADF in general, and non-traditional roles in particular, needs to be accompanied by strategic ADF-wide incentive-based recruiting interventions:

Under the current contract, DFR are paid a set amount to fill a vacant job target, and there is simply no tangible incentive for them to spend time and resources attracting women into roles where there may be sufficient numbers of male candidates, or where their target audience is most likely to be men.192
The Review agrees that targeted intervention through recruiting targets for women should be accompanied by financial incentives to DFR to achieve these targets. This could draw on the incentive framework currently used in relation to recruitment of ‘high value’ targets in DFR:

If DFR were paid more to source female and Indigenous candidates, noting they are already paid higher rates for ‘harder to fill’ or ‘high value’ employment roles, they would certainly be more inclined to apply further resources into those areas of the market.193
Strengthening this approach, the Review also suggests that the ADF consider embedding diversity principles as part of its agreement with its recruiting provider. This would have the benefit of committing the provider to supporting the ADF’s own diversity goals through all aspects of the recruiting process for which they have responsibility under the agreement. These principles could include providing gender metrics to track success as part of KPIs, such as reporting on the gender ratio at each critical point within the recruiting process.194
(ii) Improving opportunities to recruit women at different points of entry
As under-performance in recruiting continues, separations of skilled personnel increase, and the traditional recruiting pool diminishes, the ADF’s reliance on ab initio recruitment will be increasingly insufficient. As one senior leader stated, moving beyond the reliance on ab initio recruitment is vital for the ADF:

We have to slaughter that sacred cow and we have to be able to laterally recruit at different stages…We’ve done it in war time. We’re doing it in our specialty areas right now.195
Another senior member observed that ‘lack of ability to laterally recruit to senior levels means small numbers of women to replace leadership’.196 

The longstanding emphasis on ab initio recruitment has meant that the potential for recruiting already skilled workers at later stages of their lives and careers has not been a focus and is under-utilised. One senior leader stated:

It’s quite an unusual organisation, Defence, because the recruitment’s ab initio and then we grow our own. Whereas most other organisations who’ve had this issue would be bringing them in mid-career.197
The CDF Action Plan required that Defence examine opportunities for mid-career entry points for men and women. The Services initially reported this task as completed because the Defence (Personnel) Regulations 2002 and existing personnel policies were viewed as providing a framework allowing for mid-career entry of personnel. 

Yet, mid-career entry only appears to be available in limited categories for specialist officers or lateral transfer from within the ADF (or occasionally other militaries).198 The ongoing belief in ab initio recruiting, and corresponding lack of value placed on attracting people mid-career, is a significant cultural barrier to facilitating this across other categories. Even the former CDF has commented that Defence is ‘not a lateral recruiting organisation’:

It all has to be grown from the bottom up, and that is one of the realities of our organisation, which is quite different from the corporate world or any other.199
Similarly, another member explained that the ADF could ‘laterally recruit anyone into the civilian positions to do those support mechanisms’, but: 

Those that are in uniform do actually need to grow through the system. We expect our people in uniform to have a wide breadth of experience and actually understand what it’s like to be on operations.200
Arguments about the cost implications of recruiting people as military personnel were also made. ADF personnel told the Review that where a particular skill set was needed it would be less costly to ‘purchase’ a person with that skill set as a civilian, where possible (eg, as Defence APS or contractor personnel) rather than ‘pay a premium’ to bring them in as a military member.201
The importance of maintaining the military command structure was also emphasised:

I can really see how civilian lateral rank hire would be such a conundrum…That order of respect and the need you have, at particular levels, to be able to tell other people what to do and they go out and do it, unquestioned…There has to be that building of those relationships over time.202
The CDF Action Plan focus on mid-career entry across all categories was described as ‘culturally and structurally’ an ‘unsustainable proposition’:

They’ll arrive at that conclusion, except for certain trades so specialist trades like legal, medical…education can be done. But if you were to say bring in a combat officer or a logistics officer at a certain level because they’re experienced, it is very difficult to acquire the sort of skill set required to do that piece of work.203
Other senior leaders agreed that the ADF needed to be more flexible and better facilitate lateral entry:

We have this shore blindness as to what’s really required to support our organisation, and we need a huge body of skills that may not have anything to do with actually fighting, tactically fighting on the front line, at sea … There’s a huge body of people who require specialist engineering, logistics, medical skills. Why can’t we laterally recruit into that?204
The reality is that 50% of ab initio recruited personnel leave the ADF after only a few years of Service. In contrast, retention data indicates that lateral recruits, on average, serve an additional three years in the ADF. With predicted shortfalls in the youth labour market, the trend for mature-aged Australians to continue working longer means it will be important to attract this broader talent pool. As many people pursue several careers in their lifetimes, there is also an opportunity for the ADF to attract people with a range of different work experiences. This includes women who may be re-entering the workforce after taking a break for family or other commitments.205
(iii) Facilitating re-entry of personnel

The cost of personnel turnover, both in financial terms and loss of expertise, is significant. In light of this, there is value in working with external industries to minimise ‘poaching’ and to facilitate the re-entry of personnel into the ADF after a time in the civilian workforce. The CDF has stated:

I am quite attracted to the idea that we have, if not sponsored positions, a deal that is struck with industry: 'We train them, we employ them and you guarantee them a job when they finish so that they can move into that,' or 'We bring them into your industry for a while, don't poach them and we give them back to you later on.' The issue is in getting to that bit about not poaching them when we have skilled them.206
To avoid continued loss of its most skilled personnel, the ADF needs to be more proactive about targeting eligible women and men with prior ADF experience for possible re-entry by ensuring that they are treated as valued candidates and that their prior experiences are recognised upon re-entry. This has also been recognised by the CDF:

Certainly, we need to continue the change in the message we send to our people in that if, for example, you go off and spend two or three years in the mining industry in north-western Australia, at the end of that time, when you may be sick of the fly-in-fly-out life and so forth, you are more than welcome back in the ADF. In the past we would have said, 'You've made your choice.' 
I think that message really has to change.207
(iv) Appealing to women at different ages and stages of their careers

Key to recruiting and retention is the provision of an environment in which personnel are willing to maintain a commitment to the ADF. The White Paper notes that increasing Defence’s competitiveness in the recruitment marketplace means providing an employment offer package in which:

Defence will clearly articulate who it is, what it offers, how it fulfils its obligations, and why that should be attractive to its current and future workforce. Importantly, Defence must be clear about what it expects from the workforce in return, by clearly articulating the mutual responsibility of Defence and the individual employee or ADF member.208
The ‘Defence Employment Offer’ is described as the ‘tangible and intangible benefits’ offered to an individual as an ADF member, ranging from remuneration through to quality of leadership, though the RSP notes that the significance of these benefits for recruiting has not been properly explored:209 

We think the way to target these particular skill sets into the future, for which we know we are going to struggle, is to try to differentiate that offer – to be able to ramp components of it up and down to motivate individuals to stay with us or to attract people to those particular trades.210
ADF marketing and advertising also appears to show little consideration to providing an attractive offer to potential candidates outside the ADF’s core target market. One person who had joined the ADF as a ‘mature age entrant’ commented that recruiting was almost exclusively geared towards young people:

They don’t try to tap into the older marketplace…Older women who’ve had their kids are not going to go on maternity leave…So you’re not going to have that gap created in the workplace by them not being available…They don’t tend to aim towards the more mature [person], and older women don’t feel that they’re welcome. 211
Defence has started collecting data to understand what its workforce values most in the Defence Employment Offer, and to provide an evidence-based approach as to where investments should be made to motivate people to stay longer and better deliver Defence’s required capability.212 

The RSP states that increasing diversity in the recruiting pool requires research to identify the ‘appeal of the ADF elements of the Defence [E]mployment [O]ffer’ to groups which are under-represented, including women.213 As one senior ADF member explained:

The offer that the services provide is not highly attractive to most women in society so increasing that recruitment base is quite difficult. How many women want to change locations every 12 months sometimes?…They’d like to be close to family. My job is dirty. Weeks at a time without showers if I’m out field, that’s the reality of being in the Army. Deployment overseas in war torn countries, none of the amenities that you’re used to in society so let’s not forget the offer of what it is the services are trying to provide to recruit.214
Clearly there needs to be better targeting and promotion of the Defence Employment Offer to women, taking into consideration the key findings of this report in relation to what appeals to women at different ages and stages of their careers. Despite the package of financial and other benefits, the current model in which a person is recruited at one location, trained at another and then posted to a third, makes it particularly unattractive to women in established partnerships.215 As the primary care-givers in most families, they may be less likely to risk moving from a place where they have close support networks.

A ‘recruit-to-area’ model, whereby some women and men are recruited directly from the area where they will be posted for a set period (for example, for 3-6 years with the option to renegotiate this), may address this issue.216 Such a model may have greater appeal to experienced women seeking to return to the workforce after having children. This could also be accompanied by more flexibility in the duration and locations of training, particularly for those undertaking lengthy technical training courses.217 This model may result in cost savings for Defence in terms of funding removals and providing Defence housing, and sourcing personnel for ‘hard to fill’ regional positing locations.

(f) Conclusion

Rising separations of skilled personnel, increasing competition for young workers and changing demographics mean that the ADF’s longstanding reliance on ab initio recruitment through its traditional talent pool is unsustainable. The ADF needs to draw on a broader talent pool or risk not meeting its future workforce needs. 

Women are a critical part of this broader talent pool but the proportion of women enlisting ab initio has only made incremental improvements in the past decade. Although the ADF has implemented some strategies to increase the number of women being recruited, these are clearly not enough. 

Specific intervention in the form of recruiting targets and strategies to support women within each Service is vital to enhance capability and operational effectiveness. The ADF needs to increase recruitment of experienced workers at later stages of their lives and careers, and consider innovative strategies to overcome the barriers to enlistment of women. In particular, the Review recommends consideration of a ‘try before you buy’ reduced minimum service obligation and ‘recruit to area’ model, as well as measures to reduce attrition of women through the recruiting pipeline, by allowing for a more flexible process which better accommodates their needs. Once women are in the pipeline, the further challenge is for the ADF to retain them.

4.4 Retention

In summary

	· The attrition of women from the ADF has a negative impact on the ADF’s ability to increase the representation of women overall, including within senior leadership positions. 

· The ADF relies primarily on ab initio recruitment so failure to retain members has significant financial and sustainability costs for the ADF.

· The retention of women in the ADF is negatively affected by a series of factors including:

· lack of flexible and part-time work options 

· lack of locational stability

· harassment and/or victimisation 

· lack of mentoring and support for women, particularly in male-dominated occupations and as women enter senior leadership positions. 

· Women leave the permanent forces and move to the Reserve seeking greater workplace flexibility and locational stability. However there are many drawbacks of moving to the Reserve including a negative impact on career progression. 

· The ADF is losing a significant proportion of its workforce because it is failing to provide sufficient workplace and career flexibility to women (and men) who are trying to balance family and work commitments. The need to address the rigidity of the career continuum is paramount to the sustainability and competitiveness of the ADF workforce.


As discussed in the previous section, increasing the number of women recruited into the ADF is a critical challenge. Retaining them is another. This section examines the overall trends in men and women’s retention in the ADF, the reasons men and women leave, and the key initiatives of the ADF to retain women. 

The attrition of women from the ADF not only impacts on the ADF’s efforts to increase the overall representation of women, but results in fewer women progressing through the pipeline. Further, as discussed in Chapter 1, the cost of turnover of personnel, both in terms of the financial cost and loss of expertise, is significant.
Women leave the ADF at a greater rate than men at particular stages of their careers, most notably, between 6-8 years of service in Army, 8-10 years of service in Air Force and between 10-11 and 12-14 of service in Navy. Qualitative data suggests that these attrition points align with times when women are seeking to establish and raise a family, resulting in their desire for greater workforce flexibility and locational stability. A significant proportion of women who take paid and unpaid maternity and parental leave separate from the ADF within 12 months of taking this leave. Many women, particularly in Navy and Air Force, also take an ‘off-ramp’ to the Reserve as a way of accessing workplace flexibility and location stability, yet figures show that only a small proportion of those who transfer from the permanent forces to the active Reserve then transfer back to the permanent forces.

This information points to the fact that the ADF is losing a significant proportion of its workforce by failing to provide sufficient workplace and career flexibility to women (and men) who are trying to combine family and work commitments. The need to address this rigidity is central to the sustainability and competitiveness of the ADF workforce.

(a) Trends in women’s retention in the ADF

Overall, the number of women leaving the ADF is proportionate or slightly higher than their representation by Service compared to men.218 When compared to representation per rank and length of service, some notable differences between men and women emerge. 

(i) Separations of recruits

First, as noted earlier, the separation rate for recruits is higher for women than men, and is most noticeable in Army. For the period of financial years 2004/05 to 2010/11, separation rates for recruits by gender were: 

· Army – women 17.8%, men 13.1%
· Navy – women 16.4%, men 14.5%

· Air Force – women 12.2%, men 11.2%.219
(ii) Retention rates by Service

There are some minor differences between men and women’s overall retention rates across the Services. For example, women in Navy and Air Force have a higher propensity to leave the Service than men while, in Army, female retention is slightly better than that of males after 5 years of service. The retention rates of men and women based on length of service are illustrated in Appendix H.1.220
However, the most significant finding to emerge from examination of this data is that all three Services lose 50% of their recruits after only a few years of Service 
(5-6 years in Navy, 4-5 years in Army and 8-10 years in Air Force, with women at the lower end of this scale in all Services). These figures point to a weighty financial and organisational loss for the ADF and calls into question the reliance on ab initio recruitment over lateral recruitment (including re-entry), which appears to provide greater return on investment for the ADF.221 

(iii) Differences in retention rates between officers, non-technical and technical 222
Some noteworthy differences in the retention rate of men and women are evident when the retention of officers is compared to that of personnel in non-technical and technical trades in other ranks. As illustrated in the graphs below, across all Services, technical roles have a higher attrition rate following the completion of the Initial Minimum Period of Service obligations (IMPS) and this is higher again for women. For example, Navy and Army are only retaining approximately 35% of women in technical roles at 7 and 6 years of service respectively, with Air Force retaining only 22% of women in technical roles at 8 years of service. Further analysis of the differences in retention of personnel between officer, technical and non-technical roles, as well as between the Services, appears below.
Navy

Figure 4.22: Navy Retention Profiles (Male v Female) Officers223
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Figure 4.23: Navy Retention Profiles (Male v Female) Other Ranks 
Non-technical224
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Figure 4.24: Navy Retention Profile (Male v Female) Other Ranks Technical225
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Women officers in Navy have a significantly higher attrition rate from the time they join until the 12 year mark. Another notable drop-off takes place in the technical trades between 5-7 years of service, with less than 35% of the original cohort of women in technical trades left at seven years of service. This is likely influenced by the completion of IMPS obligations.

Army

Figure 4.25: Army Retention Profiles (Male v Female) Officers226
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Figure 4.26: Army Retention Profiles (Male v Female) Other Ranks 
Non-technical227
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Figure 4.27: Army Retention Profiles (Male v Female) Other Ranks Technical228
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Women officers in Army have a higher attrition rate throughout their careers than men. Most dramatically, women in technical trades have a significantly higher attrition rate than men – by six years of service, the Army is only retaining 35% of women in technical trades. 

Air Force

Figure 4.28: Air Force Retention Profiles (Male v Female) Officers229
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Figure 4.29: Air Force Retention Profiles (Male v Female) Other Ranks 
Non-technical230
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Figure 4.30: Air Force Retention Profiles (Male v Female) Other Ranks Technical231
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Most dramatic in Air Force is the greater attrition rate of women in technical trades, with 40% more women in technical trades leaving at the eight year mark and only 22% of the original cohort remaining. Women officers are also significantly more likely to leave Air Force between 5-10 years of service than men.

(iv) Propensity to leave by Service

The following charts provide Propensity to Leave (PtL) data by year of completed service, reporting the percentage of attrition from the total in each year cohort. These demonstrate several notable differences in points at which men and women are more or less likely to leave each Service. 

Figure 4.31: Navy Propensity to Leave Rates by Sex232
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Figure 4.32: Army Propensity to Leave Rates by Sex233
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Figure 4.33: Air Force Propensity to Leave Rates by Sex234
	[image: image40.png]25%

20%

15%

10%

5%

0%

—+—Male —&—Female

12345678 91011121314151617181920212223242526





Years of Service


While a significant proportion of men and women leave after the first year of training in all Services, a significantly higher proportion of women leave the Navy after their first year (approximately 20% of women compared to 12% of men).

Trends in propensity of women to leave at the mid-career mark are also evident. For example, there is a notable spike in the propensity of women to leave Air Force between 8-10 years of Service (12% women and 6% men). Also notable, is the increased propensity of women to leave Army between 6-8 years of service (16% women and 13% men), and the propensity of both men and women to leave Navy after seven years of service (20%). These attrition points appear to coincide with a typical age when personnel, and particularly women, are starting a family. 

They may also coincide with completion of Return of Service Obligations (ROSO) and Initial Minimum Periods of Service (IMPS)235 but, to date, the ADF has not conducted a detailed study of the relationship between ROSO and separation rates, meaning it is not possible to clearly distinguish which factor is at play in these findings. 236

Qualitative and quantitative data suggests that a major reason for separations from the ADF is the desire for more stability and a greater balance between work and family commitments. The ADF should examine the implications for its workforce, as a finding that women’s separation rate is predominantly related to establishing a family and not an alignment with ROSO and IMPS would enable the ADF to address women’s separation more strategically. This would then result in a significantly higher return on investment and make a clear case for increasing women’s representation in the ADF. 

In Navy, another notable spike in women’s propensity to leave takes place around the 10-11 year mark and 12-14 year marks. This corresponds to the time when personnel are around 30 years of age and have frequently reached a point in their career when they are asked to return to sea following time ashore.237
While there has been no specific research conducted by the ADF investigating the links between separations and ROSO, the ADF has conducted research into separations aligning with IMPS.238 Data demonstrates a notable drop-off of personnel following completion of IMPS. For example, Navy loses approximately 50% of men and women following completion of IMPS.239 

The separation rate of personnel differs across the various categories of each Service. Appendix H.2 outlines data illustrating the percentage of personnel in other ranks who have completed their IMPS by category and shows some differences between men and women, as well as differences in retention across the Services for similar kinds of work.240 For instance, there is a lower completion rate for women in several occupational groups such as Communications, Intelligence and Surveillance in both Navy and Army, Health in Army, and Engineering, Construction and Maintenance, and Musician in Navy. The most significant variance in Air Force is in Aviation where 25% less women completed their first-term than men. The significant differences in retention between men and women, across occupations as well as differences between Services for similar occupations, suggest further investigation is warranted.

(v) Separation following paid and unpaid maternity and parental leave

A large proportion of women who take paid and unpaid maternity and parental leave do not return to work.241 Overall, 9.7% of personnel separate from the ADF immediately or within a year of taking paid and unpaid maternity or parental leave. This figure is much higher for women, with 21% separating immediately or within one year of taking paid or unpaid maternity or parental leave compared to 7.4% of men. Additionally, an analysis by Service shows that the trend of women being significantly more likely than men to separate within a year of maternity or parental leave is more prevalent in Navy and Army than in Air Force:

· In Navy, 28.5% of women do not return to service following maternity or parental leave, compared to 7.4% of men.

· In Army, 19.1% of women do not return to service following maternity and parental leave compared to 8.2% of men.

· In Air Force, 16.2% of women do not return to service following maternity 
or parental leave compared to 6.2% of men.

These figures point to the heavy loss of women from the Services following maternity and parental leave, particularly in Navy and Army. Work and family issues, including maternity and parental leave, will be further discussed in Chapter 6.

(vi) Movement between Permanent Forces and the Active Reserve

Resoundingly, the Review observed the commitment of men and women in the ADF to their Service and to the ADF as a whole. This commitment was reflected again in the importance of being able to ‘continue to contribute’ in the motivations of men and women in joining the active Reserve.242 
The ADF is seeking ways to make its workforce more adaptable, including facilitating the transfer of members between the permanent forces and the Reserve as members’ life circumstances change. However, analysis of the movement between the permanent forces and the active Reserve between 2008/09 and 2010/11 indicates that personnel are much more likely to transfer from the permanent forces to the active Reserve, than from the active Reserve to the permanent forces.
In the period 2008/2009 to 2010/2011, 5,076 personnel moved from the permanent forces to the active Reserve243 and 1,791 personnel moved from the active Reserve to the permanent forces.244 This demonstrates that for every 100 members that move from permanent forces to the active Reserve, only 35 members move from the active Reserve to the permanent forces. Women are relatively equitably represented in these movements in comparison to their overall representation in each Service. Specifically:

· In Navy, 1619 (21.3% women) transferred from permanent forces to the active Reserve245 and 313 (20.1% women) transferred from the active Reserve to permanent forces.246 

· In Army, 2834 (11.9% women) transferred from permanent forces to the active Reserve247 and 1263 (11% women) transferred from the active Reserve to permanent forces.248 

· In Air Force, 626 (19.3% women) transferred from permanent forces to the active Reserve249 and 215 (16.7% women) transferred from the active Reserve to permanent forces.250 

The average age when personnel move from the permanent forces to the active Reserve is 29 years for women and 32 years for men.251 This suggests that the movement does not correlate to retirement age but rather is at the mid-career mark and appears to align with the age when many women (and men) are seeking to establish a family. This is reinforced by other qualitative and quantitative data, that shows that many women choose to leave the permanent forces and move to the active Reserve (particularly in Navy and Air Force), when seeking greater flexibility and stability to have a family:252
· In Navy, 28% of women and 38% of men in the permanent force have children, compared to 55% of women and 73% of men in the active Reserve. Furthermore, women in the active Navy Reserve are much younger than their male counterparts – 44% of women are between the ages of 25-34 compared to just 20% of men. 

· In Air Force, 40% of women and 53% of men in the permanent force have children, compared to 65% of women and 80% of men in the active Reserve. Furthermore, women in the active Air Force Reserve are younger than their male counter-parts – 27% of women are between the ages of 25-34 compared to just 16% of men.

Women cited the desire for more flexible work arrangements as a key motivator in their decision to join the active Reserve.253 This was further reinforced by women from both the permanent forces and the Reserve in all three Services who told the Review that they see the Reserve as the only viable employment option within the ADF once they start a family as it gives them flexibility and locational stability: 

[In the Reserves] you choose what you do and where you do it and how long you do it for.254
It’s flexible, it allows you to still take care of your children and have a career at the same time.255
I actually ended up getting out again because of my daughter and the number of schools and postings and all that sort of stuff and then in 2006…I thought I’ll come back and do 12 months Reserve work and here I am all these years later.256
Women in each of the Services stated that they would be more likely to stay in the permanent forces if they could move between the Reserve and full-time service as their circumstances change.257 Given the small number of people currently 
re-entering the permanent forces (after an average length of roughly 2.5 years), the ADF is suffering a weighty loss of personnel.258 It seems likely that this loss would be higher if the numbers of personnel moving to the standby Reserve were also examined.

(vii) The impact of movement into the Reserve

While service in the active Reserve offers greater flexibility, control over the number of days/hours worked and locational stability, it does have its disadvantages.259
Negative impact on career is a particularly significant issue encountered by members who transfer to the Reserve. Members spoke of the following concerns:

· For women seeking to move back to the permanent forces after a time in the active Reserve, promotional opportunities will be impacted due in part to difficulties in accessing necessary training and maintaining skill currency while in the Reserve.

· In Army, careers within the active Army Reserve run in parallel to the regular Army. A promotion within the Army Reserve may not translate into a comparable promotion within the regular Army therefore it is very difficult for active Reservists to move between the active Reserve and regular Army without severe detriment to their career, often demotion.

Other drawbacks include lack of certainty about tenure and guaranteed hours/days, lack of superannuation, negative attitudes towards Reservists by permanent members, menial/non-meaningful work, and little or no access to the Defence network and their Service.

Participants in focus groups confirmed many of these pitfalls: 

I think a lot of the time Reserves feel like they’re second class citizens.260
I asked to transfer back [to the permanent forces]… We had to negotiate my seniority and I said no, I was a warrant officer, I’m definitely not going back to a petty officer.261
It’s a long journey to join as a recruit reservist or even transfer as a kellick and be promoted and especially in technical rank, because no one would pay you to go and do courses for six months. No way in the world would the Navy pay for you to do that. Won’t happen.262
For every promotion board there are certain things that you must have done, experience, courses, etc., etc., so again it comes back to the difficulty of a Reservist is getting that time to be able to do those courses.263
The Reserve is not a viable alternative to offering more flexible and stable employment options for men and women in the permanent forces. Other options that provide flexibility while enabling women to pursue a meaningful career are essential to retain men and women. Plan SUAKIN is an extensive study of the Reserve forces which has made recommendations for the reform of the ADF’s workforce model. As discussed below under ‘Defence initiatives aimed at retaining personnel’, the implementation of these recommendations will see a greater number of part-time and full-time work options, as well as measures to address many of the other drawbacks of reserve service and will likely address many of the above mentioned concerns. Further issues related to flexible work will also be discussed in greater detail in Chapter 6.
(viii) Other factors affecting the attrition of women from the ADF

Women leave the ADF, and many more consider leaving, following experiences of harassment, sexual harassment or inappropriate behaviour and/or the mismanagement of complaints relating to such incidences. Many women who had such experiences told the Review they had left the ADF, or were intending to leave the ADF, for a variety of reasons including feeling insecure, unsupported and disillusioned with the organisation. One member, in response to experiencing and witnessing several incidences of sexual harassment and indecent behaviour, said:

The crap reaction of the base, the poor systematic failings, I’m really appalled with the organisation so I can’t wait to leave, I’m counting down the months until I can get out.264
Others members told the Review:

To be educated on what is classed as abuse and being given a safe person to report that abuse to would have been the key to my retention in the Army and the key to feeling heard and understood.265
They found quite a few cigarette butts at most of the holes where the man had been smoking and semen stains next to the body imprints where the man had ejaculated whilst looking through the holes in the SAL's [showers and latrines] and my bedroom…The MPs [military police] came to my work place and interviewed everyone individually that worked there, after that no one wanted to be on shift with me, so I was made to work daytime, instead of shift work, and no one would speak to me. I felt isolated and alone for something that wasn't my fault…I was thinking of discharging at this point in time because this was not what I had signed up for...I firmly believe that this incident that occurred over an 11 month period shows that the effectiveness of a commander and retention of personnel are extremely closely linked. My situation was not well managed at all, and if I had have put my discharge in, then this would have all been swept under the carpet.266
Addressing the gaps in the ADF’s current complaints model and the support offered to personnel who face incidences of sexual harassment, assault and other misconduct as outlined Chapter 7 (‘Sexual Harassment, sex discrimination and sexual abuse’) are essential to the retention of many women in the ADF. 

Mentoring and support for women is also an important retention tool. As outlined in section 5.4. (‘Mentoring, networking and sponsorship’) there is a wide body of evidence that mentoring, networking, coaching and sponsorship are essential for women’s progression in non-traditional workplaces. Personnel consulted during the Review affirmed the importance of mentoring and support to the retention of women.

In order to make female soldiers more likely to maintain a long term career in the Australian Army [especially Gap Year soldiers]I believe that in-service females need to play a more active role in the mentoring/training phase of new female soldiers.267 

I am actually discharging because of the negative attitudes towards women at this particular unit and lack of help and support.268
The Review also found that the ADF’s posting and deployment cycle can have an impact on members’ decisions to discharge from the ADF. This is discussed further in Chapter 8.

(b) Defence initiatives aimed at retaining personnel

The ADF has introduced several initiatives aimed at addressing the attrition of personnel from the ADF. Some of these have been ADF wide initiatives, while others have been Service specific. An overview of these initiatives and their varying success can be found at Appendix H.3. 

Of significance are the initiatives under Plan SUAKIN that were recently approved by COSC.269 These are welcome reforms which, when implemented, will have significant positive benefits for both men and women and address several of the structural workforce model problems that currently plague the ADF. Particularly, the establishment of a spectrum of employment options including full-time, part-time and casual service across permanent and the Reserve will allow ADF members to move between different employment models as their life circumstances change.270 Given the solutions and recommendations in Plan SUAKIN were not developed with a particular focus on women, it will be essential to establish a process for assessing the de facto impact of the reforms on women, particularly during the implementation stage.

Analysis of other ADF initiatives indicates the benefits some of these can have on retention of women (and men). For example, in Navy (where sea time can be between 18-24 months) the use of alternative crewing arrangements, such as the rotation of multiple crews between platforms/vessels, allows personnel to spend less time on-board. These arrangements have the advantage of not limiting platform availability while still providing much needed respite and locational stability for personnel. While some concerns were raised about the impact on team cohesiveness and ensuring equity in rotation, generally both men and women in Navy support alternative crewing arrangements and noted the positive impact on work and family balance.271 Consequently, alternative crewing arrangements have been implemented on several vessels for over a decade. A portion of the additional financial and personnel costs required to implement these initiatives may be off-set by reduced expenditure on relocation as well as longer-term cost efficiencies resulting from increased retention of personnel. Given the challenges faced by members in juggling work and family commitments, expansion of these initiatives to a larger number of vessels would have a positive effect on retention of men and women in Navy. 

The Review recommends that Navy strengthen efforts to implement alternative crewing arrangements on a wider range of vessels to increase workforce flexibility, address the impact on work life balance of personnel, and increase locational stability. Ensuring strong guidance and leadership to address team building, handover and equity in rotation will be important to the success of these initiatives.
By contrast, retention bonuses and bonuses for critical categories and occupations (such as submariners) are less likely to have a long-term positive impact on women’s retention in the ADF, as they do not address structural and systemic issues or the issues of most concern to women, such as the need for greater flexible work, career options and locational stability.
(c) Conclusion

The attrition of women from the ADF has a negative impact on its ability to increase the representation of women overall, including within senior leadership positions. As in any workplace, and particularly workplaces of the size and complexity of the ADF, there are a range of reasons that personnel leave. However, the unique ADF working environment gives rise to particular themes relating to the retention of personnel, especially women.
While women’s overall retention rates are similar to men’s, women leave the ADF in larger numbers at specific points in their career, including at the age when women are typically establishing a family. Further, women who have experienced harassment or victimisation or who feel they are not adequately supported also leave the ADF.
Many more women (and men) move to the Reserve seeking greater workplace flexibility and locational stability. While the Reserve provides much of the flexibility and control over hours and location that is lacking in the permanent ADF, the Reserve is not a viable alternative to providing greater flexibility within the permanent forces, given the many pit-falls of Reserve service including the impact on career progression.

Given the ADF reliance on ab initio recruitment, when personnel leave the ADF because they cannot balance their work and family commitments, it takes a long time and a great deal of investment to recruit and train replacements. This means that flexibility in working arrangements is an important retention tool and critical to ensure the ADF’s capability. As the following section will outline, so is greater flexibility in the ADF pipeline’s rigid requirements for career progression.

4.5 Career management and progression

In summary

	· ADF career management is a vital part of ensuring the organisation’s capability and developing the careers and talents of individual serving members.

· Regular posting, evaluation and promotions processes affect many aspects of the lives of ADF members, both women and men.

· Reforming certain career management practices will improve the career satisfaction of ADF members. Deregulating tight career continuums will not only provide ADF members with career progression options, it will also help the ADF develop and obtain the most value out of more personnel.

· Providing greater locational stability to personnel, reforming time in rank requirements, and providing longer term plans to personnel will assist the ADF achieve its goal of attracting and retaining the best talent.


Defence is one of the largest employers in Australia, with a diverse workforce comprised of about 60,000 permanent military staff, plus tens of thousands more reserves and civilian staff.272 These individuals undertake the complex task of managing their careers with the assistance of ADF career management agencies. Regular posting, evaluation and promotions processes mean that personnel have an ongoing involvement with career management during their time in the ADF.
ADF career management is a vital part of ensuring the organisation’s capability. It delivers people where they are needed within the organisation, and manages the needs and expectations of ADF personnel. As the Strategic Career Management Framework Report of 2007 notes, the ADF’s career management agencies ‘do good work within the constraints of their current systems,’ though some structural reform of the system could lead to better outcomes for all stakeholders.273 Such reform would make the ADF a more attractive workplace for women, men and families, and would improve pathways for increased representation of women in the senior ranks of the ADF.

The Review’s recommendations to this end include providing greater locational stability to personnel, reforming time in rank requirements, and building more flexibility into the entire career management system so that career managers are able to provide longer term advice and mentoring to personnel.

This section will examine the career management policies and practices within the ADF. It focuses on permanent ADF members, and how they are affected by the postings and promotions systems.274
(a) Career management agencies

The ADF currently has four career management agencies, two for Army, and one each for Navy and Air Force, namely:

· Directorate of Officer Career Management – Army (DOCM-A)

· Directorate of Soldier Career Management Agency (DSCMA)

· Navy People Career Management Agency (NPCMA)

· Directorate of Personnel – Air Force (DP-AF)275
Each agency has a number of career managers (sometimes referred to as careers advisors or personnel managers) who are the direct contact between individuals, their chains of command and their Service’s leaders (Chiefs and/or career management executives as the case may be). Career managers liaise with personnel about posting preferences and advise them about a range of career related matters. Career managers are ADF personnel who occupy these roles as part of the normal posting cycle. 

Career managers undertake a difficult task, working long hours and balancing the sometimes divergent needs of the ADF and personnel. These challenges can be exacerbated by the fact that ADF career managers are not, in general, experts in human resources, and are liable to posting churn (i.e. spending a short period in the role before being moved onto another post) themselves.276 The appointment of generalist officers to career management positions reflects a desire to balance human resource expertise with a general knowledge of ADF operations and an ability to relate to personnel.277
All ADF career management agencies are mandated to undertake two broad tasks: to provide capability to their Service, and to manage the careers of ADF members.278 The Strategic Career Management Framework Report states:

[ADF career management] provides the right person, with the right skills, in the right place, at the right time to meet the Services’ capability needs; and it touches every Service member – my posting, my career, my children’s education, my spouse’s career, and so on.279
Tasks undertaken by career management agencies include but are not limited to, the administration of postings, promotions, leave and career counselling and development.280
(b) Contact between career managers and personnel

Each Service’s career management policy requires periodic contact between career managers and personnel. Generally, ADF policy recommends annual meetings with members, but many members in focus groups said that they were either unaware of who their manager was, or had met with them much less frequently. One member believed that they were ‘not supposed to have direct access’ to their career manager, and another said that they had found it difficult to attend annually planned meetings with their career managers on account of their postings and placements.281 These were not isolated sentiments, and many personnel told the Review that they would appreciate more contact with their career manager. This is reinforced by the findings of the 2010 Defence Attitude Survey, which found that over 40% of all respondents did not agree that they had sufficient contact with their career management agency (32.1% disagreed, 11.8% were uncertain).282 

Each career manager is responsible for, on average, over 300 individual members and sometimes many more. NPCMA currently has 58 career managers for 18,882 personnel, DOCM-A has 21 career managers for 6,065 personnel, DSCMA has 
47 career managers for 21,466 personnel, and DP-AF has 49 personnel managers for 16,159 personnel.283 The significant workloads that career managers have can lead to the impression among personnel that their interests are of secondary concern, and that they are just pieces in a larger puzzle. One member, who reflected the view of many, told the Review that: 

it’s very hard when you discuss [personal circumstances] with a career manager who’s managing a hundred other individuals. They don’t have the time to look very closely at your career.284 

Under Navy policy, sailors are expected to meet with a career manager annually. Sailors should meet a career manager at their Local Career Management Centre ‘at least once, but preferably twice’ each year, and officers can meet with a career manager at the annual visits that career management officials make to all major posting localities in Australia.285 In Army, soldiers should meet with a career manager ‘at least once in a 24‑month period’ while officers are expected to maintain ‘appropriate contact’ with their manager, defined as ‘at least once per year, [and] preferably in person.’286 Air Force personnel can meet with personnel managers on planned annual occasions, or any other time they visit Canberra.287
These meetings are used to discuss future postings and career plans for personnel. Members expressed a range of views about the value of these meetings. One noted that they had established ‘a good rapport through the interview process’ and was assisted in making career choices; another submission said that career managers ‘lack an understanding of inherent requirements of the professions they manage’; while others were more dismissive and hostile in their assessments of their career managers.288 Some female members spoke of career managers they believed to be exceptional, who had helped them strategically think about balancing careers with families, while others felt that sharing their intention to start a family with their career manager would reduce their job opportunities, or even be ‘career death’.289 This inconsistency is concerning.

(c) Postings

The ADF has jobs and billets that need filling all around Australia and internationally. The career management agencies post personnel to these positions in order to satisfy capability requirements, for reasons of career development, and for personal preferences (in that order of importance).290 Career managers are required to keep themselves informed of the personal preferences of those they manage through meetings and other dialogue and try to balance these with Service needs. However, survey data indicates that less than half of all respondents believed that ‘the ADF considers [their] family circumstances when considering postings/deployment’.291
Each Service aims to provide personnel with some level of stability by offering three year postings in each role and back-to-back postings in the same geographic location.292 While this remains the aim, it does not always appear to be possible due to Service requirements. One fairly young member noted that he had experienced: 

thirteen moves, never getting stability. Bought a house in Sydney thinking that would assist, I’m now on my second MWDU [member with dependent unaccompanied] posting out of three.293 

Each Service aims to give personnel six months’ notice prior to the date of posting by policy, but this also does not appear to always happen.294 In the case of deployments, notice can be extremely short. One member told the Review that
you can be given three days’ notice…I have been told, on a Friday afternoon, pack your bags you’re going to the Gulf on Monday.295
One senior Air Force member reflected on the movement required in an ADF career and argued that it was not a palatable model for many women with families, noting that ‘it’s hard for men too, but in Australian society women tend to be the primary caregiver’ which created particular challenges.296 This member suggested that if the ADF committed to a model which guaranteed a longer period of stability in one area ‘our participation rates of women would be through the roof’.297
For some time, it has been a goal of ADF career management to offer members guaranteed longer term career plans, but no Service has embedded these as standard practice.298 For a period, sailors’ postings were based on formal Five Year Career Plans, but it seems that these are no longer used.299 The inability to be able to commit to longer term career plans is a deciding factor for many individuals with family and caring responsibilities considering their career prospects within the ADF. Exit surveys have consistently noted the desire for greater stability, including a desire for less separation from family and many younger serving women do not believe that they would be able to balance a family with a career in the ADF.300 The Review’s recommendations in this area relate to the development of longer term career plans, and providing greater family support through the career management system.

(d) Compassionate postings/preferential treatment

If an ADF member is unable to take up a posting to which they have been assigned, he or she can apply for a ‘compassionate posting’ (or ‘preferential treatment’ in the Air Force) for a limited amount of time. Compassionate postings appear to be quite exceptional and generally relate to health or family reasons.

Compassionate postings in Navy and Army are generally for a period of one year, although personnel can apply for an extension beyond this time.301 Preferential treatment in Air Force is available for up to two years.302 If a member requires special consideration beyond these periods, they can be counselled and/or face discharge proceedings.303
Members seeking a compassionate posting are required to provide supporting documentation such as a doctor’s, social worker’s or psychologist’s report.304 Being on a compassionate posting can be considered offering ‘ineffective service’ and members on compassionate postings are not normally considered for career development opportunities (e.g. postings, promotion, courses etc.).305
Most career management agencies do not keep detailed statistics about compassionate postings, however DSCMA noted that it had 1,072 total requests for ‘retention or reposting’ in the past year, and 181 of these were specifically for compassionate reasons. Of compassionate posting requests, 86.8% were for family or family health reasons, and 66.9% of all compassionate requests were approved.306
(e) Individual readiness

A basic condition of employment – and a requirement for career development, certain postings and deployment – is that members must maintain an appropriate level of ‘individual readiness’. Each Service’s policy is a slight variation on the same theme, and each lists six components to readiness.307 They are:

15. Individual availability

16. Employment proficiency

17. Weapons proficiency

18. Medical fitness

19. Dental fitness

20. Physical fitness

Extended inability to meet the requirements can lead to a review of ongoing employment.308
The individual availability component requires personnel to be available for unrestricted service on short notice regardless of any other personal circumstances.309 Personnel can request special consideration on account of personal or compassionate circumstances, but of course, the above mentioned career implications apply to this.310
The Army and Air Force Individual Readiness Directives specifically mention pregnancy. The Air Force instruction notes that a pregnant member will be ‘temporarily non-deployable’ but must be ready for deployment ‘not less than six months from the date of the birth of the child/children.’311 Army requires pregnant members to remove their readiness badge, and they are excused from readiness requirements for 12 months from the date of delivery, or 90 days after returning to work (whichever is later).312
Health Directive 235 (Management of pregnant members of the Australian Defence Force) outlines the policy for pregnant women in the ADF and largely deals with safety issues and concerns.313 It notes that members with low risk pregnancies are ‘considered fit for new or routine posting within Australia up until 32 weeks gestation, as long as adequate access to medical and obstetric services can be assured’ and they can then be posted after six weeks post-partum.314 It also says that ‘pregnant women are not to be deployed on operations either within Australia or overseas’, and that pregnant women cannot serve at sea.315
(f) Sea Service

The requirement for sea service is specific to Navy, but ties into compassionate postings and individual readiness issues. Personnel must spend periods at sea throughout their careers. Sea postings are generally 18-24 months long, but it should be noted that this does not equate to two straight years at sea, as all ships are subjected to a maximum number of days away from home port. NPCMA has informed the Review that sea postings can be negotiated ‘to accommodate both individual desires and corporate needs.’316
The sailors’ career manual notes that ‘an inherent requirement for all sailors serving in the RAN is their ability to serve at sea,’ and the officers’ career manual notes that officers who refuse sea service may be declared ineligible for promotion and may be subject to termination of appointment proceedings.’317 NPCMA notes that, while termination powers for refusal to go to sea do exist, this is not a ‘standard process.’318
As suggested in section 4.1, and further discussed in Chapter 6, sea service is an issue for many women who find it difficult (or perceive that they will find it difficult) to balance time at sea with their families, in turn affecting their progression to Navy’s higher ranks. A senior Navy officer suggested that a rotational system, where personnel could serve three months at sea, then three on shore throughout a posting would be much more manageable for those with family responsibilities than two years away, and could help Navy address the stark drop-off in women’s representation in Navy’s higher ranks.319
Sea service can present special difficulties for single parents. Sailors who are single parents are able to request a deferral of sea service obligations with the support of a Defence Social Worker’s report for a period of not more than 12 months.320 If the sailor is unable to take up their posting after this time, discharge proceedings may be initiated.321
The Review’s recommendations about increasing workforce flexibility may assist Navy in addressing members’ issues in this area.

(g) Families

All career management agencies have an awareness of the stresses that the posting process can have on family life. For example, NPCMA informed the Review that ‘[a]ll career management decisions should be cognisant of the member’s family situation and the employment of the member’s partner is a key factor’. DSCMA has noted that the majority of compassionate posting requests were for family or family health reasons and DP-AF allows family members to participate in meetings with personnel managers.322
The policy documents also acknowledge a desire to post Service couples to the same location, but note that this can be difficult to achieve.323 NPCMA suggests that most requests are able to be accommodated, and in the cases where they are not, there would often be ‘large capability implications’ involved in the co-location.’324 Army notes that they attempt to organise co-location, but do not keep statistics in this area.325 Air Force has been able to accommodate nearly all personnel who have applied for co-location.326
Members of the same family may be posted to the same unit, but cannot serve in the same sub-unit or occupy positions in the same chain of command.
The simplification and formalisation of family support mechanisms, particularly at the time of posting, will help the career management agencies assist families dealing with the stresses of a move.
(h) Promotion and career progression

In addition to the postings system, a large part of career management and progression in the ADF is built around promotions. One member told the Review that the ADF

very heavily values promotion and there’s this feeling that if you’re doing a good job you get promoted and if you get over looked for promotion a number of times, you start feeling like am I dead wood?327
In the ADF, promotion often equates to success. While this suits some, there are many members who add great value and continue to contribute within rank who do not wish to ‘climb the ladder’. Their job satisfaction derives from their role or from the decisions they have made to balance work and family or other commitments. Success in these terms is rarely acknowledged or celebrated.

