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A SCIENTIFIC LOOK AT TACTICAL
TRAINING
Dear Sir,

Colonel G.H. Hellver, R.A.E. is

to be
congratulated for his excellent article, *“‘The
Study of Tactics™, published in the January-

February 1983 issue of the Journal. It is
refreshing to study such a paper because it is
written from a scientific point of view and that
is the proper and only approach to the subject
of Tactics. The study of Tactics is exclusively
an intellectual process of reasoning. It is not
a mechanical process of memorising, such as
for instance Principles of War, to repeat parrot
fashion when these principles have to be
applied.

In his opening remarks the author said with
truth: “*We rush into our study of tactics,
examining specific problems, without under-
standing either what ‘tactics’ really means or
what its study should entail.” Indeed, the
scientific study of Tactics involves the study
of them theoretically, historically and practi-
cally on the ground, as the subject was once
studied with advantage and understanding by
the members of the Manchester Tactical Soci-
ety., Tactical skill is not an innate skill and it
is not one that is learnt by ‘‘sitting next to
Nelly”’. It is learnt by a combination of
sustained intellectual labour and the building
up of considerable practical experience of the
ground and in map reading. Map reading too,
it should be noted, is not a skill which is
acquired by the mere attendance at a C.O.’s
lecture on the subject. Even Marshal Joffre
was said to have been a poor map reader and
Haig, in his conferences with him during the
War of 1914-18, used to substitute for maps
sand-tray models of the areas under discussion.
Monash, on the other hand, read a map and
studied area photographs with much the same
ease as he read the pages of a book.

Elsewhere the author has pointed out that:
“‘An otherwise sound tactical plan, which is
too complex for the abilities of the staff and

units tasked with executing it, is a poor plan.™
It was in this sphere that Field-Marshal Mont-
gomery excelled. His plans, as issued, were
simple, crystal clear and intelligible to all
concerned. He had the ability also of being
able to explain his plans, orally, with great
clarity, to all ranks concerned with their exe-
cution.

Colonel Hellver analyses Tactics into deci-
sion-making and procedurer. This analysis adds
up, in one word, to Management.

Although one sees at times distinction made
between Management and Adminsitration,
Management is in fact the current fashionable
name for Administration. During my service
in the Army, Administration was the term in
use and it denoted a subject greatly despised
by some seeking marshal’s batons. In retrospect
I can see that these ambitious officers had no
systemtic training in the subject and their
conceptions of its content and purpose did not
rise much above that of the duties of an
orderly room sergeant and these ambitious
officers certainly did not associate Adminsitra-
tion with Tactics which to them was something
not to be soiled by association with adminis-
tration. Decision-making in tactical operations
does not differ, in its processes, from decision-
making in other spheres of an officer’s work.
He needs knowledge matured by its application
in practical experience to make good decisions.
But knowledge and experience alone, like
patriotism as Nurse Cavell pointed out, is not
enough. They must be complied with a tem-
perament which endows an officer with the
urge and the courage to make decisions which
are timely.

The author, in a discussion of Appreciation,
indicated that: *“It should always be made clear
to students that the written appreciation is
only poor refection of the mental appreciation
which it summarises.”” It should be noted in
this context, however, that an appreciation
introduces two special and sometimes over-
looked factors, namely that of trained obser-
vation and that of an ability to record objec-
tively in writing, with skill, clarity and brevity,
what one observes. Obviously, a gunner officer
walking through a hospital ward with an
R.M.O. does not see there what the R.M.O,
sees. Clemenceau once made an important
distinction when he said “*to look is not always
to see.”’ Again, one does not learn to write
appreciations, at a standard required in modern
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warfare, by attending a half-day course on the
subject.

Some important comments have been made
by Colonel Hellver on battle experience and
he has pointed out that because of the mang-
nitude and variety of modern world wars
participants cannot have universal experience.
Nevertheless, battle experience is, like all other
kinds of military experience, not an end in
itself and so it is well to remember the story
about Frederick the Great’s mules. Experience
is only of value if lessons are drawn from it
to improve future performance. This is a trite
saying that has been repeated often. What is
not trite nor often repeated is that the drawing
of lessons from experience is an intellectual
process and so it is usually only scientifically
trained persons with higher standards of gen-
eral education who draw useful lessons from
experience. Another factor to consider when
evaluating battle experience is one that may
be best be illustrated by an example. When
the German Army went to war in 1914, its
officers and other ranks at the regimental level
had no previous battle experience. The German
Army had not previously been on active service
since the close of the Franco-Prussian War of
1870-71. Even Ludendorff had no previous
active service experience when he went to war
in 1914. Yet this lack of previous battle
experience did not seem to affect the high
standard of sustained performance of the front-
line officers and other ranks in the War of
1914-18. The systematic training for war of
the German Army before August 1914 more
than compensated for its lack of previous
active service or battle experience when war
came.

The author referred to the important subject
of definitions of terms. Definitions can of
and in discussions become, sometimes, lime-
wasting. But these are not valid reasons for
neglecting them altogether, either in tactical
instruction or in other branch of military
training where comprehension and clarity
demand them. An officer should be able, at
least to his own satisfaction, to define the
terms he uses in his professional work. The
days of the officer, trained exclusively in the
practical school of Field-Marshal Blucher, have
long since vanished.

Many people who use the terms Strategy and
Tactics, nowadays, are probably unable to
define them or to explain their differences with

the clarity and brevity that General Sir Edward
Bruce Hamley did in The Operations of War,
There he said, with great vividness and suc-
cinctness: **The theatre of war is the province
of strategy — the field of battle is the province
of Tactics.”

Towards the end of his article, Colonel
Hellver sounded a note to attract the attention
of his readers to the importance of a systematic
and comprehensive study of Military History.
This is a big subject in itself. Indeed, tactical
training without a wide and scientific knowl-
edge of Militarv History is akin to studying
Astronomy without looking at the stars. This
deficiency in knowledge of Military History
and the want of a scientific approach to tactical
training may explain why Tactics has in the
past been sometimes so badly taught. Q

WARREN PERRY
Major, R.L.

1. Spencer Wilkinson, “*An Experiment in Military Edu-
cation”’. The Army Quarterly, L ondon, January 1922,
Pp.51-69,

DRILL IN THE ARMY
Dear Sir,

I wish to comment on the article “*Drill in
a Modern Australian Army" from Defence
Force Journal No. 39 March/April 1983. There
are specific sections with which issue should
be taken and also | will make some comments
about the general principles raised. By these
comments 1 would hope to stimulate questions
and discussion about the place of drill in
modern military organizations.

There is certain irony in the article quoting
from T. E. Lawrence, who was certainly not
renown for his love of orthodox military
routine. The quotation itself is appropriate for
the purpose of this letter — **if we must fight
there is little excuse for not fighting well.”” To
this end, every aspect of military endeavour
must be exposed to thorough questioning and
constructive criticism. Unfortunately, the ques-
tioning of the orthodox military in many cases
on their practices, tends to receive the reply
that this practice works, it achieves the desired
effect, so why change it? This attitude ignores
the question of whether the practice is the
most efficient, the most cost effective in terms
of men and material.

The article’s reference to Pavlov and the
type of experiment on conditional reflexes that
he performed, seem contradictory. Parade
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ground drill is very much in the nature of
conditional reflexes,

Drill itself is not an efficient method of
exercise and will not produce benefits in cardio-
pulmonary fitness. Long repetitious marching
on hard surfaces may, however, induce and
exacerbate certain forms of arthritis. Purely
from an exercise point of view, the troops
would benefit more from an obstacle course
or other exercise such as canoeing, cycling or
swimming.

The firm declaration of the intrepid qualities
of the British soldier do not entirely ring true.
In World War One many of the British units
were held in low esteem by the ANZACs. In
North Africa in World War Two it was noted
that British soldiers lacked initiative in com-
parison to the German troops who fought on
despite losing their officers and senior NCOs.

The quotation from Robert Jackson could
well be used to dispute a basic assumption
made by the article. The drills prescribed then
were appropriate for the warfare of the time,
while the drills apparently extolled by the
article are a residue from the previous wars of
centuries ago.

In the days of Wellington and Washington
the drills that were done on the battlefield then
are similar to the drills now done on the parade
ground. However, the style of warfare has
changed dramatically. In those days most
infantry units fought as a tightly grouped
body. The modern infantryman is usually
expected to be relatively dispersed and show
a much higher degree of individual resource-
fulness and self discipline,

While it is true that many units that have
performed very well in combat this century
have also been amongst the best drilled units
on the parade ground, it is also obvious, if
one cares to study even a cursory history of
modern conflicts, that some of the most
motley, illkept and badly drilled soldiers have
made the best combat troops.

In looking for prominent examples one need
go no further than the ANZACs, They had a
justly deserved reputation for being poor in
discipline, slovenly in appearance, having little
regard for rank. Indeed many would only
salute those officers they personally respected
and at the same time they were among the
best combat assault troops in the world. This
was never more obvious than during World
War One.

Indeed 1o many Australian soldiers it seemed
thay they bore the brunt of the fighting while
the more polished, better drilled British units
in action consistently performed below the
standard expected.