As illustrated in section 4.1, women do not progress through the ADF’s ranks, in any Service, at the same rates as men. There are complex reasons for this, but one major factor is the rigidity of career structures. The ADF has strong and well understood organisational expectations about the age range within which certain promotional pathways and/or types of experience are to be attained. These unwritten expectations and assumptions need to be acknowledged and re-examined with a view to deregulation. Deregulating tight career continuums will provide ADF members with enhanced career progression options, while also helping the ADF develop and get the most value out of its people.

A discussion of several elements of the promotions process – (including time in rank provisions, annual performance appraisal reports (PAR), and promotions boards) and how these impact on the current workforce management follows.328
(i) Time in rank

A central plank of the promotions process is the time in rank system, which requires members to provide a certain amount of service in order to be considered for promotion. The standard time in rank requirements which must be served before being considered for promotion are listed in the tables below.

Table 4.3: Time in rank requirements, other ranks329
	Rank
	Navy
	Army
	Air Force

	Seaman/ Private/ Aircraftman/woman
	one year
	one year
	two years

	Able Seaman/ Private (P)/ Leading Aircraftman/woman
	two years
	one year
	two years

	Leading Seaman/ Corporal/ Corporal
	four years
	two years
	two years

	Petty Officer/ Sergeant/ Sergeant
	four years
	three years
	two years

	Chief Petty Officer/ Warrant Officer Class 2/ Flight Sergeant
	three years
	four years
	two years


Table 4.4: Time in rank requirements, officers330
	Rank
	Navy
	Army
	Air Force

	Below Lieutenant (eg. ADFA+ASLT+SBLT)/ Lieutenant/ Flight Officer
	six years 
(includes tertiary study pathway)
	three years
	two years

	Lieutenant/ Captain/ Flight Lieutenant 
	five-and-a-half years
	six years
	two years

	Lieutenant Commander/ Major/ Squadron Leader
	four years
	five years
	two years

	Commander/ Lieutenant Colonel/ Wing Commander
	four years
	six years
	two years


At more senior levels, time in rank requirements become more flexible.331
Time in rank requirements must be satisfied with periods of ‘effective service’. This is defined in opposition to ‘ineffective service’ which can include various types of leave, compassionate postings, or other unsatisfactory service.332 In Navy, ineffective service includes maternity leave without pay, and part-time leave without pay (on a pro-rata basis).333 In Army, it includes long service leave, maternity leave or leave without pay of over six months for officers, or twelve months for soldiers. In addition, any period of part-time leave without pay leads to a pro rata reduction in seniority for Army officers, and after twelve months for soldiers.334 Air Force’s seniority provisions were reformed in 2007 so that, by policy, periods of leave (including part-time leave without pay) ‘no longer impact upon seniority or act as a barrier to promotion for those in the merit based promotion system.’335
It is clear that current time in rank and seniority provisions impact on the ADF’s ability to maximise value from its workforce, and remain a systemic barrier to the promotion of women.336 Women and men can – and do – have career breaks that may affect their progression, but the reality for many women is that they are more likely to need to access periods of leave and flexible working arrangements at different times of their careers. The Review heard that the way that time in rank rules and promotions currently worked meant that:

There are probably a lot of women out there who haven’t progressed in their careers because they were looking after children and they get to a point where they don’t really want to stick around because they don’t want to be that career lieutenant.337
The ADF operates on a goals and outcomes basis. ADF members do not typically work to a standard 9 to 5 weekday model, but rather have goals and tasks that need to be met and accomplished, whatever amount of time this takes.338 This is part of the training for entering deployed environments, where personnel are not at a desk for a fixed amount of time. Current time in rank provisions are the opposite of this, being predicated on a member needing to occupy a post for a particular amount of time before being considered for promotion. 

A strict adherence to time in rank provisions will inevitably disadvantage individuals who may have different, otherwise valuable, or even superior experience and achievements compared to those providing more traditional full-time, unbroken service.339 This assumed link between unbroken service, competitiveness and competence is held by many personnel. As one member told the Review in a focus group:

This gentlemen here has done six years in his current rank. I’m a female and I’ve done four because I’ve taken two off. Personally, I don’t think I’m as competitive as him because he’s been in the workplace, has performed well, done those jobs and I haven’t.340
There is also a perception that successful personnel will be promoted near the minimum allowable times, in order to be able to progress as far as possible through the rank structure before they reach the ADF’s mandatory retirement age.341 This can have an ongoing effect for personnel who have missed one such ‘career gate’ and subsequently find themselves unfavourably compared to those who have more closely followed the strict traditional path. One Army officer outlined the pressure of meeting career gates in the following way:

You hit your Sub-Unit Command PAC [Personnel Advisory Committee], you need to be successful there. Twelve months later you’re up for Command and Staff College PAC, you’ve got to be successful there. Once you’re successful there, you’ve got two years before you go to your Lieutenant Colonel PAC and you can’t miss time in between.342 

The perception that narrow career gates exist was not limited to Army. Many women told the Review about their struggle in juggling these gates with planning breaks to have children and balance their family responsibilities generally.343
A deregulation and simplification of the time in rank and seniority provisions, similar to the Air Force model, may remove what has been a structural impediment for many women, and improve the outcomes of the promotions system. In addition to allowing career management agencies to consider a broader range of individuals, such a reform would also begin to decouple the notion that: 

if you stay in the system you keep moving along with the current…and the minute you step off… you’re being left behind.344
Given the reality that women (and increasingly men as well) will take time out of their careers at various ranks, a strict time in rank model predicated on traditional full-time unbroken service is an inefficient way for the ADF to develop and harness the potential of its entire workforce. Those taking career breaks will simply not have the ability to progress into senior leadership ranks, regardless of talent, because they will be precluded by time requirements. The Review recommends reforming time in rank requirements to decouple traditional career pathways and continuous service from promotions processes.

(j) Performance appraisal reports and promotions

Performance appraisal reports (PAR) are also a key part of monitoring performance and potential, leading to postings and promotions. A PAR should assess the member’s performance over the reporting period to identify their strengths and weaknesses, provide feedback on performance and developmental needs, identify suitability for promotion courses and postings, and monitor performance levels.345 PARs are completed by a member’s chain of command (usually a direct supervisor, and that assessor’s supervisor) and submitted to the appropriate career management agency. 

ADF members should typically receive one PAR each year, but must be observed for at least four months in the twelve month period for this to happen.346 A member accessing long service leave, maternity leave or leave without pay, undertaking courses, or being sick and absent from work for an extended period could lead to them forgoing a PAR, which can be a disadvantage in the highly competitive promotions process. As one member put it:

Someone whose got three PARs that are at exactly the same level as a person who had two, who was away for a year, it’s up to a board to sit there and go and who’s the most likely to be promoted?347
A member ineligible for a PAR can receive a supplementary report instead, but these are identified differently.

Promotions then occur for junior members (other ranks and officers) generally as they meet time in rank requirements, provided they satisfy appropriate training criteria and individual readiness levels.348 As indicated at the outset of this Chapter, the promotions process becomes competitive at more senior ranks and members are examined by a promotions board when they enter a promotion eligibility zone, rather than as they apply to an opportunity. This process is largely supply driven (as opposed to demand) and while this gives all members the opportunity to be assessed, it is resource intensive and reinforces the perception that there are certain promotion ‘gates’ that a typical, successful member must move through on their career continuum.

(k) Promotion boards

Senior members (other ranks and officers) are examined by promotion boards after they have served their time in rank and enter a ‘promotion eligibility zone’. The boards are responsible for examining the history of a cohort of candidates, ranking them, and making recommendations for promotion, attendance at courses, and other career development. 

The boards examine and review documentation for each candidate presented, and arrive at an ordering from most promotable candidate to least. The documentation includes several years’ worth of PARs and supplementary reports (usually three) and other documentation such as Medical Employment Classification reports, ADF or civilian qualifications and conduct records, honours, awards and education for each candidate.349 At more senior levels, candidates are also able to submit personal biographies to the board, and to participate in interviews with board members.350 Once the ordering has been settled, recommendations about candidates to promote are forwarded to career management agency executives or senior Service leaders as appropriate for further examination and award of promotions. A more in depth reflection on three boards attended by the Review is available in Appendix I.

Promotion boards are the forum in which the core value of ‘merit’ is judged and assessed within the ADF. Much effort has gone into regulating these boards to ensure that they equitably and fairly assess those that they are examining. At the boards attended by the Review, members were keen to avoid any subjective judgements, and quick to point out any conflicts of interest that they may have had (e.g. if they had worked with, socialised with or knew a candidate).351 The transparency and fairness of the system will also be improved by the unconscious bias training that the ADF is currently providing to its senior leaders.352
Boards were advised in sessions that part-time leave without pay should not be an obstacle to promotion. The Review did not witness any obvious or direct discrimination in the boards it attended, but it was plainly difficult for personnel who had worked part-time to compete with those who had not. Members who had accessed part-time work were prominently noted through the reporting system – either by a PAR or its absence, or through a supplementary report. In a highly competitive process (each board attended by the Review was supply driven, examining over 100 candidates for just a handful of positions) issues like having taken a career break, missing a PAR, or being noted as a part-time worker do not reflect well in a review system that has not been designed to consider such complications.

While each Service’s promotion board followed a broadly similar process, each also contained different innovative elements which may be of value to the other Services. These include Navy’s attempt to incorporate an assessment of values and behaviours into its promotions process, Army’s attempt to diversify leadership through its ‘pathways strategy’, and Air Force’s attempt to examine a broad range of candidates with a deregulation of time in rank rules. Each of these initiatives is briefly examined below.

(i) Navy
Navy considered a candidate’s performance in displaying Navy’s signature behaviours and values.353 While this was a newer element of the process, and clearly not as well developed as other criteria, it stood out as the one moment in which the values and behaviours were overtly discussed as something against which members should be judged. Unfortunately, the board had little material for assessing candidates in this area other than attendance at mandatory courses and any conduct records.354 Further development of a means for assessing signature behaviours in Navy, and the adoption of similar elements in Army and Air Force, could be helpful in attaching more relevance to the meaningful practice of values and ethical behaviour for more personnel.

(ii) Army
Army’s ‘Pathways’ strategy aims to provide alternative career pathways for personnel, and enable Army to identify and retain a broader range of skills than its traditional model allows.355 After considering candidates through its traditional ‘command and leadership’ stream, the board can consider candidates for promotion through a number of other streams, including logistics, aviation, information management, capability and project management, personnel, operations, plans and training, intelligence, and specialist.356 ‘Pathways’ requires more development – there were significant differences of opinion about its aims, outcomes and worth at the board attended by the Review – but it does have potential to aid diversity and development in the Army, as well as in other Services if they were to adopt a similar model.
(iii) Air Force
Air Force’s deregulation of time in rank provisions has given it more scope than the other Services to consider a broad cross section of personnel for promotion. The Air Force board attended by the Review examined everyone who had achieved two years seniority in rank. Some further reforms of the system may improve its efficiency (for example, making promotions processes opt-in, and not listing seniority and service type in a way that can lead to an unconscious bias towards those who had served for what might have been considered optimal time lengths) but in its liberalisation of time in rank rules, Air Force is moving in a direction that may also be of use to the other Services.
(l) Career gates and the Australian Command and Staff College

ADF career plans are set out for different categories. These tend to be well detailed and planned, but can also reinforce the lack of flexibility in the career continuum. They broadly adhere to the time in rank requirements noted above, and at each stage of a career, there are courses and basic requirements that members must satisfy in order to advance.357 One career gate of particular importance, for which members are recommended or otherwise by their career managers and promotion boards, is attendance at the Australian Command and Staff College (ACSC).

ACSC is a pivotal experience that prepares mid-level officers for progression into the ADF’s senior leadership ranks. A background briefing on ACSC notes that:
More than any other course or program of development…ACSC will determine the level of contribution [a member] will make to [their] Service and nation in the future.358
A particularly ‘tight window’ exists through which personnel need to pass at the O04/O05 level in order to navigate this career gate.359 This particular career gate often coincides with critical child-bearing years for women, and therefore poses a potential structural disadvantage to women’s career prospects. One woman told of cutting her maternity leave short to take up a position at ACSC which she believed would otherwise have been lost, while another said that she had:

never seen a group of women who plan their conception down to the actual day in the way that Army women do…I’ve got to have the baby then, because if 
I don’t have the baby then I’m not going to get into staff college.360
Once personnel have successfully graduated from Command and Staff College, there is a perception that contacts and networking become more important aspects for further career progression. One senior officer told the Review that:

Within the more senior ranks it becomes more akin to a system of patronage to what you would find say in the US system…Having been through staff college recently as well, all they talked about is the need to manage your profile, to which my question is well, what about performance?361
Another senior officer similarly said that ‘despite the fact that we all try and promote the right people a lot of it is who you know.’362
While the ACSC was a career gate that was often raised with the Review, there are other career gateways (such as Centre for Defence and Strategic Studies and various Service gateways to sergeant and equivalent) that also form barriers for women. The Review recommends that critical career gates for progression into the senior ranks gateways be identified, and that targets be developed with the aim of opening up the career gates for a more diverse range of codes.

(m) Conclusion

The ADF manages a large and diverse workforce. Dedicated career management agencies work hard in a difficult role to manage their workforces effectively. Policy changes would help the ADF get the most value out of its personnel, increase the representation of women in leadership roles, and increase the support of career management practices among many personnel.363
Providing guaranteed periods of locational stability would assist in more members being able to better balance their work and family responsibilities. While not all members will want to be a part of such a system, having a greater number of personnel who have guaranteed stability for at least two posting cycles could help counteract one of the major reasons given for separations in Exit Surveys.

Reforming time in rank requirements would also help to address the under-representation of women in leadership in the ADF.364 While some changes have occurred, the strictures of the career continuum and the current promotions process disadvantages those who take career breaks, and can potentially lead to conscious and unconscious bias against those who do not have a history of continuous full-time unbroken service. Decoupling traditional career pathways and continuous service from certain promotions processes may help the ADF discover and promote a broader range of talent within the organisation.

Reform of the ADF career management system will help the ADF operate at peak performance and achieve maximum capability.365 Reform will assist the ADF in its goals of promoting a diversity of talent, and improving pathways for increased representation of women in its senior ranks, as well as recognition of the value of those categories more frequently dominated by women.
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364 As early as 1996, Clare Burton noted in her report that ‘women are discriminated against by the effect of the time-in-rank rules’: Burton, note 341, p 109.

365 As per the goal noted in Department of Defence, Pathway to Change: Evolving Defence Culture note 352, p 16.

Chapter 5: The ADF Workforce Structure: 
Opportunities, Pathways and Barriers
5.1 Occupational Segregation
In summary

	· Women in the ADF are heavily concentrated in non-technical and support roles, including administrative, clerical, logistical and health service roles. Conversely, women are under-represented in technical and war-fighting/combat roles.
· There are many factors contributing to occupational segregation including: the impact of social norms relating to ‘appropriate’ employment for men and women, opportunities offered to women, women’s reluctance to enter and previous exclusion from categories dominated by men, and women choosing occupations that afford greater flexibility and locational stability.
· Occupational segregation has a significant impact on women’s career progression and their ability to reach leadership positions in the ADF. Traditionally, senior leadership is drawn from categories that have no women or where there are very small numbers of women, particularly in Army and Air Force.
· Several complementary measures are needed to attract and retain women in a greater diversity of roles and increase women’s representation in leadership positions. This includes creating greater workplace flexibility and locational stability; re-evaluating the skills and experience needed for leadership roles; and simultaneously strengthening efforts to increase the representation of women in a diversity of categories.
· The ‘civilianisation’ and centralisation of many military support roles will have a disproportionate impact on women.


As explored in the previous Chapter, women make up 13.8% of the total ADF Permanent workforce: 9.9% of Army, 17.1% of Air Force and 18.5% of Navy.1 These figures mask the uneven distribution of women across the different occupations within the ADF. The actual occupations women pursue within the three Services are starkly segregated, with most women serving in support roles, particularly administrative, clerical, logistical or health service roles. In fact, women significantly outnumber men in some of these categories. As one female member told the Review:

I’m a clerk, so I haven’t worked with very many males.2
Concurrently, women are under-represented in many categories across the three Services, particularly in war-fighting/combat roles and technical roles.
This delineation of roles may reflect similar patterns of women’s employment in the civilian workforce, but in the ADF context it poses a significant impediment to the number of women in leadership positions. Particularly in Army and Air Force, the categories that have no women or very small numbers of women are the categories that progress to senior leadership. Re-evaluating the skills and experience needed for leadership roles while simultaneously strengthening efforts to increase the representation of women in a diversity of categories is critical to addressing the under-representation of women in ADF leadership. Additionally, as the ADF continues to civilianise non war-fighting roles in attempts to increase efficiency, the overall representation of women in the ADF will decrease unless renewed efforts are made to attract and retain women in male-dominated occupations (i.e. ‘non-traditional’ occupations for women).
(a) Statistical overview3
Until recently, not all roles in each of the Services have been open to women.4 While these restrictions have now been lifted and each Service is seeking to integrate women into these roles over the next five years, the current impact of the restrictions remain with 2.2% of roles in Navy,5 14.6% of roles in Army,6 and 2.4% of roles in Air Force7 currently in transition (see section 5.3). 

Even when these restrictions are accounted for, women are not represented in all of the roles currently available to them within each Service:

· In Navy, of the 145 roles open to both men and women that are currently occupied by personnel, women are currently employed in only 118 (81.3%) of roles.8
· In Army, of the 132 roles open to both men and women that are currently occupied by personnel, women are currently employed in only 119 (90%) of roles.9
· In Air Force, of the 117 roles open to both men and women that are currently occupied by personnel, women are currently employed in 100 (85.4%) of roles.10
Across all three Services, as Figures 5.1, 5.2 and 5.3 show, women are concentrated in officer and non-technical trades and under-represented in technical trades.11
There are many likely factors accounting for women’s absence from several roles. These include:

· the impact of social norms relating to ‘appropriate’ employment for men and women

· opportunities offered to women

· women’s reluctance to enter and previous exclusion from categories dominated by men

· women’s choice around occupations that offer more locational stability and flexibility.

Figure 5.1: Percentage of Men and Women in Navy by Officer, Technical (OR) and Non-Technical (OR)12
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Figure 5.2: Percentage of Men and Women in Army by Officer, Technical (OR) and Non-Technical (OR)13
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Figure 5.3: Percentage of Men and Women in Air Force by Officer, Technical (OR) and Non-Technical (OR)14
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The low representation of women in technical trades is particularly significant in Navy and Air Force, where personnel in technical roles make up around a third of the personnel in the Service.15 

The following graphs show the percentage of women in each category by Service, and illustrate the disproportionate representation of men and women in each category:

Figure 5.4: Percentage of women and men in Navy categories16
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Figure 5.5: Percentage of women and men in Army categories17
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Figure 5.6: Percentage of women and men in Air Force categories18 
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Figures 5.4, 5.5 and 5.6 show marked segregation of women into particular categories as well as similarity in the kinds of categories in which women are concentrated. For example women’s representation in each of the categories below is above 30% of all personnel in that category:

· In Navy, Administration, Management Executive, Health Services, Instructor, Legal, Supply, Training Systems and Communications.19
· In Army, Nursing, Dental, Psychology, Education, Pay and Medical Corps.20
· In Air Force, Dental, Clerical, Health Services, Medical, Support Operations and Supply.21
The graphs also demonstrate that, particularly in Navy and Air Force, women significantly outnumber men in some of these categories.
In Army and Air Force the proportion of women in each category has been fairly static over the last six years (see Appendix J.2 for graphs illustrating these trends).22 In Navy, there has been far more fluctuation in the proportion of women in some categories.23 This is particularly prominent in the categories with smaller numbers of personnel (see Appendix J.2). There have also been changes in the establishment and discontinuation of categories in Navy. The most significant among these is the creation of a ‘Management Executive’ category. Since its creation in 2010, this category has been dominated by women and appears to be attractive for the additional career progression it offers women in many support roles (such as human resource roles) and the locational stability it affords.24
Within some categories, there is even further segregation of women’s roles. For example: 

· In Army, women represent 22.3% of the Ordnance Corps – the category with the largest number of women, at 836 women out of 3752. Of the 22.3% of women, they are over-represented in administrative roles (50.6%), Supply roles (35.4% in total) and Officer roles (11.4%).25
· In Air Force, 64% of women in Engineering and Logistics are ‘Logistics Officers’ (rather than Aeronautical Engineer, Airfield Engineer or Armament Engineer, Electronics Engineer) despite ‘Logistics Officers’ representing only 27% of personnel in this category overall. Furthermore, in the Airmen Aircrew category, of the 69 women in this category (representing 17.3%), 54 (78%) are in the Crew Attendant specialisation.26 

· By contrast, within the categories in Navy in which women are employed, they appear to be more evenly spread across the range of specialisations. The exception to this is Maritime Warfare Officers. This is a large category with 157 women out of a total of 967 personnel, yet women are heavily concentrated in just 15 of the 36 specialisations currently filled by permanent members in this category.27
The categories in which women are well represented tend to be the ‘smaller categories’ in each of the Services (see Appendix J.1). For example:28
· In Navy, there are 22 women in Legal but there are only 50 people in Legal in the whole Service.

· In Army, there are 66 women in Psychology but there are only 119 people in Psychology in the whole Service.

· In Air Force, there are 32 women in Dental but there are only 36 people in Dental in the whole Service.

This has implications for career progression and leadership opportunities which will be discussed in section 5.2.

The Review recommends a specific program to recruit and build a critical mass of women in areas that currently have a low representation of women. Importantly, women entering these roles need to be supported and their retention and career progression monitored, to enable the ADF to respond more effectively to their needs. 

(b) Causes of Occupational Segregation

(i) Reflecting broader social norms

To some extent, the segregation of women in ‘traditional’ occupations is symptomatic of broader social norms regarding ‘appropriate’ work for men and women. The gender-based division of labour in the ADF and the wider Australian community reflects, in part, stereotypes and norms regarding women’s and men’s perceived varying competencies, and ‘appropriate’ gender-roles and behaviour.29 

In the ADF context, as in many other workplaces, these norms have been institutionalised through formal and informal restrictions on women’s employment options (such as the exclusion, until recently, of women from combat roles), selection criteria that prioritise skills typically held by men (such as the prioritisation of war-fighting and operational experience in the appointment of the Chiefs of Services), and, as discussed in previous Chapters, conscious and unconscious bias of those that recruit men and women. Reinforcing this segregation is the fact that, through the process of socialisation, women will often choose categories that conform to these norms.30 

Many men and women with whom the Review spoke explained the concentration of women in traditionally female roles as merely reflecting the occupational segregation that occurs in the broader community. For instance:

By virtue of cultural differences between males and females in Australia, nursing [in the ADF] will probably always have, no matter what they do, more females than males.31
It’s a particular character for a female to want to become a mechanic or an engineer. I don’t think every girl grows up and thinks her dream job is going to be covered in grease and oil.32
While the representation of women in ‘non-traditional’ roles in the ADF is generally higher than in the civilian workforce,33 as will be explored in section 5.2, this does not alter the fact that Defence career progression models accord greater prestige to those roles that men dominate, rather than the support roles in which women have traditionally been represented. This preserves gendered assumptions about the division of labour and perpetuates the under-valuing of traditional female occupations, as well as of women’s contribution to the ADF.34 Occupational segregation also impacts on women’s ability to shape the culture of the ADF. The lack of senior appointments from traditionally female-dominated occupations means that women are unable to attain positions through which they can shape the culture of the ADF. 

It is critical that the ADF renew efforts to diversify the categories in which women are employed, and conversely, encourage more men into currently feminised job categories.

(ii) Recruitment

The importance of the recruitment process in attracting or discouraging women from certain occupations within the ADF was highlighted in many focus groups and examined in section 4.2. Given that there are sometimes difficulties in transferring categories once personnel are in the ADF, the recruitment process (including ADF advertising, information sessions, interviews with recruitment staff and aptitudes assessments) largely determines the occupation an individual will undertake for the duration of their career in the ADF.35
The ADF has made concerted efforts to attract women to non-traditional occupations, including through targeted advertising campaigns (see Appendix J.4), in part because of an imperative to fill critical and under-capacity categories. While the reportedly higher representation of women in non-traditional occupations in the ADF compared to similar civilian workforces/industries points to the relative success of these initiatives,36 the consistently low representation of women in many male-dominated categories (particularly for a workforce that is dominated by these roles) indicates the need for renewed and strengthened initiatives.
Certainly, some female focus group participants, particularly in Air Force, recounted experiences of being steered away from non-traditional categories and into more conventional categories for women during the recruitment process:

I walked into recruiting and I said I wanted to be a metal machinist, this is going back five years ago, they went no, we’re not going to let you do that because it’s a male dominated environment.37
I went in and my first mustering was fire fighter, but they said they weren’t recruiting for another two years. They put me into another one, yet on my recruit [course] there were about six male fire fighters.38
Two females have been told by recruiting that women can’t be fast jet pilots because of the G-forces.39
As discussed in section 4.2, the current recruitment model of filling quotas for jobs with the first eligible candidate that meets requirements will not address the under-representation of women in non-traditional employment. Recruitment initiatives need to target and encourage women and girls to look beyond stereotypical jobs towards technical and combat roles. Initiatives such as those outlined in section 4.2 show that targeted recruitment of women into non-traditional roles is essential and may require targets as well as initiatives such as a ‘recruit to trade’ model and removal of the ‘Initial Minimum Period of Service’ for key categories.
Studies suggest that ‘women act more distinctively once their numbers reach a certain threshold’.40 While the percentage which women must obtain in order to function as a critical mass differs in relevant literature, studies show that when representation rises above a token number, women are able to have an impact on the environment in which they work.41 It is important to ensure that women are not isolated where they choose to work in categories newly opened to women or that have very small numbers of women. Furthermore, effective leadership and support mechanisms (such as mentoring) must be in place.
(iii) Re-categorising into traditional occupations

Focus group participants stated that it was common for women to enter a category and then move across to an administrative role for a range of reasons. These include because they were ‘broken’ by the training or the pressures of working in a male dominated environment, or because they were seeking more flexible work and locational stability: 
A lot of us get broken from early on in training and then we come across [to pay corps]. It’s very common.42
Once [members] get kids… they want the ground jobs.43
[I]t’s been said in jest to me a couple of times… that the common expansion of MX, which is ‘Management Executive’ is ‘males excluded’ because there is a big perception out there that it’s being offered to people like me ….who want to get back in but don’t want to go back to sea because they’re mums now.44
As discussed in section 4.3 and Chapter 6, the Review also heard that many women discharge when they establish a family. They may re-enter the Services later in life into a category that offers them greater workplace flexibility and locational stability. Offering women in non-traditional occupations further opportunities for flexible work and locational stability is critical to retain women in non-traditional roles.
(iv) Choosing occupations with more flexibility and stability

Some women in focus groups stated that they chose occupations that provide greater flexibility and stability such as less sea-going time or fewer deployments and operations. The categories that provide the greatest flexibility and stability are in the non-technical support roles, such as administration, human resources and legal – all roles dominated by women. Both women and men in focus groups also stated that they recommend these occupations to other women because of the flexibility and stability they afford, presumably on the assumption that women may need to juggle family responsibilities in the future: 

I recommend a lot of ladies to be in the Supply Branch who want to be officers because there’s a good balance between sea-time and shore-time.45
At this point in time there is no female who has kids and is flying in this mustering. There’s a couple of men that have children that manage to be crew attendants still because their wives must be obviously doing the role of caregiver most of the time but at this point in time there’s no female that can have kids and go on a flight because you just can’t. You can go away for a trip but it ends up being three weeks.46
We’ve got another member that comes in only four days a week…But again it’s a clerk trade not a technical trade, so it’s a lot for harder for a technical trade where they’ve got certain jobs they’ve got to achieve every day with limited capability.47
The concentration of women who access flexible work in particular categories may have further consequences, with some categories becoming increasingly accustomed to implementing these arrangements while others have no experience. This means that both men and women seeking flexibility in technical and war-fighting roles, for example, may face perpetual resistance. Further, as one member stated in relation to job sharing:

It works when there are multiple females in the squadron…I’m the only female. Who am I going to job share with?48
The perception of many women is that it is more difficult to balance a career and family commitments in non-traditional occupations. This results in some women choosing traditional roles that assure them of greater stability. 

(v) Women’s reluctance to enter categories/trades dominated by men

Some women in focus groups expressed reluctance to enter categories and trades that were dominated by men because of the culture within these categories rather than the job function. As outlined in Chapter 3, women face significant challenges entering and working in a male-dominated environment and culture. This is exacerbated for women in non-traditional occupations, where women’s experience as a small minority is compounded by their inability to influence the culture even within their own unit or section. The Review found that this leads some women to choose occupations that have a larger number of women:

She said she wanted to be a pilot, and I said “why don’t you try?” She goes, “well you’re allowed to be, but it’s a boy’s club you need to get through.”49
I even know pilots that find it difficult to cope with the boy’s club thing. So I can only imagine what the female would have to deal with in that sort of environment, purely because [she is] female.50
I do have one girl in my workplace now and I love working with her. She’s the first one that I’ve worked directly with, and she’s disgusted with all the stuff that I’ve been through…Today she heard the stuff about apparently the two troops 
I slept with, and she squashed it straight away, told them to shut up. So that’s been really great.51
From my environment, because it’s logistics and females can do pretty much anything in logistics, we’re treated just the same as everyone else.52
Usually, the majority of the bad [supervisors] I’ve come across [are from] engineers and stuff like that that are a male dominated. Whereas ones that work in admin I’ve found have been fine.53
Attracting and retaining women in non-traditional occupations will require concerted efforts to shift the culture of male dominated categories. 

(c) Challenges faced by women in roles dominated by men

As the ADF makes efforts to attract and recruit women to non-traditional occupations, there is a significant burden on women who are ‘trail-blazers’ and enter non-traditional occupations within the Services. Women in this situation must contend with discriminatory gender stereotypes about their capacity to fulfil the role, as well as their ‘rightful’ place within the ADF, ‘proving themselves’ as worthy. This is most visible in fierce resistance by some personnel to opening combat roles to women in Army (see section 5.3). Members from other categories also told the Review of the challenges faced by women working in categories dominated by men:

There’s only 18 female pilots out of about 700. The spotlight is going to be on you no matter what you do, whether you’re good or bad or whatever and you need to probably step up and act in a more mature way. They’ll learn in their own way but it was learning on your feet unfortunately.54
I’m in a corps that’s just introduced women in the past couple of years and if you want my perspective, I don’t think the majority of those women have done our corps any favours and I think what they do is looked at very very critically …Whereas similar behaviour by a male isn’t looked at as anywhere near as significant by a female. Now, that’s fundamentally unfair.55
If you had a pilots course, which had half guys, half girls, the girls would perform better than if there was just one girl on the course. That’s just I think normal.56 

Measures must be put in place to support women entering these roles and imbue a culture that will facilitate the integration of women. As detailed in the recommendations, this must include ensuring adequate numbers of women in categories (critical mass), positive leadership, mentoring and support.

(d) The impact of workforce reforms on women

The Strategic Reform Program has mandated the civilianisation and centralisation of military support roles (such as human resources, administration, finance, and health).57 This will see the transfer of many non-technical support roles to the Australian Public Service. This will have a disproportionate impact on women who dominate these positions and will likely result in a significant decline in women’s representation within the Services. To date, the ADF has been unable to provide the Review with a clear indication of which and how many positions will be affected.58 However, given the previous analysis of women’s concentration in many of the support roles targeted for civilianisation, the impact seems clear. 

Members reflected an awareness of these reforms, and an appreciation of the specific impact they will have on women: 

I’m in a very small corps. There’s not a lot of positions anyway and we’re currently privatising it anyway, we’re going to civilians… So it’s getting harder and harder for us to move around.59
Certainly we’re trying to save our jobs by proving that you can’t live without us so we’ve got probably about a year to go and step up and make sure that we’ve got roles to either fulfil or make sure that it gets given away properly.60
Some participants also expressed frustration at the way in which the reforms were being implemented:

I’ve seen my career manager to try and get out of that job. He told me I can’t leave ‘til 2014. I said to him why is this? He said honestly, it’s the Navy’s way of trying to make 31 junior sailor writers61 as unhappy as possible to get them out because they need to lose 31 people out of our branch by 2015.62
Their way of not offering redundancy is trying to keep people as unhappy as they can so that they just get out.63 

Swift action is necessary to diversify the categories which women occupy within the three Services to ensure that women’s overall representation in the ADF does not decrease significantly as a result of these reforms. As stated by a member of the ADF:

The only way we will see real increase in [women’s] participation rate is to find creative ways of attracting women into those … fields that … remain unattractive to women.64
(e) Defence Force Initiatives to Address Occupational Segregation

The ADF has made efforts to attract and recruit women into non-traditional. These initiatives are outlined in Appendix J.4 and include marketing strategies, profiling women role models and offering increased support. As outlined above, the ability of the ADF to attract more women into non-traditional occupations when compared with similar civilian workplaces demonstrates the relative success of some of these initiatives. Given the large number of non-traditional occupations in the ADF and the importance of occupational segregation as a structural barrier to women’s representation in leadership positions, efforts must continue if the ADF is to have a sustainable workforce in the future.

(f) Conclusion

Women in the ADF are heavily concentrated in non-technical and support roles, including administrative, clerical, logistical and health service roles. Concurrently, women are under-represented in war-fighting/combat roles and technical roles. This division has a significant impact on women’s career progression and ability to reach leadership positions in the ADF, as it is the categories that have no or very small numbers of women that progress to senior leadership positions, particularly in Army and Air Force (discussed further below in section 5.2). Current reforms aimed at civilianising support roles will only decrease the overall representation of women in the ADF. On a broader level, occupational segregation inhibits women’s ability to influence the culture in the ADF and perpetuates gender stereotypes about women’s roles and capacity.
Several complementary measures are needed to attract and retain women in a greater diversity of roles and to increase women’s representation in leadership positions. This includes renewed efforts to recruit women to non-traditional occupations (including through offering greater workplace flexibility and locational stability), supporting women who do enter these occupations, opening avenues for transfer across occupations, and creating pathways for women to progress to leadership positions.
Re-evaluating the skills and experience needed for leadership roles while simultaneously strengthening efforts to increase the representation of women in a diversity of categories (including those categories that obtain the highest positions), will be critical to addressing the under-representation of women in the ADF generally, and in leadership positions particularly. The next section examines these issues in depth.

5.2 The Under-representation of Women in Leadership

In summary

	· Leadership sets the culture and direction of an organisation.

· Where operational leadership is deficient, there is a greater possibility of unacceptable behaviour occurring. 

· Leadership training should include material on the link between diversity and capability in order to embed cultural change throughout the ADF.

· Currently, the ADF’s senior leaders are overwhelmingly male with most drawn from male dominated categories. This applies also to developmental opportunities such as unit command and deployment. 

· Work and family balance issues and the rigid career continuum also contribute to the under-representation of women in leadership roles.


Leadership shapes organisations. It sets the tone, embeds the culture and establishes the direction of any organisation. Currently, the ADF’s senior leaders are overwhelmingly male, and drawn from a narrow band of categories. This means that few women have the opportunity to shape the culture of the ADF.
Several issues contribute to the under-representation of women in leadership roles, including occupational segregation, work and family balance issues, and a rigid career continuum. In the context of an increasingly complex, ever-changing and fast-paced workplace, harnessing a more diverse mix of backgrounds and skills in leadership will help the ADF make the most of its existing talent.
This section begins with an examination of organisational culture and how it intersects with concepts of strategic leadership and operational leadership. It then discusses the benefits of diversity in leadership, before examining the under-representation of women in leadership positions in the ADF.
(a) Leadership and culture

Strong leadership, and the values, principles and behaviours that inform and flow from it, are an essential part of any large organisation, particularly one with the unique mission of the ADF. Leaders give explicit and implicit cues to individual members about the conduct and values expected of them.
Leadership and organisational culture are closely related. The ADF’s leadership doctrine notes that ‘an organisation’s culture will determine who will lead and what leadership styles and behaviours are acceptable,’ but also that strategic leadership shapes ADF culture.65 For this reason, a brief examination of the cultural norms associated with ADF leadership is required.

The ADF’s values and beliefs draw on Australian civic ideas, like ‘a fair go’ and ‘understanding, tolerance and inclusion’.66 These values are complemented by a broad concept of military culture, a ‘largely rules-based, conservative and traditional’ system that relies on discipline and structure.67 The ADF leadership doctrine notes that military culture can encourage cohesiveness and organisational commitment, but it can also stifle initiative and lead to exclusion.68 This can create challenges for those leading an organisation undergoing dynamic cultural change.

The recent Review of Personal Conduct undertaken by MAJGEN Craig Orme found that:
[a]t the root cause of some of the failures in personal conduct has been a failure of a predominantly male culture to respond appropriately to women in the work environment…Where leaders do not condemn or eradicate this behaviour it is taken to be acceptable conduct. Women are positioned as the 'Other.'69
Implicit in this observation is the need for the culture of the ADF to evolve to become more inclusive of women.

As discussed in Chapter 1, maintaining a relevant and ready force in an increasingly complex and fast-paced workplace will require the ADF to draw upon all of the diversity of talent and skill present in the Australian community.70 The challenge for the ADF’s leaders will be to create a culture in which this talent is widely valued, and can contribute to performance and capability.

(b) Operational leadership

While strategic leadership sets organisational direction and culture, operational leadership embeds this culture in everyday practice. This in turn shapes the experience of individual members of the ADF and the public with whom they interact. If there is dissonance between strategic and organisational leadership, this can result in less than optimum performance from both individuals and the organisation.71
The Review had the opportunity to observe some of the very best of operational leadership in the ADF. Where good leadership was evident, units functioned well, workplace culture was healthy, and the experience of personnel was positive. Many environments the Review visited exemplified all the best elements of professionalism, loyalty, integrity, courage, innovation and teamwork.72 This was particularly so in the deployed environment where the sense of pride, shared endeavour and mission focus demonstrated a high functioning, respectful and harmonious culture.
The Review is also aware of less than optimal and deficient leadership. Where this was evident morale was impacted, workplace conditions were compromised, and there was an increased danger of unacceptable behaviour occurring. In fact, where the Review encountered incidents, or was told of unacceptable behaviour occurring, poor leadership was almost always a factor. Submissions also described examples of leadership that was inconsistent, hostile or aggressive, not consultative, or unable or unwilling to deal with unacceptable behaviour.73
The ADF seeks to avoid inconsistencies in leadership practice by providing a broad range of leadership education and training materials to personnel throughout their careers.74 This could be enhanced by incorporating some of the compelling arguments made by the organisation’s most senior leaders about the links between diversity and improved organisational performance.75 An increased focus on the benefits of diversity in the ADF would help align operational leadership with the organisation’s strategic objectives.
(c) The strategic corporal

The Review encountered many examples in the ADF where junior leaders held roles of great influence over organisational outcomes and culture. This is in line with the U.S. General Charles Krulak’s influential work about the importance of low-level leaders – or ‘strategic corporals’ – within contemporary military forces.76
In these instances junior officers and NCOs play a critical role in shaping the attitudes and thinking of their subordinates, and transmitting ‘ADF culture’ to the next generation of personnel. This was particularly so in recruit and training environments where the desire of recruits/trainees to ‘fit in’ and model success was most evident. In fact, it is difficult to overestimate the impact of personnel at this level of the organisation in shaping acceptable attitudes and modelling behaviour. Senior leaders at every training environment visited by the Review understood the importance of having the best people in these positions, because of their role as ‘cultural ambassadors’.
Given the influential positions held by junior leaders, greater engagement and dialogue up and down the chain of command has the potential to increase collaboration and offer leaders the information they need to lead cohesive and high functioning teams. The Review encountered a number of instances where leadership had been grappling for some time with the integration of women into combat roles in a training environment, but had not consulted with subordinates on these matters, many of whom believed that they had useful suggestions to contribute, or were thinking in different ways.77 Though the ADF’s command environment relies on a rank structure and hierarchy which does not always naturally lead to dialogue between leaders and followers, such dialogue can provide more information and viewpoints to leaders, be a forum to stress-test ideas and positions, and improve leadership outcomes.78
In a workforce where lower-level leaders hold positions of strategic significance, greater interaction between senior and junior leaders will help to better align strategic and organisational leadership goals, and improve organisational performance.
(d) Leadership and diversity

The ADF has the opportunity to lead Australia and its military peers in creating more inclusive environments, and improved leadership outcomes.
The Review examined the volumes of leadership training material provided across the ADF. This material is detailed and well-structured, but is silent on developing, monitoring and evaluating the specific skills of managing diversity and flexibility. There should be a broad organisational understanding of diversity as a core defence value and an operational imperative, linked to capability and effectiveness.

The ADF’s leadership doctrine addresses the issue of diversity as a ‘contemporary issue for leaders’.79 The doctrine also acknowledges that women are under-represented in leadership positions and suggests the ADF ‘still has some way to go in terms of valuing the perspective offered by females’.80 However, it is only at the most senior ranks that there is a requirement to ‘communicate the value of harnessing diversity for the organisation’,81 a message that is not necessarily being heard across all ranks of the organisation. A special focus is required to build the particular skills, knowledge and attitudes required to lead a diverse and flexible workforce.

(e) The Impact of Occupational Segregation on Women in 
Leadership Positions

In civilian environments, occupational segregation can result in more women attaining the highest positions within their occupations as a larger number of women competing for appointments leads to a greater likelihood that they will be promoted.82 This does not necessarily operate in the same way in the ADF, resulting from several factors. First, appointments to senior officer positions – generalist executive positions for which personnel can be drawn from any category – appear to favour skills and experience obtained by working in male dominated categories.83 Second, there are limited opportunities in many of these categories for appointment to career advancing jobs, command positions, deployment and operational experience, all of which have an impact on women’s competitiveness for promotions.
Below is an analysis of the Review’s key findings in relation to the impact of occupational segregation on women’s ability to attain leadership positions.

(i) Under-representation of women in leadership positions

An analysis of appointments to the most senior officer roles in the ADF over the past ten years confirms that these positions are being sourced from male dominated categories. For example:84
· The CDF has either been from Infantry (a category from which women have been precluded) or a Pilot (2.5% of whom are women).

· The position of Chief of Navy has been filled by a Maritime Warfare Officer. Women make up 16% of this category, but remain vastly under-represented in senior officer appointments drawn from it.

· The position of Chief of Army has been filled from Infantry, or Engineering (3% of whom are women).

· The position of Chief of Air Force has been filled by a Pilot since 1921.85
The impact of occupational segregation on women in leadership is further evidenced by an analysis of the categories from which generalist star ranked officers are appointed.86 Not all officers are General Service Officers (GSO). There are also Specialist Service Officers (SSO), who are professionally qualified personnel appointed as officers in order to practice their specialisations in the Services. SSOs are a minority among the entire officer corps, are not subject to the same general 
ab initio training, and follow different career paths to GSOs. For these reasons, GSOs and SSOs are examined separately below.

In Army, 40% of generalist star ranked officers are drawn from the Infantry Corps and Armoured Corps from which women are currently precluded. There are no generalist star ranked officers from many of the categories in which women are concentrated such as Nursing, Dental, Psychology, Education, Pay, Medical, Public Relations and Band.87 

In Air Force, 58% of the generalist star ranked officers are currently drawn from personnel in the Aircrew category, yet women represent only 5.2% of the permanent forces in this category. A further 34.6% of generalist star ranked officers are currently drawn from personnel in Engineering and Logistics yet women represent only 15% of this category. There are no generalist star ranked officers from some of the categories in which women are concentrated, such as Intelligence.88
In Navy, there are no generalist star ranked officers originating from categories in which women are highly represented, such as Administration, Instructor, Health Services, Training Systems and Intelligence.89
Unsurprisingly, these facts lead to a vast under-representation of women across all the star ranks. Currently: 

· Navy has 52 generalist star ranked officers, and only one (1.9%) is a woman.90 Additionally, out of three specialist star ranked officers, there are currently two women from the Health Services category.91
· Army has 71 generalist star ranked officers, and four (5.6%) are women.92 Additionally, out of the three specialist star ranked officers there is currently one woman from the Legal category.93
· Air Force has 53 generalist star ranked officers, and one (1.9%) is a women.94 Additionally, out of the two specialist star ranked officers, there is currently one woman from the Health Services category.95
Even among this senior group, women tend to be more lowly ranked senior officers. In Navy, one woman is a rear admiral and the other two are at the commodore rank.96 In Army, the five women are all brigadiers.97 In Air Force, one woman is an air vice-marshal and the other is an air commodore.98
The impact of occupational segregation on women in leadership is not only an issue in the officer ranks. Within the trained forces in other ranks, women are not represented in warrant officer positions at a number proportionate to their percentage in other ranks. For example, in Navy, women make up 18% of other ranks, but only 6.4% of warrant officers.99 In Army, women make up 8.7% of other ranks and 8.4% of warrant officer class 1.100 In Air Force, women make up 16% of other ranks but only 8% of warrant officers.101 Likely factors contributing to this under-representation include the small size of many of the categories that women dominate, resulting in fewer warrant officer positions, the legacy of formal exclusions and the time it takes to climb the ranks.102
The fact that personnel occupying the most senior ranks in each Service are often drawn from male dominated roles, particularly war-fighting roles, has resulted in very few women in leadership positions. 

(ii) Occupational segregation and command

One of the key career gateways for progression to a ‘senior officer’ position is assuming command of a unit.103 Women are currently under-represented in command positions, and this has implications for addressing the under-representation of women among senior officers in the near future. An analysis of the categories from which those in command roles are drawn bears similarities to the senior officer breakdown. In Army, 29.6% of command positions are in categories from which women have been precluded,104 and in Air Force 22% of command positions are in the Aircrew category that has a representation of only 5.2% women:105
· In Navy, out of a total of 91 command positions currently occupied, women occupy only six (6.6%).106 Four women currently occupy shore command positions, and they are from Marine Engineering, Administration and Supply. Two women hold minor sea command positions, both of whom are Maritime Warfare Officers.107
· In Army, out of a total of 81 command positions, women currently occupy four (4.9%). The positions currently occupied by women are within the Signals Corps, Education Corps, Medical Corps and Psychology Corps.108
· In Air Force, of the 127 command positions, women currently occupy 16 of (12.5%).109 This figure is slightly lower than the percentage of women in eligible ranks (squadron leaders, wing commanders and group captains) – 14.9%.110 The categories of the 16 women currently serving in command positions are Support Operations, Aircrew, Engineering and Logistics, Electronics Engineer, Operations, and Health Services.
A gender breakdown of key leadership positions throughout the workforce pipeline indicates that women remain under-represented in developmental roles that currently act as gateways to senior leadership. The skills and experiences that women bring to the ADF are not being fully exploited within the current workforce model. The ADF should create pathways through non-warfighting categories in order to increase diversity in leadership. With an increasingly complex workplace requiring an agile and diverse leadership, the ADF should better exploit the leadership talent of both men and women.
(iii) Deployment and operational experience

Deployment and operational experience are also important gateways for career advancement in many categories and promotion gateways.111 In relation to promotional prospects, one member told the Review that:

If you don’t have operational service compared to someone who does and everything else was the same the one with the operational service would get it.112
Another member similarly noted that:

[Deployment] obviously makes me more competitive.113
Women are deployed in slightly lower numbers than their representation in each Service. Women represent 14.4% of deployed Navy personnel, 8% of the deployed Army personnel and 15% of deployed Air Force personnel, the proportion of women from each category deployed being fairly equal to their representation in that category.114 Yet, the Review heard from personnel during focus groups, particularly in Army, that many of the categories with higher proportions of women are infrequently deployed:
I’ve never been deployed [and] the only time I’ve been offered was last year. 
So nearly 14 years I’ve never been given the opportunity.115
You’ve got young nurses and medics here who are not getting those opportunities and they should be.116
A clear picture was not available regarding the categories that are more or less likely to deploy and the resulting impact on women. The type of deployment will largely determine the skills and qualifications, and thus categories that are required to deploy. The frequency with which women may need to deploy in Navy is also affected by the number of bunks on vessels that are designated for women. In some cases this leads to women being deployed more frequently than they wish and, in other cases, missing opportunities to deploy:

It all comes down to bunk allocation at sea and so sometimes they need four women versus six blokes and you can’t just post another guy because then your cabin is not right or your space is not right, so I think as a female you’re sort of disadvantaged.117
Some women are in categories that are less likely to be deployed and sent on operations, which can leave them at a disadvantage in terms of the critical skills currently valued among senior leadership positions.
Addressing the impacts of occupational segregation on women’s career progression will require reviewing the custom and practice of selecting the most senior strategic leadership positions in the ADF from combat corps codes. The promotions process should be redesigned with the object of selecting leadership positions from a broader group of meritorious candidates, particularly women. 

It will also require establishing targets for personnel from non war-fighting corps for key promotional gateways such as Australian Command and Staff College (ACSC), the Centre for Defence and Strategic Studies (CDSS) and other equivalent gateways. A senior officer has suggested that certain strategic roles that do not require combat and/or operational experience should be quarantined for personnel from other categories.118 This would facilitate bringing a diversity of skills and experience into the ADF’s senior leadership, while expanding the promotional pathways for personnel in a range of categories. The Review suggests the ADF examines this further, including how it could be implemented in a way to ensure it does not create further delineation and hierarchy between war-fighting and other roles. 

(iv) Rank ceilings and other structural barriers

Officer and other rank focus group participants also revealed a perception that there are ‘rank ceilings’ in many of the categories dominated by women that precludes them from advancing their careers:

We’re pretty much sealed at Corporal, because once you go above that you don’t have the skill sets required for it, especially in my trade. I can’t be a troop sergeant. I don’t do what these guys do so I can’t tell a bunch of guys who can do more than I can how to do it! So you know why would I want to go and grab a bunch of chicks in my corps and go this is a really cool place, come over here, and be rank sealed.119
Most of our women are employed in fields like training, nursing, administration and health support – and in these non-operational fields, neither men or women in the Air Force can rise above the rank of Group Captain.120
The Review was informed that where rank ceilings exist, there are pathways for personnel to re-skill and change specialisations/categories to enable them to progress further in their careers.121 This may require some time and also depend on the availability of positions within those categories. The Review considers that there would be benefit in examining the impact that any rank ceilings may have on its workforce, and its ability to draw on a diverse range of skills and talents for senior leadership positions.

In Army, two further structural barriers appear to impede the ability of women to progress to senior leadership positions. First, given women are disproportionately represented in categories with a very small number of personnel, there are fewer positions in higher ranks into which women can move. For example, while the percentage of positions at lieutenant rank in Nursing is much higher than in Engineers, there are far fewer posts in higher ranks in Nursing. In fact, there are generally only one or two colonel/warrant office class 1 posts in the majority of the categories that women dominate.122 Within the Dental Corps (the category with the highest representation of women), there are only two lieutenant colonel positions (currently filled by women) and no colonel positions.123 By contrast, Engineers have 16 colonel and 67 lieutenant colonel positions (of which women presently only occupy one colonel post).124
While women’s progression to the higher ranks within these categories is more assured given their large numbers, their concentration in small categories negatively impacts the number of women in leadership positions overall. This means that the proportion of women in leadership positions in the Army will remain low while women are entering categories that have limited opportunities for progression. Appendix J.3 illustrates the distribution of ranks in each category.125
The second structural barrier to women’s progression in Army appears to lie in the practice of ‘corps coding’ jobs – designating which categories can work in particular jobs based on a determination of which categories foster the skills necessary. The impact of corps coding is that many of the categories dominated by men (such as Infantry, Armoured and Artillery) are identified for particular roles, many of which are strategic jobs for career advancement (such as staff officer positions).126 This precludes talented personnel from other categories – both men and women – from competing for these positions. As one member stated: 

Jobs are ‘Corps coded’ as a way of identifying and managing the required skillset, but this can be unduly limiting and is a blunt form of management. With modern databases, matching specific skillsets with personnel could be achieved with greater precision and less traditional forms of identification and discrimination.127
The ADF should review the current prioritisation of male-dominated skills for key jobs, and examine the possibility of quarantining strategic jobs for personnel from non war-fighting/operational categories to provide pathways to higher ranks for these personnel.128 

(v) Gender Pay Gap

The gender pay gap is the difference between male and female earnings expressed as a percentage of male earnings.129 Given the analysis above, it is likely that occupational segregation contributes to a gender pay gap in the ADF. 

Since the ADF has a regulated salary scheme, women are not vulnerable to inequitable pay scales for doing the same job as men. However, as illustrated in section 4.1 women’s representation gradually reduces as rank increases. As discussed above, women are also concentrated in occupations that have fewer opportunities for promotion and are under-represented in senior ranks. This may correlate with a lower average pay for women than men in the ADF. It may be useful for the ADF to examine the potential existence of a gender pay gap, as well as its implications for women in the ADF. 

(f) Conclusion

Leadership is central to the ADF. The concept of leadership is more than command and control, and setting rules. Rather, it sets the tone of the organisation, impacts on the experiences of personnel, and shapes the Australian public’s perceptions. 

The ADF is served by skilful and committed senior leadership which reflects the monocultural nature of the ADF’s past, rather than the more diverse future that it faces. Given that greater representation of women in leadership has been shown to correlate with better performance in a range of industries, a greater representation of women in leadership positions will help the ADF’s evolution to a more inclusive and gender equal culture and assist the ADF in engaging the workforce that it needs, an imperative that the ADF acknowledges.130
Many members of the ADF told the Review that, in general, men and women are treated identically, and that promotion is based on merit, not gender. Many also said that, as more women entered the ADF there would be a ‘trickle up’ effect over time as an increased number of women move through the pipeline into leadership positions. The Review does not agree. This Chapter and Chapter 4 have highlighted the occupational segregation that currently exists and the opportunities that flow from certain jobs; the work and family issues that impact differentially on women (as also discussed in Chapter 6); the career management structures that are predicated on full-time unbroken service; and the patchy mentoring and support services (discussed below). For these reasons, increased numbers of women and time will not, by themselves, lead to more women in leadership.

Instead, structural impediments require interventions – namely, targets – which must be directed specifically to women, despite inevitable organisational resistance.

Given the barriers identified and the lack of success to date, targets are required to drive the cultural change that will benefit women, men, and the ADF as an organisation – a message which must be carried by the ADF’s leaders. Demonstrated commitment to retaining and promoting the best talent, regardless of gender, will maintain ADF leadership in this area.

5.3 Women in Combat: Removal of Gender Restrictions

In summary

	· The removal of gender restrictions from combat roles is an important step in providing women in the ADF equal opportunity in their work and career progression. Women will be able to compete for all positions on the basis of merit and ability, rather than being excluded from some because of their gender.

· There is opposition towards the policy shift in some areas of the ADF and strong criticism from ADF members of the messaging and communication so far.
· The ADF has developed an implementation plan and communication strategy to explain the removal of gender restrictions and each Service is developing its own plan to align with this.

· The emphasis to date has been on the Physical Employment Standards Review. Implementation should also address the significant cultural and attitudinal barriers which exist to women taking up these roles, particularly in Army, which has the largest proportion of jobs from which women have previously been excluded.
· The responsibility for a successful transition to mixed gender teams must lay with the leadership of the team and all team members, not just the women entering these roles.

· The implementation plan must ensure that leaders and teams are engaged and educated about how they can contribute to effective performance in mixed gender environments.
· Given the small numbers of women likely to consider corps transfer in the initial transition phase, a minimum cohort of women in each mixed gender team is needed to ensure a safe and supportive environment for women choosing these roles.

· There is learning to be shared by Navy and Air Force who have had women in ’combat’ roles for some time. 


In 2011, the Minister for Defence, the Hon Stephen Smith, and Minister for Defence Science and Personnel, the Hon Warren Snowdon, announced the Government had formally agreed ‘to the removal of gender restrictions from ADF combat roles’.131
Until this announcement, women were precluded from employment in certain roles involving ‘direct combat duties’. At the time of the announcement, these restricted roles made up around 2.2% of roles in Navy,132 2.4% of roles in Air Force,133 and 14.6% of roles in Army.134 The current impact of the restrictions on women is outlined in Appendix K.2.

However, women have long been involved in combat operations in the ADF, across the Navy, the Army and the Air Force. Since the 1990s, a considerable number of combat positions have become open to women. It is important to note that the significance of allowing women into formerly restricted categories will be greater for Army than in Navy or Air Force. In Navy, for example, the Clearance Diver category – the only remaining category from which women have been excluded – comprises a very small proportion of the Navy workforce. In Army, on the other hand, Infantry, Artillery and Armoured Corps make up almost a third of the Regular Army.135 The existing policy on the ‘Direct Combat exclusion’ is outlined in Appendix K.1. This Defence Instruction will be reviewed in light of the 2011 announcement. Although this measure alone will not significantly increase the representation and leadership of women in the ADF in the short term, this policy change is a welcome step in providing women with equal opportunity to men in their work and career progression. Women who aspire to work in a combat position that was previously excluded will now be able to compete for those positions on the basis of merit and ability. The announcement also paves the way for Australia to remove a reservation against full ratification of the Convention on the Elimination of All Forms of Discrimination against Women and an existing exemption for Defence under the Sex Discrimination Act which allows discrimination against women in relation to combat duties.136
It is important to note that in opening up units which have been exclusively male-dominated the onus for women to succeed in formerly restricted roles should not rest solely on the shoulders of the women who choose them. The responsibility for a successful transition to mixed gender teams is shared by their male counterparts and by leadership. The ADF must articulate and address the cultural and attitudinal barriers which exist to women taking up these roles.
As noted above, it must be recognised that, despite the formal lifting of combat restrictions on women being a recent development, women have already been serving ‘on the frontline’. For example, in Navy, women have served on ships and submarines in combat roles on operational (active) service at sea since the Gulf War, in ‘frontline’ roles, and have been pilots in deployed environments in Air Force. In Army, women are also serving in operational land environments, and can operate unmanned aerial vehicles in artillery, surface-to-air missiles and ground-based air defence systems.137
Traditional ideas of the ‘frontline’ and delineation of the combat zone have been blurred in recent operational deployments, such as Afghanistan. The changing nature of combat means that the risks may be equal to both men and women in any roles. As one writer notes:

The myth that soldiers in combat roles face more danger than those…far removed from the theatre of operations must be dispelled because new advances in military technology…have made all areas of duty equally dangerous. In low-intensity conflict there is no ‘front’ in the conventional sense, or rather the front is everywhere and all soldiers are equally at risk.138
In recognition of the changing nature of combat and the fact that women are frequently serving in roles on the ‘frontline’ (though not currently in those roles which are designated ‘direct combat’ roles), for the purposes of this Report, this policy shift will be referred to as the ‘Removal of Gender Restrictions’, rather than ‘women in combat’. Given that the biggest potential impact of the most recent policy announcement will be on Army, this was most often the focus of discussion in consultations for this Review. The following discussion in the Report reflects this focus.

(a) Implementation plan

The removal of gender restrictions was announced with a staged implementation over five years. A key component of the implementation plan is a review of the physical standards required for employment in ADF roles. This is discussed further below.

The ADF has advised that the initial focus of implementation will be on the in-service transfer of currently serving ADF members into those restricted categories from January 2013. Direct civilian recruitment into these roles is unlikely to commence until 2016.

The ADF’s intention is that this initial focus on in-Service transfers will help to address the challenges associated with transitioning to mixed gender teams. The aim is to build a critical mass of experienced women who can provide a strong mentoring framework over the three years for ab initio recruits entering into those roles.139 The Review agrees with this approach.

As well as allowing time to establish women in these categories, this transition phase will allow the Services to consider other aspects of implementation such as:

· changes to training and equipment (for example, whether changes need to be made to body armour) 

· whether suitable infrastructure and facilities are available for women in training establishments, squadrons, headquarters and accommodation in areas where only men were traditionally serving

· ensuring that a consistent message is communicated across the whole implementation period both within Defence and in the community

· ensuring that the recruiting model brings in people with adequate physical standards at the outset so their training continuum is not broken up ‘sitting in holding platoons’ while they achieve required physical standards

· drawing on knowledge and experience from other countries such as Canada and New Zealand

· dealing with cultural change, education and social and psychological impacts of the change in policy.

Each of the Services is developing its own implementation plan to align with this.140
(b) Physical Employment Standards Review (PES Review)

A key component of the implementation plan for the Removal of Gender Restrictions is the Physical Employment Standards (PES) Review Project currently being conducted by the Defence, Science and Technology Organisation (DSTO) in partnership with the University of Wollongong.141
The PES Review is an ongoing project within Defence looking at identifying occupationally-specific physical standards (ie the physical capacity required to perform a particular occupation). Its aim is to establish benchmarks for aerobic and anaerobic performance, muscle endurance and strength, based on essential tasks of particular trades and to develop occupationally relevant physical fitness tests.142
This research project was originally endorsed in November 2001 and has been an active work in progress since 2006. Although its original focus was on reduction of injury and rehabilitation in particular Army trades, it became apparent that the research could support the identification of objective criteria for physical standards across every trade. 

Momentum developed to advance this work in relation to combat trade categories, to support a change in policy to remove gender restrictions and allow for the enlistment of individuals with appropriate physical capacity to perform essential tasks of that category safely and effectively, irrespective of gender. Funding was accordingly allocated in the 2009 Defence White Paper.143
The PES review may also have potential benefits in:

· helping to guide recruits to occupations for which they are most physically suited

· facilitating access to occupations traditionally closed to particular groups on the basis of physical readiness for tasks

· contributing to significant savings for Defence as a result of lower healthcare and compensation costs by reducing trade related injuries.144
The ADF has advised that the assessment of standards will be ‘based on core baseline standards (for combat arms and combat support) and specific standards to each trade (trade specific)’.145 In the meantime, the Basic Fitness Assessment (which accommodates different standards for men and women) will remain the basic entry benchmark:

We might know for example if you want to be a combat diver in Navy that this is exactly the physical requirements you need but we don’t yet know if you want to join off the street to be a Navy diver what the physical entry standards should be here when you’ve got an 18 month training regime. So what sort of physical continuum can be accommodated.146
DSTO released an interim report in September 2011 on the outcomes of research and consultation with training and trade staff and ‘employment category sponsors’ to identify the most physically demanding trades and tasks. A second report released in December 2011 outlined recommendations for physical standards and relevant assessments for review by the ADF. DSTO noted that before a ‘fitness-for-duty’ regime could be formally implemented across the ADF:
Any potential adverse impacts associated with the adoption of PES to assess employment suitability would need to be evaluated. This work is critical if sex based restrictions are to be removed and physical standards and assessments are used as the basis to determine entry into ADF employment categories.147
Defence has also advised that there has been preliminary testing of the new physical standards in some locations. This is discussed further below.

The PES Review does not focus on non-physical attributes which may be required for particular roles, such as psychological fitness or intelligence testing. To assess a person’s suitability for a role in relation to these non-physical factors, the ADF is relying on mechanisms that it already has in place, such as initial entry psychometric testing and ongoing performance reporting.148
Although these methods of testing are ‘tinkered with routinely’,149 it is unclear whether these existing measures will sufficiently address issues for women entering into those restricted roles for the first time. It is critical that the impact of the policy change be evaluated in relation to non-physical aspects, such as resilience and psychological suitability.

The PES Review is also looking at developing a model to change the current physical training and conditioning regime so that it better aligns with the new physical standards.150 This will allow people time to condition their physical ability to the new standards and plan for transfer of trade if they are unable to meet the standards.151 Again, it is important to consider non-physical standards as part of the implementation plan.

(i) Views on the review of physical standards

Senior leaders responsible for implementation of the removal of gender restrictions have advised that the primary message communicated to ADF personnel frames the removal of gender restrictions/PES review in terms of ‘capability’, rather than as a gender equality or diversity issue:

It’s not about an extension of our equity & diversity campaign, you know, this is purely about generating capability. And if we’re going to sustain the numbers and the quality of individuals that we need to staff our Defence Force into the future, then we have to be doing this. That’s the business case.152
It was noted that ‘to a certain degree’ this message was ‘either accepted or not’.153
The second message communicated is that only physical and overall ability to do a particular job should restrict opportunities and that the PES review provides the ‘framework that enables us to make those objective assessments’.154 Some views in focus groups accepted the validity of the policy change in those terms:

The vast majority of men in our Defence Force, like all of us, are just looking for critical parts of the team, and you bring a critical skill to my team that I need. 
I think [physical employment standards are] more about an evolution about Defence Force acknowledging that our soldiers have to be physically competent. It will be a far reaching change for everyone, not just for females. Will we have women driving tanks and women on the frontline with infantry? Well absolutely, if they choose to do it.155
Army has conducted some trials (including with women) of the new physical standards. These have been viewed positively with ‘encouraging’ results:

There was a big test that was done to validate during a mission rehearsal exercise up in Townsville. Everybody who was going over to the Middle East area of operation was run through the, the new testing regime. It was interesting, I think there was about a 70% pass rate.156
Overall, the ADF reports that feedback on the introduction of new PES from personnel is positive and members accept that the new PES will be more relevant to specific job requirements.

In consultations, however, members expressed mixed views about the changes. In one focus group, it was noted that an improvement in fitness standards would be welcomed and that ‘there are a lot of men who aren’t going to be able to pass that as well as women’:157
There’s currently a lot of people in infantry that are real slugs and aren’t really achieving the mark but because they’re there, they’re going to stay there.158
Some noted that the standards may be too high for women to achieve, risking injuries:

I think from literature that I’ve read, women are more likely to experience injuries during the course of training due to perhaps their [Body Mass Index], due to their height, due to their pelvis shape. We’re going to be putting those women at high risk of injury right from the start. My concern is that the bar is being set so high with the PES standards that we’re automatically going to be excluding women from achieving that.159
Others agreed that because the ADF had a ‘duty of care to not injure people’ and that women were coming in with a greater risk of injury, implementation of PES needed to be monitored.160
In several focus groups, participants commented on the disconnect between awareness and expectations about the requirements of recruit training, and actual experiences, particularly for Army. The Review also heard that this led to injuries and recruits getting ‘broken’. Some participants noted that PES could be useful if incorporated into a functional screening process at the recruitment stage, appropriate to the duties a person will undertake:
I’ve had one guy who had just recently come to us with six months of shin pain prior to enlistment, was in rehab for eight weeks …He’s short and overweight and they pushed him through to the challenge… he doesn’t want to be in Infantry, and it creates an administrative nightmare for us... So, if someone like that is identified at recruitment that’s a lot of cost saving benefits to Defence ….161
In many focus groups, there were concerns expressed that standards would be lowered. For example, one participant was critical of a ‘watering down’ of standards in infantry:

With the infantry corp, we’ve watered down things for people that are overweight, we’ve watered down things for people that are having mental issues. We’ve watered down everything for males right now and if there’s another watering down on top of that because there are females, it’s just untenable for people to think that’s acceptable.162
With the process, I don’t think they should change it for females and males. 
So say you’ve got to do 100 push-ups, you’ve got to do 100 push-ups; you can’t say alright, you’ve got to do 100, you can do 50. They’ve got to keep it the same scale throughout the whole thing.163
(c) International experiences of gender restrictions on combat roles

(i) The impact of gender restrictions on participation rates

In Chapter 9, this Report examines the situation of women in international defence forces with cultural and historical similarities to Australia. Canada, the Netherlands, Norway and New Zealand have all officially removed restrictions on women’s participation in combat roles, albeit with some initial qualifications.164 

Formally removing restrictions on women does not automatically lead to women occupying these roles or to other cultural barriers being removed. A brief examination of comparable countries shows that, despite the vast majority formally opening combat roles to women, the levels of participation in the forces overall plays a role in the lower representation of women in senior positions.
For example, the table below shows comparative participation of women in some overseas defence forces in 2008-09 (i.e. prior to the removal of gender restrictions in the ADF):

Table 5.1: Comparative Participation of Women in Overseas Defence Forces

	Country165
	Women in 
Permanent Force
	Combat duties restriction

	Australia (as at August 2009)
	13.5%
	Yes

	New Zealand (as at June 2009)
	17.0%
	No

	United States (as at 2007)
	12.0%
	Yes

	France (as at June 2008)
	13.9%
	No

	Canada (as at March 2009)
	17.0%
	No

	United Kingdom (as at June 2008)
	9.3%
	Yes



	Germany (as at September 2009)
	13.7%
	No


International research appears to show that the greater the presence of women as Defence personnel – both in terms of the breadth of the roles they occupy, as well as their presence in leadership positions – the more likely their acceptance by their male colleagues. This research strongly indicates that the prohibition on women serving in combat roles is a major barrier to their successful integration across all aspects of the services, whether combat related or not; as well as to their access to leadership positions.166
The Review met with a Canadian Forces delegation that included women who had served in combat roles to discuss their experiences. Canada removed almost all restrictions on employment of women following a Canadian Human Rights Tribunal decision in 1989.167 The Tribunal’s decision allowed a phased implementation process, with the goal of completely integrating women into all roles by 1999.
Participation rates of women following the decision changed little for most of the 1990s, because of a downsizing of the Regular Force in early 1990, with the highest rates of women continuing to remain in traditionally feminised occupations.168
(ii) The importance of strong leadership

The Canadian delegation told the Review that, during its first ten years, Canada’s integration of women into combat roles faced serious problems relating to leadership:

When we did the research the leaders at the unit level, where effectiveness is very important, that’s where it happens, they felt that they couldn’t lead effectively. They didn’t think they had the right skills to motivate and train women and they weren’t convinced that women were there for the right reasons.169
For the Canadian Army, the transition to mixed gender combat arms units was a leadership challenge and a breakdown in unit cohesion occurred where there was:

· inequitable leadership and discipline

· favouritism or harassment of distinct groups

· fraternisation (especially within the chain of command)

· isolation and segregation of distinct groups.170
The Canadian delegation reported that having a minimum cohort of women did not necessarily guarantee that a mixed gender team would be successful. Where minimum cohorts of women were kept together for support through training, in initial trials, if unit leaders were not ‘on board’ the result was a unit culture which was unsupportive of women:

We had other cases where one or two were in an environment where the leadership was on board – not a problem. So for us it wasn’t the issue of numbers and critical amounts, it was leadership and culture.171
The Canadian experience showed that knowledgeable, proactive and effective leadership, particularly at the levels where integration was occurring, was fundamental to success of the initiative.172 A key component of this was the building of confidence within leadership to deal with the complexity of issues in the transition to mixed gender teams. To this end, a mixed gender leadership education package was rolled out through each Service, the effectiveness of which varied based on the commitment of leadership in delivering it.173
Alongside strong leadership, support from the chain of command and peers and strong messaging, was seen as critical for women to be ‘working as a team’.
Since the late 1990s, the participation rate of women in the Canadian Forces has increased:

· in 2001 – 1.9% of women were employed in combat arms occupations

· in 2006 – there were 13% women in the regular force, with 3.8% of combat arms posts occupied by women
· in 2009 – 15.1% of Canadian Forces members were women. Despite these efforts towards full integration of women, the percentage of women in combat arms roles only increased from 0.3% in 1989 to 3.8% in 2006.
The introduction of mixed gender teams in the Canadian Forces, despite some resistance, appears to have provided the opportunity for women to contribute to the evolution of culture across the organization and to operational effectiveness.174
(iii) Other international experiences

The Netherlands and Scandinavian forces have also integrated women in combat teams.175 In 2009, the Netherlands deployed the first all-female foot patrol in Afghanistan and have actively sought to deploy more women to crisis-response operations and focus more attention on gender aspects and their effects before, during and after the operations.176
The US currently continues to exclude women from serving in combat roles, defined as ‘assignments to units and positions below the brigade level whose primary mission is to engage in direct combat on the ground.’177 The Pentagon recently announced its decision to open support roles to women permanently assigned to combat units, with a promise to ‘continue to open as many positions as possible to women’. It is estimated that this will open over 14,000 active-duty and reserve jobs previously off-limits, including combat medic, artillery mechanic, communications expert and other critical warfare posts.178 It is reported that the Marine Corps Infantry Officers Course has also been recently opened to women, with ‘new functional fitness tests’ being developed to establish ‘gender-neutral standards’.179
In practice, despite formal restrictions, the demand for troops during the decade of war in Iraq and Afghanistan has meant that women already serve in many of these roles as temporary ‘attachments’ to combat units and ground battalions – often receiving the same combat training and being exposed to the same risks as men.180
As some commentators have observed, even though women are serving in these ‘frontline’ roles, the full extent of their contribution and capabilities is not recognised by formal policy, meaning that ‘their service and suffering remain ignored by or invisible to the Pentagon and the public’.181
Following the recent decision, formal restrictions continue to operate on women serving in the infantry, in combat tank units and in Special Operations commando units, subject to further review as implementation of the changes progresses.182
A 2011 US Report made a number of recommendations in relation to opening up roles to women that included, appropriate physical standards and training, visible support of leaders, a phased in approach to integration of mixed gender teams and recruitment polices. Further discussion on these recommendations is contained in Chapter 9.183
(d) Attitudes to lifting gender restrictions in the ADF

(i) Opposition and misperceptions

It is clear that there continues to be significant opposition towards the ADF’s policy shift in some areas. One survey respondent made the following comment:

No women should be in combat roles within the army. This is a joke and a disgrace to previous men who have served this country.184
Members in focus groups expressed similar opinions:

A woman may be able to physically do the job; she may be mentally tough to do the job; she may be able to continue and do all that stuff, but a female in a platoon of 30 guys is not going to work.185
My fear is that the women who are actually physically capable enough to do this job, it’s going to be 5% so out of a hundred blokes if you’ve got 5 women there, you have to change completely you know the way the blokes do things just for this small portion of women where it’s easy just to not have them.186
There’s going to be women out there that can achieve what needs to be achieved, but my issue is for how long, women’s bodies do break down.187
At the end of the day Army’s not the place for equality. If you want equality maybe you should look elsewhere. Maybe not the right attitude, but I think I’ve been around long enough to be able to have a very valid opinion of what I think women should be in and what women shouldn’t do.188
I think it’s equality verses practicality. I think you’d struggle to find a person who genuinely believes a female would be as competent in those roles. I think that’s a given. Their anatomy, they’re not as strong.189
This is not about equality, it's about equity. I will always send a strong man in to fight a fire before a woman. He will have more endurance. I will use a woman to examine an outgoing mission report. She will pay more attention to detail.190
This opposition within the ADF speaks to a lack of communication within the ADF about the implementation of the Removal of Gender Restrictions. It was noted that some of the hostility was a way of expressing frustration at not having input into ‘this huge policy change’.191 In an Army focus group, one person observed:

NCO’s down to even corporals…are massively insulted by this decision that they’re being used as a political experiment. It’s going to have ramifications…every corporal I’ve spoken to is 100% against the idea.192
Strong criticism emerged in focus groups that ADF members had not been consulted sufficiently prior to the policy change and that communication around the new policy was poor. Many focus group participants were ill or misinformed about the changes. For example, one participant observed:

We had a forum with all the staff and our boss could not answer the questions about lowering standards because they hadn’t finalised the PES review. How can you inform people when we don’t have all of the supporting policy to back up the fact that 1) we’re not going to lower the standards, 2) it’s going to be voluntary? We don’t have any of those mechanisms in place yet we’re briefing the whole Army, in fact the whole Defence Force that this is going ahead but wait, we’ll tell you later about the details.193
For some participants, the Review’s focus groups were the first time the issue had been discussed in an open forum.
Most significantly, there was little understanding in focus groups of the importance of the future capability of the ADF as a rationale for the change in policy. One person questioned whether there had been enough consideration of the impact on capability at all:

I don’t agree with women being in infantry. They have a job to do and they have a group dynamic at the lowest level that works to achieve that job. If you put a female into that group, any group, it changes that group dynamic. This isn’t about equity in the workplace. They have a tactical job to do and if adding women does not have a negative impact on achieving that mission, then great let’s make it work but it if it does and it’s not a good effect, then I don’t think you can justify it.194
(ii) Facilitating cultural acceptance of mixed gender teams in the ADF

Reasons commonly given for women’s exclusion from the military tend to focus on:

· women’s fitness to serve, physiological difference and physical weakness
· women’s specific health and ‘hygiene’ issues

· the likelihood of female casualties and beliefs that the Australian community will not tolerate women dying

· the detrimental effect of women on male bonding and team cohesion

· other cultural beliefs and attitudes, such as the emotive argument that women will be raped and that it is the role of government and men to protect women.195
Studies have shown that it is when women seek to enter non-traditional, ‘war-fighting’ positions that these types of arguments are frequently raised, while there is much greater acceptance of women being employed in more traditional support roles under operational conditions.196
These same concerns were frequently raised in consultations. One focus group participant said:
I don’t think it’s just about a death though. I’m a strong girl and I’m fit but I’m still not at the level of the lowest man, so is the Australian public ready for all these women who are going to get injured because it’s not about passing a course, it’s about maintaining that level and they’re going to be hurt and it’s going to be in big numbers.197
Others also noted the perception that women were seen as needing protection and the risk that this could be a distraction in battle situations:

In a way men have in their minds they’re the protector of other people. They’d worry about themselves first and they’d put their mates second but if there’s a woman there, it’s more ‘is she okay?’ It’s just natural instinct to look after women.198
Another focus group participant did not consider this ‘protective’ attitude as being gender specific:

I’ve also noticed that we have some members who may be slightly weaker than me, they’ll actually help them first so it’s not so much about protecting the female, it is protecting somebody or assisting someone who is physically weaker than you.199
In other focus groups, participants thought women may have problems coping with the psychological requirements of combat:

I think it will have an impact mentally. You get in a gun battle and then you get in a gun fight and it’s either kill or be killed. Then you’ve got to do a clearance of that battlefield and then you’re going [to find] blokes with their head missing and you’ve got to physically search their body for intelligence. A lot of females out there, that probably wouldn’t worry them, but I think it would play on a large part of their mind.200
Some male soldiers felt that a woman's capability was not the main issue in relation to women in combat roles but rather their ability to fit in socially with the men, resulting in social exclusion or isolation. For example:

I’ve trained women in shooting and most of the time they shoot better than the blokes because they listen. That’s not the point. The point is that fitting in socially within that testosterone environment is not going to work.201
When the guys go out and they start to play up…and there’s a little bit of that camaraderie that goes with that, it seems to me that some of the women find that difficult to maintain...It’s just guys being guys and that’s all it is and the girls seem to have this issue where they either try too hard and it makes them unpopular and they don’t fit in.202
Some members considered that their wives would not like them working so closely with women. One soldier told the Review:

My wife hates it. She hates the thought of me coming here and the person that’s going to be watching my back is a female. Her group of friends feel exactly the same.203
These attitudes highlight the limitations of framing the messaging around the physical standards review – although women may be ‘accepted’ within units where they meet the physical standards, this does not necessarily extend to acceptance in the social sphere.

A report by Christine McLoughlin, referred to in earlier Chapters, considered the Navy experience of integrating women into submarines in order to understand requirements for facilitating cultural acceptance of mixed gender teams in the Clearance Diver category.204 The report concluded that the following factors would impact on cultural acceptance:

· achieving a critical mass of women (at least 10% of that category)

· addressing the capability requirements and the implications for women (the physical capability aspect of this will be set by the PES standards for the category, however, it is unclear whether non-physical attributes will need further consideration when women enter into these categories)

· behavioural factors to be addressed (eg considerations of health, safety, privacy, team cohesion and educating men in those categories).205
Drawing on the submarine integration experience, the report argued that critical consideration must be given to ensuring strength of leadership, maturity and objectivity in management, the quality of instructors at entry level in creating a level playing field, encouraging an environment of inclusion, and dealing with resentment towards differential treatment.206

(iii) Transitioning from male-dominated units to mixed gender teams

As noted earlier, Army has the largest proportion of jobs from which women have previously been excluded. In considering cultural and attitudinal barriers, the significance of allowing women into formerly restricted categories will inevitably be greater for Army than the other Services. In focus groups, the Review spoke to people in Army who had simply never had the experience of working with women before, and were unaware of what sort of challenges or issues might arise. One survey response observed:

Many men in the [Army] have little real world interaction with women in the work place or in their personal lives and therefore find it difficult to relate to them on a personal or professional level.207
In another focus group, one of the participants, referring to their experience in Armoured Corps, observed ‘they don’t like having girls in their regiment either’.208
In one focus group, members noted that these sorts of issues would inevitably arise where women were introduced into units for the first time:

You’ve gotta look at a male’s natural reaction. They’re either gonna flirt with the chick or they’re gonna try and protect her, or both. Infantry work in a nine men section that has great cohesion, great teamwork, mateship, all of that, and they work together so well. Put a female in that mix, it ain’t gonna be brilliant.209
I don’t think that women should go into infantry. I think genetically they lack the aggression and physical strength to perform the role. And also it’s a massive, massive distraction for the males.210
Some women expressed views that it would create unnecessary problems to introduce women into the close ‘group dynamic’ of the male dominated infantry units, in particular:

Eight blokes going out to go on patrol get dirty and grubby and messy [and] they don’t want to have to consider female cycles, female showering. We’ve got all these other entitlements that come with being a female, which are quite embarrassing if you ever want to try and enforce them. We “don’t carry as much”, all these other things. “You smell us before you see us”, all sorts of stuff. Why should the guys have to deal with that? When it ain’t broke, don’t fix it.211
In other focus groups, members were concerned about the potential for issues to arise relating to sexual harassment or fraternisation:

I think that one or two women in a platoon full of infantry blokes is only bound to cause trouble when it comes to things like sexual harassment.212
I think fraternisation is just inevitable.213
Units transitioning to mixed gender teams for the first time may not understand the potential issues or problems which might arise and, as a consequence, lack strategies in how to deal with them. As one focus group participant observed:

My biggest suggestion is we need to educate the males. They don’t mean harm, they’re just not used to it, they have to adapt, they have to learn how to adapt into working in an environment where there are females. You know, a few years ago they didn’t even have females at the unit. You weren’t allowed to go there. It’s just a culture that they have had, and that’s just something that maybe we need to put something in place to help them adapt as well.214 

Many women considered that the introduction of women into these roles should ‘just happen’ and that the transition would be smoother than anticipated. A female Canadian artillery officer with whom the Review spoke in Afghanistan commented:

Whether it's about capability or hygiene issues or other issues that concern people, [those selected for combat] will be the right women who will be able to deal with all of that.215
Others were also optimistic about women being accepted in these roles over time:

I worked with soldiers who had corps transferred from infantry straight in and a lot of the times I was the first female they’d ever worked with, let alone their first female boss, and after an initial period of adjustment they all said, it’s fine. It’s no different to, anything I’ve experienced before. Some of them admitted they were initially hesitant, but you prove that you’re capable and professional.216
You will find in five years’ time, the people that have a problem with female in combat roles, will be well and truly in the minority because we’ve all gone through Kapooka and Duntroon and we’ve lived and worked with females in our units.217
(iv) Experiences of deployed personnel

The Review observed significant differences between the attitudes of ADF members posted throughout Australia, and those of deployed personnel in relation to removal of gender restrictions. Having experienced mixed gender teams in a combat environment, many deployed members saw the issue as essentially one of leadership:

It goes against all logic that we don’t allow females in combat roles. Take yourself as a field gunner. Why would you let a medic move forward with an infantry combat team in combat but not allow her to sit 20km back and load bombs? We’ve had females in our units, our combat units, for nearly a decade with zero problems really associated with it. So, there are females in Afghanistan now rolling out with combat teams every day. So to suggest they’re not in combat roles just because they are the medic, they are still, effectively, combat soldiers now because the modern battlefront doesn’t distinguish.218
In other focus groups, reflecting on experiences of women on overseas deployments, there was recognition of the valuable contributions which women could bring to the capability of a group:

We can’t discount the value of women in Defence. I think there is a huge potential for women to bring something very different, whatever that might be, it might be intuition, it might be a different way of looking at a combat situation, it could be the way that she is integrated into a platoon, I think there is value.219
Others found that where women were in specialist roles which did not directly compete with men, there was more acceptance:

You’re accepted if you’ve got a specialist skill. You can go out on a patrol as a female with those same infantry that say we don’t want females in our infantry and yet you go out on a patrol with them. There’s no issue because you are that specialist so you’re not actually threatening their trade and they’re happy and you know you’re doing exactly the same thing going on the same patrol with them.220
These specialist skills were particularly highlighted in the role of the ‘Female Engagement Teams’ (FETs). These are usually deployed teams of three female personnel (a team leader, a scribe and preferably a female interpreter) who conduct engagements with the local female population in a ‘culturally respectful manner’.221 One focus group participant observed in relation to FET teams in Afghanistan:

The guys were really impressed. They didn’t expect them to be able to do it so well and things like that. So I mean just that little act there, even though it was only a handful of guys, it’s a start.222
The Review heard overwhelmingly that ADF women wanted more opportunities to ‘go outside the wire’ (i.e. on patrol), including opportunities to be involved in FETs. Nevertheless, many felt this was being denied to them, unless accompanied by a man to ‘protect’ them, in part because of paternalistic attitudes of commanding officers and a reluctance to be the first to have a woman in their unit killed on patrol.223
Most deployed women with whom the Review spoke reported positive experiences of working in mixed gender teams:

I haven’t really had any issues being in all of those combat situations, I’ve been out field with the boys[and] if you conduct yourself in a professional manner and you demand respect and you don’t expect to be treated any differently then it is, all really great.224
Each of the deployments have been good. Working with lots of different people, sharing living accommodation with the guys and girls in a very close environment and being fortunate we haven't had any incidents, just professional people doing their job properly.225
Every single deployment and every single job I’ve had has been excellent. I’ve had such good jobs. I’ve had so many command positions and in the area 
I work in I’m nearly always one of very, very few females.226
I was the only female, but these guys, infantry in the New Zealand Army, actually have females already, so they already had that built into their culture. So they actually built me a toilet, they built me a hessian shower. So they were willing to do that stuff for me because they’d already been introduced to it.227
Other women said that although there was a generally supportive environment on deployment, it was sometimes a challenge to deal with gender-specific issues (for example, poorly fitting uniforms228 or a lack of facilities):
I really only had one issue with that patrol base and that was the lack of a female sanitary bin. You find other ways of disposing of things but it’s quite awkward and it’s not really something that you can kind of talk to anyone about because there’s nobody there to help you so yeah. The guys were great, like you just work with them you know and there’s really no issue.229
In some cases, members also drew on their overseas experiences working with women on operational deployments to show that issues could be reasonably accommodated. One participant noted that ‘management of time and space’ (for example, by allocating a time for men and women to shower), commenting that ‘it’s not a big hassle, and I think most people have that approach to it’.230
(v) Attitudes of unit leaders

Despite this, during the course of the Review, comments from focus groups and discussions with leadership at local unit levels or training schools – some of whom have had little if any experience working with women – show that there appears to be a lack of sensitivity to the possible gender issues which might arise.
Instead, there is a tendency to focus only on the physical aspects of the transition, such as the structure of accommodation arrangements, or a rigid, rule bound focus on conduct requirements, such as minimum dress requirements or fraternisation.
The message from senior leadership is that existing mechanisms (such as equity and diversity policies and complaints processes, codes of conduct, existing leadership and chain of command, female role models, coaching and mentoring), as well as the new physical employment standards, will be sufficient to ensure the transition for women into newly opened up roles is successful.231
A prevailing attitude appears to be that training courses will largely remain the same, with the concern being how women would be able to fit into this structure, and that little would need to change except for facilities or accommodation. In one meeting with senior leadership, for example, the Review was told that the ‘key risk’ in relation to integrating women was the ‘physical nature of the job’ and that special treatment for women and separate living arrangements risked their not being accepted by the ‘team’ and may potentially lead to ‘isolation’:

Basic privacy, basic security is almost the mantra that we are focusing on because they are the big issues. Making sure that our physical training, our accommodation etc, doesn’t start from an isolated point because as we move through the training course here where the stress, the hard training kicks in, it will exacerbate any isolation significantly.232
Despite these concerns, during some visits the Review observed that even newly constructed buildings had not taken into account use of facilities by women.233
(e) Ensuring effective performance of mixed gender teams

Views from focus groups appear to place the onus on women as bearing the responsibility for ‘fitting in’ and for making mixed gender teams work. Yet this responsibility should be shared by leadership and their male counterparts, a lesson from the success of the Canadian experience is that integration must be about the ‘team’:

Integration is not about women, it’s about the team. So I think we may have philosophically, and again with all good intentions, we may have put the emphasis too much on the women and not looked at the team.234
To this end, it is worrying that women reported experiences of working in male-dominated units which ranged from extreme exclusion to bullying and sexual harassment. One woman reported that as the only woman in a training course:

There was a competition in my course about who could go the longest without speaking to [me]. Even a guy who was my friend said he couldn’t talk to me because of what the other guys in the course would do to him.235
Another told the Review:

I thought I could change the crusty old warrant officers but in the end they broke me. There were so many rumours about me – I was supposed to have slept with everyone. Soldiers would do what they could to sleep with me. I was constantly pulled into the boss’ office to answer the false rumours. I was constantly subjected to harassment, bullying and intimidation. People would talk behind my back.236
It is clear that it must not be left to individual units to ‘make it work’, but that leadership at the local unit level must be supported in creating the conditions for effective mixed gender teams.
In successfully implementing the removal of gender restrictions for combat roles, the focus should be on ensuring that leaders and teams as a whole are engaged and educated about how they can contribute to effective performance in mixed gender environments. The Review recommends a structured transition program which creates a supportive environment and which is monitored, reviewed and evaluated.