Some of the very best combat soldiers such
as the SAS have a well known dislike for
parade ground drill which makes an interesting
reflection on the articles **Terrorist Example™.
There is certainly a large amount of historical
evidence to support the contention that smart-
ness in parade drill is either immaterial or even
in some ways not desirable in efficient fighting
soldiers.

The article made many assertions about
fighting qualities such as aggression and pre-
cision timing having their origins in parade
drill. It also contended that **the most impor-
tant basic principle in soldiering is drill’. These
concepts are presented as articles of military
dogma without proof or reasoning to support
them. It would be more correct to say the
most important basic principle of soldiering is
discipline. One only has to consider the irreg-
ular soldiers who fought so successfully in the
various twentieth century conflicts without ever
seeing a parade ground to appreciate that such
dogma cannot be accepted if one is to consider
combat effectiveness.

There are more dangerous aspects of over
emphasis on parade ground drill. It becomes
an inefficient use of time which could be better
spent in training for combat itself.

Perhaps as importantly, drill becomes a
ritual procedure and in such cases produces a
false impression of security and a sense of
complacency. It becomes almost a panacea,
producing the appearance of efficiency and
order without necessarily being related to com-
bat or primary duty efficiency. It induces
senior commanders into a complacent attitude
that if the troops drill well and are neat in
appearance, everything else will fall into place,
and they will all automatically become efficient
in all aspects of their duties. On such a
complacent, false presumption have many of
the British military disasters been partly based.

Drill helps to induce the habit of unques-
tioning obedience; and this is seen by many as
a desirable trait in the military. In modern
warfare the emphasis has, however, increased
for the individual to be self reliant, self
disciplined and flexible. NCOs and junior

(continued on page 42)



Conflict BResolution Through

Organizational

evelopment

By Flight Lieutenant R. G. Vansetten, RAAF

INTRODUCTION

Within complex organisations, many tools
of management are available to transform
those organisations into more effective and
efficient places of work. One tool, Organisa-
tional Development (OD), is an extremely
valuable managerial concept using behavioural
analysis techniques which are designed to
improve decision making, interpersonal rela-
tionships, and the ability to adapt to environ-
mental change. OD programs have been used
widely by commercial enterprises for many
vears, vet apparently such sophisticated pro-
grams are rarely used within the Military
Service. Rather the Services tend to manage
personnel on ad hoc principles, without seeking
the guidance of external agents or utilising the
variety of successful personnel development
practices available to them.

This presentation describes an OD program,
devised by the author, which shall involve only
two sections (in this case) operating within the
same department. These two mythical sections
have been severely troubled by inter-personal
problems, overt rivalry and tension over a
substantial time period. This type of situation
is present in real life situations, exemplified by
union — management conflict, rivalry between
and within the Services, or any two sections
within a department which are striving towards
the same ultimate goals, (I.E. achievement of
organisational objectives) vet fail to atain
complete fulfilment because of the conflict
which exists. Friendly rivalry generally
enhances esprit-de-corps and the will to win.
Should this rivalry develop bevond a critical
point, dysfunctional consequences on the
organisation as a whole will result.

I'he program relies heavily on the effective
use of an intermediary known as an ‘“‘inter-
ventionist.” The person undertaking this role
of the interventionist or change agent ought to
be an industrial psychologist who is experienced
in the fields of behavioural analysis and organ-
isational development. In the Service environ-
ment where conflict exists, a neutral “‘umpire”
may be quite appropriate to resolve differences.
His prime role is to conduct and control the
course or program in an orderly fashion, whilst
leading the participants towards the successful
attainment of program objectives. Two essen-
tial characteristics of the change agent are his
ability to communicate effectively and a knowl-
edge of the total environment in which he has
1O operate.

AIM

The aim of this presentation is to describe
a program of activities designed to resolve the
differences and create harmony between at
least two sections or units within a department.
Included in the description will be an expla-
nation of the purpose and relevance of each
activity. Furthermore, and implicit in the pro-
gram will be a brief description of how the
interventionist should be introduced to the
groups, the problems he may face as an
“alien’” i.e. an interventionist trving to solve
someone else’s problems, and the important
personality traits that he must possess if ulti-
malte success is to be assured.

To preserve neutrality, this presentation will
not detail specific situations or organisations,
but will refer to inert terms whilst specifying
the steps of the program. One area that will
be common to all organisations employing a
change agent to solve internal problems though
are the contingencies the interventionist will
have to face when he first starts his program,
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THE INTERVENTIONIST —
SIDER LOOKING IN

One crucial factor to the success of any OD
program is the introduction and acceptance of
the interventionist by management, the employ-
ees, and if applicable, the unions. The problem
1s exacerbated if the consultant is completely
foreign to the company. Argyris' offers a very
tactful introduction, where the department
head would introduce the interventionist, sav-
ing: “*We know that a problem exists, and
both sections seem 1o want o resolve the
conflict. One thing 1 like about the interven-
tionist’s approach is his insistence that if he
joins us, it must be at the invitation of all of
us as a group. That means if something is
started, it will be because all of us want ir.””

The effect of this introduction on groups
wanting to find a solution will be to lower
some of the hostility barriers — an air of co-
operation will begin to develop. However, even
though the interventionist may have been par-
tially accepted by the groups, a certain amount
of distrust and suspicion will still pervade. The
manner in which the consultant handles the
groups both as individuals, as teams and as
groups will be another vital factor to successful
implementation of any OD program.

The interventionist must not have a threat-
ening style of personality. The intention of his
OD program is to involve everybody in all
aspects of the program equally, that is, in the
introduction, design, execution, feedback and
evaluation of all aspects of the program. To
achieve that goal, the interventionist should
allow participants to test and confront him.
Therefore the interventionist must be a person
of high integrity and great strength of char-
acter, as well as a true professional. His power
over his subjects, due to his professional
competence, is equalised by his encouraging
them to question him and the entire program.
The feedback to the participants, not only
during this testing time, but also at any stage
of the program will relax them, develop better
interpersonal communications, and allow a
mutual trust to grow. The interventionist must
permit and encourage these developments to
take place if he is to maximise the effectiveness
of his program.

Throughout the entire program, the inter-
ventionist must maintain a totally professional
role. Participants may try to elicit information,
intentionally or otherwise, such as asking what

AN OUT-

other people have said, what will be the nexi
strategy, and so on. The consultant must deal
with the situation quite resolutely, answering
in a manner that is both neutral and that will
dissuade further questions along these lines.
In summary, the interventionist must always
be as visible and approachable as possible, he
needs to preserve conlidenuality, and accept,
but not concede efforts to manipulate him.

STUDYING THE ORGANISATION

Even if the interventionist is a member of
the organisation in question, he needs to study
in depth the environment in which the two
sections (in this case) operate. A formal organ-
isational structure, describing formal lines of
authority and perhaps formal lines of com-
munication would almost certainly exist, irre-
spective of the type of organisation.

Of much greater interest though is the
informal structure of the organisation. For
example, we are all well aware of the maxim
“It’s not what you know, but who vou know"”
when personnal Favours are needed. The inter-
ventionist will be keen to compare the informal
with the formal structure, noting particularly
the extent to which informal authority and the
informal lines of communications are used. He
will be further interested to discover if sections
within the department use a distributive
approach’ of an integrative approach’ to deci-
sion making when sections are faced with inter-
sectional conflict or problems.

A PROGRAM OF ACTIVITIES
Introduction

In this scenario, the two sections in conflict
have been noted as adopting the distributive
approach (the groups look after their own
individual interests only) to inter-sectional
problem solving. The two sections, who strive
to achieve their individual goals, are experts in
their relative fields. Whenever a decision or
change needs to be made that will involve both
sections, resistance to each other’s suggestions
and ideas, a strengthening of rules and a lack
of trust develops®. Now the sections devise
deceptive tactics and maintain an air of secrecy
— one would hardly think they were working
for the same department or organisation!

Basic strategy
The basic strategy used in this program is
derived from M. Parker-Follett's “‘Construc-
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tive Confrontation™ program (refer to Table
One). Constructive Confrontation is a process
whereby Iintegration is sought by having the
parties directly engage each other and focus
on the conflict between them. This technique,
if well managed, does resolve conflict, over-
come resistance to change, and improve com-
mumceanon — all of which are applicable to
the two sections. The technique is most useful
when insufficient time is available for other
techniques such as sensitivity training and
attitude surveys™. However it shall be assumed
that there is no specific time constraint for this
OD program: it is envisaged to run for two or
more weeks.

CONSTRUCTIVE CONFRONTATION —
RESOLUTION OF CONFLICT

Result

lactic Basis

Significant power Lack of action on
held by each party some matters.
where one or both
will not face conflict.
Domination | Good deal of power
held by one party;
little by the other.
Compromise| Significant power
held by each party.
Mutual desire to
achieve a completely
satisfactory solution,

Avoidance

Victory for one, sub-
mission of the other.

Each gives up some-
thing valuable,

Integration Both parties satsfied

Table One

The program has two functional characteris-

ties:

a. it is organic, internal, amd related to the
culture of the organisation; and

b. it is designed to accomplish basic behav-
ioural change.