(i) The need for a critical mass of women in mixed gender teams

As noted earlier, the implementation plan for the Removal of Gender Restrictions has as its initial focus in-service corps transfers of women into newly mixed gender teams. In some of the Review’s focus groups, participants commented on the benefits of having experienced women established in leadership roles for young women joining these categories:

Females in command positions would help stabilise things [rather than] just having female diggers. Female section commanders, female platoon, even female company commanders… would help even things out.237
There was some support in focus groups for the idea that it would be beneficial to have a number of women entering a group together from the early training stage:

I think maybe not five, but there’s two or three women to start with, and maybe give them some training together so they have a bit of a support network among themselves, and then going in it would be preferable to put them in with a group of people who were just coming in, rather than putting them into a unit that had a lot of experience and trying to break in.238
However, the need for careful monitoring of these women was also emphasised:

Women are always going to be the minority in those roles, so you’re going to have maybe one female in a platoon of 40 males. You’ll have to monitor that situation to make sure that the females needs are catered for, emotionally that they’re okay.239
It is unclear how the implementation plan will address a number of issues. Particular challenges may arise from the focus on in-service corps transfer of women into formerly restricted categories, rather than ab initio recruiting of women into those roles. In Canada, serving women were offered transfers into formerly restricted roles at the same time they were opened to women being recruited ‘off the street’. The Canadian experience was that there was no large uptake of internal transfers within Defence into those roles and that ‘most of the first women came off the street’.240
In part, this was because women coming into roles through corps transfer would lose their rank as a result, or have to go through basic training (for example in infantry) and ‘start from the bottom’. It was emphasised that this progression from the bottom up would be necessary for the credibility of those women in leadership roles:

There’s no point trying to force it another way, because it’ll present problems anyway. So you’ve got to have credibility in this extremely tough environment, otherwise you’re setting them up for failure anyway. There’s a lot of guys out there that are worried that women are going to get a free pass and get into these leadership positions without earning their spot.241
In the course of the Review’s consultations, only a very small number of women indicated interest in corps transfers into formerly restricted roles. This may mean that relying on corps transfers alone to increase women’s representation in combat roles will take a long time. As one focus group participant noted, particularly in the context of infantry:

There’s nothing to say that a woman wouldn’t be able to perform those roles but not in the numbers that men are. I think the desire of women to perform those roles would be lacking compared to men. They don’t glorify those positions in their minds.242
Another female Army focus group participant remarked that:

[given there were] 200 other trades I can do, why do I want to go dig a hole?’243
Another person made the following observation from an Army Women’s Networking Forum:

I think out of that whole room of about 80 or 100 females, there was only about two that said that they would have liked to have joined at day one being infantry but they would no longer consider that as a career path now.244
For this reason, the Review emphasises the importance of putting clear principles in place in relation to corps transfers of women into combat units, which appropriately recognise prior competencies and non-reduction of rank and pay. 

Another major concern, identified by Clare Burton in her report, Women in the ADF, in relation to women pilots, is the pressure on women entering formerly restricted categories, because of their visibility and status as ‘trailblazers’ or ‘gender pioneers’.245 In the Canadian experience it was found that otherwise well qualified women might be reluctant to pursue those roles because of the pressure or stigma of being the first female officer in their regiment.246 

The particular pressure on individual women to succeed may be a reason women choose not to enter, or subsequently not continue, with careers in these categories. Burton recommended that strategies need to be developed so that a ‘collective spirit of support and collegiality is generated’ among both men and women. Burton also suggested, as well as establishing a collective of experienced women mentors, a ‘low-key but structured program of mentoring support from senior men to each woman’.247 The Review supports this approach.

Research also indicates that greater success of mixed gender workgroups will be achieved if leaders are also women, with clustering of women within their command. The Review supports consideration of the approach recommended by the Committee for Women in NATO Forces (CWINF), as outlined in Chapter 9, that junior female personnel have senior women in command.

As discussed in section 5.1, studies show that when representation rises above a token number, women are able to have an impact on the environment in which they work. There is also research showing that, where there is a minority of 15% or less within a group, differences between the ‘token’ or minority members and the dominant members are often exaggerated, with the minority group often excluded or stereotyped, rather than valued for their contribution to group functioning and success.248 The key task lies in recruiting sufficient women into these roles to achieve such numbers.

The Canadian experience was that there was no research evidence to support the view that success is dependent on a minimum cohort of women in such roles/units.249 In light of what the Review has heard in its consultations, however, there remain major concerns about the inherent risks of women becoming isolated and unsupported on entering these roles.
Given the small numbers of women who are likely to consider corps transfer in the initial stages of the transition, the Review recommends that the ADF focus on one combat unit/work section/platoon/company in each Service, in which specifically selected leaders and teams are appropriately skilled and fully engaged in creating the conditions for mixed gender teams to perform effectively, to build leadership and preparedness.

In the first instance, the Review recommends that the ADF ensure that in mixed gender work sections of ten or less ADF personnel there should be no less than two women. Importantly, women entering roles should be clustered within that category to achieve as close to a critical mass as possible. The ADF should ensure that vital lessons are communicated and shared between the Services, particularly lessons learned from high-performing mixed gender teams and their leaders.

(f) Conclusion

The removal of gender restrictions from combat roles is a significant reform towards providing women equal opportunity in their work and career progression, though there is opposition towards the policy shift in some areas. The ADF must ensure that leaders and teams are engaged and educated about how they can contribute to effective performance in mixed gender environments as part of their implementation plan.
To successfully implement this change in policy, there are certain obstacles to overcome. Given the small numbers of women who are likely to consider corps transfer in the initial transition phase, there should be a focus on one combat unit/work section/platoon/company in each Service, to ensure a supportive environment for women choosing these roles, and unnecessary barriers should be removed by recognising non-reduction in pay and rank. In mixed gender work sections of ten or less ADF personnel, there should be no less than two women, and within categories, women should be clustered to achieve as close to a critical mass as possible.

5.4 Mentoring, Networking and Sponsorship

In summary

	· Mentoring, networking and sponsorship can be beneficial for women and men, as well as to organisations as a whole, and important for women’s progression in non-traditional workplaces. 

· In the ADF, in common with other organisations where men traditionally dominate, women are mentored less frequently than men.

· Current initiatives implemented across the Services show that there is recognition within the ADF of the value of mentoring, networking and sponsorship. However, these programs have different aims and objectives, are inconsistent in their implementation and many are difficult to access.

· Mentoring should be a strategic priority for developing leaders in the ADF. The ADF should take steps to redress the gap between men and women’s access to quality mentoring and sponsorship opportunities and continue to build and support women’s networks.


(a) What is mentoring, networking and sponsorship?

A wide body of research shows that mentoring, networking and sponsorship can be beneficial for women and men, as well as their wider organisations. Despite this, in male-dominated environments, women tend to receive less mentorship and they are often left out of critical networks that help build their counterparts careers. 

Mentoring in a work context is the relationship that develops when a senior, more experienced person takes a substantial personal and professional interest in a junior person's career, stimulating and supporting their personal and professional development.250 A mentor can provide a ‘safe and constructive environment for the mentee to develop and to act as a positive leadership role model’.251 

Networks, meanwhile, provide a means to navigate career paths in an organisation and to improve career prospects. In a male-dominated organisation such as the ADF, women should be encouraged to network and improve their access to information and advice.252
Sponsoring relationships go beyond ordinary mentoring relationships, where sponsors look for and create opportunities because they want their protégées to succeed.253 Effective sponsorship can accelerate a woman’s career through ensuring she is visible and considered for more senior roles.

Sponsorship is often considered the most effective form of supporting women through their professional development. It is observed that:

A mentor might tell you generic advice [but] a sponsor will advocate on your behalf to help secure work projects that will be more likely to help you advance…Crucially the sponsor is someone who wields power in your firm.254
Research suggests that men and women are equally effective sponsors:

If the people holding power are men, women would be not doing themselves justice if they were to choose just women as sponsors.255

(b) Benefits of mentoring, networking and sponsorship

Mentoring, networking, and sponsorship provide useful strategies to create an inclusive workplace in which women can develop their full potential.

Several of the CDF Action Plan’s key initiatives relate to the development of a range of ‘mentoring, networking, coaching and shadowing’ frameworks, in order to improve opportunities for women to reach higher ranks and provide role models for others.256 Overseas militaries have also developed mentoring initiatives to various degrees.

Those who receive quality mentorship may develop greater confidence and resilience, as well as integrating more quickly into the organisational culture, improving skills and knowledge, and developing greater insights into career opportunities and pathways.257 

Equally, mentors and sponsors can benefit from exposure to new perspectives as well as increasing their own interpersonal and leadership skills, and their value to the organisation. Those who understand the value of a mentoring relationship are also more likely to encourage this in others.258
Similarly, organisations benefit from greater engagement of junior and senior employees and improved teamwork, fostering an environment to which employees are more likely to remain committed. Long-term mentoring programs can encourage effective organisational change, and break down barriers faced by women in the workplace.259
(c) Moving from mentoring to sponsorship
There is growing recognition that traditional approaches to mentoring are not enough. Rather than providing only general guidance to women, the idea of sponsorship emphasises the provision of support that helps women get promoted. This much more ‘pro-active’ and targeted approach may be beneficial in light of the low representation of women at higher ranks within Defence.

In the report ‘Our experiences in elevating the representation of women in leadership’ (the ‘Male Champions of Change Report’) business leaders observe that sponsorship is ‘particularly important in the first 3-5 years of a woman’s career, not just when they are close to achieving a senior role’.260 The report refers to McKinsey & Company interviews with female leaders globally which found that:
For many female leaders there was a key individual who believed in them. This sponsor shaped their professional destiny by pushing them hard, opening the right doors, and giving them honest feedback when they were veering off track.261
One 2009 study found that high-performing women faced barriers in reaching the top because they were not receiving the sponsorship and male advocacy needed.262 The study found that women tended to underestimate the role that sponsorship played in career advancement, or did not cultivate it because of a reluctance to rely on ‘connections’ rather than ‘hard work’. It observed that many leading companies were fostering sponsorship by promoting ‘safe and transparent’ relationships between sponsors and protégés.

The Male Champions of Change Report provides a case study of a formal sponsorship program rolled out by Goldman Sachs (see Appendix L).263 The program was developed in the context of acknowledgement by leaders that promotion rates of senior women were lagging behind their male counterparts, partly due to the perception that they had a lower profile and fewer advocates from outside their business. 

The program helped ‘close the gap’ in terms of the contribution of these women and their broader recognition and visibility within the organisation. The Male Champions of Change Report also found that sponsorship programs were beneficial in providing leaders with exposure to employees that they might not have otherwise met, as well as building their own leadership skills.264
(d) Women’s access to mentoring, networking and sponsorship in the ADF

Appendix L details the range of mentoring and networking programs that are available across the ADF.

In common with other organisations where men traditionally dominate, women in the ADF are mentored less frequently than men. In roundtable meetings with ADF and Defence APS women in 2008,265 participants commented on the lack of access women felt that they had to support networks and mentoring opportunities, in contrast to the informal mentoring relationships and networks that flourished for men in male dominated workplaces. For example, men socialise and play sport together, building networks that extend throughout their careers and allowing them to better navigate the ‘unstated rules’ of the organisation.266 

Participants also commented on perceptions that men who utilised their own networks and resources were socially skilled and ‘career-savvy’. For women this type of ‘self-care’ was perceived as selfish or self-serving and a ‘weakness’.267 The roundtable participants observed that, although some formal mentoring schemes did exist in the ADF, these were often focused on Officers, with the assumption that the chain of command or Divisional system would look after junior ranks.268
Other barriers to mentoring include time and workload pressures, unclear expectations, lack of or unclear goals for the mentoring, and deference or lack of confidence to ask for mentoring. There was also a view that many women felt that they needed to act more like their male counterparts to succeed.269
In fact, while the Treatment of Women in the Australian Defence Force Survey indicated that over 80% of all respondents agreed they had ‘sufficient access to learning and development opportunities’, smaller numbers believed that ‘mentoring and networking opportunities are available to provide role models, information and advice for women progressing through their careers’ (50% of female respondents, 60% of male respondents).270 Further, women were much more likely than men to believe that mentoring and networking opportunities are not available to women.
The responses indicate that a sizeable minority of women would be receptive to increased mentoring and networking opportunities, and another large minority is uncertain about the resources that exist in this area. The Review’s consultations also showed inconsistent awareness of and access to mentoring and networking opportunities. For example, one member noted:
I don’t know if there are mentoring programs. I’ve not been made aware of any.271
This indicates that the messaging and promotion of such opportunities could be improved, and information about existing initiatives may be helpful to the large numbers of women (and men) who were uncertain about the existing opportunities.
(e) Experiences of ADF members

Focus groups revealed many positive responses to ADF initiatives in this area. One Army member, for example, observed that opportunities for women to be mentored had increased significantly over a short time:

I’ve only been [in] the ADF for four years but I’ve actually seen in my short time where women actually have had that opportunity. You’re always going to see the more dominant percentage being male because they’re the higher percentage, that’s not to say that women don’t get the opportunity, I think women do get the opportunity and that’s probably more prevalent now than ever.272
Navy focus group participants considered the introduction of Navy leadership and mentoring programs had been a good development:

It’s something that our category in particular has improved upon definitely because we have a mentoring program now for our Training System officers. But back when I joined they [asked if] you considered getting a mentor, but apart from that, it was left at that.273
However, availability and promotion of Navy mentoring programs were inconsistent. For example, in some categories (such as the training unit, referred to in the quote above) ‘mandatory mentoring’ (characterising a formal mentoring program) was working successfully. In other categories, no formal arrangements appeared to be in place. One participant noted that support and advice are available, but that this requires a person to know what they want and seek it out for themselves:

Say you wanted to become a dentist on board the ship, well you would probably start by speaking to your Divisional Officer. You might come to the ship’s office and ask how do I do that? And they might point you in the direction of going to do that or civilian schooling … So there are people on board the ship who can help you achieve your goals but obviously it’s up to you to recognise what you want to do.274
Formalised arrangements were seen as having benefits such as allowing a prescribed time for junior officers to speak to mentors. One member noted that ‘because it’s sanctioned you [can] be released to actually go talk to a mentor’.275
In some cases, a ‘mandatory system’ resulted in some unwilling/badly matched participants.276 It is clear that selection of both mentors and mentees in a mentoring program is of critical importance. As one person commented:
You’ve got to really respect the person that’s going to talk to you.277
(i) Resistance to formal mentoring and sponsorship

The Review heard some resistance to the idea that formal mentoring programs were needed at all. Focus groups revealed a strong perception that the chain of command is the first stop for junior ranks seeking a ‘mentor’. As one member observed:

Our structure is that the people above us, the rank above us, they are always in our command chain and our mentors and sponsors, and they are the people we seek advice from … We have the divisional system which is there to support most of the junior guys. So we already have that system very much in place.278
In one focus group, participants agreed that it was easy to ‘just figure it out’.279 Many saw mentoring as being expected as part of leadership development, rather than a formalised arrangement:

Mentoring is a very personal thing and you’ve got to want to be a mentor and on the flipside, you’ve got to want to be a mentee as well. I think in the ADF there’s such a focus on leadership that as you go up the ranks you should be mentoring more people, you should be looking to do that as well and I think it’s made up on an informal basis, that’s my point of view.280
In the Air Force, for example, the Squadron Leader Leadership Module includes components on coaching and mentoring with reference to the Air Force Mentoring Handbook.281 As one member noted:

I’m meant to be mentoring these people and teaching them the correct rights and wrongs. Like a parent you teach them the way of the Air Force.282
There are limitations to mentoring within these established arrangements. Some participants commented on the difficulty of maintaining these connections in light of posting cycles.283
Meanwhile, one member reflected on the different relationships involved in their experience of formal mentoring as a career manager and in a more informal mentoring relationship:

It was informal, and I wouldn’t ever give that advice in my role as senior career adviser [about] family planning. I think you just inform people [about] what Army requires of you [such as] if your professional milestone in five years is to be a lieutenant colonel well here are some key things that need to occur in roughly these 12-month windows.284
Another group of new recruits expressed dissatisfaction with senior/junior divisional mentoring arrangements:

I know with the division just gone we absolutely hated each other. And the notion that they could be our mentors [is the] entire opposite. We avoided them like the plague.285
There was also some resistance to the idea of ‘sponsorship’ as a more developed form of mentoring. For example, one senior leader expressed concern about the possibility of close mentoring relationships being seen as showing favouritism:

You’ve got to be very careful about perceptions of bias or jealousy or favouritism so you’d have to structure a programme in such a way as well. I’m a CO, I have 300 people who work for me. I can’t be seen to favour particular people but I could work with a group, say all the lieutenants in my regiment and do some group activities with them.286
Others noted that it was those more meaningful and developed mentoring relationships, closer to sponsorship than more traditional mentoring, which contributed to success:

When you look at males who climb the ladder the common theme is that generally you’ve got to have somebody in your corner batting for you, so you have a mentor, somebody who knows you and then when there’s a promotion board sitting, that person happens to be sitting on the board and he happens to know you. Because he knows you, he can talk about your strengths and weaknesses. And that relationship is built up over time serving under that officer and often a number of times.287
A formal mentoring/sponsorship program which is ‘sanctioned’ can be useful in overcoming these barriers.
There is research which shows that within organisations, human resources can play an important role not only in shaping the conditions for informal mentoring to occur, but in structuring formal programs effectively.288 The focus of this research has been on how human resource departments can use strategies to help ‘formal programs produce the same quality of mentoring present in naturally emerging relationships’.289 This would overcome the problem of inconsistency in the ability and capacity of people to seek support on their own:

The proactive people go forward and get somebody or identify someone, but the people that perhaps need the support the most are a little bit shy or don’t know where to go, and you often don’t when you come straight from initial training. Then they’re not supported in finding that person.290
Ideally, as some experts argue, formal mentoring programs should provide a platform for informal mentoring to develop.291
(ii) Gender-specific programs

Providing access to gender-specific networks or mentorship can allow participants to understand gender-specific challenges as well as provide examples of responses to these challenges. Some members expressed resistance to the idea of women-specific mentoring programs. For example, one member said:

It wouldn’t matter to me if I was the only female in the Defence Force because you’re there to learn your trade. I don’t need a female to give me advice, I’d go to the person that has the most experience and the most knowledge and will benefit me the most, not just ‘cause she’s the same sex.292
There was acceptance of the value of gender-specific mentorship for women which may not be possible through the chain of command, given that representation of women in leadership positions is still limited:
You can’t be what you can’t see. So if women aren’t seeing other women succeeding at senior levels and being supported by them, it’s very hard to think that you can aspire to that as well.293
Some senior women reflected on the value of mentorship to the success of their careers:

I’ve worked with very highly professional, motivated, very knowledgeable people who’ve continually mentored me the whole way through my career and so I feel very supported by my community, and respected as well which is important.294
Another participant commented that a ‘good mentoring programme is lacking especially for the young girls in dealing with the squadron environment’:295
I was the only female at my unit, so I don’t have the sergeants or anything like that. They are meant to be my mentors, but they don’t want to provide the support up here.296
It may be more difficult for women on deployment who, in even more diminished numbers, risk becoming isolated, especially if not involved in male social activities. For some women, surviving isolation on operational deployment may present a greater challenge than dealing with the military duties of the deployment. Women may need to provide support to each other in the field, while there were suggestions that women returning from operations would make good mentors for those preparing for deployment.297
Certainly, in terms of career progression, research suggests that career support through mentoring, sponsoring and coaching was of more use to women than psychosocial support (such as emotional support or counselling).298 In a male dominated organisation, the lack of women in leadership to provide quality mentorship is significant:
It’s more common for a male to have a mate or a mentor who’s a male and so, until you start to get women into those leadership roles, they won’t necessarily mentor or because of the… less population of women in the workforce means there is less opportunity to form those mentoring roles.299
Although gender-specific arrangements must be made available there is a need to recognise that this should be part of a range of supports and strategies to ensure the development and progression of women. Quality mentoring and sponsorship is a key role of senior male leaders who should emphasise its importance for women.

(f) Limitations of established initiatives

Certainly, initiatives implemented across the Services show that there is recognition within the ADF of the value of mentoring, though these initiatives are inconsistent in implementation and how they are accessed. When speaking to personnel deployed overseas, for example, the Review heard the following observations from junior members:

They put those things out there but to apply for it and be able to go are two different things, because we’ve got local mentors but then there’s also mentors that may be based in Canberra or [there] might be travel required. I’ve only seen officers usually take advantages of those opportunities.300
In another focus group, it was noted that, while some personnel had been assigned mentors, those selected as mentors did not receive training.301 In other cases, participants had only very limited and fixed views about the role of a mentor, without seeing it as a two-way relationship:

I think we pass on the information and give them guidance. That’s all I see mentoring as.302
As the RAAF experience of adding to the ‘My Mentor program’ with their ‘Women's Integrated Networking Groups’ (‘WINGs’) trial shows (see Appendix L), the organisation is learning from previous attempts at establishing mentoring programs. The Services are starting to tailor programs to better meet individuals’ needs. Over time these programs will improve and deliver results, but these lessons are not yet being shared across the Services. The result is that currently, an incoherent mix of initiatives exists, with different aims and objectives and taking different forms, under the broad umbrella of ‘mentoring programs’.

The ADF should redress the gap between men and women’s access to quality mentorship and sponsorship opportunities, integrating the suite of available programs and rationalising them based on best practice principles.

The ADF should specify the goals and objectives of different types of programs, taking into consideration the program’s intent and the audience being targeted.

Gaps in availability should be explored, so that members at any stages of their career have access to an appropriate mentor or sponsor. Mentors and sponsors might be men or women, from within the Service, another Service or outside the ADF. The purpose, objectives and duration of mentoring/sponsorship relationship should be determined by the member and the mentor or sponsor.

A particular focus should be on making the shift from providing general guidance for women, as with traditional approaches to mentorship, to sponsorship and providing support that helps them get promoted. This includes building an expectation that sponsorship is a key role of senior leaders and emphasising its importance for women. For example, currently, sponsorship and coaching is limited to one executive level program in Navy.303 Nothing comparable is available for other ranks.

Availability of these supports should be communicated at all levels, and feedback should be incorporated into monitoring of the programs to build an evidence base and ensure they continue to meet the needs of people through different stages of life and their careers.

(g) Conclusion

Research shows that mentoring, networking and sponsorship are important features to improving women’s progression in non-traditional workplaces. There exists an imbalance between men and women in access to such opportunities. The current ADF initiatives which have been implemented have good intent but operate with different aims and objectives, take different forms and are inconsistently implemented and accessed.
Mentoring and sponsorship should be strategic priorities for developing leaders in the ADF. The ADF should implement measures to improve the availability of mentoring, sponsorship and networking appropriate to the needs of members, both men and women, at any stage of her/his career. The solution is not a ‘one-size fits all’ program. It will take time to build an environment which sustains and supports quality mentoring and sponsorship.

Having examined the systemic and structural processes at play in the ADF workforce pipeline, the next Chapter of this Report turns to an examination of the way in which women (and men) in the ADF combine these responsibilities with their career – many of them feeling that one must come at the expense of the other.
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Chapter 6: Combining a Military Career with Family

In summary

	· Enabling members to balance work and family is a critical retention tool and will increase the diversity of the ADF workforce and leadership. In an environment where ab initio (entry level) recruitment dominates, flexibility will increase retention and strengthen the ADF.
· A widespread belief exists that women in the ADF must choose between career and family. This is reflected in data showing that 88.9% of men in the star ranks have children, compared to only 22.2% of women.
· Decisions regarding workplace restrictions during pregnancy should be based on contemporary research and best practice.

· A perceived inability to backfill maternity leave positions encourages negative perceptions of this form of leave and influences the choices of those who may need to take it.
· Extended leave, such as maternity leave, can negatively impact career progression.
· Breastfeeding facilities in ADF workplaces could be improved to support women upon return from maternity leave, as currently exists in a range of businesses and organisations.

· Structural and cultural constraints impede many members’ access to flexible work practices. These include entrenched beliefs about the types of roles that are suitable for flexible work, a belief that flexible work is only for women, inconsistent implementation by middle managers, workforce planning difficulties and a negative stigma that is attached to flexible work.
· ADF members experience problems in accessing child care in locations and within the hours that are suitable for their needs. Access to appropriate, affordable quality child care in regional and remote areas can be especially difficult.


The challenge of combining work and family is not unique to the ADF environment. Certainly, Australians across all sectors of the workforce negotiate a balance of these obligations. However, this juggle is a particular challenge for members of the ADF who work in posting cycles, have operational commitments and undergo deployments to sea or overseas. This means that, for women especially, the need to combine work with family disproportionately impacts on career progress and hinders leadership opportunities. It is not possible to increase the representation of women and the diversity of the ADF workforce and leadership without better enabling members to balance work and family.

Many women in the ADF feel they face a stark and mutually exclusive choice in respect of career or family. The decision to start a family is constrained by a number of issues, including the management of pregnancy within the ADF, access to and return from maternity and parental leave, availability of flexible working arrangements, accessibility of child care and the impact of postings and deployments. The ADF’s policies regarding these issues are generally comprehensive, but their implementation is inconsistent and requires improvement. The Review will explore these issues in more detail throughout this Chapter.

Through the Treatment of Women in the ADF Survey, the Review sought the views of ADF members on their work/family/life balance.1 About three-quarters of respondents to the Review’s online survey agreed that their workplace encourages a healthy balance between ‘work, home and family life’ and that they are able to maintain this balance.2 However, over half of all female respondents (57%) and 36% of all male respondents believed that their career was impacted by caring/family responsibilities. More than half of all female respondents (56%) and 39% of male respondents also agreed that family responsibilities affected their ability to go on deployment.
At senior officer level, 65% of female respondents and 33% of male respondents agreed that family responsibilities affected their ability to go on deployment. Among respondents with dependents, 71% of female respondents and 42% of male respondents agreed that family responsibilities affected their ability to go on deployment. The fact that a larger proportion of female respondents reported difficulties in balancing work and family indicates that it is one of the fundamental structural impediments leading to the under‑representation of women in leadership in the ADF.

The relationship between work and family was also frequently raised in the Review’s focus groups. A common theme was the perception that female ADF members make a ‘choice’ between their career and family, and indeed, many feel that it is not possible to have both. For example, the Review heard:

We accept that that’s the choice you make. And I’m making a choice not to have children at the moment because I want to be promoted but as soon as I’m promoted I’ll make a decision about children.3
I chose not to have children because this is my career. This is what I wanted. That’s my choice.4
I know plenty of people that are happy not to promote because they want the family life, but there’s still good job security and still a career. But then you get the people who want the career, who want to strive and go further. It’s the same in any job, if you want to choose a family or a career.5
It was noted by some consultation participants that male ADF members do not have to make the same ‘choice’:

The ADF is a different type of employer … by nature of the work we do and the loyalty and commitment expected of our members. If one has to choose between one's family and the ADF, it is normal that it is often [the] female Defence member in the relationship that leaves the fulltime ARA [Australian Regular Army] to care for children while the male ADF member remains working fulltime.6
These qualitative reports of a choice between family and career are supported by quantitative and survey data. As noted in section 4.1, in all three Services women in senior ranks (Captain or Equivalent and higher) are significantly less likely to be married or have dependents than their male counterparts.7 While 88.9% of men in the star ranks have children, only 22.2% of women do.8 This data suggests that the choice between family and career is starker for female officers than for women in other ranks.

As section 4.3 discussed, there is an apparent link between difficulty in balancing work and family and discharge from the permanent ADF. In all three Services there is an increased propensity for women to leave the ADF at points that coincide with a typical point where personnel, particularly women, are starting families. Furthermore, the 2010 ADF Exit Survey found that the key reasons cited by women for leaving the ADF related to the impact of ADF service on their family and personal life.9
The choice of career or family can be particularly pronounced for women in the Navy, due to sea service requirements which place additional pressures on family life. The Review heard numerous reports of this resulting in female members choosing to discharge from Navy:

She’s one of the cleverest girls in the organisation. She’s discharging in a month’s time. She’s been at sea for the last five years and…the Navy just hasn’t come to her aid with regard to saying ‘Yes, we’ll guarantee you two years in that position so at least you can pop out one child’, so that’s why she’s going.10
I transferred to the [Navy Reserve] as there was no guarantee that with both of us in the [permanent Navy], there would always be one of us posted ashore to care for our children. After nine years of service, I would have remained in the [permanent Navy] if there was a guarantee that my spouse and I would not serve concurrent sea postings so that we could care for our children.11
Again, this is supported by quantitative data. As outlined in section 4.1, the rank of leading seaman in Navy’s other ranks, and lieutenant in Navy’s officer ranks, appears to be a typical point where more personnel are starting families, and it is also the point at which women fail to progress through the rank structure.12 Army and Air Force do not appear to have the same stark decline at this point as represented in ADF workforce data.
Strategies need to be implemented to ensure that ADF members, particularly women, can have a career and a family, rather than having to choose one or the other. Until this occurs, there will not be an increased representation of women in the ADF. The remainder of this Chapter will discuss key issues that constrain women’s ability to balance their ADF career with their family lives, and identify ways that this situation could be improved.

6.1 Pregnancy

The Review heard that the treatment of women who are pregnant can have broader implications for their career. This section will discuss the working restrictions imposed on pregnant women and issues regarding deployment of women who have undergone a pregnancy termination.

The ADF’s policy on how pregnancy is to be managed in the ADF environment is set out in Health Directive No 235 ‘Management of Pregnant Members in the Australian Defence Force’ (‘Health Directive No 235’). A draft of this document was approved by the Defence Health Policy Steering Group on 29 November 2011, but has not yet been issued. Health Directive No 235 notes that:
Defence members with an uncomplicated pregnancy should, in principle, continue to undertake their normal Service duties to the extent that such work is consistent with the safety and protection of the fetus and the mother. However, these considerations do pose limitations in some areas on employment and preclude pregnant women from deployable operations.13
A member who believes she is pregnant must report to an ADF health facility for assessment. When pregnancy is confirmed, the member is issued with a medical certificate ‘that details proposed workplace restrictions’ and Command is to be notified of the pregnancy when it ‘can be reasonably assured of continuing’.14 This normally occurs at a Unit Medical Employment Classification Review (UMECR) but can be initiated earlier by the member and her medical officer.

A list of ‘more commonly used employment restrictions’ for members who are pregnant is set out in annexure A to Health Directive No 235, but the document notes that additional employment restrictions may be required depending on the nature of the member’s workplace whilst they are pregnant.15
(a) Workplace restrictions

Women told the Review about the impact of being required to notify Command of pregnancy and the associated restrictions on day to day work:

Once a woman becomes pregnant, I can only speak about the Army here, it’s bam!…‘You can’t do this, you can’t do that’. Whereas in the outside job force, in that time that you are pregnant and still at work you’re still effective, you’re employed effectively.16
I actually felt that I was blacklisted because they have…blanket restrictions. They go ‘you’re pregnant, these are the things you can’t do’. [I was] now only allowed to go for a walk…[I was] not allowed to lift certain weights and [the restrictions] really stuffed me up on getting back because I found my fitness dropped so much because I was so restricted.17
Pregnant members may not render sea service18 or air crew duties19 from the time that they provide advice of their pregnancy. Some members reported a supportive working environment despite being ‘grounded’ although work pressures, if anything, increased with a change of duties. An Air Force member told the Review:

During my…pregnancy I was working as an instructor, and found the workplace to be reasonably supportive of my situation…I found however, that as 
I progressed through the pregnancy my executive staff were less able to understand and facilitate the changes that pregnancy brings – for example, fatigue…I certainly felt the pressure to continue to 'uphold my end of the bargain' i.e. in order to make up for not flying I would take on a larger non-flying load.20
The Review heard from another RAAF member that, given the very small number of female pilots:

…the Chain of Command does not know how to 'handle' a pregnant pilot. Adopting a model that Virgin use would be a start (i.e. you can continue flying while pregnant; programming is conducted a month in advance etc.). If the RAAF does not get the career/life balance right with female pilots, they will not be able to retain them.21
While the management of pregnancy should be considered in the context of an employer’s general obligation to ensure a healthy and safe work environment for all staff, risks to pregnant members should be assessed objectively, free from discriminatory assumptions and/or stereotypes.22 Much depends on the evidence upon which an employer relies to justify the need for workplace restrictions. The soundness of this evidence has an impact on whether an employer may be acting in a discriminatory manner under the Sex Discrimination Act 1984 (Cth) (‘SDA’).

The question of what amounts to less favourable treatment on the ground of pregnancy is one of fact. If a restriction is imposed upon pregnant members because medical evidence indicates a serious and not remote risk to a woman or her unborn child as a result of engaging in particular conduct, it is unlikely that such a restriction would constitute less favourable treatment on the ground of pregnancy within the meaning of the SDA,23 particularly given that work health and safety laws require employers to do what is reasonably practicable to ensure the health and safety of workers.24
However, the Review notes that the risk attached to an employee undertaking a particular activity may be different at different stages of pregnancy. Caution should therefore be exercised against imposing restrictions for the entirety of a member’s pregnancy unless the activity is contraindicated for the duration of the pregnancy.

Conversely, if medical opinion indicates that there is only a remote risk to a member or her unborn child in performing a particular function, preventing the member from performing that function because she is pregnant is more likely to amount to less favourable treatment on the ground of pregnancy.25
The Review requested access to the information upon which the Defence Health Policy Steering Group based its decision to provide approval for Health Directive No 235 on 29 November 2011. In response, the Review was provided with a new draft version of Health Directive No 235 dated May 2012.26 In addition to the list of employment restrictions contained in the current policy document, the new draft Annexure A also includes, next to each restriction, a reference to the material upon which the ADF has relied to justify the restriction.
The Review commends the ADF on its intention to make transparent the basis upon which it imposes workplace restrictions on pregnant members. In doing so, it must ensure that any decisions regarding restrictions imposed during pregnancy are based on contemporary research and best practice.
(b) Deployment of members who undergo elective termination

Paragraph 47 of Health Directive No 235 states that:
Redeployment or future deployment of members who undergo elective termination of pregnancy requires upgrade to a deployable MEC [Medical Employment Classification] in accordance with the Health Support Order for the operation and is dependent on their medical and psychological fitness at the time. Once cleared, redeployment remains a Command decision.27
This provision may be read as suggesting that undergoing an elective termination of pregnancy can impact on an ADF member’s career progression, though it is difficult to be certain and it may be that the paragraph is simply worded clumsily. The Review notes that if a member who has terminated a pregnancy and who meets the relevant health standard is not deployed because she has had a termination, this may amount to sex discrimination.28 Further, if a member was not deployed because of concerns about her mental or physical health and such concerns cannot be substantiated based on medical evidence, then this may amount to unlawful disability discrimination.29
6.2 Maternity and Parental Leave

The impact of maternity and parental leave on career progression emerged as a key theme throughout the Review. The Review heard in focus groups that many members have had positive experiences with maternity leave:

I personally feel given my current experience with working flexible hours and three days a week and having had 14 months off instead of the normal sort of three…Defence has bent over backwards to accommodate my family.30
Navy’s got some good policies with regards to…the ability to manage your career…I have children and I’ve been able to maintain my career and have time away from work as well. We’ve got excellent maternity provisions which are available to all of us, and also the ability to return to the workforce and continue on.31
The Review also identified a number of areas where conditions could be improved for members accessing and returning from maternity and parental leave. These include the need for increased backfilling of maternity and parental leave positions, addressing the impact on career progression of taking this leave, increasing workplace support for breastfeeding and ensuring that the ADF’s policies appropriately reflect members’ choices. These are explored in further detail throughout this section.

(a) Access to maternity and parental leave

The ADF offers two types of leave to assist eligible members in the latter stages of their pregnancy, to allow recovery time following birth and to provide an opportunity for members to care for newborn children.

Maternity leave is granted to ‘a member who is pregnant or has recently given birth’. A total of 52 weeks is available to members, up to 14 weeks of which is paid. Members are able to take recreation leave or long service leave instead of unpaid leave.32 Maternity leave may be taken at half pay (to extend the period of paid maternity leave) if approved by the CDF.33 If a member returns to work early, she is entitled to take maternity leave again during the 52 week period.34 An application for maternity leave submitted by an eligible member must be approved.35 All members who are pregnant 20 weeks before the expected date of birth are entitled to a maternity leave absence.36 ADF members are entitled to paid maternity leave if they have completed 12 months’ ‘qualifying service’, which is a continuous period of 12 months of:

· full-time service in the ADF


    or

· any other employment recognised for the purpose of the Maternity Leave (Commonwealth Employees) Act 1973.37
Reservists not on continuous full-time service are not eligible for paid or unpaid maternity leave from the ADF; however they are entitled to a 52-week break from their minimum training service obligation.38
Parental leave is available to members on continuous full-time service who become the parent of a ‘newborn or adopted dependent child’.39 Eligible members may be granted two weeks of paid parental leave and may also access up to 64 weeks of additional unpaid parental leave.40 Members are entitled to paid parental leave if they:
· are on continuous full-time service

· become ‘the parent of, or takes full parental responsibility for, a newborn or adopted dependent child’

· ‘are not entitled to paid maternity leave’.41
Similar eligibility conditions apply to unpaid parental leave, although a member who has taken 52 weeks maternity leave may then take up to 14 weeks unpaid parental leave.42 ADF authorities are not obliged to approve applications for parental leave.43 Reservists are not eligible for parental leave unless they are on continuous full-time service, however they can be granted ‘up to 66 weeks’ break in their service obligations if they become the parent of a newborn or adopted dependent child.’44
Further details on the ADF’s policy on maternity and parental leave are at 
Appendix M.1.45
(b) Use of maternity and parental leave

Despite these policies, a relatively small proportion of the ADF are using paid maternity and parental leave. In 2011, about 4% of women in the ADF accessed paid maternity leave, while almost 4% of men and less than 1% of women accessed paid parental leave. An even smaller proportion used unpaid maternity and parental leave in 2011. Almost 2% of women in the ADF accessed unpaid maternity leave and less than 1% of women and men in the ADF accessed unpaid parental leave.46 The low numbers of members taking unpaid maternity or parental leave suggests that the ADF’s culture is not receptive to those who take longer breaks.

It is noted that there were some errors in the data provided by the ADF, as a number of men were identified as accessing paid maternity leave (for which they are not entitled).47 The Review was told that this was due to errors in the inputting of data into the ADF’s personnel management system.48 While the numbers of men identified as taking paid maternity leave in recent years are relatively small, correct data is important to ensure that the use of maternity and parental leave by ADF members can be accurately monitored and appropriate workplace planning measures put in place. Entry and use of data on maternity and parental leave should be improved to ensure accuracy and as a way of monitoring uptake and other related issues.

(c) Backfilling of maternity/parental leave positions

While policies to provide maternity or parental leave are clearly in place, it is less clear whether the use of these forms of leave is supported in implementation. 
A critical issue frequently raised during the Review’s consultations was whether a position left vacant by a member on maternity or parental leave can be ‘backfilled’ (that is, whether it can be filled by another member during the period of leave). The ADF’s policies on this issue are not easily accessible and lack clarity.49 

Based on advice provided by the ADF it seems that backfilling is possible in some circumstances, although the specific arrangements vary by Service.50 Despite this, the widespread organisational practice and belief presented to the Review was that backfilling rarely occurs, ‘because it can’t’. The Review heard:
I’ll be on maternity leave, so my job will be backfilled by one person doing two days a week, the other position won’t be filled at all. So we’re actually looking at robbing another section… even if [the Directorate of Personnel] were kind enough and said ‘alright, we’re gonna give you people’, then we’re just taking that hurt from another unit.51
Members have noted that in some areas, it can be difficult to backfill positions because of the limited trained staff that are available:

We’ve got unique qualifications…We’ve got a female working for us who just went on maternity leave, you can’t just grab another tiger pilot and go ‘yeah, fill this job for ten months’ because there's not that many of them.52 

An inability to backfill encourages negative perceptions of maternity/parental leave. Members told the Review that colleagues and supervisors can feel some resentment towards women taking maternity leave, due to the personnel shortages it creates in teams: 

One of the girls that works for me, she’s just gone on mat leave…She’s got a year off and somebody else has got to do her job and they’re getting paid no more for it, they’re working extra hours to do two people’s work.53 

Commanding Officers automatically resent women coming to the workforce, because every one of them is a potential pregnancy.54 

Supervisors have also raised some reluctance to have multiple female members employed in their units, due to the likelihood of their positions not being filled if they become pregnant:

I looked at employing females down in the XXX Squadron last year, and in the analysis of that you know we can do two females at the most at any one time because of the risk of any more than one of them being on maternity leave, which would then put us below the capability threshold.55 

One supervisor has noted that this system requires change:

As a supervisor I would not welcome having to bear a manning shortfall because one or more of my key workers (man or woman) took an extended time off to have a child or care for a child…It does not help the case for equal opportunities and family caring when the section has to bear the loss of key members on maternity or carer's leave.56 

It can also affect the choices and feelings of members intending to take maternity leave:

I delayed having a second child because I didn’t want to hurt the organisation at that time…It depends on your command. If you’ve got a very supportive Commanding Officer you’ll probably find that they wouldn’t have an issue.57
The Review recognises the complexity of workforce planning in the ADF. However, the impact that current arrangements have on both unit capability and individuals means that further work should be undertaken to facilitate increased backfilling of maternity and parental leave positions, while also ensuring that members are able to return to an appropriate position following their period of leave. Given the widespread belief within the ADF that backfilling is not possible because of funding or policy issues and that in practice it rarely occurs, clarification and communication of the backfilling process to key personnel must also occur. Workforce planning issues will be discussed further in the ‘Flexible Working Arrangements’ section in this Chapter.

(d) Impact on career progression

The Review often heard about the impact of periods of maternity and parental leave on members’ career progression. 

The ADF’s Pay and Conditions Manual states that periods of paid maternity and parental leave are considered ‘effective’ service, and therefore contribute to a member’s ‘time in rank’ for the purposes of promotion.58 Periods of unpaid leave including unpaid maternity and parental leave are considered ‘ineffective’ service, a term which carries negative connotations and should be changed to eliminate the adverse perceptions associated with this leave.59 A period of ‘ineffective service’ will affect accrual of certain entitlements. In addition, ‘ineffective service’ is not counted for the purposes of ‘time in rank’ calculations which, as discussed in section 4.4, can factor into promotions considerations.

Members vary in their opinions as to the extent to which maternity and parental leave absences impact on career progression. Some suggest that it delays promotion: ‘…you might get there in time, it might just take you a little bit longer’.60 Others suggested that these absences can have a more negative impact. For example, in response to a question about the impact on career of having a family and taking time off to have children, there was consensus in one focus group with Navy women that it was ‘career death’.61 

The Review also heard of a perception that some impact on career progression is inevitable: 

You are stagnant in your progression in your career when you have kids.62 

If you have children at major level, you can pretty much write your career off.63
We can’t really sacrifice capability in order to necessarily overly compensate for mothers… Sometimes there are going to be situations where a female might not have the same career opportunities and it may be due to the fact that they have had children and they are raising a family. It’s not something that necessarily is going to be completely avoidable…In some instances, it’s just the way it’s going to have to be, so we can ensure that we are prepared for the next war.64
Focus group and survey participants cited a number of specific ways in which maternity leave absences can impact on women’s career progression. These will be highlighted in the rest of this section.

(i) Reduced competitiveness

Perceived and actual reduced competitiveness was reiterated by members in focus groups:

Before you had children you might have been gunning for a particular job that you wanted and if you’ve taken time out to care for some children, you might not be as competitive for that job anymore. So, it is difficult to argue against that if your counterpart has been doing all of the things that’s making them a more rounded individual to go to that job.65 

I know for a fact that a lot of career advisors pressure women to come back from maternity leave to make sure they get a [performance appraisal report]…
I have also been told that I have suffered because I’m missing a [performance appraisal report] for a year.66
While someone should not be discriminated against by taking time away from work to have a family, the fact that they have not achieved the same career milestones in that time period will make them less competitive… An alternate view would be that someone who has prioritised their career in the defence force above having a family should not be denied career progression opportunities in favour of someone who is less experienced and qualified in order to compensate the second person for having a family.67 

Similarly, focus group participants noted that members taking service breaks, such as women who take breaks to have a family, can fall ‘behind their cohort’ in regards to seniority:

There are people at captain and major level and lieutenant colonel level who do decide that their priority is to go off and have children. So they do fall out of their seniority, out of their cohort, and they do get passed by more junior up and comers, and therefore get passed over…68
To suggest a woman who has not completed the right courses or completed requisite postings should be able to be viewed as competitively as her male and female counterparts who did not just take 12 months away from their career is grossly unfair to those who did do the work.69
In addition, others have noted the difficulty of re-establishing contact with superiors:

It’s not so much you are catching up with your peers, I think part of it would be they have lost their reporting stream. So they have to re-establish their reporting stream…with people that don’t know them anymore.70
(ii) Career gates

As noted in section 4.4, periods of maternity leave and rearing of children can coincide with critical ‘career gates’ – promotional gates such as selection for and completion of a command course at the Australian Command and Staff College or taking a command position being just two examples: 

If you miss those gates…that’s pretty much it for you.71
I was offered and told I was competitive for sub-unit command in my first two years as a major but I had two children very close together so, first of all, 
I asked ‘Would it be acceptable for me to march in late to a sub-unit command?’ and I was told ‘No’. So, essentially I knocked back sub-unit command for two years. As a result, I haven’t met the traditional model… I guess people could say ‘Well, you still got here’. I’ve got here later and that does affect your credibility ‘cause it’s assumed that there was something wrong with me and therefore I wasn’t good enough to get there at the start.72
As outlined in section 4.4, the ADF has a rigid career structure and missing these key gates can have a major impact on women’s future career prospects.
(iii) Currency of skills

A further concern raised by focus group participants is the loss of currency of skills during periods of maternity leave:

In the technical field if you’re away from the equipment for 12 months…you lose trade skills. So when she does come back to work, she can’t just jump straight into the job [with] current authorisation in the same experience.73
They’ve lost currency particularly for those who haven’t seagoing currency for promotion…They need to be current to actually be eligible for promotion.74
However, not all ADF members agree with these concerns regarding loss of currency of skills. One senior Navy male told the Review:

There’s no way people lose their skill sets in two years.75
(iv) Options to reduce career impact

The ADF is pursuing options to address some of these issues, although this varies by Service.76 Greater efforts should be made to reduce the negative impact on career of maternity and parental leave.
The Review recommends that the flexibility of the ADF’s career model be increased. This includes developing options that would allow people on leave to access training and career gate courses online, if they wish to do so, to enable the currency of their role to be maintained. The ADF could also offer opportunities for other members on extended breaks to register their interest in undertaking short projects or other appropriate work, if they wished to do so. This could assist members in maintaining their currency of skills and would also provide an opportunity for them to receive a performance report during their period of leave. Senior Navy and Air Force members have indicated support for such an initiative.77 The ADF could also improve mechanisms to facilitate ongoing communication with women on maternity leave.
The ADF could also investigate offering ‘career intermissions’ to allow both men and women to ‘change lanes’ for periods during their ADF service, rather than taking an ‘off ramp’ from their career. This could be modelled on the structured Career Intermission Pilot Program being undertaken by the United States Navy. Recognising the need to retain experience and trained members who might otherwise permanently separate, this program allows eligible Navy members to apply for a break from active military service of up to three years for ‘personal or professional growth’.78 It is intended that these career breaks will not have a penalty on the member’s career, although it is noted that promotions data is not yet available to demonstrate whether that is the outcome in reality.79 A career intermission program would be particularly effective in driving change if a high percentage of men took advantage of it. To the extent that a member used his or her career break to gain valuable experience in another organisation, it could be an excellent method of developing talented ADF members, who would return to the ADF with an enhanced understanding of other organisational cultures.
While not all ADF members that the Review spoke to about this initiative supported the suggestion, a senior Australian Navy member was very positive about the possibility of implementing such a strategy in the ADF. He noted that under such a system, ADF members should not necessarily have to drop a cohort. Rather, this could be considered on a case-by-case basis to recognise the experience (such as non-ADF professional experience) that a member could gain during a career intermission.80
(e) Breastfeeding

A further issue identified is the extent to which the ADF supports breastfeeding upon women’s return from maternity leave.

Research suggests that an optimum duration of exclusive breastfeeding for newborn children is six months.81 Breast milk has also been recommended as part of an infant’s diet until they are around 12 months old.82 However, available data from the ADF suggests that many women who have taken a period of maternity leave return to work prior to six months after the birth. In total, 505 women in the ADF took paid maternity leave in 2011, with an average duration of approximately 96 days; in comparison, only 223 women took a period of unpaid maternity leave, which would presumably be taken following the completion of paid leave.83 The seemingly small number of women taking extended periods of leave following the birth of a child suggests there may be a need for the ADF to accommodate breastfeeding in the workplace. Other major organisations are doing likewise.84
The Review has heard that following return to work from maternity leave, women can experience difficulty in accessing breastfeeding facilities at work:

I was reduced to expressing milk in either the toilets or taking someone else’s office…I took my lunchtimes and I went and fed her directly at the childcare centre, which is about 15 kilometres away. So I would drive, sit and eat my lunch while she was having her feed and then drive all the way back.85
The unit accepted the fact that I was going to take six months leave even though we were low manned but when I came back that was the hardest because obviously you’re still trying to express and/or breastfeed…There’s nowhere that’s really a locked room that you could sit there and feel comfortable and do those sort of things that you needed to do for your child.86
Prior to returning to work, I approached my boss…and explained to him…that 
I was intending [to express] and if it would be possible to have access to a clean, private area. He informed me that because…there were a shortage of offices that I would not be able to have access to an office, and perhaps I could use the disabled toilet. He was happy to support my release for work to express though (twice a day for about 20 minutes, around lunch and afternoon smoko time)...it can be very difficult and confronting, trying to explain to a male dominated hierarchy why I don’t need my child present while expressing milk and what expressing involves. I feel as though there is very little support at times.87 

The ADF has released a policy on supporting breastfeeding in the workplace, which includes guidance to managers on options to accommodate breastfeeding and the provision of breastfeeding-friendly facilities in the workplace.88 It is also understood that members are able to take lactation breaks as a form of ‘variable working hours’ under the ADF’s policy on flexible working arrangements, although this is not explicitly stated in that policy.89 Given the difficulties discussed by a number of consultation participants, the ADF’s work on breastfeeding should be actively implemented. Air Force is seeking to be accredited by the Australian Breastfeeding Association as a breastfeeding friendly organisation.90 While the Review recognises that not all ADF facilities may be able to accommodate breastfeeding facilities, Army and Navy could also pursue this accreditation.

(f) Support for women’s choices

Based on an analysis of the ADF’s maternity and parental leave policy, elements of the policy may not realistically support the choices women make regarding maternity leave.

One issue is the period of ‘required absence’ for pregnant women, which forms part of the maternity leave period. Generally this period commences six weeks prior to the expected date of birth until six weeks after the actual date of birth, although this can vary in cases where the member has a birth or the pregnancy ends earlier than six weeks before the expected date of birth.91 While a member can apply for permission to work later than six weeks prior to the expected date of birth, with support from a medical certificate, it is possible that this may not provide sufficient flexibility for women who wish to commence their maternity leave later than six weeks prior to the expected date of birth.92
A further issue is that the ADF recognises maternity leave as being associated with pregnancy and childbirth, and as such, it is not available to members who become parents through measures such as adoption.93 Currently, an ADF member who adopts a child must apply for parental leave, rather than maternity leave. ADF authorities are not obliged to approve applications for parental leave. This has implications for whether adoptive parents will be guaranteed access to leave, and the duration for which they will be paid for that leave. The current policies do not adequately recognise the various ways in which ADF members may become parents, and the subsequent care that is required for any child.
In comparison, the Commonwealth Paid Parental Leave scheme provides the same paid leave entitlements to the primary carer of an adopted child as to parents by birth.94 In its 2009 report on its Inquiry Into Improved Support For Parents With Newborn Children, the Productivity Commission provided a number of justifications for providing an extended period of paid leave to adoptive parents of young children. For example, it noted that where children are adopted from overseas, the Australian Government requires that one adoptive parent be at home for six months to one year.95 It also noted that while adoptive parents do not require time for physical recovery from birth or breastfeeding, time is required to develop a relationship with the adopted child.96 The Review therefore considers that adoptive parents in the ADF should be eligible for maternity leave. The ADF could also consider any parallel issues that may exist for members who become parents through surrogacy arrangements. The ADF’s maternity and parental leave policies should be reviewed to ensure that they realistically support women’s choices.

6.3 Flexible Working Arrangements

The need for flexible working arrangements emerged as a central issue throughout the Review. Such arrangements are critical not only to enable members with caring responsibilities to continue their careers, but have benefits for all members.
A broad range of structural and cultural barriers impede the implementation of flexible working arrangements within the ADF. These include limited coordination and data collection, entrenched beliefs about the types of roles that are suitable for flexible work, gendered norms about flexible work, inconsistent implementation by middle managers, workforce planning difficulties and a negative stigma that is attached to flexible work. These issues will be explored throughout this section.

The ADF’s policy on flexible working arrangements is set out in Defence Instruction (General) Personnel 49-4 Flexible work arrangements for members of the Australian Defence Force. An updated version of this policy was released in May 2012 and recognises flexible working arrangements as an important tool for the retention of ADF members.97 Under the Policy, the following flexible working arrangements are available to ADF members:

· Temporary home located work, which can be used ‘in a temporary or occasional arrangement, or as an ongoing arrangement for a specified time, on a part-time or full-time basis.’ All ADF members may apply for temporary home-located work.98
· Variable working hours, under which members may ‘vary their start and finish times and periods of absence from the workplace to suit their individual circumstances. This may be used in one-off cases or as an ongoing arrangement.’ All ADF members may apply for temporary home-located work.99
· Part-time leave without pay (PTLWOP), which enables members to work a reduced number of days in any fortnightly pay period. PTLWOP is generally only available to permanent members and reservists already performing continuous full-time service. Members returning from maternity or parental leave ‘are entitled to PTLWOP in the two-year period immediately following the birth, or in the case of adoption, the date of placement, of a child or children’; where applications for PTLWOP are made in these circumstances, they are ‘to be recommended and approved, unless genuine operation requirements exist.’ The minimum period for a PTLWOP arrangement is usually three months. Under the Policy, PTLWOP includes job sharing.100 (Further details on the ADF’s policy on flexible work are at Appendix M.2).

Where a member has a flexible working arrangement agreement in place, this will not necessarily follow them if they are re-posted; rather, these agreements generally have to be re-negotiated.101
Data on use of PTLWOP is limited and the ADF was not able to provide data on the total number of ADF members who took PTLWOP in a given year. However, based on the monthly snapshot data available, it is clear that PTLWOP is not widely used. The available 2011 data suggests that:

· Significantly more women than men are likely to take PTLWOP. In 2011, between 1.79% and 3.03% of female permanent and Gap Year members and members on continuous full-time service took PTLWOP per month, compared to around only 0.06-0.11% of men.

· In 2011, RAAF female permanent and Gap Year members and members on continuous full-time service were more likely than their counterparts in Army and Navy to take PTLWOP. Between 2.76% and 5.79% of female RAAF members were on PTLWOP arrangements each month in 2011, compared to only around 0.98-1.81% of female Army members and 1.78-2.21% of female Navy members.

· The use of PTLWOP arrangements appears to have increased since 2006, although numbers are still very small. In 2006, between 1.16-1.87% of female permanent and Gap Year members and members on continuous 
full-time service took PTLWOP, compared to 1.79-3.03% in 2011. For men, 
0.04-0.08% were on PTLWOP in 2006 compared to 0.06-0.11% in 2011.102
Formal data on use of temporary home-located work and variable working hours by ADF members is not available, although in focus group discussions the Review heard many anecdotal reports of ‘informal’ arrangements being used by ADF members. For example:

If he needs to go, yes, he’s able to do it…It’s just an informal agreement.103
There’s inherent flexibility in the way we train…in that you can cover the ‘out of cycle’ stuff, the once off, once every couple of weeks and drop the kids at school ‘cause their wife is doing [something]…That’s fine, that happens all the time and we do that right across Army.104
While there is value in informal arrangements, it is also important that members have certainty about their access to flexible work.
Temporary home-located work, variable working hours and PTLWOP are not the only ways in which ADF members may work flexibly. As discussed in section 4.3, permanent members, particularly women, often choose to transfer to the Reserve in order to balance their work and family lives more effectively and to access flexibility not otherwise available to them as a permanent member. While section 4.3 noted that moving to the Reserve has some drawbacks, this may at least partially account for the relatively small numbers of ADF members who are on a PTLWOP arrangement.

Members told the Review about positive experiences accessing flexible working arrangements. For example:

I have been very privileged to work for bosses who have supported my need for PTLWOP and flexible work arrangements. I am very grateful for the flexibility and support shown during the different stages of motherhood.105
I have felt strongly supported by my command chain in the past few years. I had approved informal flexible working arrangements to enable me to manage my family circumstances during a challenging period, and am I grateful to my command chain (including operational personnel) for supporting me over this time. I also feel that I was still able to contribute to the workplace through the use of alternate mechanisms such as [the Defence Remote Electronic Access and Mobility Service] even though I wasn't working the normal working hours of my unit.106
Despite these accounts, a number of issues remain with the implementation of the ADF’s flexible working arrangements policy. Flexible working arrangements are an essential retention tool, particularly in an environment where the principal recruiting model is ab initio and lateral recruitment occurs only in very limited areas. Flexible working arrangements allow talent to be retained thereby strengthening the ADF. For this reason, it is critical that the availability of flexible working arrangements in the permanent ADF be increased. The Review recommends that each Service Chief set an annual growth target to increase the number of flexible work arrangements.

Specific issues that impede the implementation of flexible working arrangements policy, and how they can be addressed, will be further discussed throughout the remainder of this section.
(a) Coordination and data collection

There has generally been limited central oversight of the implementation of the ADF’s flexible working arrangements policy to date, particularly in regards to the approval of applications. In some areas, lack of oversight is being addressed. For example, Air Force is implementing a policy to ensure that all applications for flexible work are submitted to its Directorate of Personnel, regardless of whether they are approved locally. This allows the Directorate of Personnel to develop solutions to flexible work issues that may not be apparent at base level.107 Army is also implementing measures so that unit commanders, rather than lower levels, have greater responsibility for approving applications.108
The updated ADF flexible working arrangements policy also provides for oversight of flexible working arrangements applications. It notes that, where applications for flexible work are not approved or recommended, they will be subject to further ‘external’ review. Career management agencies are also specified as the ‘approving authority’ for PTLWOP applications.109
However, the limited oversight to date not only appears to have influenced inconsistent application across Services (to be discussed further below); there has also been a lack of central data collection on use of flexible work arrangements. Data on the number of members using variable working hours or working from home has not been collected centrally, as these arrangements are usually implemented at unit level. The Review was only able to access limited data on the number of staff on PTLWOP. While some data was provided, it was not possible to access a figure for the total number of men or women on part-time leave without pay in a given year.
Data collection should improve under the recently revised flexible working arrangements policy, which requires that career management agencies maintain statistics on ‘all types of FWA [flexible working arrangements] formally applied for, and approved/declined or recommended/not recommended’.110 This is a positive development, as limited data collection has implications for the extent to which the uptake of flexible working arrangements can be monitored and appropriate workplace planning measures put in place. Without data, it remains an ‘invisible practice’ and one that is not broadly acknowledged throughout the ADF.

Despite these recent developments, there is further scope for centralised oversight of the implementation of flexible working arrangements. The Review recommends that a central ADF Flexible Work Directorate be established within the Defence People Group. Its responsibilities would include monitoring progress against the flexible working arrangements growth targets, and collecting tri-Service data on all applications for flexible work arrangements. This will ensure a more strategic understanding and assessment of flexible work arrangements across the ADF. Responsibilities of Service personnel agencies would include reviewing all flexible work arrangement applications in consultation with the relevant commanding officer, and maintaining a register to assist with the application process and better enable the matching of applicants for job sharing and flexible working arrangements. Unsuccessful applications would be further reviewed. Both the ADF Flexible Work Directorate and Service personnel agencies would be responsible for reporting on progress.
(b) Inconsistent implementation of flexible working arrangements

There are three key factors that influence the implementation of flexible working arrangements in the ADF, and which have led to inconsistency in the availability of these arrangements to members:

1.
type of role

2.
gender of applicant

3.
views of supervisors and commanders.

(i) Type of role

Work within the military is not confined to the traditional image of members as soldiers, pilots and sailors. The ADF has many trades, occupations and specialisations, including but not limited to clerks, cooks, musicians, medical and legal officers and engineers.

Members consistently told the Review that some roles are not suitable for flexible working arrangements. While members employed in a ‘stable’ position, such as an office, may have access to flexible work, other roles were frequently cited as being inappropriate due to the type or hours of the work and in some cases, for security reasons. For example, members stated:

There’s at least three or four of us that have flexible working hours and it’s never been an issue…but our working environment is fairly stable, completely the opposite of seaman officers.111
It’s a lot for harder for a technical trade where they’ve got certain jobs they’ve got to achieve every day with limited capability.112
…in my experience, flexible arrangements are better suited to simpler/transactional type duties. Command, leadership and more complex appointments (which are often a necessary precursor to command and leadership) are often untenable for flexible arrangements.113
The Review acknowledges that flexible working arrangements may be unsuitable for some roles, particularly in deployed environments, on ships or when ‘outfield’.114 Sea postings, for example, involve extended periods away from home which make it difficult to implement flexible working arrangements such as part-time work or variable working hours. The Review heard comments such as:

…family flexible work arrangements and service on a ship or an operational deployment is mutually exclusive.115
Flexible working hours should be tailored to positions, not to the ADF as a whole. [It is] difficult to arrange flex working hours at sea or in fleet supportive roles.116
I know they’re talking about job sharing but that’s pretty hard to do at sea.117
These beliefs are reinforced in the Defence Instruction on flexible working arrangements. The Instruction specifically notes that the sea component of a sea-shore roster can only be undertaken full-time.118 The Instruction also notes that members ‘deployed overseas on warlike and non-warlike (operational) deployments, on overseas representational duties, overseas exchange programs or on secondment are not eligible for PTLWOP.’119 More broadly, the Instruction outlines that a range of other work areas may not be suitable for flexible working arrangements. These include:

· seagoing or field postings

· jobs that require daily direct customer face to face contact

· situations where regular, face to face contact with other team Defence Members is an integral part of the job

· jobs where access to specialised requirements or classified information 
is required

· where supervisory or divisional responsibilities may conflict with FWA
· where the Defence Member is posted to a training establishment

· where equipment or services required to undertake the proposed work cannot be reasonably provided by the Commonwealth.120
In addition to these issues, the Review also heard that there is a lack of flexibility in the delivery of some courses that are required for career progression. For example, some consultation participants told the Review that a program at the Australian Defence College which forms a significant career gate could not be undertaken part-time and that courses required for the completion of that program were not available online.121 A member outlined the potential career implications if the course were offered part-time:

It’s great to offer flexibility… but it comes back to the ‘gate’. So, I know for Army, doing this course part-time, then you won’t be getting promoted to lieutenant colonel, maybe you might get promoted in five or six years’ time but you won’t go in line with your cohort, you will get delayed.122
One member noted that it would be useful if the course could be offered more flexibly to enable work/life balance:

It would be nice to go, ‘Well, I’m struggling. I need to drop a subject and I’ll pick it up next year’ and maybe pick up one or two subjects in the first six months of next year. This would’ve…put the workload at a level where I’m not going to have some sort of mental health crisis.123
Flexible working arrangements could be successfully implemented in a broader range of roles than currently appear to be available. Other industries have previously encountered entrenched ideas, such as rostering norms and perceptions about the suitability of particular roles, when implementing flexible work and have identified innovative strategies to facilitate flexible work.124 The Review recommends that the personnel agencies of each Service should conduct a broad review of job design, statements of duty and team work allocation to identify where full-time work is the only sensible model. All other roles in the ADF should be identified as potentially available in flexible working arrangements.

It is understood that Navy is already undertaking a review of how its shore positions can accommodate formal flexible work practices.125 As discussed in section 4.3, Navy is also implementing alternative crewing arrangements on several vessels to increase flexibility and locational stability. Workforce models and personnel arrangements should be further strengthened to increase workforce flexibility and improve work/life balance. Service personnel agencies should be responsible for this work.

‘Defence Remote Electronic Access and Mobility Service’ (DREAMS) tokens are already available to some members and this has facilitated some remote working. The ADF could also trial other technologies that will enable more flexible work practices. For example, the use of technology such as Secure Mobile Environment Personal Electronic Devices (SMEPED) which enable personnel to make classified telephone calls and access classified networks may facilitate secure working from home arrangements.126 This will provide greater capacity for members to achieve what they need to achieve in different locations, different times or different ways.

(ii) Gender of applicant

Both male and female members are entitled to apply for flexible working arrangements and carer’s leave. However, gender differences exist in access to these arrangements.

Certainly, the Review has heard some reports of male ADF members being able to access flexible work. For example, in one focus group it was stated:

We had a member last year whose partner was deployed and he was given the opportunity to start work at eight thirty, because our normal day is seven thirty to four thirty and he got the opportunity to start an hour later and knock off an hour earlier to drop the kid off, pick the kid up, that sort of stuff.127
The Review is also aware that other men are interested in working flexibly. One male member stated:

Males are taking an interest and becoming stay at home dads and that sort of thing. I’ve got a baby due in April and I’d love to be able to stay home and look after the bub and let my girlfriend go to work.128
A number of members have identified that men can encounter particular difficulties in accessing these arrangements. As one Reserve member stated:
I believe that getting flex work is easy for women, but for men it is largely unavailable.129
At times, it is clear that these difficulties are underpinned by gendered assumptions about caring responsibilities. For example, one RAAF member recalled:
When we get carer’s leave [applications] in at work and we have to get them approved, the supervisor always asks ‘well, where’s the wife?’130
The Review has also heard that there can be some stigma attached to men accessing flexible work:

If a man was to try to access flexible work practices…then there may be some animosity there or some reluctance, which there shouldn’t be.131
He’s looking at options for him to actually be the primary caregiver earlier and me going back to work earlier. However at this point he’s looking outside of Defence, because a male spouse taking that supporting role is not as accepted.132
As well as being inequitable, this can place additional pressures on female ADF members whose partner is also in the ADF:

His chain of command said we really don’t want to let you have time off to look after your child…you can only get a certain amount of time for carer’s leave. 
I will have used up all my carer’s leave, and next year if they turned around and said the same thing I will have had to start using my actual leave for looking after my daughter, where he’d still have all his carer’s leave sitting there.133
I have asked for leave without pay three times and been denied three times due to my 'importance' and had it explained that if I did, my promotion would be delayed to the same amount of time. Far from affecting my career the result was [that] after much consultation, my wife who did have access to flexible work packages resigned to look after the children full-time and to concentrate on one career within the family...With no flexibility offered to me as a male, this was not possible and my wife’s career paid the price.134
In a male-dominated culture, the use of flexible work practices by men sends a powerful message to others that this is a legitimate working arrangement and that it is possible to be a serious worker and an engaged parent. Opportunities to access flexible working arrangements should be available to all ADF members, regardless of gender. This view was consistently supported by ADF members involved in the Review’s consultations.

(iii) Views of supervisors and managers

‘Middle management’ can be a particular sticking point in the implementation of the ADF’s flexible working arrangements policy. As one member stated:
I think the senior sirs and people making decisions and policy up here have got the right idea with those sorts of things, however getting that message down to the middle managers is difficult.135
The views of individual supervisors and commanding officers have significant influence on whether members are able to access flexible working arrangements and other family friendly provisions, such as carer’s leave. The Defence Instruction on flexible working arrangements states that ‘Arrangements to utilise [flexible working arrangements] are to be negotiated in the first instance between the Defence Member and their supervisor.’136 Unit supervisors and commanders are responsible for approving applications for variable working hours and temporary work from home arrangements, and commanding officers are also involved in considering applications for PTLWOP prior to further action by career management agencies.137
Due to the ADF’s stringent chain of command system, it is possible that a member may not feel comfortable challenging decisions by their supervisor or commanding officer not to approve an application for flexible working arrangements.
Respondents to the Review’s online survey were generally positive about their commanders’ views towards flexible work and work/family balance.138 A majority of respondents agreed that the ADF is a family friendly employer (62% female respondents, 64% male respondents). Over three-quarters of respondents also agreed that their commanding officer/manager was a family friendly employer (75% female respondents, 77% male respondents). A majority of respondents believed that the ADF supports the use of a range of flexible work practices (60% female respondents, 56% male respondents) and also that their commanding officer/manager supports the use of a range of flexible work practices (61% female respondents, 61% male respondents). Across these items, senior members were more likely than junior members to feel that the ADF and their commanding officer/manager was supportive of flexible work practices.

The Review has heard reports of managers embracing flexible working arrangements. For example, the commanding officer of one Army brigade has released a directive to improve acceptance and understanding of work-life balance, which includes statements in support of flexible working arrangements.139 In some cases, senior figures act as positive role models in this regard for members they supervise:

We have a commanding officer who’s very family oriented. In fact, the whole command team is pretty much family oriented…It is the culture of this [base] at this time that family comes first, regardless of anything else…I know that there are numerous other units within [this base], certainly departments in the greater Navy, where family does not come first.140
However, in other cases senior figures have modelled behaviour that emphasises personal sacrifice in favour of ADF commitments. One female member stated:
At the end of the day all of my commanding officers have worked really, really hard and they’ve all sacrificed time with their families and I guess that that’s the example that you’re provided.141
Throughout the Review’s consultations, many members also recalled instances where supervisors have not supported flexible work, or where approval between units would vary depending on the management. When asked whether someone could feel confident applying for flexible working arrangements, one member responded 
‘It depends on who’s looking after you, it depends on your divisional staff.’142 Others stated:

If the supervisor has kids they’re more sympathetic than the ones that don’t have kids. My last supervisor that I had, her son was sick a few times and she would ring up the commanding officer and say ‘I can’t come in, he’s not well’, and he would go ‘yes, that’s fine, we’ll see you tomorrow’. If it was the same case for her supervisor here, they would go ‘Why? Why can’t your husband do it?’ They wouldn’t understand.143
And you’ve got that really old, crusty warrant officer that you work under, and …his wife didn’t work, she raised the kids and she stayed at home. He didn’t take carer’s leave, he didn’t take sick leave, he didn’t have to leave early to go to the kid’s parade. You come in, new age soldier, trying to be a mum, ask to take a bit of time off, ‘oh, never happened in my day!’144
It appears to be ‘who you know’, and if this is not the case you have to prove your worth in applications for flexible workplace practices.145
I asked for variable work hours as I was unable to find before school care for my 5 year old daughter (I am a single parent and was [posted to] Darwin at the time with no family support). I was openly accused of [not] providing 'unrestricted service' because I applied for what I consider to be an ADF endorsed policy.146
In any organisation, employees’ access to flexible working arrangements is at the discretion of supervisors. As will be discussed further in the next section, the Review also recognises that, in seeking to implement flexible work, supervisors and commanding officers in the ADF have to balance the sometimes competing demands of looking after members’ welfare while also maintaining ADF capability and operational readiness.147 This does not mean, however, that these flexible arrangements should not be applied. Rather, supervisors require practical support to assist them in managing flexible work, especially as some members have identified lack of knowledge on the part of managers as a particular barrier to the implementation of flexible working arrangements:

Speaking to my counterparts in companies, they know how to manage these part-time workforces. Our systems just make it really hard. Most commanding officers or other people don’t know how to do it.148
I was expected by my sergeant and flight sergeant to carry out the entire duties of what would normally be expected of a member working full-time…
My sergeant had not managed a member on [part-time leave without pay] previously; neither had he dealt with a member with alternate working arrangements.149
These issues also appear in other organisations. Researchers have previously identified the difficulties that managers can encounter in the implementation of flexible work initiatives, and have identified the need for training and other appropriate support.150 Some information, particularly regarding the types of issues that should be considered when negotiating flexible work, is already provided as guidance for members and supervisors in the Defence Instruction on flexible working arrangements.151
The Review is also aware of advice being provided to managers, which varies by Service. Within Air Force, for example, targeted training is delivered to personnel managers in the Personnel Branch, and flexible working arrangements awareness training is delivered to participants in the Commander’s Course. Air Force personnel staff are also producing information to improve understanding of the new Defence Instruction on flexible working arrangements. In contrast, Navy and Army appear to rely primarily on self-reading of the relevant Defence policies by personnel, although Army is also planning to produce a guide for commanders.152 Despite this existing work, an increased and more consistent approach is required to educate managers on the implementation of flexible working arrangements. This should be undertaken by the proposed ADF Flexible Work Directorate. Potential measures could include provision of information online to enable managers and members to access most frequently asked questions and how to respond.

Researchers have also suggested that managers be held accountable for the implementation of diversity initiatives. One way of achieving this is to include diversity issues, such as management of flexibility, in supervisors’ performance reviews. This could include members providing feedback to their supervisors on these issues.153 The ADF should therefore increase the accountability of commanding officers and supervisors for the implementation and management of flexible working arrangements.

(c) Workforce planning issues

As already discussed in relation to maternity and parental leave, the ADF has complex workforce planning systems. Workforce planning issues have also arisen as an impediment to the implementation of flexible working arrangements in the ADF.

The ADF has a multitude of complex systems which govern workforce planning.154 ‘Average funded strength’ is a ‘budgetary measure used to count the average number of ADF members paid on a full-time equivalent basis during a financial year’.155 ‘Establishment’ refers to the number of positions that exist, and ‘headcount’ is used to describe the total number of ADF members at a particular point in time. There are also variations between each Service in relation to language used to describe the systems and elements thereof, and how they operate. These variations and complexities inhibit a clear understanding, even within the ADF, of whether positions can be filled to full capability.

Nevertheless, many ADF personnel feel there is a tension between flexible working arrangements and providing adequate capability. A widespread belief exists of ‘one position, one person’ in the ADF. As stated by a member:
ADF systems are not set up to allow for part-time employment, for example if a unit supports part-time employment for a staff member that unit has to suffer the burden of the vacant position, there is no easy system to employ two staff members on part-time work against the same position.156
The apparent difficulty of filling positions to achieve full capability has a significant impact on the willingness of supervisors to approve applications. For example, the Review heard:

There’s all these options out there, flexible working hours, part-time leave without pay, but when you’ve got someone who is going to [take] their part-time leave without pay [and] you’ve got no one to cover that job because [the Directorate of Personnel] won’t post someone else in there…If there aren’t people to do the job the planes don’t fly.157
It can also create resentment from other members who may have to undertake additional work due to the reduced hours of their colleagues, or create an unrealistic workload for individuals on PTLWOP:

If I put in for flexible work arrangements, what does that mean to the rest of my colleagues? And there’s an element of resentment there.158 

You’ve either got a unit that is wearing hurt or a person that is trying to take on board more than what they need to.159 

I have heard many cases where females have ended back at work full-time after doing a short part-time stint realising that they were working full-time but being paid a part-time wage.160 

Given the widespread confusion about how workforce planning operates, and the impact this has on the implementation of flexible work practices, it is clear that significant change is required to improve this situation. Baird, Charlesworth, and Heron have noted that resourcing managers to implement part-time work can reduce the chance of either excessive work for the part-timer, or resentment from colleagues who are allocated additional work.161
Throughout the Review, ADF members suggested that a pool of additional positions could be allocated to facilitate the filling of units to full capability where members are using flexible working arrangements. The Review is aware that Army is implementing such a system, whereby a member on a flexible working arrangement can be held against a ‘pool position’ in the relevant unit, and another member could fill the position left vacant. As such, rather than having just the individual on flexible working arrangements, the unit has that member and a full-time member.162 Air Force has also examined the introduction of ‘management margins’ and additional resourcing to accommodate flexible employment.163 It has already made available a pool of 60 ‘temporary vacant’ positions to facilitate flexible employment, but these positions were ‘soaked up’ for other purposes as soon as they were approved.164 While these initiatives are worth exploring, it is not clear that this is the most effective solution to this issue. Further, the use of extra resources for ‘pools’ or ‘management margins’ does not resolve the complexity that currently exists in the ADF’s workforce planning system.

The difficulty in filling the remainder of a position when an individual works part-time, or holding more than one member against one position in a job sharing arrangement, is a fundamental obstacle to the effective adoption of flexible work practices. Without significant change, the ADF will continue to struggle to retain people with caring responsibilities. The Review is not aware of any structural impediments to implementing a system such as the ‘full-time equivalent’ system used in many other organisations.

The Review recommends that the ADF introduce a workforce management system that enables more than one member to be posted to the same position. This would enable the provision of additional staffing to facilitate flexible work practices, such as job sharing. The Review recognises that additional resources may be required to achieve this objective, but views this as fundamental to increasing the availability and number of flexible working arrangements within the ADF. The reform must be widely communicated and effectively explained to all ADF members. This could increase the flexibility of the ADF’s workforce planning arrangements, and embed effective flexible work arrangements in its culture. This will also be an important retention tool to address the stark decline in women’s participation in the ADF at these critical milestones in life. Increasingly, the availability of flexible working arrangements and family friendly policies will be a crucial recruitment and retention tool for all personnel.

(d) Impact on career

Members on flexible working arrangements remain eligible for promotion, although the Defence Instruction notes that the ‘time in rank’ of members on PTLWOP may be calculated on a pro rata basis depending on the number of days they work.165 As outlined in section 4.4, arrangements on this issue vary by Service. PTLWOP does not affect a member’s seniority in Air Force. However, pro rata calculations are used in Army (although the situation varies depending on whether the member is an officer or a soldier) and Navy to determine the member’s effective service, which is the basis of ‘time in rank’ calculations. These variations may impact on the length of time it takes for a member to become eligible for promotion. In addition, if a member is using a flexible working arrangement, their performance appraisal report must include reference to this arrangement.166 Information on whether a member is on a flexible working arrangement is provided to promotion boards. 

The ADF suggested to the Review that inclusion of a flexible working arrangement on a performance appraisal report can be beneficial for a member:

This is important not only for promotion consideration (may show the member can work without constant supervision, is self-directed and self-disciplined) but may also help identify suitable candidates for positions where members are required to work independent of their chain of command or need to be able to make decisions with limited direction. It may also show that a member has the capacity to manage a heavy workload under significant time restrictions. On the whole, it can positively prove a member's capabilities and capacity for positions of greater responsibility.167
However, similar to the views raised in relation to maternity and parental leave, there is a widespread acceptance within the ADF that working part-time should have an impact on career progression in comparison to full-time members: 

If a man decides to take a leave of absence or work part-time so as to pursue other priorities his ADF career progression should suffer. A woman is no different…For the situation to be otherwise, punishes those who chose to focus on building their careers.168
The Review also heard the perception that ADF members working part-time can be viewed less competitively and are seen as less ‘committed’ than their full-time colleagues by promotion boards, which reinforces a culture of ‘presenteeism’. For example, one member stated:

I was on part-time leave without pay when I was coming to board for [promotion] and my career manager rang me and said ‘can you just come back to full-time, just in the lead up to the Board… I had to be full-time, to go to Board to be seen as committed and the real deal.169
Some members thought this attitude should change:

It shouldn’t matter whether it is two days a week or five days a week if you are meeting the goals and outcomes of that job.170
One potential way of overcoming these issues could be to look at achievement ‘relative to opportunity’, so that someone who is working part-time would be assessed for promotions based on what they have achieved and the skills they have developed in the time they are at work, rather than necessarily being compared to the expectations of a full-time employee. Similarly, assessments for promotion could be made on an outcomes-based model, rather than a time-based model; that is, focusing on the outcomes achieved, rather than the time spent in a particular role.

(e) Perceptions and attitudes to flexible working arrangements

It is clear that there can be a negative perception of and resentment towards those who use flexible work arrangements. As already explored, this is partly because such arrangements can result in additional work for other team members. The Review has also heard other reports of negative views directed towards members working flexibly:

We’ve got a guy at work at the moment who shows up to work between 8 and 8.30 every day because his wife is at sea and he takes their daughter to day care. The bitching that goes on in the office about him coming to work at 8, 8.30.171 

I’ve had people take their five second snapshot of me. Like I’m not at my desk at 7.30 in the morning and they have that perception that I’m slacking off but they don’t see me there at 5 o’clock in the afternoon.172
In some cases, it is possible that the stigma may be attributable, at least partially, to the use of the term ‘part-time leave without pay’. One member raised concerns about this terminology with the Review:

You know that funny saying, when you’re in a flexible working arrangement here we say you’re on leave without pay…that’s as if you’re…sitting back with a glass of champagne …There’s a language I think that needs to change.173
This type of imagery suggests there is a perception of a member who is not ‘pulling their weight’ in an ADF environment that strongly emphasises the value of teamwork. This is reinforced by another member:
I was seen as being a team player only after I had returned to duty full-time.174
At times it seems that this resentment and stigma may also be underpinned by a lack of understanding about flexible working arrangements. This is certainly clear in the following statement from one ADF member:

I know a lady that has kids, who works here, and she only does…a three day a week thing, which obviously works really well but then I think, are you compromising your job like that?175
There is scope to improve this situation. One measure would be to change descriptions of part-time work to simply a form of flexible work. Terms such as ‘part-time leave without pay’ and ‘part-time’ carry negative connotations of a member only being ‘part committed’ to the organisation.176
A further option could include increasing information available to all ADF personnel about the availability and intent of flexible working arrangements, and how effectively they can function. Baird, Charlesworth and Heron have identified the dissemination of information about ‘how well part-timers were performing’ in a number of male-dominated workplaces as one practice that helped to move the part-time and flexible work agenda forward in those organisations.177 Services are already undertaking a range of initiatives to inform members about flexible work.178 However, given the lack of knowledge identified in consultations, increased and more consistent educative work should be undertaken.
Baird, Charlesworth and Heron also noted that support of senior management ‘provided an important signal that the work culture should change towards acceptance of part-timers’ in the male-dominated organisations they examined.179 
In recent years, the former Chiefs of Army and Air Force have circulated directives in support of flexible working arrangements.180 Within the ADF, the CDF and Commanding Officers must give a visible commitment to flexible work practices to demonstrate that it is a positive, rather than a negative, work option. Consideration could be given to whether any existing leadership positions currently held by men could be performed effectively in a flexible work arrangement. As noted earlier in this Chapter, one focus group participant told the Review about the positive influence of a particular leader’s views towards work/family balance on the culture of the whole school.181 This is a constructive example that other ADF bases could replicate.

6.4 Child care

Access to child care is an important factor in facilitating women’s workforce participation and the need for quality, accessible child care emerged as a consistent theme throughout the Review. Particular issues include the need for flexible child care options, increased availability of child care at the hours and locations required by ADF members, and the manner in which priority of access is allocated to ADF members. These issues will be explored throughout this section.

(a) ADF Program and Policy

The ADF has a ‘Defence Child Care Program’ which is intended to ‘facilitate priority access to early childhood education and care for Defence families upon arrival in a new posting location, where the local community cannot meet the demand.’182 Defence supports long day care and out of school hours care centres, as well as facilitating access to family day care, under this program.183 Defence also provides limited funding to Defence families for day care. Further information on the ADF’s practical support for child care is at Appendix M.3.

The ADF also has a child care policy, released in 1992, which is intended to guide the support provided by Defence for child care. It is intended to be read in conjunction with the Defence Childcare Guidelines, however Defence has advised that these Guidelines are out-of-date and no longer used. Defence has further informed the Review that Defence Instruction (General) Personnel 42-2 Defence Child-care Policy and associated Defence Childcare Guidelines are being revised.184
There is an incongruity between figures provided by the ADF on recent use of Defence child care centres, and other evidence presented to the Review regarding demand for child care. Figures provided by the ADF suggest that Defence child care centres may be under-utilised. As at February 2012, the average daily occupancy compared to licenced capacity was 69% across all Defence child care locations. This figure varied between 37% and 93% depending on location.185 Defence has advised that reasons for this may include varying demand due to posting cycles; the location of some of the Defence child care centres, which are often on or near Defence establishments and may not be close to residential areas; as well as ‘difficulty in attracting community enrolments because of Defences ‘[Priority of Access] guidelines and the “one month’s notice to vacate” may be a deterrent to community families’.186
Qualitative evidence gathered by the Review suggests that there remains considerable demand for quality child care. The Review has heard:

You’d think they would [provide child care] because we’re a major base and it’s supposed to be family friendly. It’s amazing. It would be so much easier to just come to work, here’s my kid, take my kid… An on-base childcare would be amazing.187
There definitely needs to be better access to child care centres for Defence members, or perhaps a subsidy to use civilian centres.188
Some focus group participants also identified provision of child care as a tool for increased retention of ADF members.189
Responses to the Review’s online survey suggest that Defence’s current provision of child care is inadequate.190 The responses to the items dealing with childcare suggest a large degree of uncertainty about childcare arrangements for ADF members. Among members with dependents, only 30% believed that there was adequate access to childcare. Nearly half of all female respondents with dependents (46%) and 36% of male respondents with dependents did not believe that access to childcare was adequate. A slightly higher percentage of women (38%) than men (31%) agreed that better access to childcare would improve their career progression opportunities.191
While the data provided to the Review suggests that some Defence child care centres may be under-utilised, the Review is aware that many Defence members are accessing some form of child care for their dependent children. Defence Census figures suggest that a proportionately low number of dependent children aged 
0-6 years of permanent ADF members are utilising Defence employer-sponsored childcare.192 Greater numbers were identified as using long day care and/or occasional care at other child care centres, which suggests that there is some demand for child care facilities with the hours and location required by ADF members.193 Apart from childcare provided by a spouse or other family member, childcare used by children aged 0-6 years of permanent ADF members includes family day care, nannies, paid babysitters, vacation care and respite care.194 This may suggest that traditional child care centres do not always meet the needs of ADF members, and that there is a need for Defence to consider the provision of more flexible child care options for ADF members.