The Plan — Step One

The first step towards integration is 10 have
the participants reveal something of them-
selves, their job roles (as they see them), the
organisation, and the interpersonal relations as
they are perceived at the moment. The most
useful way of obtaining such information is
by a written questionnaire that ought o be
anonymous. A sample of useful questions is
at Annex A. The answers can be compared to
what the organisation expects of an individual.
For example, does a person interpret his role
in the same way as that laid down in the
formal organisation structure—

By using an anonymous questionnaire, sev-
eral things are achieved:

I. an anonymous questionnaire will be tend
to make participants more open and
truthful when answering questions, there-
by producing much more useful infor-
mation;

2. a questionnaire avoids the need for spo-
ken communication at a time when doubt
and mistrust towards the interventionist
may still exist: and
3. by allowing ample time to write responses,

a questionnaire provokes thought, enables
the respondent to clarify his own role
within the organisation, and he may be
able to put into perspective more clearly
the conflict between the two sections,

I'he other viable alternative is for the inter-
ventionist to discuss questions individually with
emplovees, However, the information obtained
may not be as useful, for the following reasons:

1. at the carly stage of the program, partic-

ipants may not have developed sufficient

trust in the mterventionist;

2. irrational or poorly thought-out responses
may be given;

3. the respondent is immediately identifia-
ble, and fear of retaliation from manage-
ment for statements made out of place is
likely to be high (this is especially true of
the Service environment); and

4. the chance of encountering a reticent
participant is also high.

One further advantage of the questionnaire
(whether written or by interview) in relation to
the Constructive Confrontation model is that
the tactics of avoidance and domination (refer
Table One) have been delaved if not bypassed.

The Plan — Step Two

By this time the interventionist has studied
all the response to the questionnaire, and
compared responses to formal organisational
requirements (for example comparing perceived
roles with formal roles). The next step in the
program involves actual confrontation between
members of each section.

The interventionist pairs off each member
with a member of the other section, (on a
random basis, to avoid favouritism, although
members should be of equal status if possible).
He provides each two man team with a ques-
tionnaire which may be the same as previous
one. Each team will then discuss the questions
for an appropriate amount of time, before
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returning to the central meeting place such as
conference room.

The aims of this step are:

1. it enables a member of one section 10
discuss his environment as he sees it,
whilst enabling the other to appreciate
the plight of his partner, and vice versa;
and
the use of avoidance and domination
tactics will be diminished significantly,
and the tactics of compromise and inte-
gration should begin 10 emerge.

There is perhaps a danger that a personality
clash will develop between the members of a
pair, or that the formal rank of participants
will obstruct progress. Should either situation
develop, the interventionist must act promptly
to settle the conflict, by swapping partners if
necessary. However strong rivalry is unlikely
in this situation, because natural leaders tend
to derive much of their dominance from those
around them. Here, they have only themselves
to rely on.

(2% ]

The Plan — Step Three

All groups should be recalled to the central
meeting place, and split into their respective
sections. At the invitation of the intervention-
ist, one team discusses problems theyv have had
in performing jobs, including intra-group prob-
lems, as well as problems at the interface with
other sections in the organisation. While they
do this, the other group listens, theyv observe
the interaction and make notes, but otherwise
do not participate. The two groups then reverse
position and roles.

At the completion of this discussion, indi-
viduals are again paired off to discuss problems
that have emerged from each group’s discus-
sions. Each pair tries to solve the implications
of the problems and develop solutions. After
a suitable time, both groups reassemble to hear
the solutions proposed, and for general dis-
cussion”,

Again any possibility of the use of avoidance
and domination tactics has effectively been
minimised. Both groups have had the oppor-
tunity of airing their grievances and of listening
to those of the other section, whilst interaction
between the two sections has occurred only on
a small scale. By this stage then, individuals
have been able to put into perspective not only
their own and section problems and shortcom-
ings, but also those of the other section.

Another aim of this step is 1o observe
interpersonal behaviour of participants whilst
groups are discussing their problems. Of par-
ticular interest is the interaction between indi-
viduals and identifying the natural (informal)
leaders within the group. Dominant personal-
ities, radicals as well as the submissive and
reticent should be noted to give a clear picture
of the power structure within the group. The
interventionist, being the professional consult-
ant would most probably recognize these per-
sonalities easiest and use that information most
effectivelv. This knowledge would be used
mainly in Step Four.

The Plan — Step Four

It is at this stage of the program that both
groups openly discuss the conflict that exists
between them. A high degree of tactful control
needs to be exercised by the interventionist
because initially at least, some very heated
debates may arise. The tactics of avoidance
and domination are very likely to be used, and
it is the interventionist’s responsibility to lead
both teams firstly to compromise and finally
to integration.

Both teams have measured the actual situa-
tion. Theyv now need to compare it to an
optimal situation. The interventionist may dis-
tribute a questionnaire with statements about
specific practices and managerial strategies as
a basis for discussion. The groups then decide
the real obstacles to progress and why they are
obstacles. What is achieved if the obstacle is
removed? What specific action is required to
remove and overcome obstacles?

Although heated discussion may frequently
emanate, participants will come to know each
other intimately through their encounters over
the intensive period of the program. They
usually learn and accept criticism in an atmos-
phere of constructiveness and caring, because
they begin to see it as evaluation or reaction
that is intended to help them gain insight into
themselves and to become more effective. With
a cohesion based on objectivity and candor,
participants may well find that they can work
together effectively both during the program
and in the future.

Therefore through careful manipulation, the
interventionist can lead both sections to total
integration, so that future problems and deci-
sions may be discussed in an atmosphere of
uninhibited dialogue, trust and friendliness.
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Feedback

Throughout the program, the interventionist
must strive to provide maximum feedback to
both the participants and management. How-
ever this program calls for detailed feedback
only after the diagnosis of the conflict. Feed-
back on the program is important for the
following reasons:

l. it helps management and participants
explore the meaning and effectiveness of
the results;

2. it allows them to question the validity
and completeness of the results; and
3. it will implicate if not specify action

required by management such as the need

to:

a. define organisational goals more clear-
ly and in terms that emplovees can
relate to;

b. spend more time on conflict resolution
and team building;

¢. enable workers to have a greater say
in the planning of operations; and

d. define individual responsibilities more
clearly.

Feedback to the interventionist from both
participants and management is equally impor-
tant. It provides a validity check on tactics
used by the interventionist, it will provide a
more accurate diagnosis of the problems, and
if negative feelings about the diagnosis emerge,
the feedback will enable the interventionist an
opportunity to create a climate in which the
negative feelings can be brought out,

SUMMARY AND CONCLUSION

The ultimate aim of this program is to
develop an effective organisation. Certainly it
is necessary to have high morale, but an
organisation would be short sighted if it strove
to achieve just that. Instead, an organisation
should be committed to building a strong
organisational structure that seeks objectivity,
openness and candor in all relationships. Peo-
ple need to confront each other to resolve
conflict, rather than avoid it. It means too that
individuals must be honest with each other by
demanding that the objectives of the organi-
sation are met fully. Furthermore, organisation
members must continue to instil inter-personal
competition, for only whom both competition
and and conflict are brought out into the open
and dealt with objectively in an atmosphere of

supportive trust can they be helpful to the
individual and the company.

Although the program described in this
article is not detailed, it does outline a strategy
that the author believes will achieve effective-
ness in an organisation troubled by interper-
sonal problems and tension. If the program is
1o be successful, the use of an external change
agent is paramount, Although he will encounter
difficulties initially, his professionalism in the
field, his experience and his personality should
allow him to achieve the goal of resolving
conflict and developing a lasting cohesion and
unity of purpose between the two parties.

A FINAL WORD

Once conflict is resolved, and each section
returns to its daily routine, management must
adopt a follow-up program to reinforce lessons
learned, and to capitalise on the effectiveness
of the program. The interventionist too, must
continue to offer and receive feedback, to
ensure continuing success of his program and
to assist in solving problems that may arise
later. In this way, a lasting cohesion will be
assured.

NOTES

1. C. Argyris “laterventon Theory and Method” (Addi-
son-Wesley 1973) p 231.

2, Finch Jones-Litterer “*Managing for Orgamsational
Effectiveness” (McGraw-Hill 1976) pp 237-8. A dis-
tributive approach is where groups look only after their
own needs, and neglect the needs of the total organi-
sation.

3, Finch Jones & Litterer foc oit. An integrative approach
is where groups work in co-operation, seeking not only
to meet their own needs, but also the needs of the total
organisation.

4. Finch Jones & Litterer loc cit.

S, W. b Byrt “Theories of Orgamisation®” (McGraw-Hill
Svdnev 1973) p 110,

6. The Conference Board **Behavioural Science-Concepts
and Management Application” (New York 1972).
Adapted from the case study, **Svntex Corporation’.

. The Conference Board — the case study “*Steinburg’s,
Lid".
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SAMPLE QUESTIONS (ANNEX A)

Below is a sample of questions that may be
used to discover the intricacies of an organi-
sation and personal feelings about a subject’s
own role and his working environment.