(b) Availability and accessibility of child care

There are a number of specific areas where the provision of child care support to ADF personnel could be improved. A particular issue cited by Defence personnel is the location of available child care centres:

There are child care centres that I guess put Defence families first…but it still takes twenty, twenty five minutes to drive in on some mornings…You can’t get in there too. It’s full…The only other place that opens that would fit in with the time that we work is all the way over the other side of Darwin.195 

There are no child care facilities within 25 minutes of [my workplace]. My work hours also limit child care locations. There must be a child care facility established at [this location] if it is to be an equal opportunity employment location for the ADF.196
The Review also frequently heard that child care centres are often not open at the times they are required, due to the irregular hours worked by many ADF personnel:

We joke in the Military that we’re employed 24 hours a day…There are…jobs that either have very long work hours like those who work for Admirals, or very crappy work hours when you are on duty and you are overnight, or when you come in at midday and you finish at midnight because something’s going on. Childcare centres don’t open those hours.197 

[The] ADF should be trying to provide child care that mirrors ADF work hours of that base. I found it quite difficult at the last base I worked at had work hours of 0700 – 1700 but the day care was only open from 0730 – 1630. Instead of using ADF day care, we've had to use private day care operator due to the longer hours.198
The Review also heard that members can encounter particular difficulties in accessing appropriate, quality child care in regional and remote areas. For example, in one remote area visited by the Review, a member stated: 

I’ve got some young soldiers that have problems with child care – there’s not enough up here and basically they can’t get to work on time because of the fact that the child care centre doesn’t open on time for them to get here by seven thirty.199 

To address these issues, Defence should examine the operation and accessibility of its child care services, including in remote and regional locations, to ensure that they effectively meet the needs of ADF personnel. Given the range of child care types accessed by ADF personnel, this could include supporting a range of flexible options for child care, such as support for in home care, in addition to traditional child care centres. This may also help to address barriers leading to the under-utilisation of ADF child care facilities evident in figures provided to the Review.

The Review also heard concerns about Defence’s ‘Priority of Access Guidelines’. Since July 2005, the Defence Priority of Access Guidelines have applied to manage the application of placements in all Defence child care centres. Points are allocated as outlined in the table at Appendix M.4. This point system was ‘introduced to assist “mobile” Defence families access Defence employer sponsored child care within six months of arriving in a new posting locality’.200 However, the Priority of Access Guidelines do not appear to adequately prioritise return from maternity leave in relation to points allocation. The allocation of points has also been raised as an issue by focus group participants:

The personnel that are moving from Darwin have a wife, for example, that might not even work but wants to pursue other interests… [they] actually ended up with more points than me as a serving member with a serving spouse coming back from maternity leave. So that system…definitely needs review.201
As this is a critical point at which families require child care, this point system should be reviewed to ensure that it appropriately reflects the needs of ADF families.

The Review also heard concerns about child care needs at the time of postings and deployment. Unlike civilian families, ADF families may be required to move every three years (or less) and must continually make new child care and out of school hours care arrangements. This is often in areas where they have little or no family support. 
6.5 Conclusion

Improving support for work and family balance is crucial to ensuring women’s recruitment, retention and career progression in the ADF. The stresses of combining work, life and family and the perceived need to choose between family or career were issues of great concern to ADF members.
It is clear that there are a number of areas where the ADF can better support members to combine their family lives with their careers. These include consideration of how pregnancy of ADF personnel is ‘managed’; facilitating access to maternity and parental leave and flexible working arrangements, including through improved workforce planning systems and more consistent policy implementation, without detriment to members’ careers; and improving access to appropriate, affordable, quality child care. Throughout this Chapter, the Review has identified specific actions that will assist the ADF to address these issues. The ADF must implement measures to allow women to have a family and a career, rather than being forced to choose. This is a critical issue that goes to the very heart of the sustainability and capability of the ADF.
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Chapter 7: Sexual harassment,* 
sex discrimination and sexual abuse**

In summary

	· For many men and women, the ADF is a positive work place but on occasion incidents of sexual harassment, sex discrimination and sexual abuse occur. There are a number of policies that address these issues but their implementation can be inconsistent and in some cases, deficient.

· An independent survey conducted for the Review found that sexual harassment prevalence rates for women in the ADF are similar to those in Australian workplaces, and for men in the ADF, they are lower. One in four women and one in ten men experienced sexual harassment in the ADF in the last five years.

· Perpetrators should be held to account and their suitability to remain in the ADF should be considered in any action taken against them.
· Under-reporting of incidents of sexual harassment, sex discrimination and sexual abuse is a significant issue in the ADF. An option that allows complainants to make confidential (restricted) reports could address this issue and should be investigated by the ADF as a matter of urgency.


____________

*
Sexual harassment takes many forms. It can be defined as an unwelcome sexual advance, unwelcome request for sexual favours or other unwelcome conduct of a sexual nature which in the circumstances, a reasonable person, aware of those circumstances, would anticipate the possibility that the person would feel offended, humiliated or intimidated. This is a simplified legal definition that accords with the definition under the Sex Discrimination Act (Cth) 1984. Behaviours that constitute sexual harassment include unwelcome hugging, touching or kissing, sexual gestures, sexually suggestive comments, sexually explicit emails or SMS messages or inappropriate advances on email, social networking sites or internet chat rooms by a work colleague.

**
For the purposes of the Report, the terms sexual abuse and sexual offences includes acts of indecency1 and sexual assaults/rapes.2
	· A complete picture of the reported number of complaints within the ADF and their outcomes is difficult to obtain because of inadequate and inconsistent data collection and analysis. This undermines the ADF’s capacity to respond to sexual harassment and sexual abuse and to accurately identify the number of sexual offenders or repeat offenders in each of the Services.

· Good leadership is important to discourage abusive behaviour but leaders need to be supported by effective systems and practices that prevent the behaviour from the outset and hold perpetrators to account. Poor leadership is a common element when instances of sexual harassment, sex discrimination and sexual abuse occur.

· To be effective, any preventative education must be embedded in existing education and support processes and should be accompanied by other strategies, such as the promotion of strong messages about gender equality and the unacceptability of violence against women.


7.1 Introduction

The prevalence of, attitudes towards and responses to sexual harassment, sex discrimination and sexual abuse, including indecent assault and sexual assault or rape, were raised during consultations and through submissions to the Review. Incidents of such behaviours and offences were also raised in confidential individual interviews with ADF members. The deep distress and trauma experienced by the women who disclosed incidents makes change across the ADF in its treatment of women both critical and urgent.
This Chapter outlines the Review’s findings in this area, identifies a number of systemic areas of concern and makes a number of proposals for reform. Drawing on data provided by the ADF, the Review’s considerable quantitative data gathered from focus groups, one on one interviews and submissions, and the Review’s specific surveys, the Chapter specifically examines incidents and prevalence of sexual harassment, sex discrimination and sexual abuse. This Chapter also examines the effectiveness of the ADF’s complaints policy framework. The ADF has had some success in recent times in addressing unacceptable behaviours although it is clear that the existing structures and systems that monitor and respond to issues of sexual harassment, sex discrimination and sexual abuse have failed some ADF members and the organisation, at a fundamental level. The Chapter concludes with proposals for reform that will help the ADF address the shortcomings identified.

7.2 Incidents of sexual harassment, sex discrimination 
and sexual abuse

(a) ADF Data

The Review was provided with a considerable amount of data about the numbers of complaints of sexual harassment, sex discrimination and sexual abuse made in recent years by ADF members. In particular, the Review was provided with information extracted from the database maintained by the ADF Values, Behaviour and Resolution Branch (formerly known as the Fairness and Resolution Branch) – 
an important centralised source of data capture.

There are a number of mechanisms through which ADF members can report unacceptable conduct. These include through their chain of command, or via staff members, such as equity and diversity advisors, medical personnel and padres. They can also make reports under the Defence Whistleblower Scheme, or where sexual harassment or sex discrimination is involved, to the Australian Human Rights Commission or state Equal Opportunity Commissions. Formal complaint mechanisms are also available under Defence Instruction (General) PERS 35-3, ‘Management and Reporting of Unacceptable Behaviour’3 and Defence Instruction (General) PERS 35-4, ‘Management and Reporting of Sexual Offences’.4 In relation to criminal behaviour, reports can also be made to the civilian police.
The Review received figures for the numbers of sexual harassment complaints recorded by the then Fairness and Resolution Branch for the years 2008-2011. Figures were also provided for discrimination complaints over the same period, but the Review was not advised which of these discrimination complaints were on the ground of sex. Quarterly updates provided by the then Fairness and Resolution Branch for the year 2010 provided statistical information to the Chief of the Defence Force about complaints of unacceptable behaviour and sexual abuse. However, these updates have not been prepared since 2010 and a replacement report is yet to be developed.5
It was difficult to ascertain with certainty the number of sexual assault and other sexual offences reported by ADF members in recent years. Different figures were provided by different areas within the ADF. This is detailed further below. As a result, the Review could not readily obtain a comprehensive overview of the volume of complaints made in relation to these matters.

(i) Sexual harassment and sex discrimination

Complaints about sexual harassment and sex discrimination are included as part of the discussion of the unacceptable behaviour complaints process in Defence’s Annual Reports. The 2010-2011 Annual Report notes, for example, that there are, on average, between 700 and 900 complaints of unacceptable behaviour lodged across Defence each year and that in 2010-11, 720 complaints regarding this behaviour were received.6 This figure was noted to represent complaints from less than one per cent of the Defence workforce.7 In addition, during the same reporting period, 792 complaints were finalised, with 59.7 per cent being substantiated.8 The Annual Reports do not break down these figures into the type of complaints made, such as sexual harassment or sex discrimination.
The relevant Instructions relating to reporting and managing unacceptable behaviour and sexual abuse require various reports to be submitted to the Values, Behaviour and Resolution Branch for each complaint. This Branch is required to record all reported unacceptable behaviour complaints and outcomes9 and this data is used to measure reporting trends across Defence.
Defence categorises unacceptable behaviour into the following groups:

· bullying

· harassment

· inappropriate workplace relationship and conflict of interest

· sexual harassment

· sexual offences

· abuse of power

· discrimination.

Information from the Values, Behaviour and Resolution Branch indicates that the following figures represent the volume of sexual harassment complaints made in the following years:
Table 7.1: Number of sexual harassment complaints by year, Values, 
Behaviour and Resolution Branch10
	Year
	Number of complaints

	2008
	86

	2009
	74

	2010
	79

	2011
	82


The following figures are also provided for discrimination complaints: 

Table 7.2: Number of discrimination complaints by year Values, 
Behaviour and Resolution Branch11
	Year
	Number of complaints

	2008
	26

	2009
	20

	2010
	18

	2011
	23


It was not possible to ascertain the numbers of complaints of discrimination that were made on the ground of sex, as these figures are not categorised into the alleged ground of discrimination.
(ii) Sexual Abuse

In addition to the information recorded about unacceptable behaviour complaints, the database maintained by the Values, Behaviour and Resolution Branch is designed to record all sexual offence complaints.12
Information provided by this Branch indicates that the following figures represent the volume of sexual offence complaints made in the corresponding years:
Table 7.3: Number of all sexual offence complaints by year, Values, 
Behaviour and Resolution Branch13
	Year
	Number of complaints

	2008
	87

	2009
	74

	2010
	5014

	2011
	42


As previously noted, quarterly updates have not been prepared since 2010. As a result, there is no formalised reporting process to the CDF about complaint numbers.

Meanwhile, a recent report prepared by the Inspector General Australian Defence Force (IGADF) in September 2011 entitled ‘Review of the Management of Incidents and Complaints in Defence including Civil and Military Jurisdiction’ (‘IGADF 2011 report’) noted that, based on data provided by Service Police, in any given year, there are approximately 75 sexual offence complaints by ADF personnel to ADF authorities.15 

Data provided to the Review by the Service Police Central Records Office of the Australian Defence Force Investigative Service (‘ADFIS’) provided the following figures for initial reports to ADFIS of sexual assault and related offences:
Table 7.4: Number of initial reports to ADFIS of sexual assault and related offences by year, Service Police Central Records Office of the Australian Defence Force Investigative Service16
	Year
	Number of reports

	2008
	87

	2009
	74

	2010
	5017

	2011
	42


It is difficult to reconcile the data provided by the Values, Behaviour and Resolution Branch, ADFIS and the IGADF 2011 report. This is concerning, as it means that trends cannot be followed, offenders and repeat offenders cannot be tracked and areas in which sexual abuse are occurring cannot be identified with accuracy. It also means that targeted preventative strategies cannot be properly put in place. Of considerable concern is that the failure to capture incidents of sexual abuse accurately can place ADF members at risk of harm from undetected or untracked offenders.
The Review also sought information from State and Territory Police Forces concerning the numbers of reports and charges in relation to sexual and indecent assault (or the equivalent in the particular jurisdiction) involving ADF members, as well as the numbers of convictions for these offences for the period 2000 to early 2012. Most jurisdictions were unable to provide this information as they do not record whether an offender or victim is a member of the ADF.18 Some jurisdictions were able to provide relevant information.19 Others provided the requested data but cautioned against reliance on the figures on the basis that recording the occupation of alleged offenders and victims is not mandatory and that the data may not accurately reflect the number of ADF members who have been in contact with the relevant police force concerning these types of offences.20
Without consistent data collection across all jurisdictions, this information is of limited value.
(b) The Review’s data

(i) Focus Groups, Interviews and Submissions

It is important to acknowledge that, during focus groups and through written submissions, the Review heard from many members whose experiences at the ADF were positive and rewarding. Many commented that they felt safe on the bases to which they were posted and did not experience any sex discrimination, sexual harassment or sexual abuse. Comments included:

I have been in the Army for 17 years and started as a soldier. I have never been directly exposed to any harassment or discrimination nor have I directly witnessed any. Any report of harassment or discrimination has been promptly investigated and, in my opinion, appropriate corrective action [taken]. I am proud to be working in a mature, progressive and inclusive organisation.21
I’ve got no issues at all. I’ve got a very good working relationship with the [commanding officer] and the [executive officer].22
I have three sisters all in civilian employment in country Victoria and the way they’re treated by their male colleagues and bosses I would never put up with that. I’ve never been treated like that in all of my time in Defence.23
It is equally important to acknowledge the personal accounts of inappropriate and criminal sexual behaviour from women across the three Services. The Review was told of certain environments that were highly sexualised and demeaning to women, individual instances of sexual harassment that were either one off or repeated over time, instances of inappropriate uses of technology, and instances of stalking and sexual abuse, including sexual assault. Instances of sexual misconduct were alleged, on occasion, to have been perpetrated by both peers and supervisors, including instructors.
Whilst many women considered some of the sexualised environments they worked in to be “harmless” and the behaviour simply childish and trivial, others found their environments degrading and demeaning. In one interview, a sailor spoke of her supervisor using sexually explicit terms to identify each team member which, understandably, she found demeaning. One woman also told the Review:

My partner is a combat engineer and he actually confided in me about what the guys talk about at the bases. They like to smell all the females when they walk past. If you’re not looking they’ll smell behind you and that type of stuff.24
Another woman stated:

Sitting in the mess…one guy has his scrotum out and they’ve got a torch underneath it so you can see all the veins through it. They call that a ‘roadmap’ and they’re doing that in the mess.25
Some women commented on the impact of degrading behaviour on their effectiveness at work. According to one:

You walk into the [workplace] and people are slagging females out, it makes you feel like shit, it ruins your day. We’re in a working environment and we’re meant to be comfortable where we work. We go [live and work] with these [men] for months at a time, and it’s really hard.26
Cases concerning sexual harassment over many years have recognised that an environment or culture that is sexualised or hostile to women also amounts to sexual harassment.27 This was typified in the 2007 decision in Lee v Smith28 in which the Commonwealth (Department of Defence) was held vicariously liable for the actions of its employees who subjected Ms Lee, a civilian administrator, to sexual harassment, discrimination, victimisation and ultimately rape by an ADF member. The Court found that Defence had not taken ‘all reasonable steps’ to avoid the harassment and discrimination and that the display of pornographic material ‘may well create an impression regarding the prevailing workplace culture and thereby diminish…the confidence in the formal complaint procedures and policies’.29
Direct experiences of sexual harassment were also related to the Review:

When I was at [training school] I was sexually harassed by an instructor who would place his hands on my legs under the table when we were in training.30
In 2008 I was sexually harassed on four occasions over a weekend by the Corps Commandant (twice), a WO1 (once) and a male corporal who told me we would fuck before I left the unit.31
I would go on [specific work trips] and the boys would bash on my door at 2am going, “let us in, we just want a hug”. It was pretty scary really.32
The inappropriate use of technology continues to be a challenge in the ADF. The Review heard on occasions of instances where sexual acts were recorded without the women’s knowledge and consent, and later distributed to other people. In one instance the woman involved was threatened with being charged with fraternisation by her supervisors:

Not once was the other member spoken to about the incident and at the time 
I was too scared to take it any further as I didn’t want to have a charge on my record for fraternisation even though course instructors said what happens behind closed doors stays behind closed doors. It upset me that I was humiliated and threatened when the other member who I believe should have suffered some sort of punishment was not even approached even though they knew who he was.33
Women also spoke of experiences of being stalked by other ADF members:

I had another stalker, he used to follow me where I went, took videos of me where I used to go to blackmail and entrap me, used to sit outside my block and watch where I went. I couldn’t leave Base without (him) following me. I went insane, like I had to go and see a psych, I was borderline suicidal.34
Another woman disclosed:

I get a different stalker every time I go to the boozer on base.35
Of deep concern were the occasional but distressing stories of sexual assault recounted by some women. Some of these women were current serving members but others had discharged because they considered there was no viable alternative as they felt unsupported by the ADF to which they had been faithful.36
Other women discharged because they had to confront the perpetrator or harasser each day on the base. A woman who was sexually assaulted and had recently discharged told the Review:

I have lost everything, my identity and my sense of purpose.37
The Return of Service Obligations placed on ADF members creates additional pressures:
This guy who I went on a few dates with began to stalk me with texts and wanting to go out with me. I couldn’t really tell anyone but it became quite intense. One night I had a few drinks and I was with him. He ended up raping me. He knew about my boundaries regarding sex. I feel it was my fault. I couldn’t tell anyone about this. He is [still in the particular Service]. The treatment I have endured has meant that I am now looking to discharge and have applied for a job with a mining company. As I haven’t completed my ROSO [return of service obligation] I am concerned that the [Service] won’t let me discharge without a penalty.38
The Review also heard of unacceptable behaviour during recruitment processes. One person told the Review that her experience with a particular Service interview panel was a significant factor in her decision not to pursue what had, until then, been a long held dream to one day be an officer in that Service:

Every interview panel I fronted was presided over by three male Officers of differing levels. At one of my interviews, wearing my suit, one of the Officers implied I was a prostitute, making jokes…and they all laughed (I sat uncomfortably). I was also asked if I was successful, how I would resist propositions from fellow [Service] personnel? Did I plan to get married (I was 17) and have a family as most men would not marry a woman who [deployed with men] How would I cope when my peers would be on shore leave and with strippers and hookers… I came out of the interview quite shaken up.39
As indicated in Chapter 3, a consistent theme heard by the Review was how women in the ADF were expected to ‘protect’ their ‘reputation’ and the sometimes dire consequences for those individuals who were unsuccessful in doing so. The Review was told:

There were so many rumours about me – I was supposed to have slept with everyone. Soldiers would do what they could to sleep with me. I was constantly pulled into the boss’ office to answer the false rumours. I nearly left at that point.40
That label sticks with you through your career so you might be a major 20 years down the track and they bring out this story from 20 years ago that you know is no longer even relevant.41
Instances of gender-based bullying and exclusion were also reported to the Review. Such behaviour generally occurred when women were a small minority in specific units and the leadership of that unit was deficient. The Review heard, for instance, from a woman who was the only woman in her course:

The guys hated me. They were trying to get me off-course. They just didn’t want me there. It only takes one person to change everyone’s opinions. There was one particular person who just didn’t want me there. And he got all the other boys on side. All he used to do was tell me stories about how all the chicks he ever [worked with] were shit, except for one. I just tried to ignore it but it upset me all the time. We’d go away on trips and all the guys would organise to do something. They didn’t invite me. On the final section of our course they were trying to get rid of me. They were giving me wrong information or not passing on information – they were trying to make me fail. And so then I had to pull aside one of the guys who had been my friend and he admitted that it’d been going on, but he said that there wasn’t much he could do.42
Another woman who was in a large male-dominated unit disclosed to the Review:

I was constantly subjected to harassment, bullying and intimidation. People would talk behind my back. I never let the [senior non-commissioned officers] or the other officers see how upset I was. I was in tears most nights. I am normally a confident and strong person so it was really out of character. The adjutant of the unit was very opposed to having women in the corps. He was very sexist and picked up on everything about my work, my social life, who 
I was sleeping with etc. I felt he was conducting a campaign of abuse and harassment against me. I was put up for deployment to Afghanistan and when 
I got into country it got worse. I was called the dumb blonde behind my back, woken constantly during rest time and lies were made up about me for my report as a way of trying to make me go home. It was the worst six months of my life. I came home a shell of a person with zero confidence. I got no support when I came back. Everyone knew what was happening but no-one did anything about it. I suffered depression and anxiety and was seeing a psychiatrist three times per week.43
(c) The Treatment of Women in the ADF Survey

The Treatment of Women in the ADF Survey did not ask participants if they had experienced sexual harassment, sex discrimination or had been sexually assaulted.44 Rather, it focused on their perceptions of the impact of this behaviour on a person who had experienced it. The results provide a further important source of information to the Review.

Perceptions of harassment/discrimination/abuse were less positive for women compared to men. A higher proportion of women respondents reported perceiving that women are more likely than men, to be the recipients of sexual harassment, sex discrimination and sexual abuse. However many also believed that men can suffer from this behaviour. More women than men considered that a woman’s ‘reputation’ regarding her sexual behaviour can negatively impact her military career and that experiencing sexual harassment or discrimination would have a negative impact on career progress.
Broadly, the Survey indicated the following:

· 65% of women and 44% of men agreed that women are more likely to experience sexual harassment or discrimination in the ADF than men.

· 54% of women and 39% of men agreed that women are more likely to experience sexual abuse in the ADF than men. 60% of women and 41% of men agreed that experiencing sexual harassment or sex discrimination in the ADF would have a negative impact on career progress.

· 58% of women and 41% of men agreed that experiencing sexual abuse in the ADF would have a negative impact on career progress.

· 68% of women and 35% of men agreed that a woman’s ‘reputation’ regarding her sexual behaviour can inhibit her military career.

· 13% of women and 25% of men agreed that a man’s ‘reputation’ regarding his sexual behaviour can inhibit his military career.

(d) The AHRC Sexual Harassment Survey – ADF Component

As part of the Review, Roy Morgan Research administered a workplace sexual harassment survey to identify the prevalence, nature and reporting of sexual harassment in the ADF. A full analysis of the survey results, including the methodology and limitations, is at Appendix N.4.45 The survey formed part of a broader project undertaken by the Australian Human Rights Commission that examines sexual harassment in Australian workplaces (the National Survey).46
(i) Prevalence of sexual harassment 47
Women are much more likely to experience sexual harassment in the ADF than men. In the last five years 25.9% of women and 10.5% of men in the ADF have experienced sexual harassment in an ADF workplace. This compares to prevalence rates in the National Survey of 25.3% of women and 16.2% of men in the last five years. A disaggregation by Service and gender is presented in table 7.5.

These figures combine those respondents who reported experiencing sexual harassment according to the legal definition, as well as those who did not report having experienced sexual harassment, but did report experiencing specific behaviours that constitute sexual harassment.48 This was done to ensure that the experiences of respondents who were unable to identify sexual harassment from the legal definition would still be recorded. The combination of these results provides an accurate representation of the prevalence of sexual harassment.
It is important to note that about one in five women (20.3%) and one in ten men (10.2%) in the ADF reported not experiencing sexual harassment according to the legal definition of sexual harassment, but then went on to report experiencing behaviours that in fact constitute sexual harassment. This suggests that in the ADF there is a lack of awareness about what behaviours in fact constitute sexual harassment and what may be considered lawful or appropriate workplace behaviours.

Table 7.5: Prevalence of sexual harassment in the ADF by Service and 
gender, previous five years

	Service
	Women
	Men

	Navy
	28.1%
	13.9%

	Army
	25.8%
	8.9%

	Air Force
	23.7%
	10.8%

	Whole of ADF
	25.9%
	10.5%


(ii) Nature of sexual harassment and characteristics of persons involved

Nature of sexual harassment

The most common sexual harassment experienced by women in the ADF was:

· ‘Sexually suggestive comments or jokes that made you feel offended’ (14.6%).

· ‘Intrusive questions about your private life or physical appearance that made you feel offended’ (12.7%).

· ‘Inappropriate staring or leering that made you feel intimidated’ (9.7%).

The most common sexual harassment experienced by men in the ADF was:

· ‘Sexually suggestive comments or jokes that made you feel offended’ (4.2%).

· ‘Sexually explicit emails or SMS messages’ (4.1%).

· ‘Intrusive questions about your private life or physical appearance that made you feel offended’ (3.4%).

Additionally, 6.2% of women and 1.2% of men in the ADF reported experiencing inappropriate physical contact, 2.9% of women and 0.2% of men reported receiving requests or pressure for sex or other sexual acts, and 0.9% of women and no men reported experiencing actual or attempted rape.

Overall, women in the ADF were more likely to feel more offended and intimidated by their experience than men.49 12.1% of women and 1.5% of men who reported experiencing sexual harassment were ‘extremely offended’ by their experience, and 10.2% of women and 2% of men were ‘extremely intimidated’ by their experience. 

Women’s experience of harassment in the ADF was also more likely to last longer than men’s.50 

Characteristics of targets

A majority of those who experienced sexual harassment in the ADF were under 30 years (71.1% of women, 50.9% men). 44.5% of women and 34.2% of men who were harassed were from the 18-24 age group, and 27% of women and 16.2% of men who were harassed were from the 25-29 age group. ADF Census data indicates that in 2011, 6% of all Permanent ADF personnel were under 20 and 46% were 20-29.51
Women in the ADF were more likely to experience sexual harassment earlier than men. 66.5% of women who experienced sexual harassment reported it took place in their first year at the location and about half of these during the first three months. Comparatively, for men 61.7% experienced sexual harassment behaviours after working in the location for more than a year.

Characteristics of harasser 

The profile of the harassers of men and women was similar: 

· Women and men reported that their harasser was more likely to be male (94.7% of women and 78.9% of men).

· Women reported that the harasser was more likely to be between 21 and 
40 years of age (38.2% said 21-30 years of age, 31.6% said 31-40 years of age). Men also reported that their harasser was more likely to be aged between 21 and 40 years of age (42.4% said 21-30 years of age, 27.4% 
said 31-40 years of age).

· Women and men reported that their harasser was more likely to be a 
co-worker (56.7% of women and 65.9% of men).

Respondents reported that harassers were often involved in more than one incidence of sexual harassment in the same workplace. In the ADF, among those who had reported experiencing sexual harassment, 41.5% of women and 46.5% of men knew of other incidences in the same workplace.52 A majority of these respondents reported that the same harasser was involved in both/all incidents that they were aware of (59.1% of women, 55.7% of men). This compares to the National Survey, in which similar proportions of respondents reported that they were aware of others experiencing sexual harassment in the same workplace and of these a higher number of women and men reported that the same harasser was involved. 

(iii) Addressing Sexual Harassment

Reports and complaints 
A very small number of the men and women in the ADF who had experienced sexual harassment made formal complaints, only 25 women and five men out of the 181 people who had experienced sexual harassment in the last five years. For consistency with the rest of this section, findings regarding respondents who made a formal report or complaint are still presented using percentages to the first decimal point. However, given the very small sample bases, such results should be interpreted with care.
Only 21.2% of women and 9.2% of men who had experienced sexual harassment in the ADF in the last five years reported making a formal report or complaint. In the National Survey, a similar proportion of women made complaints, while a significantly larger proportion of men made complaints.
In the ADF, reports or complaints were most commonly made to commanding officers or other senior officers, ADF/APS supervisors and Equity Officers. Two women lodged a complaint or report with the military police, and two women lodged a complaint or report with the civilian police. No men took a complaint or report to either military or civilian police. Similarly, in the National Survey, reports or complaints were most commonly made to managers or supervisors.

About one-third (32%) of ADF survey respondents who made a formal report or complaint reported that they were ‘not satisfied at all’ with the outcome of the process. By contrast, in the National Survey fewer women and men were ‘not satisfied at all’ with the outcome of their complaint.
Further discussion on reporting and making a complaint of sexual harassment, sex discrimination and sexual abuse, is at section 7.3.

Non-reporting
The majority (83.4%) of those who experienced sexual harassment in the ADF did not seek support, or make a formal report or complaint, reflecting a similar figure in the National Survey. Among this group in the ADF, 27.2% of women and 26.7% of men did not report because they told the harasser(s) the behaviour was inappropriate, and it ceased.

Higher proportions of women than men in the ADF reported that they did not make a complaint because they did not think it was serious enough (6.6% of women compared to 2.2% of men), thought nothing would be done (6.6% of women and no men), felt it was easier to keep quiet (6% of women and 2.2% of men) and said that the person was too senior (4% of women and 2.4% of men). Higher proportions of men than women reported that they did not make a complaint because the harassment wasn’t severe and/or it was minor/mild (17.4% of men compared to 6.4% of women) or they were not offended (7.9% of men compared to 4.8% of women).

Support and/or advice 
Only a minority of those who reported experiencing sexual harassment in the ADF in the last five years sought any support or advice (38.6% of women, 25% of men). Among those who sought support or advice, the most likely sources were their commanding officer or senior officer, ADF/APS supervisor or Equity Officer. Three women, and no men among the sample reported seeking support or advice from the civilian police.

(iv) Awareness of other incidents of sexual harassment

Finally, with regard to awareness of the prevalence of sexual harassment in the ADF, more than two in five ADF members (43.4%) were aware of sexual harassment happening to someone else in the ADF workplace.53 This was highest in Navy (46.4%) followed by Army (43.2%) and Air Force (40.9%).

ADF members who were aware of harassment being experienced by others were asked how they learnt of this. The most common responses (disaggregated by gender) were:

‘told about it by the target’ (37.6% of women compared with 17.1% of men)

‘heard about it in the media’ (37% of men compared with 18.5% of women)

· ‘heard on the workplace grapevine’ (32.5% of women, 32.6% of men).
The most common responses of all respondents that were aware of others being harassed in the ADF were: 

talking or listening to the target/complainant (59.5% of women, 26.2% of men)
offering advice to the target/complainant (46.6% of women, 21.0% of men)

· reporting the harassment to a commanding officer/senior officer/supervisor etc. (28% of women, 14.3% of men).
Additionally, very few women and no men reported utilising external mechanisms (e.g. civilian police) in response to their awareness of sexual harassment occurring to other in the ADF.
Those who took action when they were aware of sexual harassment occurring were asked about the consequences of this action. 94.7% of ADF members reported that there were no consequences, and the remaining minority was split between positive consequences (e.g. the harassment stopped, received positive feedback) and negative consequences (e.g. being ostracised, victimised or ignored).
7.3 Reporting sexual harassment, sex discrimination 
and sexual abuse 

In addition to the Sexual Harassment Survey results, the extensive data from the Review’s consultations indicated that under-reporting of sexually related misconduct is a significant issue for the ADF. Consultations indicated that members are aware that policies and complaint handling procedures exist to identify, prevent and address unacceptable conduct and that many of the policies targeting sexual harassment, discrimination and sexual abuse were sound, and reasonably well understood.

Even so, members reported to the Review making decisions not to engage with the formal complaint processes, despite the seriousness of their allegations of harassment and assault. Reasons given included the fear of victimisation from peers and supervisors, the negative impact on career progression and, in relation to sexual assault specifically, the personal trauma to which such an assault gives rise. The Review also heard from members who had made a formal complaint but had been disillusioned and disempowered by the experience, frequently as a result of less than optimal implementation of what, on paper, are relatively comprehensive complaint handling procedures. Deficient policies were also identified.
The following section will examine the effectiveness of the ADF’s complaints process as a means of responding appropriately and sensitively to complainants of sexual misconduct and abuse.
(a) Overview

The Review heard from a number of sources of the high regard in which the ADF’s complaint processes are held. One experienced commander, who had been a victim of unacceptable behaviour early in her career, noted as follows:

It is my view that Defence has extremely supportive and valid guidelines and policy to assist members in making complaints and to assist commanders and managers in the management of reports of incidents of unacceptable behaviour…Sometimes the system fails an individual, and at times, this is demonstrated by a lack of experience, training or understanding by the person responsible for managing the complaint. This is compounded by lengthy but necessary administrative processes to investigate and resolve complaints.54
The broad range of experiences ADF members bring to the organisation is also acknowledged:

People join the ADF with attitudes, values and beliefs borne of their upbringing and life experiences. It is inevitable that some behaviour will not measure up to the standards required in a military force…However, the measure of an organisation’s commitment to address these behaviours is its capacity to properly report, manage and resolve such incidents and demonstrating a zero tolerance approach.55
There was, however, a consistently expressed view across the range of focus groups that the complaints policies and procedures do not adequately address the realities of women’s experiences in the ADF. This deficiency also impacts on men in the ADF who are, at times, also subjected to sexual harassment and sexual abuse.

Meanwhile, allegations of harassment and assault in the ADF are frequently under-reported. Certainly, it is not uncommon in broader society,56 with researchers identifying various reasons for this. In relation to incidents of sexual assault, for example, studies have identified barriers to reporting such as:

lack of recognition that an incident is sexual assault, or not considering an incident serious enough to report

a relationship between victim and perpetrator (not necessarily an intimate relationship, although these are less likely to be reported)

potential for negative reactions, including fear of not being believed or being blamed

lack of encouragement from support networks

fear of repercussions and concerns about the impact of disclosure on others, such as children

· the victim’s belief that they can handle an incident themselves.57
Evidence indicates that similar barriers to reporting exist in the ADF. This was acknowledged in a recent decision in which the Defence Force Disciplinary Tribunal noted the additional pressures placed on complainants by a ‘hierarchical military environment’.58
Reluctance to report matters has resulted, for some, from a lack of confidence in the complaints system. In the Treatment of Women in the Australian Defence Force Survey, a majority of respondents believed that if they reported an incident of unacceptable behaviour appropriate action would be taken, though this included a higher proportion of men (83%) than women (66%). Of female respondents, 21% did not believe that appropriate action would be taken, and 14% were unsure. It is concerning that about one-third of women, and nearly one-in-five men either did not believe that action would be taken, or were unsure.
This was also reflected in individual accounts to the Review:
I was fairly confident in Defence’s procedures for dealing with these incidents when I saw them on paper, but now, I’ve actually seen them in place and seen nothing come of it except an extended sort of investigation…I’m not even really sure what the end result is except perhaps this commander now feels uncomfortable in his position because everyone knows what he did.59
Junior members of the ADF are at a particular disadvantage:

When you’re new to the Army you might get a little bit of information about what is available to you but you don’t necessarily have the confidence to take that further and as a recruit you think the corporals are God and if there’s incidences you may feel that it’s impossible to work past.60
Others consider the complaints process is too reliant on the skill of the members in charge:

I have complete faith in the procedures that Defence has set out in the management of this type of incident. What I don’t have faith in is the people to implement them… It depends on what kind of unit you’re in [including whether] it is a much more male dominated environment.61
The Review also heard of inappropriate responses to reports of assault, which compounded the trauma experienced and inhibited even further a formal complaint being made:

[in relation to being sexually harassed] I made a complaint. That just led to me being humiliated by the [commanding officer] in front of the entire school body.62
The potential for a member’s career prospects to be adversely affected if they raised a complaint was another theme raised during the Review. A submission observed:

Fear of retribution for raising concerns is frequently cited as a reason for passivity. Actions can include, for example, the stoppage to a preferred posting or delay in promotion. Interestingly, while some members are being subjected to unacceptable behaviour in the workplace, others who acknowledge what is occurring take no action to remediate the situation for fear they will then become targets themselves.63
Members also told the Review as part of the Treatment of Women in the ADF Survey and in consultations:

I don't believe making a claim of harassment would affect your career, unless that claim was against an officer. I believe that claims against officers are generally kept quiet and within the unit.64
I’d be very reluctant [to complain] because I know for a fact it would be the end of my career…You just get a name, a label for yourself as a trouble maker, as a whinger, as someone that you can’t then put on operations with other men, that type of thing.65
No squadron would want me as the girl who made a complaint. Have a career or complain were my only options.66
Isolation, victimisation and ostracism from peers was also seen as a strong inhibitor to reporting an incident of unacceptable behaviour or sexual misconduct.
The risk of being viewed as a troublemaker if an issue is raised in the workplace appears to be a real and ongoing deterrent for some to make complaints:

If you complain, you’ll be isolated. If you stick up for yourself and do E&D, you’ll be isolated. No-one will like you.67
I think a lot of times you don’t want to take it further because you don’t want the attention and you don’t want to have the name following you around of ‘she’s a trouble maker’ or she’s this or that. You just get worried because you don’t want it to ruin your reputation.68
Participants described deficiencies in the complaint handling processes and lack of support after reporting a sexual assault:

The respondent is [a specific occupation] and the chain of command responsible for the findings was [the same occupation]. I believe the chain of command protected him as despite the findings no detrimental action was taken against him.69
On one of my first days back in the job I…ran into the perpetrator. He was located in offices adjacent to [where I was working]… When I complained I was told that I would have to walk the long way around so as to limit my risk of running in to him. I was offered very limited support at this time despite having suffered major trauma.70
A male officer also told the Review:

When the victim [of sexual assault] makes a complaint, I’m using a female as an example, she’s got no support and the people that do support her, can then be discriminated and victimised as well. The system needs an overhaul.71
The Review heard, on occasion, concerns from a number of different groups about their experience with the Australian Defence Force Investigative Service (‘ADFIS’):

They have a…history of being late, back logged, reports being faulty, evidence not being correctly submitted. There’s all these kinds of issues with ADFIS’s investigations. They drag on for months on end, nearly years in some cases and things do not get resolved because chains of command change. People post in, post out.72
(b) Sexual Offence Support Person Network (SOSP)

One site specific program worthy of mention is the SOSP network, an initiative of the Command at HMAS Cerberus, the Navy’s premier training establishment located in southern Victoria. The network was developed in consultation with Victoria Police and the local rape crisis response service. A ‘SOSP’ is a uniformed member who undertakes the role voluntarily and is provided with specialised training by both internal and external parties. When a sexual assault is reported, through any channel at any time of day, both the complainant and the respondent will be assigned a SOSP. However, the focus of the program is ensuring the medical, counselling and legal needs of the complainant are met. It is the role of the SOSP to be a primary contact of support and information for the complainant/respondent and this may include accessing medical assistance, providing information about support services (both internal and external, the preference being the local rape crisis centre), advising the complainant/respondent about the mandatory reporting process in the state of Victoria (including Victoria Police, ADFIS and the Command), and internal and external complaint procedures and how to access them.

The Review was advised that the IGADF would like this model to be rolled out across ADF bases. The SOSP can, with the permission of the complainant/respondent, accompany the member to the police or medical appointment and can also assist the complainant, based on their preference, to make changes to their accommodation and/or workplace as a matter of urgency if required.

This network is a positive initiative and focuses on providing complainants/respondents with a trained person as a single point of support and information and draws on external support where needed (rape crisis service) to assist the complainant and ensure their medical and safety needs are met.
The Review considers that the SOSP is an important strategy in supporting complainants of sexual abuse and misconduct. Building on this initiative, the Review recommends that a broader, ADF wide system, that importantly gives the complainants an option of confidentiality, be established. This is discussed further, below.

7.4 Complaints policy framework

The Review examined the key policy documents relevant to the management of complaints alleging unacceptable behaviour and sexual abuse in the ADF. An overview of these policies is provided at Appendix N.1. Generally, whilst many of the policies are sound, their volume and complexity undermines the capacity for consistent and effective implementation. Based on this analysis and the information provided during consultations, the Review identified areas of concern that, taken as a whole, inhibit rather than encourage members from using the complaint handling mechanisms. These systemic areas of concern are discussed in this section. 

(a) Complexity of complaint processes

While the Defence Instructions dealing with complaints of unacceptable behaviour and the management and reporting of sexual abuse are detailed and comprehensive, the large number of policies and related documentation – Defence Instructions, checklists and forms – as well as their overlapping nature, can create understandable confusion about what steps need to be taken.73 Ongoing confusion can lead to a delay in implementing procedures, and/or to inappropriate outcomes, such as complaints and alleged perpetrators continuing to be posted together.74 These deficiencies, in turn, can undermine the confidence of complainants, as well as respondents, in the process and the outcomes and create a barrier to reporting unacceptable behaviours, including sexual assaults.
(b) Risks associated with focus on ‘self-resolution’

In relation to complaints of unacceptable behaviour, members are encouraged to deal with issues at the ‘lowest possible level’. This is reflected in the existing policy framework, which describes ‘self-resolution’ and ‘supported self-resolution’ as part of the ‘suite’ of options that can be used to resolve complaints or concerns.75
There are risks associated with giving inappropriate weight to ‘self-resolution’, given the power differentials that exist in a military environment structured by rank. This may also create a barrier to members utilising formal complaint processes.76 Further, it can potentially undermine perceptions of a zero tolerance approach to unacceptable behaviour, particularly sexually based unacceptable behaviour. 

Giving inappropriate weight to informal resolution options can create further risks for individuals and for the organisation. For example:

· complainants may not have the appropriate skills to effectively address sensitive issues of a sexual nature with the alleged perpetrator or harasser and therefore do not raise the issue

· serious matters that ought be investigated and, if proven, would lead to disciplinary action, are not appropriate to be dealt with through informal mechanisms 

· patterns of unacceptable behaviour, particularly lower level sexual harassment and elements of a sexually hostile work environment, remain undetected

· the accountability of a perpetrator or harasser may be lessened. 

Appropriate positioning of self-resolution and assisted self-resolution is an important element to be included in the development of training modules for those who manage complaints of unacceptable behaviour. This will also help build confidence in the impartiality and effectiveness of the complaints management system generally within the ADF. Further, it is consistent with best practice complaint management processes to present options to complainants in a way that acknowledges their potential discomfort or perceived inability to address an issue directly with the alleged perpetrator or harasser. It should be emphasised in all training modules that complainants are under no obligation to address complaints by way of self-resolution or assisted self-resolution.

The Review strongly considers that serious sexual misconduct matters and sexual assaults should not be the subject of self-resolution processes and acknowledges Defence Instruction (General) PERS 35-3, ‘Management and Reporting of Unacceptable Behaviour’ in this regard.

(c) Responsibilities of commanding officers

The role and leadership of commanding officers is fundamental not only to the effective management of complaints within the ADF, but also to the confidence that members have in accessing complaint mechanisms in the first place. In order to change workplace culture, and to highlight the value of an effective and responsive complaints mechanism, all promotions for commanding officers should be subject to a criterion of ‘performance on workplace culture’. This could include recording how many incidents of sexual harassment and discrimination were reported and how many were successfully managed and resolved. 