How would you describe vour job? What
do vou experience to be important aspects

What, if any, satisfaction do vou experi-
What factors tend to facilitate vour effec-
What factors tend to inhibit vour effec-

What do you see as vour set during the
next three to five years? What do vou see

If you were hiring someone for a job like
How would vou describe vour relationship
How would you describe vour relationship
How would vou describe vour relationship

Is there anvthing that vou have done in
the past vear that you would consider

I

of vour job?
2

ence at work?
3

tiveness on vour jobh?
4.

tiveness on vour job?
5

as the next step in your career’!
6.

yours, what would you look for?
7

with vour subordinates?
8.

with your boss?
9.

with vour peers?
10.

novel?
11. What, if any,

dissatisfactions do
experience on the job?

you

12. If yvou look back over the people who were
promoted during the last vear, what qual-
ities seemed to lead 1o success?

13. Do vou have any idea about vour superi-
or’s feeling about your work effectiveness?

14. How do you think vour subordinates eval-
uate vour work?

15. Is there anything about your job that you
would like to see changed?

16, How do vou cvaluate vour superior in
terms of:

a. openness to new ideas and information?
b. risk taking?

¢. trust?

d. conformity to pressure from above?

17. How would vou evaluate vourself in the
same characteristics?

18. Is there any conflict among top manage-
ment? If so, how is it handled?

19. If vou could alter one thing about your
boss’s behaviour, what would that be?

20. How do vou evaluate the effectiveness of
top management?

21. What do you see to be the impact of
product planning and program reviews?

22. What do you believe to be the most
important unsolved problems of this
organisation?

23. How would you describe vour leadership
stvle?

24, If you were to advise me on what to look

for if I am to truly understand
organisation, what would that be?

yvour

A NEW JOURNAL OF
THE HISTORY OF
WARFARE AND ITS
IMPACT ON SOCIETY

War and Society, a new
Enghish-language international
wurnal. s designed to provide
a forum for the discussion of
the history of war and s
mmpacl on society

The journal seeks to publish
scholarly articles on the
causes, experience and impact
of war in all periods of
history. Articles dealing with
technical and operatonal
aspects of warfare will be
considered for publication,
although the ediors hupe to

emphasise the broader relation
ships between wartare and
society rather than narrow
military history
The first issue appeared in
My 1983 and will be a
comphimentary copy  Subsenp
tion rates {or subsequent issucs
will he

Two issues; AS|2.50

Four issues: 3A24 00
Enguiries should be
addressed

The Editors

War and Society

Department of History

University of New South Wales

Duntroon, ACT 2600
Australia

Forthcomng articles will

include

Lows Green ( Monash)
“Changes in warlire in
Tuscany in the founeenth
century, ™

Andre Corvisier { Sorbonne)
“The impact of war in
Europe in the first hall of
the seventeenth century ™

G.M. Dening ( Melboume)
~Thie “face of baule’
War and “wars” i the
Pacific at the turn of the
cighteenth cemury.”

Peter Pedersen { New South
Walex)
medwocrity.”

Haig A study in

Remhard Mevers ( Boann)
International paradigms,
concepts of peace, and the
policy of appeasement ™
Murtin Alexander { Oxford)
I'he unattained alhance:
The falure of the French
Gieneral Stalf's clandestine
cooperation with the Belgian
Army in the era of Belgian
neutrality, 1937-1939.
Joan Beaumont ( Deakin)
“Prisoners of War and
privalege.™
Larry H Addimgion
{ The Citadel): " Nuclear
arms control - an American
dilemma.™




THINK SYSTEMS
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TRAINING SYSTEMS KNOW? roumisiuanve

By Major B.D. Copeland, BA BEd St RAAEC

INTRODUCTION e

N recent vears, mankind has begun to study

the concept of systems. Systems, as such,
came into existence thousands of years ago
when men and women first gathered in groups.
Ancient armies were organized into systems.
For centuries, the Chinese civil service had
administered the ‘Middle Kingdom® by an
elaborate bureaucratic system. Scholars have
argued for years over the question of whether
or not feudal society was organized into sys-
tems.

Modern man, through his studv of the
concept of systems has come to recognize
systems in all areas of life. He has “discovered’
planetary systems, social systems, blood sys-
tems, ecosvstems, computer systems, Kinship
systems, value systems and training systems.
Children at school learn about aspects of
‘systems’ through ‘sets and logic” in modern
mathematics.

A system has been taken to be an organized
whole, consisting of interrelated parts, oper-
ating according to a set of principles.

In other words, the systems have always
been there but we are only now beginning to
study their existence, to classify these and to
apply the principles of systems to other areas
of human endeavour.

It will be contended that our new awareness
of systems should be applied to Training in
general and to the New Technology in partic-
ular. It will also be contended that Course
Designers should become students of ‘systems’

SYSTEMS

Tl k™

so that they can frame or modify courses in
terms of specific technical, tactical, or admin-
istrative systems. From this, they should be

_able to compare system tyvpes and establish

insights to enrich Training and Education in
support of training.

Aim
The aim of this article is to establish the
need for those in Training to ‘think systems’.

Background

This article has been prepared in conjunction
with four (4) articles that have appeared in the
Defence Force Journal. These are:

* ‘A Programme in Problem Solving® Def-

ence Force Journal No. 14 Jan/Feb 1979;

* ‘Network Analysis and the Training Offi-
cer’ Defence Force Journal No. 24
Nov/Dec 1980;

* ‘A Framework for Education and Train-
ing’  Defence Force Journal No. 32
Jan/Feb 1982; and

* ‘A Module in Fault Finding within
Administrative and Technical Systems’
Defence Force Journal No. 34 May/June
1982,

These articles have been written to demon-
strate aspects of the process of ‘thinking
systems’ and of preparing courses to maximize
effectiveness in passing skills to student per-
sonnel.

Each article proceeds from a recognition of
the value of a Systems Approach to Training
as promoted by the services of the Defence
Force.
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Further submissions will explore the appli-
cation of ‘thinking systems’ to Course Design
related to Computer Assisted Instruction.

Why Systems?

Why is ‘thinking systems’ important to the
conduct of Training and Education? The fol-
lowing benefits are suggested:

® The integral relationship of Education to
Training should become obvious, together
with the ways in which the links can be
made.

* An inventory of skills may be established
to support the most effective rationaliza-
tion of courses.

* Those involved in analyzing, designing
and validating training courses may
become more aware of the mechanics of
integrating the component skills into a
working whole.

* Skills and courses may be organized in the
most effective way for future preparation
and use of computer soft ware.

System Types

There are three system tvpes as follows:

* Determined Systems,

* Probabilistic Systems and

¢ Self Organizing Systems, (1)

A scale may be drawn with the Determined
Systems at one end, Probabilistic Systems in
the middle and Self Organizing Systems at the
other end. As we move from the Determined
Systems to the Self Organizing Systems, the
number of independent variables will increase.
At the same time, the component of human
action increases while the predictable technical
and administrative supports decrease. All
Decision Making may be categorized along this
scale.

Dependent variables increase

Independent variables increase

L

—

DETERMINED
SYSTEMS

Determined Systems. The input and output in
such systems are completely predictable. 1t is
predictable that a correctly designed engine
will operate. It is equally predictable that an
incorrectly designed engine may not operate.
Such systems may include the operation of:

an engine,

a radio,

the computer system, and
an animal nervous system.

. o o @

Probabilistic Systems.  All technical, tactical
and administrative systems involve human
Decision-Making for design, operation, main-
tenance, repair and evaluation. It is ‘probabi-
listic’ that a mechanic will repair an engine
correctly or that a letter will be passed through

PROBABILISTIC
SYSTEMS

SELE ORGANIZING
SYSTEMS

a mail system from Point A to Point B. The
task of personnel at each point in a system is
to ensure the highest probability of success in
operation. Systems may include all those in the
Defence Force which involve input by a mem-
ber of the service.

Self Organizing Systems.  Within the systems
of human relations, there is a wide range of
variables. Such systems may operate within or
without the work situation and may or may
not be conducive to harmony and work effi-
ciency. Such systems may be identified and
applied to the design of courses in leadership.
These may include:

* value systems,

* Kinship systems, and

* social systems.
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Decisions as Input

The operation of many systems involves the
input of Decision Making. The complexity and
effect of the decision will depend on the tvpe
of both decision and system. A computer
operator mav have the option of only the
*Yes/No' decision. A car mechanic may be
required to locate a fault in the operation,
maintenance, repair or design of a vehicle.
This may involve a complex and extended
operation. A leader will make decisions across
a range of system tyvpes involving the rtactical,
technical and administrative systems as well as
the formal and informal human systems.

Ripples in a Pond

Any system operates as a complex series of
inputs and outputs, The student of systems
should be able to identify the operation of the
‘ripples in a pond’ effect, with rows upon rows
of causes and effects leading to and spreading
out from, any given action.

There is a ‘whole’ within the context of
Decision-Making. The ‘ripple’ effect requires
us to view Decision-Making as operating within
technical, tactical, administrative and human
systems.

At a particular level, a soldier may be
required to understand the operation of the
system involved in a warchouse. At a higher
level of command, there would be the require-
ment to understand the system of supply in a
theatre of war. Each ‘whole’ is ‘part’ of
another ‘whole’.