Commanding officers also need to be made aware of issues of concern on their bases by senior officers:

I don’t think they understood the personal significance of what had gone on and so if someone doesn’t take an event seriously knowing the process and knowing the right forms to fill in, doesn’t really matter because if they don’t take it seriously they won’t do it.77
The investigation and findings were conducted at the commander level and 
I now question the decision making abilities of my senior leaders. These individuals must be held to account for their actions otherwise Defence Instructions and speeches made by the CDF and Senior Leadership Team are nothing but lip service.78
Requiring all promotions to be subject to such a criterion would ensure that commanding officers are held accountable for contributing to a healthy organisational culture and for taking any corrective action. Ensuring commanding officers have regular direct dialogue with members on their bases with regard to such issues could also prevent matters escalating to a critical and potentially risky stage. The Review saw evidence of impressive commanding officers who were already doing this. The task for the ADF is to ensure accountability for a healthy organisational culture is understood by every commanding officer.

The Review considers that good leadership is important to discourage abusive behaviour. However, leaders must be supported by effective systems and practices that prevent the behaviour from occurring and which hold perpetrators to account. The Recommendations contained in the Report aimed at addressing sexual harassment, sex discrimination and sexual abuse will provide the proper support that leaders require to address unacceptable behaviour by those under their command.

(d) Fear of disciplinary action

ADF members told the Review that there is some fear that reporting a sexual assault may result in disciplinary action for the complainant. For instance, there is a fear that fraternisation charges could arise against a victim if the alleged sexual offender committed the offence when they were in the victim’s room, contrary to the rules around contact. Alcohol is frequently a factor when sexual misconduct, including sexual assault, occurs and the Review was told that, when a complainant has consumed alcohol and reported an assault, there is the potential for him or her to face consequences for that behaviour. Additionally, if an assault occurs after consuming alcohol with other members, they too may be disciplined for their drinking. One woman explained:

While I was at [ADF establishment] I was sexually assaulted. I had been drinking with friends one night. When I reported the sexual assault the XO [executive officer] said that if I took it further, both I and my friends would get into trouble for drinking so I decided that I wouldn’t take it any further.79
Clearly, a victim’s well-being and needs should outweigh and precede any action that may be taken (if at all) in regard to their involvement in any “ancillary” behaviour, such as fraternisation or drinking. Change in this regard would be an important step towards treating sexual assault with the seriousness it deserves.
(e) Tracking sexual misconduct
In practice, the systems in place to record complaints and their outcomes are inadequate to reliably track members who may have had more than one complaint of unacceptable behaviour made against them. This is of considerable concern given the potential risks that repeat offenders may present to other ADF members. It is also of concern that in some cases members whose complaints were upheld were obliged to continue working with offenders. For instance, the Review was told by one woman who had reported an incident of sexual harassment:

The perpetrator was a warrant officer who I was left sitting next to for the remainder of the year.80
Another woman who had also reported receiving disturbing text messages from a male member stated:

This guy is still in the squadron and I still have to work with him every day.81
The Review is strongly of the view that where a complaint of any sexual misconduct is upheld, the perpetrator or harasser should be separated from the complainant including being removed from the base.
If a complaint is resolved by way of informal resolution,82 then the matter is recorded by the Values, Behaviour and Resolution Branch but with no identifying information.83 Whilst the relevant case file remains in existence, the lack of identifying information results in no centralised, systematic way of ascertaining the parties to a complaint and whether several separate incidents involve the same respondent.84
When a complaint of unacceptable behaviour results in a formal outcome,85 in addition to a report being made to the Values, Behaviour and Resolution Branch, the name and personal details of the member against whom the complaint is made are meant to be provided to the member’s career management agency. This information may be taken into account by the relevant Service for career management and postings decisions.86
However, it is unclear whether this information is used in any systematic way especially, as it was suggested that it is not standard practice for commanding officers, when dealing with a complaint of unacceptable behaviour, including sexual misconduct by a member, to check whether complaints have previously been made against that member from other units.87 It is also unclear whether the relevant career management agency undertakes required checks with the Values, Behaviour and Resolution Branch on every occasion when a member is posted to a new unit.88 Even if this check is conducted, a pattern of unacceptable behaviour resolved through informal resolution mechanisms will not, for the reasons noted above, be revealed.
The risk that repeat ‘offenders’ are not identified and their behaviour addressed in an appropriate way was highlighted by focus group participants:

There was one dickhead at [base], and a complaint was made against him, held up in my favour, settled at the lowest common possible level, but because it was settled at a mediation level I understand that it is not paper trailed and I’ve since found out he’s done that to several others in the past.89
There was a guy in our unit last year that was found to have sexually harassed women through contact on Facebook and sending pictures of his dick via text message. It ended up being about 12 women from the unit and there’s only about 14 max at any one time so we kept getting counselled on that, what’s going on, this is what we’re doing with him, this is what we’re not doing with him, what would you like done and then the consensus was at the very minimum, don’t ever put this guy in a training command position. He obviously can’t be in command over girls who can’t stick up for themselves. So this year he got posted to a training command position.90
Given the information provided about these matters, it is questionable as to whether the ADF is meeting its own policy objective of identifying repeat behaviour.
(f) Data collection

Data collection is a challenge for any organisation, particularly one as large and as diverse as the ADF. Though a considerable amount of material from the database maintained by the Values, Behaviour and Resolution Branch was provided to the Review, it was difficult to extract data easily and obtain a complete ‘picture’ of the scale of the problem facing the ADF.
These difficulties can be attributed to a number of factors:

· As noted earlier, the Review was provided with quarterly updates prepared by the then Fairness and Resolution Branch for the Chief of the Defence Force for 2010. Quarterly updates prepared by the Fairness and Resolution Branch (now the Values, Behaviour and Resolution Branch) have not, however, been prepared since 2010 and a replacement report is yet to be developed.
· Information provided by the Office of the Judge Advocate General (JAG) confirmed that the statistics recorded by that office do not include information about whether the outcomes of discipline officer scheme charges and summary authority trials relate to sexual misconduct.91
· Similarly, in relation to the outcomes of Defence Force Magistrate hearings and courts martial proceedings, the Office of the JAG advised that statistics are not collected specifically on the basis of charges relating to sexual misconduct.92 Nor are statistics automatically gathered relating to charges or convictions of act of indecency offences.93
· The Office of the Director of Military Prosecutions (ODMP) provides some information about the type of offending reported to that Office in its annual report to the Minister for Defence. For example, in its report for the period of 1 January to 31 December 2009, ‘sexual assault’ represented 8% of reported offending across the ADF.94
· Both the Office of the JAG and the ODMP advised that they do not keep records of criminal charges brought by civilian police or prosecutions that take place in civilian courts.

The Review understands that the ADF personnel database Conduct Reporting and Tracking System, sponsored by the IGADF, includes information about individuals' DFDA and civil convictions. It was told that information about sexual offences and sexual misconduct convictions is recorded but because of database limitations, it is not capable of easy retrieval and historically has not been collated, although it is understood that this is under review.95
The Review strongly considers that if information on sexual offences is not collected in a systemic way, it is unlikely that the ADF has an accurate picture of the extent of these matters and of their potential impact on its members.

(g) Termination

Common to all Services are the termination provisions in the Defence (Personnel Regulations) 2002 for officers and enlisted members.96 Further details of the Regulations are contained in Appendix N.2.
Of the three Services, the Army has developed more detailed policy around this issue. Of concern, however, is the fact that civilian criminal convictions do not warrant mandatory consideration of a soldier’s retention in the Army. In fact, the implication in the policy is that criminal offences of essentially a non-violent nature (that is, the use of prohibited substances or theft or fraud) are regarded more seriously than offences against the person including sexual abuse.

DI(A) PERS 116-5 Separation of Regular Army soldiers, Army Reserve soldiers and soldiers on full-time service – policy and procedures provides policy guidance when considering whether it is in the interests of the Defence Force to retain an enlisted member who has been convicted of ‘serious’ civil or service offences, or has a history of less serious civil or service offences.97 The policy document notes that whilst ‘serious civil offences can be difficult to define as civil and criminal courts may take the prospect of adverse administrative action into account when passing sentence’,98 the finding of guilt or conviction for a sexual offence is specifically noted as one example of a ‘possible serious offence’.99 The inference that may be drawn from this is that a question remains over whether a sexual offence will amount to a serious offence, rather than automatically being considered serious.
The Review knows of at least one instance where a member was convicted of one count of indecent assault in a civilian court against another member of the ADF. He was sentenced to a term of imprisonment but the whole of the sentence was suspended for 18 months. The offender was retained by the ADF, and continues to serve. The victim in this matter has discharged from the ADF.
The ADF could not advise with certainty that there are no other current serving ADF members who are convicted sexual offenders.
A policy change needs to occur that mandates the review of a member’s retention across the Services if convicted of any criminal offence. A specific reference to sexual abuse would highlight the particular seriousness with which Defence views offences of this nature. The terminology would need to be general enough to capture the range of terminology used to describe these offences in the civilian criminal jurisdictions and in the DFDA.
An assessment of the ability of a member who has been convicted of a sexual offence to perform the inherent requirements of their job must be undertaken in order to ensure that the ADF complies with its obligations not to discriminate on the basis of a person’s criminal record.100
It is essential that, when considering whether or not the member is able to perform the inherent requirements of their job, the relevant decision maker has all material relevant to the conviction.
The Review proposes the addition of a requirement in the list of matters that must be considered in all personnel determinations and decisions in the Defence (Personnel Regulations) 2002 that individuals must be fit and proper persons for service in the ADF.
Regulation 87(1) of the Defence (Personnel Regulations) 2002 should be amended so that the specific reference currently found within the termination grounds for officers is also available for consideration in relation to enlisted members. Importantly, the reference should include that termination may be considered where the member has been convicted of an offence or a service offence and the Chief of the officer’s Service has certified that, having regard to the nature and seriousness of the offence, the retention of the member is not in the interests of the ADF.

(h) Minimum period of service and return of service obligations
As referred to in earlier Chapters, all ADF members are expected to serve for a period specified as the Initial Minimum Period of Service (IMPS).101 The IMPS differs across occupations and is designed to ensure that the ADF receives reasonable value from its investment in the recruitment, initial training and development of its personnel.102 In addition, Service Chiefs have the authority to impose a Return of Service Obligation (ROSO) on members who receive specified training, education, experience or undertake special duties.103
ADF policy notes that applications to resign from the ADF from personnel who have not completed their IMPS will not normally be approved unless compassionate or otherwise compelling personal reasons exist.104 An application to resign citing compelling personal reasons may, in exceptional circumstances, be approved subject to the member agreeing to meet a financial condition, in lieu of serving out the IMPS.105
Service Chiefs also have the authority to waive a ROSO or to reject the application for separation from the ADF of a member who has not acquitted a ROSO.106 The conditions that may attach to a member’s separation from the ADF depend, however, on whether the application is accepted as having been based on ‘compassionate’ reasons or ‘compelling personal’ reasons. An application citing compassionate reasons may be approved and will generally not attract a financial condition.107 An application citing compelling personal reasons may, in exceptional circumstances, be approved subject to payment of a financial condition.108
As previously noted, the Review heard from a number of women of their desire to discharge from the ADF due to the trauma they experienced not only as a result of having been sexually assaulted or harassed but also due to a failure to have their complaint appropriately addressed. This has been compounded in a number of cases by the risk of serious financial detriment if a member seeks to separate from the ADF either before their IMPS or ROSO is completed.
The aim of the recommendations made throughout this Report is, of course, for the ADF to find better ways of supporting and retaining members, rather than losing them. Where a member decides, however, that it is in their best interests to leave the organisation in which he or she experienced assault or harassment, that member should not be penalised in the form of a financial condition being imposed if their IMPS or ROSO has not been acquitted.
Nor should the member, when considering whether to apply for discharge, be left uncertain as to whether their reason for discharge will be considered a ‘compassionate’ reason or a ‘compelling personal’ reason, with different potential financial consequences. Given the information gathered by the Review, leaving members who have experienced sexual assault or harassment, whether male or female, subject to the uncertainty of these provisions cannot be an outcome that the ADF desires as a first class employer.
The Review recommends that the policies addressing waiver of IMPS and ROSO be amended to provide clarity about these matters and to ensure that a member who has made a decision to discharge because of sexual assault or sexual harassment is able to do so expeditiously and without financial penalty, upon production of supporting evidence of physical, psychological or emotional trauma.

7.5 Proposal for reform

After careful analysis of the data sources available to the Review, an examination of the policies and practices of the ADF in relation to dealing with complaints of unacceptable behaviour and sexual abuse, and after hearing from a diverse range of members, male and female, the Review concludes that current structures and systems have failed some ADF members at a fundamental level. This failure impacts not only on the individuals concerned, but has broader implications for operational effectiveness, team cohesiveness and the attraction and retention of personnel. The ADF must rethink and redesign its approach, place greater emphasis on preventative strategies and provide a more robust and effective complaints system in which all members can have confidence.
In relation to prevention strategies, any suite of measures designed to eradicate sexual misconduct must include rigorous and meaningful prevention and education programs. Certainly, most members receive education on acceptable behaviour and equity and diversity, some also receiving this before they are deployed. Some members felt that this training was satisfactory, though others described it as ‘death by PowerPoint’.109 Equally, whilst many considered that current training was largely grounded in common sense, others felt it was not effective. The National Standards for the Primary Prevention of Sexual Assault through Education provides a best practice framework which the ADF should consider in the implementation of preventative measures of sexual assault.110
As the Review found in its Report into the Treatment of Women at the Australian Defence Force Academy (the ADFA Report), an effective primary prevention tool for sexual assault and other sexual misconduct is education about gender relations, sexual ethics and healthy and respectful relationships. Any preventative education needs to be meaningful, interactive and resonate with members.
Education about prevention can be effective when accompanied by other strategies, such as the promotion of strong messages about gender equality and the unacceptability of violence against women. The Review reiterates its belief that ‘one-off’, add-on programs have limited value. Those that are embedded into existing education and support processes, based on the themes that underpin overall organisational values, practice and policy, will have greater benefits.111 One senior ADF member told the Review:

I believe that every single person who enters the ADF must receive hard-hitting training on what comprises sexual assault, what do to reduce the incidence of sexual assault, options for reporting sexual assault and their responsibilities to ‘protect their mates’ as both potential victims and perpetrators.112
Further, as mentioned above, many incidents of sexual misconduct in the ADF go unreported. Factors that lead to a decision not to make a formal complaint are varied but, in relation to sexual abuse, the following all play a part:

the trauma of the incident itself, as well as a fear of not being believed

victimisation and retribution; fear of the negative impact on career progression and promotion
fear of being disciplined for collateral issues such as drinking, and the impact on personal life, family and career
‘losing control’ of the complaint if it is addressed through normal military channels

· fear of reprisals from peers and supervisors in their everyday working and living context.113
The Review considered a number of options to provide the ADF and its members with a more effective framework for action. This included the ‘restricted reporting’ system for sexual assaults specifically used by the US military and coordinated through the US Sexual Assault Prevention Response Office. The Israeli Military also has a restricted reporting regime.
The essence of this approach is to provide victim care for those who have been sexually assaulted, regardless of any law enforcement involvement, investigation or proof of any assault.114 Restricted reporting allows victims to report an incident confidentially and access medical and counselling support without disclosing identities or initiating an investigation. It provides command with de-identified information about rates of sexual assault that may help to effect systemic change. Victims can elect to convert to an ‘unrestricted’ status at a later stage should they wish to do so. The report would then be investigated through the chain of command. The Review notes that the Report of the Review into Allegations of Sexual and other Abuse in Defence has recommended that in Phase 2 of its Review there should be ‘further examination of the establishment of a system for permitting the restricted reporting of sexual assaults in Defence with particular regard to the availability of such a system for the receipt of allegations arising from the distant or even middle distant past.’115
It has been acknowledged that a ‘restricted’ report does not apportion accountability for the alleged act.116 The Inspector General ADF 2011 report recommends that this approach should not be adopted by the ADF because of this lack of accountability, as well as the view that such an approach is inconsistent with the maintenance and enforcement of Service discipline, potentially allowing sexual assailants to continue to serve undetected.117 Certainly, careful consideration would need to be given to the application of a measure of this nature in the Australian context having particular regard to legal obligations imposed on the ADF, including those relating to vicarious liability under the Sex Discrimination Act.118 Nevertheless, as outlined below, the Review is concerned that to date, the ADF has failed to adopt an approach that appropriately and sensitively focusses on the needs and wishes of a complainant.
The Review was also concerned at the current deficiencies in terms of data collection and strategic use of data in relation to incidents of sexual harassment, sexual misconduct and sexual assault. An accurate picture of the extent of sexually based unacceptable behaviour cannot be gained. This means that offenders cannot be tracked, repeat offenders cannot be identified, outcomes cannot be measured and the level of risk to other ADF members cannot be determined and addressed.

 A situation should not endure whereby incidents of sexual harassment, sex discrimination and sexual abuse continue to go unreported and complainants remain without support. Instead, it is incumbent upon any first class employer to take a ‘complainant focussed’ approach, one which empowers the complainant to make choices and which may aid in the initial stages of recovery. Further, the benefit of more accurate information about rates of sexual assault will significantly aid the ADF’s attempts to ensure a safe workplace and appropriately target prevention programs.119
(a) Sexual Misconduct Prevention and Response Office

The Review recommends the establishment of a dedicated ‘Sexual Misconduct Prevention and Response Office (‘SEMPRO’). This Office would be headed by a senior officer of at least a one star rank or Senior Executive Service (SES) level, who would report directly to the Chiefs of Services Committee (COSC). The Office would be located in Defence Headquarters and have overall responsibility for coordinating and implementing ADF prevention strategies and responses to complaints by members of sexual harassment, sex discrimination and sexual abuse, thereby creating one central body within the organisation that can accurately collect data on incidents and analyse this in order to develop appropriate responses and prevention strategies.

(i) Prevention and education strategies

Preventing harassment and violence must be the foremost priority of the ADF. This requires changing the culture in the ADF that enables harassment and violence to take place (often with impunity) and that disempowers women and men from making complaints. Through collaboration with expert independent providers, SEMPRO would be responsible for coordinating education and training, including a wide-spread multi-media campaign advertising the ADF’s ‘zero tolerance’ policy, clearly articulating consequences and penalties for sexual harassment, sex discrimination and sexual assault, encouraging bystander action and listing the contact details of SEMPRO for complainants.
Given the particular cultural and formative significance of recruitment and training establishments, SEMPRO, in collaboration with expert independent educators, should provide recruits and trainees with interactive education on:

respectful and healthy relationships, as well as sexual ethics

the meaning, inappropriateness and impact of sexist language and sexual harassment

the meaning of consent

the appropriate use of technology

stalking, controlling and threatening behaviours

· the importance of bystander action.120
Effectiveness of these education and training efforts should be evaluated every two years with an external evaluator and assessed against key indicators that measure attitudinal and behavioural change.

Training and education should also be provided to all members entering command positions.
A robust, effective and responsive complaints system (as detailed below) will also be a preventative strategy, discouraging sexual harassment, sex discrimination and the commission of sexual abuse and contributing to a shift in culture towards the desired zero tolerance.

(ii) A new approach to complaint handling

Aim and role of the Sexual Misconduct Prevention and Response Office

The aim of SEMPRO would be to provide a holistic response service for complainants. SEMPRO would oversee a centralised, effective, robust and sensitive complaints system to provide more effective redress and support for complainants than is currently the case.
This new approach would be particularly designed to address the significant under-reporting of sexual offences within the ADF. It would also be the single point of data collection, analysis and mapping of all sexual misconduct and abuse matters. Appropriate levels of expertise and resourcing of the Office would need to be a priority for the ADF.
SEMPRO would be positioned as the first point of contact for complainants. The first report of a complainant is recognised as the most critical time for an individual seeking support after experiencing sexual assault and the ADF must ensure that professional and compassionate assistance is available to members so that the complexity and entirety of their needs are met and that further trauma is prevented.121 Placing SEMPRO in this role would not prevent a member from approaching their commanding officer or chain of command directly if they chose to do so. In those circumstances, the commanding officer would refer the member to SEMPRO but would remain as the point of contact.
SEMPRO should be resourced to provide a 24 hour/seven day a week telephone hotline and online service (‘talk, text, type’) operated by experienced staff who are skilled in responding to complainants – female and male – of sexual harassment, sex discrimination and sexual assault. The ADF should draw on the examples and experience of organisations that already exist that provide a referral and support service122 in order to be accessible and effective.
The services offered to members by SEMPRO would include:

information about all complaint options (both internal and external to the ADF, as well as confidential (restricted reports)

assistance and support to navigate the complaints process

referrals to appropriate counselling and support services in every State and Territory123
· on request, an option to be provided with a support person to liaise with the member’s commanding officer or chain of command.

Commanding officers would continue to have the primary responsibility to monitor and address any behaviour that may constitute victimisation of a complainant, or bystander, as a result of making a complaint. SEMPRO should also have a role in providing ongoing support to these members.
Where there is any ancillary behaviour on the part of a complainant that may be subject to disciplinary action, such action should be deferred to a later date, if at all, while the sexual misconduct and sexual offence matters are appropriately addressed.124
In making this recommendation the Review also supports complementary single Service initiatives such as SOSP. It considers that complainants should be provided with a range of options suitable to their needs and wishes.
Confidential (restricted) reports
The ADF, through SEMPRO, must investigate as a matter of urgency, mechanisms to allow for confidential (restricted) reporting of sexual harassment, sex discrimination and sexual offence complaints. Given the extent of under-reporting, this would ensure access to information and support to members who are victims of sexual harassment or sexual assault, but who may not have otherwise reported an incident and would not have access to support services.125 Experience from other militaries demonstrates that confidential reporting leads to a significant increase in the number of men and women accessing services. A confidential reporting system would also allow for the collection of de-identified data that would not otherwise be available.
Relationship with external organisations

The ADF should harness the expertise of other organisations with experience in providing support and referral services to men and women who have experienced sexual assault and sexual harassment. The ADF should enter into appropriate arrangements with such external service providers if those providers are willing to undergo training in relation to the ADF context. In this way, SEMPRO could offer an alternative avenue for support and advice, particularly if complainants do not wish to engage with the ADF’s internal complaints system. The ADF must provide adequate resourcing and assistance to ensure that these organisations have the capacity to provide these services, and that their expertise in sexual harassment and sexual assault matters is enhanced by an understanding of the military.

Outreach service

SEMPRO should be adequately resourced to provide an outreach service to all ADF establishments, including a rolling cycle of visits to each base every two years. This service would provide both relevant training and education and offer members an opportunity to discuss issues of concern with SEMPRO personnel. This service should complement, rather than conflict in any way, the military justice audits conducted on bases by the Inspector-General of the ADF.
7.6 Conclusion

The implementation of measures – such as transparent and robust data systems, a culture where leaders accept enhanced responsibility for unacceptable behaviour occurring in their units, an accessible and rigorous complaints policy framework, and a reporting system that ADF members trust – is critical to creating a culture where sexual misconduct has no place. Taking strong action will demonstrate that the ADF is committed to combatting sexual misconduct and abuse in a manner which provides effective, sensitive support to its members.
No person in any workplace should experience or face the risk of sexual harassment or sexual abuse. First class employers implement strong measures to eradicate such behaviours and the Review is convinced that, at the senior leadership level of the ADF, there is an absolute determination to do just that. The key is to ensure that this commitment is translated into swift and consistent action that is replicated across each of the Services.
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Chapter 8: Adequacy and Accessibility 
of Support Mechanisms

In summary

	· ADF service obligations have a significant impact on family life and stability. 

· The ADF’s posting and deployment cycle can result in the family of ADF members experiencing problems in accessing child care, disruption to education and employment difficulties. The posting and deployment cycle also causes lengthy periods of separation from family. 

· There are a range of services to support the families of ADF members. Many of these work well but a more targeted approach could make them more effective. 

· Housing is an important condition of service for ADF members. Despite this, members experience difficulties with the availability of appropriate housing (including proximity to schools, child care and partners’ place of work) and the security of on-base housing for women. Many of the challenges are heightened for members with dependents and members living in remote locations.

· Psychological stresses and physical injuries at work can impact on the health of ADF members.

· Between 2007 and 2011, women’s involvement in work health and safety incidents overall was broadly proportionate to their representation in the ADF but they were over-represented in reports of minor injuries and work health and safety incidents at the ADF’s larger training establishments.

· There are barriers and negative perceptions attached to using the mental health support system available to members.

· Better targeting of support measures may have positive results on the productivity and retention of personnel, including women.


Women and men alike make great personal sacrifices as members of the ADF. They are posted to different locations every few years, deploy overseas and risk their safety in service of their country. The partners and families of serving members also sacrifice much to support their serving member, and the Review is deeply respectful of all of these contributions.

This Chapter will discuss the impact of Defence service on members and their families and examine the supports which are available. Key issues include impacts on family life, access to housing, and members’ health. The primary perspective of the Review is women, but the issues discussed below impact on the experience of all personnel. This means that strategies to improve the situation for women will also improve the situation for men.

8.1 Impact on families

The pressures of postings and deployments make the lives and careers of ADF members significantly different from that of their civilian counterparts. This section discusses the impact that ADF service can have on ADF families, including the difficulty in accessing appropriate child care and schooling for children, employment for spouses/partners of ADF members in new locations, separation from families, relationship breakdown, and the implications that these issues have for the ADF. It will also identify measures that the ADF could implement to lessen the impact of ADF service on families.

(a) Posting and deployment cycle

Throughout their careers, many members will experience extended periods of absence from their families. Among permanent ADF members, 56% have been deployed operationally since 1999 and most of these deployments were between two and eight months. More recently, 21% of permanent members had been deployed on operations in the 12 months to May 2011, with an average duration of 4.1 months.1 Navy personnel posted to seagoing ships can also spend between 150 and 180 days away from home on non-operational deployments each year.2 ADF members also spend time away from home for ADF purposes other than deployments, such as training exercises. The 2011 ADF Census data indicated that the average time away from home was 65 nights in the 12 months to May 2011.3
ADF members can also expect postings to different locations throughout their careers. As outlined in section 4.4, each Service aims to provide personnel with three year postings in each role and back-to-back postings in the same geographic location, although qualitative evidence presented to the Review suggests more frequent movements often occur. Certainly, responses to the 2009 Families Survey suggest a high rate of movement for ADF families during a member’s period of service.4 It states, ’42.8% of respondents reported that they had moved between one and three times, while just over one-quarter (26.3%) reported that they had moved between four and six times. Overall, 9.9% of the respondents reported that they had moved ten or more times.’5 In 2010/11, Defence spent approximately $203.8 million on 21,300 relocations, the majority of which were related to postings.6
The time that women, in particular, may spend on deployment or away from their families can give rise to judgemental attitudes from people in the community. There is a perception in the community that a ‘good’ mother is always with her children and should never spend extended periods away from them. Known as the ‘good mother belief’, this perception is not generally made about fathers. ADF women can be particularly vulnerable to negative attitudes from those not in Defence about their decision to deploy. This can place a significant emotional burden on serving mothers.

(b) Impact on families and children

The Report has already discussed the challenges that ADF families can encounter in accessing appropriate child care that is responsive to their needs, particularly in relation to the hours and locations of child care supported by the ADF (see Chapter 6). In addition to these issues, the ADF’s posting and deployment cycle can create issues for members who need to access child care. The need for child care is heightened when an ADF member is deployed, which can place extra caring pressures on an ADF member’s spouse or other family members. This pressure is increased for single parents or in situations where both parents are posted or deployed at the same time. At these times, personnel may seek assistance from extended families, such as having a grandparent move in to provide extra assistance:

When I was up here a couple of years ago my commanding officer had a two or three year old son and her husband was deployed. Then we got sent on exercise in Queensland for two months or just over. She flew her mother up to live in her house and look after her child.7
Sometimes when you’re single, because people are so aware that you’re single, they all want to help you…but when you’re with a partner, no one helps you as much because they think that you’re the parent, so you’re ok. I think it’s funny that often women that I know…will get the mother-in-law to move in [when they are deployed] but when the…men deploy, women are often left with the kids. We don’t get a nanny or an in-law to come with us, but when the man’s left with the child, then there is help brought in.8
Members can also experience difficulties accessing child care when they are posted to a new location:

She has to compete with the wider community to get child care places and yet sometimes she doesn’t know that she’s coming here until three months beforehand. When you’ve got a six month waiting list for child care, that’s bloody hard. She’s literally bouncing around trying to find a day care centre and at the same time, not knowing where she’s going to be living but she knows where she’s posted to.9
Posting to a new location is a particularly important time at which families may require child care support. Not all families are able to seek assistance from a friend or other family member. Furthermore, the assistance required at these times would generally need to be more flexible than that provided by a traditional child care centre. This reflects the sometimes short notice given to members prior to deployment and the extended hours during which support may be required. 

Posting to a new location may also create other forms of instability for families. One issue that emerged is disruption to the education of older children. One female member told the Review:
My eldest daughter is six, she has lived in two different states, she’s lived in four different houses, five different day cares, two different schools and she’s in Year One…Now luckily she is adaptable, confident, outgoing…but at the same time, she can only put up with so much.10
Another member stated:
Obviously, every three years if you get posted to another posting…you’re disrupting their school.11
These reports are supported by the 2008 Defence Attitudes Survey, where between 47% and 55% of ADF respondents who indicated they have dependent children reported that their children’s education was being affected by postings.12 This is a significant percentage and is indicative of the sacrifice that members and their families are making for the ADF. Depending on the new posting location, members may also have difficulty accessing quality education for their children. While not the case in all locations, this was raised as an issue in some remote and regional areas visited by the Review. For example, in one location the Review heard:

In high school though, the education level’s probably not to the same standard as the rest of the country…when they leave here, they do have some problems when they go back to either study in another school or go to university. So we do have the opportunity and Defence can pay for education at boarding schools elsewhere, but it’s not always the best option for high school.13
Partners/spouses of members may also encounter employment difficulties in new posting locations. Some of these issues are identified in the draft 2011 ADF Census report, which found that, after the last job change due to Service-related relocation, the spouses/partners of ADF members were out of work for an average of 5.4 months. That report also notes that the income of many spouses/partners was less when they regained employment than they had received previously.14 One member articulated the difficulties that partners/spouses who are not members of the ADF can encounter in maintaining their career:

The [ADF] doesn’t really take into account their situation so they’ll send me wherever they want and then obviously [my partner has] just got to pack up and start a new job. It’s hard for her to get ahead anywhere…It’s hard for your partner to have a career when you’re in the Defence Force.15
Career difficulties are not isolated to cases where only one partner/spouse is in the ADF. The posting cycle can also have an impact on career and family life where both spouses are ADF members:

It’s very hard to have two successful careers and children…There’s a lot you need to manage and there’s a lot of luck involved [to get] postings in the same location which also coincide with your promotion…At the end of the day it was easier for [my wife] to discharge and get civil employment than it was to continue…The other part was with both being serving members, at one stage there we were sort of tag teaming. I was overseas, came back, she left a month later, came back, I went and did promotion courses. There was a two year period where we saw each other 30 or 40 days.16
Due to the disruptions and instability that regular re-posting can create for families, a number of members told the Review of their decision to be ‘Member with Dependents (Unaccompanied’) (sometimes referred to as ‘married separated’), whereby they are posted to one location while their family remains in a separate location, and the associated strains that this can create:

There’s a lot of people living married but separated…in Defence because their wife and children are steady at school and they don’t want to be…moving their children all the time, every two years, because they’re happy at their school and that would be disruptive to family life. So the husband has taken it on to live separated from the family to…ensure stability for his wife and children…and then of course that puts pressure on…everyone and the relationship.17
Extended periods of separation from families, due to deployment, exercises or other postings, can be difficult for ADF members. A number of members spoke to the Review about missing important family events. In a deployed environment the Review met one ADF member who had not yet seen his newborn child. Other members stated:

I think it’s a personal feeling more than anything else, I felt like I’ve abandoned my kids for the last five months…I missed two birthdays, I missed a tenth birthday and a seventh birthday.18
A lot of men that have deployed [have] been away from their children. They’ve missed births… My husband has been gone for…over three years of his little girl’s life, and she’s six.19
Members also told the Review about the impact deployments have on their children:
We’re talking about people leaving their children, which I’m still dealing with…
I couldn’t go to the letterbox without my son thinking that I wasn’t coming back.20
The 2009 Dunt Mental Health Review (the Dunt Review) considered the effect that ADF service can have on members’ families. In addition to some of the issues discussed above, the Dunt Review noted that families may encounter some of the adverse psychological impacts that the deployment experience can have on members.21
The Review heard that members on deployment have varying degrees of access to communications technologies such as Internet-based video calling (for example, through Skype), which would assist to maintain contact with their families during long periods of separation. One female member on deployment spoke of how useful these tools are:

You know once upon a time we were writing letters and it was taking three months to get to each other. Now I can Skype [my husband] and see the kids in the background. It’s really good to be able to deploy and know that we have access to that. For the people that don’t it must be very hard.22
The Review spoke to a woman on deployment who was present for her six year old daughter’s ANZAC Day Service through the technology ‘Face Time’. It had been a positive experience for both the ADF member and her daughter.23
Another woman spoke of how she would like to have improved access to communications tools in order to maintain her relationship with her partner:

I’m in a situation where I’m not communicating with my partner other than email because there’s no opportunity to do it. You go, well, that’s deployment, deal with it. But you see other people that do have the access and you get really envious. You see they have these tools to maintain their relationship.24
(c) Relationship stress

Anecdotally, the Review also heard that relationship breakdown is a significant issue within the ADF. In consultations, ADF members reported:

Last year [in] the unit I was with prior to going on our exercise, I had 23 break ups [out of 32 unit members].25
It takes a special person to be an Army wife. ‘Cause I know a lot of other people that may have full partnered with a female when they were younger, joined the Defence Force then all of a sudden within a year, [it’s] ‘no, I can’t stand this’…You see a lot of breakups in the Defence Force.26
The limited communication options for submariners can create anxiety about family or partners. A submariner told the Review:

I remember I was on a 12 week patrol [and] my wife was sending through the family-grams. Her dad had got really sick while I was on patrol and she was so sad about it…She stopped sending them for about four weeks because she was just dealing with the fact that he had cancer and everything, so she wasn’t sending them. I’m out there at sea, suddenly the family-grams stop, nothing for a month and I’m thinking ‘what [is going on]?’…if [Navy] can devise ways of even just getting a little bit more of written stuff from your family I think that would be a lot better and I think they should address that.27
Data from the 2011 Census suggests that 16.9% of permanent members have experienced a divorce and/or a revocation/breakdown of a Defence-recognised de facto/interdependent partnership at any time during their ADF service.28 Given that the median length of service is seven years for permanent ADF members, it does appear that many ADF members experience a significant relationship breakdown within a relatively short period of time.29 However, it is difficult to ascertain how this compares to relationship breakdown and divorce rates in the broader Australian community.30
(d) Implications for ADF

The impact that ADF service, particularly the posting and deployment cycle, has on members’ family life has broader implications for the ADF. A key issue is the impact on retention. The Review heard many stories about members choosing to move to the Reserve or discharge from the ADF because they did not want to continue the instability and/or separation in their family lives:

It’s taken the last five years to get my husband posted to the same locality as me…He’s been told he’s only here for the next two years. When he posts, I’ll be leaving because it took so long for us to get posted together and it was really distressing for me.31
It’s the simple things that they could fix without it really costing any money and paying anybody any more, and that could fix retention. Because the guys who are exiting to go to mining, it isn’t because they don’t love the Army anymore. It’s the family is sick of the guy going on two minutes’ notice to move without any sort of warning, or he’s going on a course and…away for four months. Then we’re going to send him on deployment for six months. It’s those issues…that affect my retention and my interest in retention, not the money.32
Other members indicated that they considered taking similar action:

out of the three years I will have spent in this posting, we will have been 
co-located for less than 11 months…It is a constant, demoralising struggle to be co-located and many times I have considered discharge due to being fed-up with the lack of cooperation and negative attitude from [Service].33
Men and women in deployed environments in particular, told the Review about the psychological impact of being away for long periods from their families. This added further stress to an already challenging environment.34
These observations suggest that there is an imperative for the ADF to improve the extent to which they support serving members and their families. The ADF has many resources in place but these efforts need to be enhanced and targeted.
(e) Support services and policies

(i) Existing support

Defence’s policy on family support is set out in Defence Instruction (General) Personnel 42-1 Australian Defence Force Family Support Policy. The Defence Community Organisation (DCO) has primary responsibility for providing practical support services, through:

· critical incident and casualty support

· absence from home support, to ‘minimise the impact on families of the members’ absence from home due to deployment or other service-related reasons’

· mobility support, to ‘minimise the effects on families of moving locations’.35
Specific supports offered by DCO include the Emergency Support for Families Scheme, assistance for members who have dependents with special needs, education assistance and the Partner Education and Employment Program. DCO also manages Defence’s child care program.36
Further, Defence Families of Australia is a ministerially appointed group that represents the views of Defence families by reporting, making recommendations and influencing policy that directly affects families.37 It also maintains an accessible and informative website offering advice for families and partners in a series of areas including health, money and education. These are necessary and very important supports which the Review endorses.
(ii) Areas for improvement

There are several other areas where the support system could be improved. The recent restructure to DCO has caused some uncertainty regarding the level and types of services to be offered in the future, particularly in the provision of child care.38
Some members suggested that the mechanisms through which DCO offers support to the families of deployed personnel do not always meet the needs of these families. In particular, the Review heard that the times at which support activities are scheduled do not allow attendance by working partners/spouses. One woman spoke about the difficulties her partner had encountered:

On deployments my partner is not looked after with the welfare issue because he can’t come to morning teas, he can’t drop everything and do the day thing. He’s a full time worker, so he doesn’t get the phone calls, he doesn’t get the contact.39
DCO could consider scheduling some support activities at alternative times to enable working spouses/partners to also participate. A similar suggestion was also raised by some respondents to the 2009 Families Survey.40
It was also suggested to the Review that support for members and their families should be more integrated than it is currently. The Review heard that:

The programs that exist within Defence are still very much ‘this is for the member, this is for the family’…they need to get those programmes connected and then, you know that would really show that a member is considered to be a part of the family unit. It’s not an us and them …mentality.41
Options to further integrate the support provided to members and their families, as a means of better addressing the impact that ADF life has on families, would be beneficial.

Another issue is the limited availability of services offered by DCO to couples where both partners are ADF members. The DCO website notes that its ‘main priority is the immediate family of ADF members.’42 One member explained the difficulty that she and her spouse had experienced in accessing appropriate services for their circumstances:

We talk about people whose spouses may be civilians, we don’t talk about them having their spouses as serving member…So the Defence Community Organisation now is for families of serving members, not just serving members, which immediately excludes both my husband and I from going there and getting support through DCO because the expectation is that there are enough support mechanisms for serving members within Defence.43
The member continued to explain that while she was able to access a psychologist as an ADF member, she wasn’t able to receive assistance from a DCO social worker as she would have preferred.44 This suggests a need for the ADF to consider broadening the types of support offered to families where both partners are members of the ADF.

In addition, the Review recommends that a more holistic, structured and coordinated mechanism is required to facilitate members’ access to particular services at the time of posting (whether to a new location or on deployment), or throughout the posting cycle. Career management agencies should develop a Support to Posting plan as part of career planning and/or when posting decisions are made and communicated to members. This plan should be developed in consultation and with the agreement of each member. It will enable both the career management agency and member to reduce the instability caused by postings and deployments, and also facilitate members’ access to services when they need them most.

Greater efforts to develop ‘joint career plans’ for partners who are both serving members would also alleviate many of the stresses Defence couples face. Joint Career Plans would help to reduce separation, ensure greater family stability and improve career opportunities for both partners (rather than one partner exiting the Service due to difficulties in being co-located, or one partner being repeatedly deployed/undertaking operational service).

8.2 Housing

The provision of housing assistance is an important condition of service for ADF members, particularly in the context of posting cycles that require members to move regularly from location to location. Housing assistance provided by the ADF is valued by members but the Review heard that it also presents challenges. These include difficulties with the locations of Defence housing, issues with accessing appropriate housing in remote areas and safety concerns. These challenges and their impact on members (and in some instances, their families) will be discussed in this section.

There are several forms of housing assistance available to members depending on their needs at a particular time:
Service Residences – Defence owned or rented property off-base
Rent Allowance that enables members to rent in the private market
Living-In accommodation – Defence owned on-base accommodation
· Home Purchase Assistance Scheme that supports members to purchase their own home.
Members are normally eligible for one form of housing assistance at a time. Service residences and on-base accommodation are prioritised for members with dependents, but other members may be able to use them if there is a surplus.45
The importance of housing assistance was affirmed by members in the Review’s focus groups and many reported positive experiences of housing, such as the sense of community and support fostered through the provision of ‘married quarters’ 
on-base.46 The high value placed on housing assistance by members of the ADF was also affirmed by the 2008 Defence Attitude Survey, with over 60% of ADF members stating that subsidised housing remained an important influence on their decision to stay in the ADF.47 However, there are a number of challenges related to the provision of housing support, as discussed below.

(a) Members with dependents

The Review found that members posting with dependents face particular challenges in relation to housing. The ADF policy that housing should be provided within a 
30 kilometre radius of the members’ place of duty has a significant impact on members with dependents. For example, this policy does not take into consideration the distance to a partner’s place of work (civilian or ADF) or appropriate childcare facilities and schooling. For some members this results in them having to either forfeit housing assistance to secure housing that meets their family’s needs, or sacrifice good schooling for their children and/or many hours of travel a day to drive to school or work:
Basically we were told [that it] doesn’t matter how far your wife has to travel to work. We only post you based on [your place of duty] so you’re entitled to these houses.48
You get a house that’s available. You may be lucky and have a selection of a few, but at the end of the day if there’s only one house available then that’s yours…So you either have to go and buy or rent privately and knock back the house, or put your child in a school in a zone that you may not be comfortable with.49
The impact of this policy was heightened for members posted to some locations where there is a shortage of Defence housing (including in remote locations) and many capital cities where members are often forced to live at the outer edges of the city radius with little or no choice about the particular home.50 Greater flexibility in the design and implementation of Defence housing policies could mitigate these impacts.
(b) Remote locations

Members can face difficulties in securing appropriate, affordable and safe housing, especially in remote locations.

The ADF informed the Review that securing Defence housing in remote locations, such as Karratha, Geraldton, Nhulunbuy, Weipa, Tully and Mission Beach, is particularly challenging.51 Difficulty in accessing housing is compounded in mining areas such as Karratha, where rents can be very high. While Defence is currently building and acquiring housing in many of these remote areas, the impacts of the shortage on members were a key issue in focus groups:
Places to stay, rental properties, and the quality and the standard and the price for what you’re paying is just astronomical here.52
It’s very hard for ‘singlies’ to get any type of accommodation. But in my section I’ve actually seen so far two 18 year old [marriages] go ahead. They get married so they can get a married quarter, because they can’t get it in town.53
Trying to get into a rental as a de facto was difficult, because all of the companies [think] ‘we’re not renting to you guys because you’re just going to get de facto and then get a DHA house, so we don’t want to rent to you’.54
While single members may be able to use married quarters on base when they are not in use, this is not permanent and they may be asked to vacate at short notice if the accommodation is needed by other members:

All the young singlies that were in married quarters got kicked out. It was so terrible…They were empty for so long and then they [say] ‘you can have those married quarters and live in there because they’re empty’. And suddenly something happens and they all get kicked out. They’ve got dogs, a houseful of furniture.55
Members also described some of the problems of ‘living-in’ accommodation on base, which was heightened for members in remote locations who have a smaller social network and few choices about alternative accommodation:
You feel like you live in a fishbowl.56
Everyone knows exactly what everybody else is doing.57
I’m a shift worker, so I will be at work from eight o’clock at night until eight o’clock in the morning, have to sleep during the day, and it’s almost impossible sometimes…You have roommates, you have cleaners come in, you have the boozer which is right behind me.58
(c) Safety

The Review was concerned by statements of women in focus groups relating to feeling unsafe living in on-base accommodation:
We had two girls in my room and the door would not lock, and they would not fix it...Anybody could walk in and out of our rooms anytime they wanted.59
The lines where X’s partner initially was, where the assault took place, she was the only female in ‘tin city’ [as it is referred to]. She was living there with all the males in her course of which there were eight. In the lines immediately next door there were a large number of recently returned soldiers being accommodated.60
If you lived in the accommodation lines, alcohol becomes a major problem resulting in drunken behaviour and many booze parties. Some soldiers were loud, obnoxious and out of control as alcohol was allowed on base. When [I] complained, [the] unit did nothing. I didn’t drink, smoke and kept to myself…
I hated it.61
The Review has been informed that the ADF is currently making efforts to upgrade single living-in accommodation on some bases, including the security features of this accommodation. For example, under the Single Living Environment and Accommodation Precinct (Single LEAP) project, the units are being fitted with ‘crimsafe doors’ which, according to the ADF, have ‘already protected at least one female resident from the aggravated advances of a spurned male colleague’.62
Further, the Review heard that as ‘each unit has its own ensuite, the risk associated with women having to travel [through] male dominated [accommodation] to shared shower and lavatory facilities, particularly at night’ is reduced.63 The Review is encouraged by these efforts to increase security and suggests the ADF extend this to temporary accommodations for recruits and trainees also.
8.3 Health and injuries

Serving in the ADF can also have health impacts on members, including psychological stresses and physical injuries.

The health and fitness of its members is central to the ADF’s ability to deliver its core responsibilities as a fighting force. As such, free health care, including dental and other ancillary health care (e.g. physiotherapy, optical and podiatry) is provided to all permanent ADF members.64 The ADF has a number of strategically important policies and organisations that are responsible for managing the health and wellbeing of its members. These are discussed in Appendix O.1.65
An Australian National Audit Office audit of health services for ADF personnel noted that the provision of comprehensive health care was seen as an important factor in the recruitment and retention of personnel.66 This is supported by the findings of the most recent Defence Attitude Survey in which 76% of female respondents and 73% of male respondents said that they considered free medical and dental care to be a very or extremely important factor influencing their decision to stay in the ADF, while 50% of female respondents and 52% of male respondents believed that the ADF Family Health Trial was ‘very’ or ‘extremely important’.67
(a) Work Health and Safety

The nature of the work undertaken by the ADF contains particular risks and hazards. Perhaps unsurprisingly, this means that ADF members may experience some form of health and/or safety incident throughout their career.

Under workplace health and safety laws, Defence has an obligation to ensure the health and safety of workers as far as is ‘reasonably practicable’. Work health and safety legislation provides a framework for health and safety management in Defence workplaces. Where an environment is dangerous to their workers’ health, Defence is responsible for ensuring all reasonable steps are taken to redress the problem under the Work Health and Safety Act 2011 (WHS Act). Under this framework, a WHS incident occurring ‘in the conduct of a business or undertaking’, must be reported by the supervisor of the workplace or injured person.68 The Review was provided with data on physical and psychological incidents extracted from notification and reporting forms (as required under the previous Occupational Health and Safety Act) for the past five years.69
Between 2007 and 2011, women were involved in around 13.4% of all incidents, broadly proportionate to their representation in the ADF population (currently 13.8%). Across each Service there was slightly higher proportional representation of women experiencing WHS incidents in Army and Navy (for Air Force the proportion was slightly lower):
· women made up 10.4% of WHS incidents in Army (compared to an overall representation of 9.9% of the Army population)

· women made up 21.1% of WHS incidents in Navy (compared to an overall representation of 18.5% of the Navy population)

· women made up 16.5% of WHS incidents in Air Force (compared to an overall representation of 17.1% of the Air Force population).

By category of injury, women were under-represented in some types of injury and over-represented in others. Women were notably over-represented in minor injuries, where women made up 17% of all reported incidents.70 By Service, women made up 13.4% of minor injuries in Army, 25.7% of minor injuries in Navy and 21.6% of minor injuries in Air Force. Within the sport and fitness training category, women made up 18.3% of injuries while undertaking physical training activities.
It was notable that there was a disproportionately high representation of incidents involving women in some of the larger training establishments. For example, between 2007 and 2011:

at ADFA, there were 359 reported incidents with 37.8% involving women

at HMAS Creswell, there were 532 incidents with 29.3% involving women

at Duntroon, there were 462 incidents with 17.5% involving women

at Blamey Barracks, Kapooka, there were 2,565 incidents with 17.7% involving women 

at RAAF Base Wagga, there were 1,080 incidents with 24.5% involving women

· at HMAS Cerberus there were 2,183 incidents with 26.4% involving women.

The ADF has robust work health and safety systems in place to address injuries and illness. Women have different health needs and are physiologically different to men, so it is important that these differences are well understood and that women, particularly through the recruit training stage, are given adequate support.
The proportionately higher incident rates for women in some training establishments, the proportionately higher minor injury rates for women, and women’s higher representation in physical training activity-related incidents are worthy of greater analysis. While the WHS Act does not require the ADF to protect workers from every possible risk, it does have an obligation to do all that is reasonably practicable to ensure all ADF members are protected from work related injury or illness. 

Although the data provided must be treated with caution, work days lost from WHS incidents amounted to over 50,000 days over the 5 year period (gradually reducing over time to just over 8000 in 2011).71 Significantly, almost half of these days were related to minor injury incidents (although, there were proportionately fewer work days lost by women than men). Providing appropriate WHS support is essential, not only in fulfilling the ADF’s legal obligations, but in reducing the risk of cost or other implications of losing personnel altogether through injury. The Review notes that progress has been made over the last five years in this regard.

The WHS data received from the ADF is complex, with inconsistent descriptions of activities being undertaken when injuries occurred. There was difficulty in obtaining data which was comprehensive, gender-disaggregated and manageable. This is concerning as it does not enable the ADF to better understand whether there are different patterns or types of incidents for men and women, and therefore how to best prevent and manage them.

(b) Mental health

The operational effectiveness of the ADF depends on the mental wellbeing of ADF members and their families. To this end, the ADF has conducted a series of studies and initiatives over the previous decade (detailed in Appendix O.2) that Professor Ian Hickie of the Brain and Mind Research Institute has described as world’s best practice.72
One of these studies, the 2010 Mental Health Prevalence and Wellbeing Study, found that the prevalence of ‘mental disorder’ in the ADF is similar to the Australian community sample but that profiles of specific disorders in the ADF vary.73 It also found that the mental health of ADF females did not differ significantly from that of females in the Australian community.74 Anxiety disorders are the most common mental disorder type in the ADF, with higher prevalence among females, while ADF males experience higher rates of affective disorders than the Australian community sample.75
In the Review’s consultations, members were aware of the psychological stresses of their jobs. One member suggested that, rather than physical demands, ‘it’s more psychological type burnout or you know, stress related or relationship pressure’ that causes most problems for ADF members.76 A senior member told the Review about the need for more emphasis to be placed on mental wellbeing as they were seeing more individuals who:

thundered through their career…but then you look at the other side and they are divorced or separated or their children are not functioning and I think we need to change our culture. You need to have a balance because one, it’s good for your mental health, but it’s also good for your family and keeping you grounded.77
A serving health member also impressed the need to act in this area because of the particular ‘stresses in Defence service around mental health, rates of accidents, a propensity to certain unsafe behaviours involving alcohol and other stuff’ that personnel dealt with constantly.78 

The ADF has a range of services in place for members who require assistance with mental health issues. These include medical, psychiatric, psychology, nursing, chaplains and social work services.79 There is also an All-Hours Support Line, a confidential telephone service for ADF members and their families that is available 
24 hours a day, seven days a week.80 This service has been outsourced to a company that provides qualified mental health professionals who have been trained in issues that ADF members and their families face. Services on offer can be within or beyond the chains of command. Services outside the chain of command, such as chaplains and the Support Line, appear more readily accessed by members.

ADF chaplains support many ADF members, and many personnel spoke positively about the support that they received from their chaplains (or padres). One member told the Review about a meeting where he told the padre that he was an atheist:

But there was no ‘oh, you’re not a believer‘, or ‘I’m going to try and turn you my way’ and all that. He was just a caring bloke.81 

Another spoke of a tendency to approach a chaplain before a psychologist because: 

I don’t want it going on my record [and] it won’t go on my record talking to a chaplain.82
However, the Review also heard of an incident where a chaplain was unsupportive and critical of a member in a same-sex relationship.83
In focus groups and through submissions, members related many instances where barriers and stigma impacted upon members who utilised mental health care. One spoke of the difficulties in navigating and accessing the mental health services via the chain of command, noting that: 

One of my mates I went through with tried to commit suicide and no one helped him. It got to the hierarchy…the commanding officer, colonel level and then from there no one knows what happens with it, it just stops.84 

Another member was satisfied with the options available, and said that: 

I think a lot of the stigma has gone away from that sort of stuff. I think we’ve got better whether it’s mental health and all those other things that are coming to the forefront.85 

The Review is aware that, in addition to offering practical mental health support services, the ADF also has a policy focus on improving access to mental health care. The 2012-2015 Mental Health and Wellbeing Action Plan is currently being finalised. This will ‘align Defence with the national mental health reform agenda, and put in place a system that is self-monitoring and continuously improving.’86 The Review considers that this is a positive move, and one that should be implemented as a priority. 

8.4 Conclusion

ADF service can have serious impacts on members and their families. These include impacts on family life, access to housing, and members’ health. In many cases, these impacts are exacerbated by the ADF’s postings and deployment cycle. The best possible support is required to assist personnel in managing these demands and minimising negative outcomes.

The Review is supportive of the range and quality of services offered to ADF members and their families but finds that there are ways in which this could be improved.

Defence Forces around the world are finding that, where personnel, their families and circumstances are supported, retention is improved. The experiences of international services echo those found in the ADF. The following Chapter examines some of the common trends and challenges occurring in these Services.
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Chapter 9: International Trends and Lessons: 
A Review of Practices in Comparable Militaries

In summary

	Momentum exists for greater inclusion of women in Defence Forces across the globe and for greater recognition of diversity, but progress is yet to be fully evaluated. There is a striking similarity in the themes and recommendations emanating from the different militaries examined, including a focus on:

· promoting a broad understanding of diversity as an operational imperative and core defence value

· securing strong and unequivocal commitment from defence leadership, as well as from middle management

· increasing the number of women and other under-represented groups within senior ranks
· increasing the number of women, not just as an overall figure across the Services, but in specific occupational areas and units

· ensuring that women are not assigned to posts on their own or in small numbers but as part of a larger cohort

· broadening the occupational opportunities available to women, including through the opening of combat roles

· recognising the importance of retention through the use of family friendly policies and career support mechanisms such as mentoring and sponsorship

· recognising the specific needs of women in the field (for example, health care, appropriate uniforms)

· addressing gender-based harassment and violence

· providing effective training and supportive responses

· conducting ongoing assessment and monitoring to evaluate progress

· avoiding one-size-fits-all approaches, particularly in contexts that have already achieved a significant representation of women
· ensuring adequate resourcing to drive cultural change.


The Review’s examination of comparable international militaries reveals a continuing echo of the themes and challenges currently faced by the ADF, in turn confirming the Review’s findings that certain broad principles need to be observed in order to achieve meaningful change. The ADF is not alone in requiring change, with many militaries around the world attempting to increase women’s representation and progression to senior ranks. This Chapter identifies trends and lessons from international Services that may assist the ADF as it works towards being a first class employer for both male and female personnel.
Certainly, the ADF is itself recognised internationally as having taken the lead on many relevant practices – an increased emphasis on employee work-life balance and consolidation of equity programs being just two examples.1 Nevertheless, challenges continue to exist in realising the ADF’s potential as a first class employer in this regard, with similar obstacles facing Defence Services around the globe. Like the ADF, international Defence Forces have grappled with the formal integration of women into their ranks, some more successfully than others. Most have made parallel strides and faced similar setbacks as they recognise that establishing formal equality of opportunity does not necessarily lead to equality of outcomes.

The Review has focussed its examination on those Services which bear most cultural and historical similarity to the ADF, such as the United States Armed Forces, the UK Armed Forces, the Canadian Forces (CF) and New Zealand Defence Forces (NZDF); as well as on the Defence Forces of the Netherlands, Norway and, to a lesser extent Sweden, as examples of nations that have made particularly strong commitments to the participation of women in both civilian and defence environments.
While this Chapter does not attempt an exhaustive analysis, it touches briefly on some of the common challenges facing these defence forces, before moving to a discussion of possible solutions.
9.1 An elusive critical mass

The absence of a critical mass of women in any defence arena remains, in itself, a significant impediment to career progression. A variety of evidence exists to support the idea that women act more distinctively once their numbers reach a given threshold.2 Certainly, literature examined by the Review suggests that the greater the presence of women as Defence personnel – both in terms of the breadth of the roles they occupy, as well as their presence in leadership positions – the more likely their acceptance by male colleagues.
Equally, literature suggests that the smaller the representation of women in any particular Service, occupation or unit, the more reluctant other women will be to join. This is not simply for reasons of camaraderie, but because female personnel do not want to attract attention as the ‘token’ woman nor function under the heightened scrutiny that seems to accompany this novelty status.
As one study in the US context confirmed, the lack of a significant number means that an ‘average’ or more generalised view of women is unachievable. Women therefore tend to be perceived in terms of the performance of the small number present – judged by the conduct of their only other female colleague, or pitted in opposition to them. In other words, ‘one woman sets the reputation for all…’3
Further, without identifiable female role models, women question their potential to reach senior positions and therefore the value of investing in a defence career. This means that the absence of women can be self-perpetuating, as can their presence. Certainly, the Review’s discussions with US defence representatives confirm this – the absence of women in senior ranks of less traditional occupations such as mine clearance diving for example, slows the assignment of further numbers of women into these units.4
All of the Services examined had put efforts into increasing the number of women within their ranks. While figures tend to vary depending on what elements of each Service are included, currently the Canadian Forces (CF) are nominated throughout international literature as a benchmark, with an overall representation of women totalling around 15.1%.5 CF representatives told the Review, however, that numbers are stagnating, with the CF putting a new emphasis on recruiting.6 The NZDF, albeit a smaller force, has a representation of 16.3%.7 Similarly, women comprise around 14.5% of total US forces8 while, in contrast, the UK, Netherlands, Norway and Sweden remain at single digit percentages.9 As the Review has found, though, total representation is not always an indication of overall commitment to women’s inclusion, nor of the opportunities available to women once they arrive.
9.2 Limited opportunities – occupational segregation

While the overall number of women personnel in the defence forces examined remains below that which is necessary to achieve meaningful change, the Review’s examination also confirmed that, like the ADF, these forces still struggle to secure women’s participation across the full breadth of Service occupations.
Historically, of course, male and female personnel were officially segregated into different defence occupations – the role of Oceanographic Operator, for example, specifically being an all-female occupation in the CF until 1985 because women were seen to have greater manual dexterity and ability to pay attention to detail.10
As novel as this may now seem, occupational segregation still manifests in each Force examined and in different proportional representations across each arm of Service. For example, while the Army almost invariably has the lowest number of women in each national Force, women were present in the highest numbers in the Navy in New Zealand and the Netherlands on the one hand11 but in the Air Force in Canada and the UK and US on the other.12 Arguably, the greater representation in the Air Forces of the larger defence powers is partially due to the fact that Air Force personnel are less likely to be exposed to ground close combat, or perhaps the result of the Air Force’s more recent emergence as an operational wing.
In addition to the variation across the Services, women remain overrepresented in particular fields within each branch – medical, administrative and support roles dominating the areas in which women are most commonly employed. As an example, figures from Canada indicate that, despite the CF’s relative success in gender integration, as at 2007, around 80% of those employed in dental health roles were women; while women represented less than 4% of personnel in naval maintenance, electrical, mechanical and engineering trades and only 1.3% of those employed in the combat arms.13
Similarly, figures from the Netherlands confirm a disproportionate number of women in medical service, administration, logistics and communications, with few in combat, technical, or maintenance roles. This varied from Service to Service, with women seldom working in technical classifications in the Navy and Air Force, but better represented in combat units, with 33% of those in the Navy and 19% in the Air Force being in combat roles although, as pilots they tended to fly helicopters, rather than fighter jets.14
In the US, active-duty women are much more heavily concentrated in administrative and medical roles than active-duty men, with administrative positions the leading occupation for women in the Marine Corps and the second highest in the US Air Force behind health care.15
Meanwhile, in the UK Armed Forces, where around only 70% of occupations in the Royal Navy and Army, and 96% of posts in the Royal Air Force are open to women, support roles also dominate. It is interesting to note, however, that there was a greater percentage of women in the warfare and logistics branches in the Royal Navy than in the medical branch as at 2006, although it seems over half of these remained shore-based and further breakdown was not located.16
Regardless of the international context, it is clear that attitudinal barriers and expectations – both from women themselves and from others – continue to propel the majority of female defence personnel along particular career paths. While this is a cultural phenomenon that is difficult to overcome with formal policy, as shown in Appendix P, international forces are attempting to redress the underrepresentation in particular areas of Service through specific recruitment and awareness campaigns.

This is certainly an imperative, as studies of women’s progression through defence ranks suggest that diverse occupational experience is a significant factor in promotion opportunities, increasing their experience and, in turn, their authority and acceptance as leaders.17
9.3 Combat exclusion

While the concentration of women in traditional occupations may be an example of informal – or circumstantial – segregation, the continuing exclusion of women from ground close combat roles by some Defence Services remains an official form of segregation.
As discussed in section 5.3, Canada, the Netherlands, Norway and New Zealand have all officially removed restrictions on women’s participation in combat roles, albeit with some initial qualifications.18 The US continues to exclude women ‘from assignments to units and positions below the brigade level whose primary mission is to engage in direct combat on the ground’, 19 other than, more recently, assignments to support roles in those contexts. Similarly, the UK excludes women from roles whose primary duty is ‘to close with and kill the enemy’, such as infantry and artillery.20
Also as discussed in section 5.3, the ADF is moving towards the integration of women in all Service roles. In fact, the ADF has been recognised as a possible model for international forces to study when contemplating moving to full integration.21
For the purposes of this Chapter, though, the ADF’s decision can be reinforced by noting the widespread acknowledgment of the role that active combat experience plays in career progression in defence cultures.22 This is in part because combat experience is regarded as a strong indicator of leadership skill and ability. In many cases, it is part of the job description or required skill base and has been widely acknowledged as the most significant contributing factor to promotion opportunities.23 Less tangibly, combat experience is also a way for personnel to prove themselves as ‘real’ soldiers and gain the respect and regard of their peers, in turn cementing their authority as leaders.24
It is also worth briefly examining the increasing confusion that surrounds this issue in contexts such as the US. It is interesting to note, for example, that palpable differences have existed between the relevant US Army and Department of Defense policies that enforce the exclusion, leaving room for some inconsistent application,25 while the changing nature of combat means that it is more and more difficult to identify and segregate the ‘front line’. This difficulty of segregating the ‘front line’ has been articulated by Admiral Mike Mullen in the United States as:

In a war where there is no longer a clear delineation between frontlines and sidelines, where the war can come at you from any direction, [we have] large numbers of women…exposed to some form of combat.26
Accordingly, despite being officially restricted from being formally ‘assigned’ to combat units, women have been nevertheless ‘attached’ to many combat units – often receiving the same combat, weapons and counter-insurgency training and being exposed to the same risks.27 In fact, in 2010, over 40% of women veterans reported that they had been exposed to hostile action.28 Similarly, many US Servicewomen have died in the US’s most recent deployments in Iraq and Afghanistan and, despite being legally excluded from combat, two have been awarded the Silver Star for valour in combat.29
Slightly differently, in 2003, the US Army established all-female ‘Lioness’ teams to follow all-male Marine combat units on what has been described to the Review as ‘stability operations’.30 Designed as a ‘calming’ presence to engage with the local female population and, where necessary, to search Iraqi women for weapons or explosives, they are nevertheless exposed to risk. Similarly, as in the ADF, Female Engagement Teams (FETs) continue to accompany infantry units and Marine manoeuvre units in Afghanistan and, as of November 2009, all international and Afghan security forces were directed to establish FETS of their own. Meanwhile, in 2010, the first class of 24 women officers began to be integrated to assignment on guide-missile attack and ballistic-missile submarines – exposing them to forward deployed strike and strategic deterrent operational experience.31
As one commentator has noted, ‘the reality on the ground has outpaced the debate’,32 with critics suggesting that bureaucratic sidesteps are depriving women of professional recognition and post deployment support.33
More generally, longstanding calls for the removal of the last combat restrictions, including by the congressionally mandated Military Leadership Diversity Commission (MLDC), are supported by a growing body of qualitative and quantitative research. This research suggests that such a step would neither disrupt unit cohesion nor pose a particular risk specific to women. Rather, it is critical to operational effectiveness, especially if talented women are to be recruited and retained in service.34
Despite this, and following extended consideration within the Pentagon, a decision was announced in February 2012 to officially open support roles in combat units to women, with a promise to ‘continue to open as many positions as possible to women’.35 It is estimated that this will open over 14,000 active-duty and reserve jobs previously off-limits, including combat medic, artillery mechanic, communications expert and other posts that support, rather than directly engage in fire fight.36 Infantry and special forces roles will remain closed, however, with progress on implementation of the changes to be reviewed in six months.37 All Services are engaged in the implementation of this decision, albeit with varying approaches, and are also researching how further reform might be achieved.38
9.4 Lack of women in leadership

Though indisputably important, a lack of combat experience is just one of a range of obstacles to women’s career progression. Certainly, no Service examined had a proportional representation of women at star rank officer level. In NZ 39 or the UK, for example, the highest ranking female officer in the Army being a Brigadier 40 while only two women held 2 star rank or above in the Netherlands at 2007.41
As at 2005 only 6% of those US Officers ranked at Major General (2 star) and 3.3% of those at Brigadier General level (1 star) were women.42 In 2008, General Ann E. Dunwoody became the first appointed to 4 star General,43 while Lt. Gen Janet Wolfenbarger recently became the first woman promoted to four star general in the US Air Force.44 In the CF, as at 2009, women represented 3% of general officers in the Army and 8% in the Air Force, with none at similar rank in the Navy.45
As well as an indication that talented women are not progressing through the ranks, 
a shortage of women in leadership deprives other female personnel of the example and potential mentoring from which they might benefit.46
For the women who do reach leadership level, one of the challenges they face is continuing isolation in operational environments – addressing the same issues over and over, and pioneering every time they move into a new context in which they are, yet again, the first.47 Further, the attention they attract also impacts those they lead, compounding the significance of a woman at the helm.48
Of particular interest, statistics regarding women in leadership can be misleading. For example, as at 2010, 17% of women in the US Services were officers, compared with 15% of men.49 Yet the small number of women personnel overall mean that just one individual can distort the percentage. One such study cites an example in which three Marine Corps women were eligible for promotion and, with one selected, the promotion rate became 33%.50
In addition, the US Air Force also has a comparatively large representation of women at officer level. Yet the tendency of women to gravitate towards professional roles in the medical, legal and chaplaincy corps can skew the picture, meaning that, in some cases, apparent improvements are masking a professional form of occupational segregation51 Clearly, a more meaningful statistic would be that 17% of officers in the US Armed Forces are women, rather than the other way around.

Common to all Services examined by the Review was a decline in the number of women personnel beyond the levels of ‘middle management’, or at around the five to ten year Service mark. The CF, for example, has experienced a significant number of women leaving at this point, the biggest reason nominated being the conflict of Service with their family plans or obligations.52 Similarly, the Netherlands has identified that retention of women is certainly as important a goal as recruitment; with one Dutch commentator suggesting lateral re-entry/horizontal intake as a strategy to overcome attrition.53
The studies referred to above suggest that the women who remain in Service past the usual attrition point do have similar opportunities for promotion as men.54 Forces committed to promoting talented women, then, should promote measures that support women to stay in Service. Obvious examples are family friendly work practices and reasonable parental leave policies. Limited provisions in some Services, however, as well as lengthy deployments away from home, make it difficult for female personnel to continue in service, especially if they are single parents, as many are.55
For example, the US Department of Defence generally gives new mothers only six weeks of maternity leave before they must return to some form of work or training. Each Service branch then has its own post-birth deferment from deployment policy, the Army generally giving women only four months to stay home with their infants before deploying them on tours of duty which currently average 15 months. In a slight improvement, the Marines offer 6 month deferments and their tours average 
7 months; while the Navy has moved to a 12 month deferment with deployments usually a maximum of 6 months, if not less.56 The Review understands that the Pentagon is currently examining this disparity57 and, certainly, the Review’s discussions with US defence representatives confirm that other Services are observing the Navy’s extended deferment with interest.58
Finally, in addition to problems in retaining women, much of the literature examined by the Review suggests a lag in attitudes about women’s leadership abilities that has not kept pace with their ascension to senior positions.59 As in the civilian context, and as in the ADF, many Servicewomen feel compelled to perform at a higher standard than men, simply to gain the same recognition.
Interestingly, studies also note that Defence Forces are increasingly looking for ‘transformational’ leadership qualities traditionally associated with women, such as collaboration, mentoring and building cohesive organisations.60 This implies that the needs of Defence Forces are outpacing their traditional culture and systems.

9.5 Hyper-masculine culture

A wide body of research describes the military environment as one which not only encourages masculine traits in individuals, but which celebrates masculine values within a static organisational structure.61 Such culture, across many contexts, is generally referred to as a hyper-masculine culture.
This controlling and homogenous culture is one which, by its very nature, discourages difference. On occasion, it reveals itself in extreme and shocking behaviours.62 Too often, it is also displayed in gender-based violence and harassment, as will be discussed in the next section – a behaviour used as much to keep women in their place and to bond with male colleagues over exploits, as it is for sexual gratification.63
Most commonly, perhaps, this culture manifests in generalised resistance to women’s integration – treating it as something imposed from without, rather than embraced from within. This can range from palpable hostility, to stereotyping women along sexual lines (promiscuous, lesbian, or asexual) through to treating women as completely invisible. International literature extensively explores the less measurable aspects of this hostility – aspects that will only adapt as a result of internal cultural change. There is also value, however, in examining some of the more tangible examples of the way in which women’s invisibility manifests.

One such example is the failure to provide women with appropriate uniforms, accommodation or health care, one report observing that active duty women receive limited access to routine health care or appropriate supplies via the US defence health care system, TRICARE.64 While a full range of services are theoretically on offer, services struggle to deliver in the field, leaving female personnel with inadequate access to gender-specific products and prescriptions, and women reluctant to disclose concerns to male command, or to admit to injury which may be perceived as weakness.
Equally, upon returning home, women veterans have often been met with inadequate facilities or care. The US Veterans Affairs infrastructure, for example, has been, until recently, unfamiliar with health problems specific to women, such as damage to reproductive systems from chemical exposure.65 More generally, women veterans appear to be especially at risk of persistent disadvantage, such as unemployment, homelessness and mental health problems.66
In particular, many female veterans experience a range of serious health problems as a consequence of Military Sexual Trauma (MST). In fact, in financial year 2011, 19.4% of Operation Enduring Freedom/Operation Iraqi Freedom/Operation New Dawn female Veterans reported a history of MST when screened by a Veterans Affairs (VA) healthcare provider, compared with 0.9 % of equivalent male Veterans. Rates of MST reported among all Veterans screened by the VA were 23.0% for females and 1.2% for males.67
Problems associated with MST were described to the Review as ranging from post-traumatic stress disorder (PTSD), through to migraines, stomach disorders, chronic fatigue, fibromyalgia and gynaecological problems. This means that access to appropriate and anonymous support is identified as an ongoing concern,68 with the US Department of Veterans Affairs recently establishing a Taskforce to bring about cultural change in the way health services and benefits are delivered to women veterans. 69 This is particularly important given that women are the largest growing demographic of US veterans, with their number projected to increase from 1.8 million in 2011 to 2 million in 2020, at which point women will make up 10.7 per cent of the total veteran population.70
Equally concerning are reports that after disclosing that they have been the victim of a sexual assault, women veterans have been incorrectly diagnosed with personality disorders and then involuntarily discharged from service.71 The Review was advised that the US Service branches are beginning to examine this worrying trend.72
Meanwhile, the 2010 Report of the Defence Advisory Committee on Women in the Services (DACOWITS) relates examples of female personnel continuing to receive inadequate uniforms and equipment whilst on operations. DACOWITS focus group members reported receiving ill-fitting, oversized uniforms that impeded their ability to do their jobs; being issued inadequate vests that had been rejected by other Service branches; or being issued jackets with insufficient plates, leaving female soldiers to divide and distribute them between them depending upon the direction of enemy fire.73
In an extension of this, the Review was advised that women are experiencing specific health problems as an indirect result of their uniform’s limitations – contracting urinary tract infections in the field, for example, because they are unable to stop and urinate quickly in the way that their male colleagues can. The Review was also told that women’s shorter stature can mean that, on long marches, their rucksacks repeatedly hit them in the sciatic nerve, causing long term chronic pain.74 This represents a blunt illustration of a culture that continues to be designed for men.
9.6 Gender-based violence and harassment

Perhaps the most palpable manifestation of the defence masculine culture is the scale of gender-based violence against women within Defence Services worldwide. From the extraordinary rates of sexual assault reported during US deployments, through to escalated rates of sexual harassment in the Swedish Armed Forces when compared to the civilian environment,75 these forms of hostility towards women act as a significant impediment to women’s increased representation, retention and progression through the Services.
Most specifically in the US, reports suggest that over 52 sexual assaults occur each day in the Service, with 85% going unreported and commanders sending fewer than one in four reported cases to trial.76 One commentator reports that US female Service personnel deployed in Iraq were more likely to be raped by a fellow soldier than be injured by enemy fire,77 a form of betrayal within the military family suggested to the Review as being akin to incest.78 Meanwhile, the Review’s investigations reveal a tendency to disbelieve women’s claims.79
Certainly, this is not a recent phenomenon, nor confined to the US. In 1998, the military magazine Maclean’s reported that Canada’s military police had investigated 145 sexual assaults by members of the CF in 1997 alone, a large number given the relative size of the Canadian Services. In a developing scandal, the investigation revealed a pattern of sexual offending and subsequent systemic failure that mirrored those identified elsewhere, including in Australia and the US. These patterns included the reluctance of women to come forward and report, the common experience of not being believed, a failure to respond by the chain of command, disciplinary action for related but trivial matters against the victims, rather than the perpetrators, and consequent disillusionment with the military as a whole on the part of the complainants.80
All Services examined reported similar problems, albeit on much smaller scales than the US.81 Equally, and as will be discussed, all Forces examined were making significant efforts to address this, identifying sexual assault and any form of harassment as damaging to unit cohesion and combat effectiveness. 

Certainly, the US has made the most significant efforts of all Forces examined, as a result of the scale mentioned above.
Establishing the Sexual Assault Prevention and Response Office (SAPRO) in 2005 as a single point of contact for sexual assault policy, the Department of Defense has invested real resources in training, response, reporting and accountability, and increased support for victims. One million personnel have been trained as first responders, including specially appointed Sexual Assault Response Co-ordinators, with sexual assault program offices established at every major defence installation.82
The appointment of a two star general to lead SAPRO was met with approval and there has been a significant increase in rates of reporting of sexual assault which SAPRO claims, quite reasonably, is an indication of growing confidence in the system.83 Still, one media report claims that in 2010, fewer than 21% of reported cases went to trial, with commanding officers deciding not to prosecute, or impose non-judicial or administrative punishment and, certainly, there is considerable commentary on the inadequacy of the military legal system’s response to rape.84 Encouragingly, reforms were recently announced to provide greater resources to each Service branch for victims support and the investigation of offences; as well as to elevate disposition of sexual assault allegations to the rank of Colonel (Navy Captain) in recognition of their severity, an announcement that has been met with approval from US advocacy groups.85
In addition, the 2011 DACOWITS Report highlighted the need to improve confidence in the system, noting a lack of follow-up on reported sexual assaults and any consequent disciplinary action that makes it difficult for personnel to know whether sexual assaults are taken seriously, whether an individual’s rank affects the outcome, or whether perpetrators are held to account.86
While significant efforts have been invested in acknowledging and addressing the extent of sexual assault in international Defence Services, reform of the magnitude that is needed takes time to achieve real results.
9.7 Broad Observations – from Integration to Inclusion

The barriers facing women in Defence Services around the globe are certainly numerous, and well documented in the literature examined by the Review. The Review’s objective is to identify trends and initiatives which seek to overcome these barriers and in order to do this, it is useful first to make some broad observations about the contexts in which they are likely to develop.
The first is that, while increasing the representation of women in Defence is a vital first step, overall numbers in respective Defence Forces do not necessarily reflect a wider political commitment to women’s participation. Nor do they reflect the opportunities available for women within each Service to rise to leadership positions. As this Chapter identifies, nations with an overt political commitment to the recruitment of women to all aspects of Service, such as the Netherlands and Norway, nevertheless struggle to recruit and retain a critical mass of female personnel.87 For example, Norway was the first NATO state to open all combat positions, including submarine service, in 1985. Yet no woman had served as a marine commando or fighter pilot 15 years later.88
The United States, with its continued (albeit qualified) restrictions on assignments, has a higher proportional representations of women across the Services, as observed above. Again, international literature nominates Canada as a benchmark in terms of a high representation of women and the highest number of women at senior levels.89
The Review notes that the nature of the overall mission seems, to a significant degree, to impact on the opportunities made formally available to women. As an example, the New Zealand Defence Force, whose international mission is concerned mainly with peacekeeping operations and crisis response – yet holds a fairly marginal role in national civic life – has a comparatively high overall representation of women.
The background against which initiatives have been developed, and the specific events which have preceded them, can influence the focus of policy. As noted earlier, the sheer size of the US Defence Forces, as well as a series of sexual assault scandals, have seen US efforts largely invested in responding to these, as well as to the highly charged debate over opening remaining combat roles to women.
Having grappled with its own scandals in the 1990s, the CF has arguably been able to proceed further down the road in terms of taking a proactive approach to gender integration. This stands in contrast to the Royal Canadian Mounted Police (RCMP), which is currently the subject of a class action launched by over 100 former female personnel who claim a longstanding culture of harassment and discrimination.90 Within the RCMP, a hotline has been established and a review is underway by the Commission for Public Complaints Against the RCMP regarding the manner in which harassment complaints have been addressed.91 It seems that the RCMP is only now beginning to confront behaviours that were acknowledged by the CF decades ago.
The Defence Services examined face similar opportunities and challenges within the broader economic and military context. All are competing with civilian employers in buoyant labour markets to attract and retain members – recognising that, in what has been described as the ‘war for talent’ they need to provide the kind of conditions and career opportunities that can rival civilian industry.92 Services are also recognising that over half their best recruits or graduates are either women or from minority groups – a talent pool which any defence force seeking full capability cannot afford to ignore.93 In short, Services are recognising that they also need to be employers of choice to be combat effective.

In doing so, Forces are moving to a different, and perhaps more promising, phase in the inclusion of women – away from their initial, ‘gender-neutral’ approach that complied with external or legislative requirement. The assumption behind this approach was that the door should simply be opened to women, assimilating them into the military norm without any change to custom and practice – a “just add women and stir” approach. This left differences ignored and the overarching culture intact.
As the most successful employers have progressively discovered – and as this Report explores – individual differences can be an organisational strength. Harnessing this strength requires unequivocal commitment from an organisation’s leadership – both in terms of strong statements and policies; as well as adequate support and resources. It also requires an understanding that change will take time – particularly in the defence context, in which leaders are ‘grown’, rather than hired on lateral intake.94
This means establishing policies that prevent and respond to violence, for example, as well as other forms of hostility towards personnel who do not fit the traditional mould. It means establishing policies which maximise retention and acknowledge that the profile of defence personnel has shifted significantly in recent generations – a profile which should reflect the face of the nation it serves.95 It means looking to the civilian sector for examples of policies which encourage retention and loyalty.96
As such, international Services are recognising the benefits of improving the defence experience for all members – moving from policy that approaches the integration of women as a problem to be addressed, to a focus on the value of diversity and individual talents in all their forms.97 As mentioned earlier in this Report, a representative of the CF told the Review:
Integration is not about women, it’s about the team….about building everyone’s self-confidence.98
All Services are at a reasonably early stage in this recognition, meaning that, in many cases, progress is yet to be evaluated.
What follows is a sample of the ways in which the forces examined are approaching this next step towards genuine gender integration.
9.8 Principles and Lessons Learned

The following section details principles and lessons learned from the international evidence examined by the Review. The principles identified contribute to the framework for the Review’s recommendations. More detail and examples of promising practices from international militaries are provided at Appendix P.
(a) Principle 1: Strong leadership drives reform

Strong statements and examples set by leadership have been identified as being the biggest factor in the success of gender integration or inclusion.99 Certainly, the congressionally mandated Military Leadership Diversity Commission (MLDC), which handed down its findings in 2010, noted that personal commitment from leaders trained in the value of diversity is essential to women ascending to senior positions – the consequences of such commitment being observed by the Review’s discussions with the US Navy in particular.100 Similarly, as discussed earlier in the Report, the Review was advised by representatives of the CF that, when first trialling the integration of women into combat units, ‘buy-in’ from leadership was the most significant factor in the initiative’s success, regardless of the number of women placed in each unit.101
All Services examined had a range of strong policies, endorsed by leadership, that address issues such as sexual assault and harassment, dispute resolution, career progression and strategies for retention. Similarly, unequivocal statements of the value of diversity were present in all Services examined, albeit with varying emphases,102 a sample of which is nominated in Appendix P.
These policies reflect an increasing realisation that a one-size fits all approach does not always garner positive results. While ‘special treatment’ can sometimes be counter-productive, an entirely gender-neutral approach that ignores difference altogether is just as destructive – especially when juxtaposed upon a masculine culture that, in every other way, singles out female personnel as ‘token’ or ‘other’. 
In short, defence forces are realising that gender blind ‘integration’ does not make women feel included – just invisible.
Responding to this requires unequivocal commitment from an organisation’s leadership – both in terms of strong statements and policies, as well as adequate support and resources. This means embedding the value of diversity and equity across the full of breadth of the Services through regular training and education. 
It means policies that prevent and respond to sexual violence, bullying and harassment, as well as to other forms of hostility towards women. It includes examining those policies that demonstrate a complete disregard of personnel who do not fit the traditional defence mould. It also means adequate investment of resources and supports; as well as regular evaluation.103
Along these lines, the most successful approach appears to be one in which difference is acknowledged and addressed through mainstreamed training and education, rather than being treated as an optional extra. Additionally, successful approaches include pragmatic recognition of difference and can be as fundamental as ensuring appropriate facilities and uniforms,104 appropriate health support and information (regarding birth control, for example); as well as examining whether the physical standards set for the full range of occupations do, in fact, reflect the realistic requirements of the task.
Defence Force efforts to create truly inclusive Services have been rewarded with recognition by various civilian sectors. Such acknowledgement has been publicised with pride by the Services themselves.
(b) Principle 2: Diversity of leadership increases capability

Just as important as strong leadership on the imperative of inclusion and diversity, is a truly diverse leadership that better reflects the membership of the Services. As explored throughout this Report, factors which prevent women from assuming leadership positions, include their limited exposure to opportunities which broaden their experience, practical and structural barriers to their remaining in Service as well as, less tangibly, perceptions about their ability to lead.105
In recognition of these impediments, the Committee for Women in NATO Forces (CWINF) has made certain specific recommendations that member states reserve available positions for qualified women, pay special consideration to women as a target group and establish a moderate quota system which gives priority to the under-represented gender.106
(c) Principle 3: Increasing numbers requires increasing opportunities

In addition to its recommendations regarding commitment from leadership, the MLDC recommended the creation of a 20-30 year workforce pipeline. In order to do so, of course, Services need to commit to improving recruitment and retention. Certainly, the CWINF recommendations referred to earlier promote active recruitment of women to defence environments, with initiatives that include the regulation of physical fitness tests for women, information campaigns that specify military career options for women, inviting all eligible women to an information day in a letter outlining the value of military service, and ensuring an equal number of women and men in recruitment and selection boards.
Equally important, the CWINF recommends the implementation of guarantees that female personnel will not be assigned to all-male groups and that junior female personnel are assigned to groups with senior female personnel. Understanding what drives women to join and remain in Defence Service is also a crucial first step.
(d) Principle 4: Greater flexibility will strengthen the ADF

No matter what the occupation, the representation of women is only likely to increase if women are retained, as well as recruited, in Defence. As the CWINF and the MLDC have observed, where women stay in Defence Service longer, they are more likely to rise to positions of leadership. In turn, where more women occupy positions of leadership, others are more likely to follow.107
As observed earlier, all forces examined were experiencing a higher rate of attrition in female personnel than male personnel – in general at about the time at which women are customarily juggling their parenting and professional lives.108 This means that workforce practices that respond to this through increased flexibility are essential to retention. Further, in the US context, a study notes that a greater proportion of active-duty women are likely to be married to fellow defence personnel if they are married; or more likely to be single parents than their male counter parts, making flexibility even more important.109
As discussed earlier in this Report, the CF has identified that each Service member retained equals ten new personnel recruited in terms of value to the force, also recognising that employees’ personal lives are the strongest motivation for employees to stay.110 Accordingly, policies which make the experience of serving in the Defence Forces more compatible with these outside obligations and interests can contribute to retention of all personnel, and therefore a stronger Defence Force.
(e) Principle 5: Gender based harassment and violence ruins lives, divides teams and damages operational effectiveness

The Review examined initiatives combating gender-based violence and harassment in international defence forces. While all had very clear and robust anti-harassment policies, as well as comprehensive sexual assault response mechanisms, the standout example is the US DOD’s Sexual Assault Prevention and Response Office (SAPRO) and supporting initiatives. Detail is provided in Appendix P and informs some of the Review’s recommendations in this area.

9.9 Conclusion

Given the universality of these themes, it is clear that the direction has been set towards greater diversity at the higher levels of integrated Defence Forces. The question remains whether this will translate to and enhance the experience of female personnel on the ground.
An answer may lie in a study of the views of CF female personnel on the strategies of superiors which, in their opinion, aided gender integration in the operational field. Practices nominated by these personnel bear a strong resemblance to those identified above and include:

setting an example (leadership on diversity)
inspiring teamwork (transformational and diverse leadership)

not singling women out (accumulating a critical mass)
mentoring (retention and career progression)
dealing with difference ‘without making a big deal’ (gender-inclusive, not gender-blind), and, importantly
· not defining integration as only an issue relating to women (acknowledging the benefits to operational effectiveness).111
As the Review was told by a female representative of the CF:

As stiff and closed as the Army sounds [and] because of our culture, it brings the best and the worst out of people…We have a much better chance of achieving career opportunities for women…than out there in the corporate world.112
From operational theatres to Joint Command, the imperatives appear to be the same. It is now for all Defence Forces, including the ADF, to harness this momentum.
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		Health Services		62%		38%

		Medical		62%		38%

		Support Operations		44%		56%

		Supply		32%		68%

		Intelligence		27%		73%

		Comms and Info Systems		23%		77%

		Operations		19%		81%

		Catering		18%		82%

		Airmen Aircrew		17%		83%

		Musician		17%		83%

		Engineering & Logistics		15%		85%

		Aircraft Life Support		10%		90%

		Defence and Disciplinary		9%		91%

		Aircrew		5%		95%

		Facilities		5%		95%

		Aircraft		2%		98%

		Avionics		2%		97%

		Communication Electronic		2%		98%

		Ground Engineering		2%		98%

		Armament		2%		98%

		Aircraft structures		1%		99%

		Aircraft Surface Finisher		0%		100%