Organization of Courses

It should be possible within any organiza-
tion, for Training to proceed in terms of a
clearlv defined ‘whole’, divided into ‘parts’
and allocated to personnel responsible for
analyzing, designing and validating training
courses. The ‘whole’ would be provided by a
master map prepared to promote ease of
reference and to facilitate an effective division
of labour.

If any organization is intent on introducing
computers into Training, then it is necessary
for that organization to determine whether or
nol rationalization can occur in the organiza-
tion of the skills developed on any given range
of courses.

A possible approach is the organization of
courses in terms of the skills of Decision-
Making which would provide the framework

for the subject specific skills and for anv future
computer programmes.

Do

New Technology

The world is experiencing an explosion of
knowledge in computer technology. At present,
there is a critical shortage of skilled profes-
sionals. All governments in the world are faced
with the problem of promoting computer tech-
nology through both Education and Training.

Even before computers were introduced
within any organization, there were steps that
could have been taken to support a smooth
transition.

Mode of Thought

The operation of computers demands a
particular mode of thought. A number of
techniques is available to facilitate this require-
ment, including Network Analysis, System
Theory and Decision Making.

An organization may then promote such
techniques across all courses. There are very
few decisions that may not be translated 1o a
simple flow chart. Every Course Designer
should be able to apply Network Theory to
the planning of any task to be promoted on
a given course.

Every training programme should run with
regard for the logic and efficiency of a com-
puter programme.

Every exercise on every course should be
prepared and presented as if there were a plan
to prepare a computer programme in the
following week. This means that exercises
should be prepared in terms of:

* simple to complex;

* relevant Decision Making Skills (2); and

* mastery learning (3).
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Effective Course Design
The Course Designer has much to learn from
the systems analyst, the computer programmer
and the effective teacher. Computer Assisted
Instruction is becoming an important mode of
passing skills both to students and instructors.
The following skills are involved in effective
design of courses for Computer Assisted
Instruction:
* Analysis of the system, sub-systems and
processes under study;
* establishment of tasks;
e arrangement of tasks in logical order;
* systematic development of tasks for ‘mas-
tery learning’;
® establishment of the components of each
task; and
e extraction of any skills common to all
tasks to be developed separately and inte-
grated into the finished programme.

Study of Systems

Personnel involved in promoting Training
should be encouraged to study the operation
of systems. The types of systems that predom-
inate in a given organization will affect the
running of that organization. On the sea, a
‘ship’ system predominates. Similarly an ‘air-
craft’ system dominates in the air. So too, the
system of command in an artillery battery will
be influenced greatly by the weapon systems
in operation. All involve personnel operating
‘Determined Systems’ with an expected ‘prob-
ability” of success.

In an infantry battalion, the Commander
will strive to develop a ‘human fighting sys-
tem’. The essential feature is that the basic
components consist of people and each com-
ponent has the capacity to make decisions.
(The wing of an aircraft has no such capacity).

The Commander must also promote the ‘self
organizing’ systems to the extent that soldiers
in combat must have a degree of initiative and
self reliance to complement their ability to act
in ‘determined’ ways. If in Training, all pos-
sible aspects are identified them many ‘self
organizing functions' can be developed as
‘determined functions’.

An infantry battalion, unlike a ship or an
aircraft, has a ‘self organizing’ capacity. An
aircraft may crash. A ship may sink. However,
the loss of an important component of an
infantry battalion need not mean the automatic
loss of the battalion. The remnants of two

battalions may amalgamate on the battlefield.
However, the amalgamation of two damaged
ships is a different matter.

The Captain of a ship must centralize author-
ity and control to a greater degree than does
the Commander of an infantry battalion. Dif-
ferent svstem tvpes predominate.

Defence System

Within the Defence Svstem, there is a net-
work of interlocking sub-systems. These
include the sub-systems of operations, logistics
and manpower/personnel. Within the man-
power/personnel sub-system are further sub-
systems involving recruiting, emplovment and
training.

N

The Defence Svstem, in turn, interlocks with the parlia-
mentary system, the bureaucratic system and the economic
system. Each exerts an influence on the Defence System.
International systems also play an integral part.

A Body of Theory

It is possible for a body of theory to be
compiled and prepared for the benefit of those
involved in Training. Information would then
be made available for the following areas:

® System theory;

® Decision Making; and

* Network Analysis.

Organizations may need to assess the support
given to their Training personnel to determine
whether or not such personnel are left too
much to their own devices in analyzing, design-
ing and validating courses.

Recommendations

For any organization faced with the onset
of New Technology, the following recommen-
dations are made:
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* that the computer *‘mode of thought’ be
introduced to all courses;

* that emphasis be placed in Training Cours-
es on skills of Decision Making; and

® that Course Designers be trained to apply
with skill the perspectives of a systems
analyst, a computer programmer and a
classroom practitioner.

Conclusion

The present *state of the art’ in computer
technology involves us all in *thinking svstems’
as a daily event in our lives. Svstems have long
been important units in the industrial and
economic world, We have become involved
with a systematized approach to training. How-
ever, this does not mean that we are skilled in
application of technical, tactical and adminis-
trative systems particularly in relation to
Course Design. We, in Training and Education,
must learn to ‘think syvstems’ and to teach
students to do so as well. (8]
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ON SENTENCING THE
MILITARY OFFENDER

Dol

DEFENCE
FORCE
DISCIPLINARY
coDE

By Lt Col W. D. Rolfe, AALC

This article examines the sentencing of military offenders
in light of recent criticism levelled at that aspect of the
criminal law. The article briefly considers the signposis
and legislative guidance proffered the civil judicial officers,
and then discusses comparable features in the Army
disciplinary system. Some proposals refating to sentencing
criteria contained in the second draft of the Defence Force
Disciplinary Code are considered. The training and prep-
aration of military commanders for the task of sentencing
are examined separately. Finally the article as noted draws
conclusions from the examination of these issues.

‘A military trial should not have a dual
function as an instrument of discipline and
as an instrument of justice. It should be an
instrument of justice and in fulfilling this
function, it will promote discipline’.

General W, C. Westmorland

ILITARY law in general, and the appli-

cation of military law in the Army, is
not a widely researched subject in Australia.
Within military circles, interest has been con-
fined to persons with overall responsibilities
for the functioning of the Army, or to persons
with particular expertise. Complaints are often
heard about technicalities and ponderous proc-

esses, but rarely is anything written by persons
either subject to military law, or intmately
concerned in its application.

In the public forum, in the United States,
the Vietnam conflict generated a multitude of
articles, mostly critical, about various aspects
of military justice.® The same cannot be said
about Australia. Only one book has ever been
published in Australia on the subject of military
law, and very few articles have ever appeared
in University journals.' This situation could
change in the present climate of heightened
defence interest,* but it would be unlikely 1o
be more than supportive of the cyclical interest
pattern referred to by an eminent United States
Lawyer, Professor Joseph W. Bishop, in a
book published in 1974,

He explains, ‘The history of military law
and particularly, military justice in the United
States is one of long periods of quiescence,
interrupted by cyclical bouts of intense public
interest and reform, occasioned by war and
the conscription of great numbers of civil-
ians . . . if history is a guide, and with the
draft at an end, the interest of the public and
politicians will now abate’.” The situation in
Australia can be shown to be similar, although
a greater emphasis could be placed on public
‘quiescence’.

Immediately following the conclusion of
World War 11, the Minister for the Army
ordered an inquiry into the trial and punish-
ment of offences against military law. The
inquiry was headed by Mr Justice Reed and
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his report was presented in late 1946. From
that time until 1963, approximately eleven Bills
were prepared for presentation to Parliament,
but none came to fruition. In 1965 a decision
was taken to produce a uniform disciplinary
code for the three Services. In April 1974, the
1973 Working Party Draft on the Defence
Force Disciplinary Code was presented 1o
Parliament. A second draft was subsequently
prepared but, to this stage, in 1980, legislation
has not been passed.

In these circumstances, it behoves the mili-
tary to contnually indulge in critical self-
examination of the substantive and procedural
matters involved in military law. [t 1s arguable
that such internal examination is likely to be
self-serving unless done on a comparative basis,
and, quite clearly, community standards should
provide the basis for such a comparison. It is
a trite statement, but worthy of repetition, that
ideals and standards in the military must reflect
the aspirations of the community it represents.”

Within the constraints imposed by the pur-
pose of military law, serious attempts have
been made to ensure that an accused soldier
is given all the protections available to him
under the civil law.” Thus it is that boasts by
proponents of the court martial, that no fairer
court system exists, are often countered by
complaints from the field that it is so ponder-
ous that commanders cannot possiblv have the
time to apply it.

In recent months, no less a body than the
Federal Law Reform Commission has provided
the Army with an opportunity to measure one
aspect of the disciplinary process, that of
sentencing offenders, against the perceived
weaknesses of the equivalent process in the
civil criminal law, In May 1980 a Federal Law
Reform Commission Interim Report entitled,
‘Sentencing of Federal Offenders’, was tabled
in Federal Parliament.® In responding to the
considerable media interest, the Chairman of
the Commission, Mr Justice Kirby, said,
‘Experienced judges, daily engaged in the busi-
ness of punishing convicted offenders, fre-
quently confess that the longer they perform
the task of sentencing, the less confidence they
have that they know what they are doing.’ In
expanding upon the response by judges and
magistrates 1o a national survey conducted by
the Commission, he said that sentencing was
described as the most ‘painful’ and ‘least
rewarding’ of judicial tasks. He continued,

*Critics assert that this is so because judges are
given few sure signposts, little legislative guid-
ance, and totally inadequate preparation and
training for the task of sentencing. Serious,
knowledgeable and responsible critics . . . chastise
the disparities that exist in sentencing. (Thev)
describe the process as a “‘random lottery”
depending too much on capricious and incon-
sistent factors and on the personality and the
idiosyncratic views of the particular sentencing
judge.”

The aim of this article is to examine the
sentencing of military offenders in light of the
criticism levelled at the aspect of the criminal
law.

The article will brieflv consider the signposts
and legislative guidance proffered the civil
Judicial officers, and will then discuss com-
parable features in the Army disciplinary sys-
tem. Certain proposals relating to sentencing
criteria contained in the second draft of the
Defence Force Disciplinary Code will also be
considered. The training and preparation of
military commanders for the task of sentencing
will be examined separately, and, finally, the
article will draw conclusions from the exami-
nation.

BACKGROUND

A man does not lose his status as a citizen
merely by joining the Army. With a few
exceptions, which are not relevant in this
context, the soldier’s position under the general
law of the land remains unaltered. If he offends
against the criminal law of a State or Territory,
or of the Commonwealth, as a soldier, he may
be tried and punished as if he were a civilian.™
However, at the same time, by joining the
Army, the citizen subjects himself to military
law.

The 1941 edition of the Manual of Military
Law describes military law as * . . . an entirely
distinct code . . . which governs the members
of the Army and regulates the conduct of
officers and soldiers as such at all umes and
all places . . . """ The current Army Law Man-
ual, puts forward two objects of this code: ‘to
provide for the maintenance of discipline and
good order among the troops ... ', and, ‘to
provide for administrative matters . . . " This
article is concerned with the first of the two
objects and the disciplinary provisions to which
it relates,
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The disciplinary provisions of this code of
military law are contained in the Defence Act
1903 and the Australian Military Regulations
made under that Act. In addition the provisions
of the British Armyv Act of 1881 (and the rules
of procedure made under that Act), in so far
as they are not inconsistent with the Defence
Act, and in so far as they have been adapted
and modified by the Australian Military Reg-
ulations, also form a part of that code." The
effect is that a military disciplinary code exists
as part of the statute law of Australia, and,
L . with the considerable difference that so
much of it as relates to discipline is adminis-
tered by Army tribunals and not by civil
judges, it is construed in the same manner and
carried into effect under the same conditions
as to evidence and otherwise as the ordinary
criminal law of England, as modified by the
Australian Military Regulations’."

SIGNPOSTS AND LEGISLATIVE GUID-
ANCE

The *signposts’ that the judicial officers seek
are in themselves difficult to define. The search
for a more precise phrase reaches back to the
very raison d’etre of the criminal law. The
Law Reform Commission of Canada has stat-
ed, ‘Criminal Law, . .. primarily has to do
with values. Naturally, for crime itself is
nothing more nor less than conduct seriously
contrary to our values . . . Crimes are not just
forbidden, they are also wrong. As such — as
wrongful acts — they demand response’.'*

The question really becomes, ‘what type of
conduct so offends societal values as to attract
criminal sanctions?’, and, having decided on
the requirement for sanction, ‘what particular
sanction does society require be imposed?’ The
answer to the first question will be initially
established by executive decision, and as a
question of degree and of societal attitudes,
will be reflected in the sentence imposed by
the judiciary. Societal attitudes can be ambi-
valent (witness the public debate concerning
the possession and use of marijuana) and are
certainly in a constant state of change. It is
this ambivalence and flux which creates diffi-
culties for the judiciary. As to the second
question, society demands that sentences
imposed reflect humanitarian ideals, retribu-
tion, prevention, deterrence and rehabilitation.

Clearly, it would be a brave man who would
categorically state the attitude of society to
conduct across the range of human activity.
Equally clearly, it is quite impossible to say
that, in any sentence, the requirements of
retribution, deterrence and rehabilitation, have
been successfully combined. '

What guidelines are offered the judicial
officer? In Australia, as in England, ‘Criminal
statutes generally authorise terms of impris-
onment far longer than are normally imposed
in practice, and Parliament, in creating an
increasing variety of non-custodial sentences,
has generally been content to establish rela-
tively broad conditions of eligibility without
requiring sentencers to use particular measures
in any specified class of case . The shaping
of sentencing policy is entrusted substantially
to the judiciary . . . " The judiciary is left with
a discretion and a considerable body of case
law has developed on the application of this
discretion. The process and the inherent dif-
ficulty involved in this system is described by
D. A. Thomas: ‘While in certain contexts the
court articulates a principle, or series of prin-
ciples, in a systematic manner, it is frequently
necessary to identify the operative principles
from the examination of a considerable number
of cases, none of which specifically identifies
the relevant criteria, but which, when viewed
collectively, clearly conform substantiallv to a
pattern which can be described.”'™ (emphasis
added)

Notwithstanding the existence of a describ-
able pattern, the task of the judicial officer
remains an unenviable one. Within the spare
legislative framework he must impose a sanc-
tion which reflects difficult to define, and, at
times, conflicting societal attitudes. In exercis-
ing his discretion he must have regard to broad
principles, the application of which will vary
according to the nature of the crime, the age
of the offender, the likelihood of his rehabil-
itation and a wide range of other equally
important factors.

The Military ‘Signposts’

What signposts and legislative guidelines are
provided for the military commander in his
sentencing task? The answer centres around an
understanding of the requirement for disci-
pline.

Historically, large bodies of armed men have
been regarded as uncertain beasts, which must
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be carefully leashed. The preamble to the
original British Mutiny Act of 1689 reflected
this fear.

‘... And whereas noe Man may be fore-
Jjudged of Life or Limbe, or subjected to
any kinde of punishment by Martiall Law,
or in any other manner than by the Judge-
ment of his Peeres, and according to the
Knowne and Established Laws of this
Realme. Yet, nevertheless, it being a requisite
for retaineing such Forces as are or shall be
raised dureing this Exigence of Affaires, in
their Duty an exact Discipline be observed.
And that Soldiers who shall Mutiny or stir
up Sedition, or shall desert their Majestves
Service be brought to a more Exemplary and

speedyv Punishment than the usuall Forms of

Law will allow . . .

The preamble recognised the basic precepts
of the common law but sanctioned a departure
from those precepts in the interests of an exact
discipline. A part of the reason for such
discipline was the protection of the community
itself, but the purely military interest was
succinctly put, some 200 vears later, by Deputy
Judge Advocate Colonel Robert Carey, CB,
who wrote, ‘Those Corps in which the strictest
discipline has been maintained in times of
peace will always be found to be the most
efficient in times of war or on occasions of
emergency. the men having learnt the advan-
tages of discipline will perform their duties
better, with a greater facility to themselves,
with less labour and fatigue, and therefore
with a proportionate gain in power. The coun-
tryv, as well as the Army, will derive benefit
from all ranks having acquired the habit of
attending with the greatest exactitude to all
those minute details of military life which,
irksome, unnecessary, or trivial as they may
appear, will be found to be vital portions of
the whole military system. Soldiers who have
thus acquired habits of regularityv and order
will maintain their efficiency unbroken, and
will do good service in times of disturbance or
when thrown in exceptionaland difficult posi-
tions. '™

Discipline clearly embodies the idea of regu-
lation of individual conduct to ensure the effi-
ciency of the whole body. In sentencing a
military offender, in the interest of discipline,
the military commander has a number of
distinct advantages over his judicial counter-

part. In the first place, discipline in a military
body is recognizable. In the second place, the
regulation of conduct in a group of men of
similar age and training is far narrower than
the conceptual relationship of the criminal law
to societal values (ranging across all age groups
and vocations). Third, the commander who
sentences a soldier for breaking the military
rule is also responsible for the discipline of the
unit in which the offence occurred. He is
vitally interested in conduct which impairs the
efficiency of his unit, and, in order to deter or
prevent such conduct, he combines what
amounts to an executive and judicial authority
(a feature quite alien to the civil law).

His first recourse is to leadership, which is
defined in the Army Handbook on Leadership
as * . .. the art of consistently influencing and
directing men in tasks in such ways as to
obtain their willing obedience, confidence,
respect and loval co-operation ... ™ The
same handbook carefully relates this definition
to the definition of discipline, * . . . a state of
mind that produces a readiness for willing and
intelligent obedience . . . ** Subsequent para-
graphs go on to distinguish discipline from
punishment, pointing out that the latter is one
of the means which can be used to influence
the actions of men by correcting and preventing
the recurrence of faults.

In the military then, punishment, or response
to a military offence, is simply a tool of
leadership. The military commander seeks to
regulate conduct rather than promote adher-
ence to a difficult to define set of values. His
signpost is the day-to-day efficiency of his unit
and this will be clearly visible in the enthusiasm
and bearing of his men, and in the manner in
which tasks allotted are completed.

Legislative Guidance in the Military

The question of legislative guidance on the
imposition of sentence then arises. Like the
civil system, no particular punishments are
specified for particular offences.

At the summary disciplinary level (from sub-
unit, through unit commander to formation
commander) a limited range of punishments
are provided under the regulations but no
regulatory guidance is given on how these
punishments should be imposed. One answer
to that implied criticism is to assert that the
level of punishments are low and commensur-
ate with the nature of the offence dealt with
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at summary level. (If seven days detention, 14
days confinement to barracks and a 40 dollar
fine can be considered low.” In addition, a
soldier will, in certain circumstances, have the
option to elect trial by court martial rather
than by his commanding officer. Further, the
sentence could be reduced by a superior author-
ity who would, in theory, be concerned to
ensure that the punishment awarded was the
least possible consistent with discipline. There
are difficulties with all three assertions, but,
particularly in relation to the third, a transcript
of proceedings is not available for perusal by
the superior authority, thereby severely restrict-
ing his consideration of the matter. This situ-
ation provides a foundation for claims of
disparity in sentencing based on personality
and idiosyncratic views.

At the court martial level, Australian Mili-
tary Regulation 321 details certain general
principles upon which consideration of sen-
tences should be based, but they are both
broad and outdated (AMR 321 is reproduced
at Annex B). Sub-regulation 321 (11) provides
suggestions for usually sufficient punishments,
but the guidelines are few and totally inade-
quate. A greater range of punishments is
available to the court martial, but the lack of
clear sentencing criteria, together with the fact
that courts martial are constituted on an
irregular basis, and will often be composed of
different officers on each occasion, ensures
that there is no thread of consistency to be
seen in the application of punishments.

The sketchiness of provisions relating to
sentencing have long been recognized, and
were taken up by the 1973 Working Party on
the draft Defence Force Disciplinary Code.
The Report of the Working Party states:
‘Sentencing criteria have been included . . .
Although an innovation in this country, we
regard the relevant provisions as a significant
feature of the legislation. In the military con-
text where command and discipline have for
so long been closely interrelated, we believe it
essential that there be provisions which clearly
indicate the purpose sof particular punishments
and the principles by which they should be
imposed.™ Section 79 of the draft, dealing
with sentencing criteria, is reproduced at Annex
(e

The provisions are quite comprehensive
although an unusual feature is the failure to
provide criteria for reduction in rank, a pun-

ishment which, in the case of a warrant or
non-commissioned officer, falls between dis-
missal and fine (both of which have criteria)
in the scale of punishments. No reason is given
for this failure. A possible reason is the fact
that reduction in rank, or forfeiture of service
for the purposes of promotion, are peculiarly
military punishments, with no counterpart in
the civil law, and which may therefore be
regarded as matters clearly within the experi-
ence of a military tribunal. Such reasoning
would be in serious error, but further specu-
lation is unwarranted. To the extent of this
deficiency the provisions of the draft code do
not measure up to the ideal presented in the
report.

One final comment on the draft criteria
involves Section 77(i) (g) which is to the effect
that where an offence before a military tribunal
has a similar civil counterpart, the tribunal
shall have regard to the practice of the civil
courts. The provision serves an excellent func-
tion in drawing on the ideals and experience
of the civil community but it is ironic that
military tribunals should be related in this
manner to civil practice, when critics and
judicial officers have such grave misgivings
regarding the basis of that practice.

In summary, under the present disciplinary
code, the military commander is in no better
position than his civil counterpart. His powers
of punishment are established by legislation,
but he is given little guidance as to the
dispositions of punishments. The problem
becomes more acute as the seriousness of the
offence increases and the range of punishments
expands in the hierarchical disciplinary system.
The problem has been recognized, and inno-
vatory steps have been taken to rectify the
situation. Some doubt exists as to whether the
proposals contained in the draft Defence Force
Disciplinary Code are sufficiently detailed and
to that extent the sentencing criteria should be
re-examined in light of the ideal stated in the
Report of the Working Party.

TRAINING AND PREPARATION FOR THE
SENTENCING TASK

Again, the writings of Colonel Carey (a man
of unusual perception) draw together the
strands of command and discipline and indicate
the knowledge and qualities required of the
sentencer.
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*Discipline and efficiency can only be secured
by a careful study of individual character, by
attention to the most minute details of all that
concerns the health, comfort, or necessities of
soldiers, by impartiality, by experience, and by
a determination to enforce obedience to all the
rules and regulations of the service. To a
certain extent this can only be attained by
punishment, and at times by severity, it is,
however, not only necessarv to know what
punishment can legallv be awarded, but also
to discriminate and to decide what punishment
ought to be awarded, when punishment can be
dispensed with, or when it must be resorted
to, and when the object desired 10 be attained
will be best secured by a slight or severe
award.”™

I'he thrust of Colonel Carey’s comment is
to the effect that discipline is achieved through
lcadership and that one of the leader’s tools
is discriminatory punishment. That summation
approximates the extent of the coverage given
the relationship of discipline and leadership in
the Australian Army Handbook on Leadership.

A detailed consideration of this relationship
is beyond the scope of this article, however,
a few words are necessary. In general terms,
in the Officer Corps, there is no distinct
leadership training in the Army. Part of the
reason is that some officers doubt that ‘lead-
ership’ can be taught, or, il they do so believe,
they do not understand how it can be taught.
The difficulty is that leadership is an abstrac-
tion. Man, on the other hand, is real and can
be moulded, educated, provided with skills and
presented as a leader. The success of this
leader, that is, his ability to provide leadership,
then depends upon the application of his
character and education to the training and
directing of men. (In the case of the new
officer graduate, the character is often embrvo,
and the education related more to principles
of minor tactics and economics than to soci-
ology.)

Some few officers teach themselves to under-
stand their own sociological strengths and
weaknesses, and those of their men, and are
then able to apply their skills in leadership.
Others stumble across a successful combination
of vigour and authority and still others rely
solely on their authorityv. All are forms of
leadership, in descending order of usefulness,
the latter resulting in what was described by

Colonel Carey as * . . . a poor sort of discipline
which would not stand anv severe strain’.™
The fact is that, in the Army today, leadership
is expected to be learnt by practical experience.
The scornful comment of Bismarck springs to
mind: *Fools say they learn by experience. |
prefer 1o learn by other people’s experience.’™
This being the case, it is instructive to briefly
examine the training given to officers in the
management of the disciplinary tool of pun-
ishment.

The first instruction in military law is given
in the officer producing institutions of Dun-
troon and Portsea. The aim of instruction at
Portsea 1s 1o give cadets sufficient knowlede
of military law to enable them to carry out
their duties as junior officers.” The terminal
objectives of the course require that each cadet
must be able to:

a. identify the sources of military law,

b. locate references for military offences

and redress of wrongs,

frame a charge report,

d. apply arrest and suspension procedures,
and

e. state procedures 1o be followed in the
investigation ol a charge.

This extremely limited course provides for
eight lectures, thirteen study periods, six syn-
dicate discussions, one demonstration and two
periods of examination. During the subsequent
four or five years, the new officer learns by
experience, and under the now obsolete exam-
ination svstem would then be required to sit
a three hour examination covering all aspects
of military law. The examination system has
now been replaced by a Junior Staff Course
designed to prepare officers for staff appoint-
ments in the rank of captain.

The military law aspect of this 10 week
course will be contained, for the most part, in
the Unit Administration module and will train
officers for particular practical problems they
face as junior staff officers. Notwithstanding
the practical level of instruction, the course in
military law is an ambitious undertaking con-
sidered in light of the duration of the course,
and the fact that military law is only one aspect
of one of five modules. It is unlikely, in such
a compressed course, that the instruction could
be pitched at any level bevond a mechanical
review of the regulations. During the remainder
of an officer’s career, there is no further
instruction in the application of military law.

L
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In this situation the emphasis must be on
experience. In order to obtain a rough guide
as to the level of experience in disciplinary
matters in the Army, a brief and limited survey
of officers attending the 1980 Staff College
course was conducted. The results appear at
Annex D. The majority of officers surveyed
have now completed the vears of service where
continual direct contact with soldiers was
involved. In the normal course of events they
will fill staff appointments and their next
command will be at unit level (carrving with
that responsibility, expanded powers of pun-
ishment). Considering their level of training in
military law to that stage, they will rely heavily
on their experience.

Of the Staff College students surveyed, the
experience across the arms and services
involved an average of one point six two years
service (1.62) as a sub-unit commander (that
is, an officer having limited powers of punish-
ment), one appointment as an officer under
instruction at a court martial, and an average
of less than one appointment for each of
defending officer, prosecuting officer, and
member of a court martial. In an average
figure of 14 vears service in the Army, this
level of experience can hardly be regarded as
either extensive or adequate.

An important rider should be attached 1o
the above comments. The comments should
not be taken as indicating that the overall
military experience of an officer in sentencing
a military offender counts for nothing, but
rather as indicating that a very important
aspect is missing from that experience.

On the whole, the military commander is in
no better position, with regard to preparation
and training for the task of sentencing, than
his judicial counterpart in the civil law. While
the purpose of punishment itself may be clear,
the development in officers of an understand-
ing of the relationship of command and dis-
cipline, their training in the scope and juris-
diction of military law, and their authority and
responsibilities under it, and the existing level
of experience in the application of the disci-
plinary provisions, leave much to be desired.

CONCLUSION

The concern of the legal profession and of
judicial officers at the lack of sure signposts
and legislative guidance and at the totally
inadequate preparation and training, should be

of equal concern to the military in the appli-
cation of the military disciplinary provisions,
The military, clearly, should reflect the ideals
and standards of the society it represents.

Of the three criticisms considered, the matter
of lack of sure signposts, or direction, is of
least concern to the Army. The object of the
disciplinary provisions of military law is clear
and does not produce the difficulties inherent
in the relatonship of the criminal law 1o
ambivalent and difficult to define societal
values. Discipline in a military unit is recog-
nizable, and, should it falter, the military
commander has both the executive and judicial
authority to rectify the situation.

On the other hand, like his civil counterpart,
the military commander is given little legislative
guidance as to how he should best approach
that task. The military has recognized the
deficiency and has taken steps in the drafy
Defence Force Disciplinary Code to lay down
sentencing criteria. The draft provisions are
quite detailed but a serious deficiency appears
in the limiting of specified sentencing criteria
to punishments of imprisonment, dismissal,
detention, and fines. The criteria ignore the
middle range of punishments dealing with
forfeiture of service and seniority and with
reduction in rank. This matter should be
reconsidered in light of the ideal put forward
bv the Working Party on the code.

An examination of training in military law
and of the extent of experience in its application
provides the greatest cause for concern. As in
the civil law it is quite inadequate. If the Army
is to promote effective leadership then it must
pay careful attention to all the resources of
the leader, including his ability to promote
discipline through the award of punishment,
where necessary, in a just and impartial man-
ner. Like Bismarck, the Army should be
scornful of men who prefer to learn by expe-
rience and should, instead, place the experience
of others in the hands of its commanders.

ANNEX A
MELBOURNE AGE, 23 MAY 1980

Fairer Courts Call
CANBERRA — Radical changes to Aus-
tralia’s legal system have been recommended
by the Law Reform Commission in a bid to
end the ‘random lottery’ of criminal punish-
ment.
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The commission has called on the Federal
Government to provide judges and magistrates
with publicity available guidelines spelling out
the criteria they should consider when sentenc-
ing criminals.

This follows widespread criticism of incon-
sistencies caused by courtroom deals and the
different personalities of judges and
magistrates.

Judges have also confessed to the Law
Reform Commission that they lack confidence
in their ability.

The chairman of the commission, Mr Justice
Kirby, said yesterday: “‘Experienced judges,
daily engaged in the business of punishing
convicted offenders, frequently confess that
the longer they perform the task of sentencing,
the less confidence they have that they know
what they are doing.”

In a report tabled in Parliament, the com-
mission also calls for:

Abolition of parole for Federal offenders,

describing the system as a charade,

A new deal for victims of ¢rime.

A review of Federal Government penalties

and

Study of alternatives to jail.

The commission’s interim report, Sentencing
of Federal Offenders, 1s being considered by
the Attorney-General, Senator Durack. A final
report will be prepared following public hear-
ings.

Although the report affects Federal jurisdic-
tion, all States are expected to consider closely
its recommendations.

The report follows Australia’s first study of
Federal crime and punishment,

Justice Kirby said nearlv 80 per cent of
judges and magistrates had responded to a
national survey by the commission. He said
the replies gave a *‘fascinating insight''.

“Sentencing was described as the most
“painful’ and *‘least rewarding’ of judicial
tasks.

“*Critics assert that this is so because judges
are given few sure signposts, little legislative
guidance, and totallv inadequate preparation
and training for the task of sentencing,” he
said.

“*Serious, knowledgeable and responsible. . .
chastise the disparities that exist in sentencing.”’

““(They) describe the process as a ‘random
lottery” depending too much on capricious and
inconsistent factors and on the personality and

the idiosyncratic views of the particular sent-
encing judge.”

The commission urges the Federal Govern-
ment to establish a national sentencing council
to prepare guidelines on sentencing, spelling
out criteria which judges should consider.

**They will replace the hurried conversations
in the corridor and other idiosyncratic consid-
erations which all too frequently affect the
current practice of sentencing and punish-
ment,”” it says.

The Council would also review Federal pen-
alties, and the charging and prosecuting prac-
tices, monitor prison conditions and provide
the judiciary with training facilities and infor-
mation on sentencing.

The proposed council is similar to a body
envisaged in legislation now before the United
States Congress.

The commission says it found evidence of
“significant and enduring’’ cases of disparity
and inequality in sentencing. Reform was jus-
tified.

There were inconsistencies at the charging,
prosecuting, pleading, sentencing and appeal
stages. This, and problems caused by State
agencies handling some Federal responsibilities,
led to “‘well-established and persistent differ-
ences in the levels of imprisonment and lengths
of prison terms imposed in different parts of
the country™.

“*Sentencing is too important a matter to be
left in its current unco-ordinated state,”” the
commission says.

Because of Australia’s geography and insti-
tutional arrangements, there were greater
opportunities for disparity and unfairness in
punishment of offenders.

On parole, the commission says it causes
justifiable resentment and injustice, and has
many failings,

Its failings included promoting uncertainty
in punishment, the assumption that conduct
could be safely predicted.

“It is a charade,” the commission savs.

“The spectacle of a long sentence of impris-
onment no longer deceives the community,
which knows that the offender will serve a
much shorter period in prison before being
released on parole.”
It was preferable to return to a system by
which judges imposed sentences meant to be
served, less standard and uniform remissions
for good behaviour and industry.



24 DEFENCE FORCE JOURNAL No. 41, July’ August 83

The commission says keeping prisoners is
costly — more than $20,000 a vear for a
married man — and contribute to continuing
criminality.

More research into alternative punishment
was needed, and jail should be used as a last
resort. Some Australian prisons were inhu-
mane, degrading and substandard.

The commission also urged the Government
to establish a tribunal to award compensation
to victims of violent crime. It says that in the
long term victims of non-violent ¢rime should
also be compensated.

ANNEX B
EXTRACT FROM AUSTRALIAN
MILITARY REGULATIONS
Regulation 321

I. When passing sentence, a court martial
should have regard, not only to the nature and
degree of the offence, to any extenualing or
aggravating circumstances disclosed by the
evidence, and also to the previous character of
the offender as provided in evidence, but also
the nature and amount of any deprivations
which (by the operation of any Act or regu-
lations or otherwise) he will suffer, by reason
of the finding or sentence, in addition to the
punishment imposed by the sentence. When
awarding imprisonment or detention the court
should keep in view the locality and climate in
which the offender will have to undergo his
sentence. Sentences should vary according to
the requirements of discipline, but in ordinary
circumstances, and for the first offence, a
sentence should be light. Care should be taken
to discriminate between offences due to youth,
inexperience, temper, sudden temptation, or
unaccustomed surroundings and those due to
premeditated misconduct.

2. All convictions, whether by a civil court
or a court martial, for offences (except offences
which by direction under these regulations have
not been entered in a regimental conduct sheet)
committed by a soldier since his first enlist-
ment, including those incurred in a state of
desertion, should be given in evidence after a
finding of guilty.

3. When attention has been called in orders
issued in the command or military district to
which the offender belongs to the unusual
prevalence of the offence of which he has been
found guilty, a court martial should also have
regard to the fact that such warning has been
issued.

4. If the accused has elected to be tried by
court martial instead of submitting to a sum-
mary award, his punishment could never, on
that ground, be increased, and in ordinary
circumstances, the court should not award a
heavier punishment than could have been
awarded summarily.

Note: See AM.R. and 0.403 (7TA).

5. Discharge with ignominy cannot be
imposed for an offence committed when not
on war service or with a sentence of detention.

6. Discharge may be imposed for an offence
committed, whether on war service or not.

7. A soldier who is convicted of an offence
against A.A. 17 or I8 (4) or (5) or 41 or
AMUR. 203 (1), (xxviii), (xxxii), or (xxxiii),
unless in the opinion of the court there are
special reasons to the contrary, should, if liable
to be sentenced to imprisonment, be so sen-
tenced. In other cases, imprisonment should
not usually be inflicted, except when, in the
opinion of the court, it should be accompanied
by discharge or discharge with ignominy. A
soldier convicted of a purely military offence
who, at the expiration of his sentence will
return to military duty, should not usually be
sentenced to imprisonment; but this direction
does not apply to offences committed on war
service when, in the opinion of the court, the
requirements of discipline necessitate a sentence
of imprisonment, though discharge or dis-
charge with ignominy is not inflicted.

8. Detention was introduced into the scale
of punishments in order that soldiers who are
convicted of offences which do not call for
discharge need not be subject to the stigma
attached to imprisonment.

9. When an offender is convicted of two or
more charges, the sentence should be that
which is considered adequate for the gravest
of the offences, with some addition for the
other charge or charges.

10, Dismissal is usually advisable only in the
case of a voluntarily enlisted soldier who has
been twice previously convicted of desertion or
fraudulent enlistment, or for anoffence against
A.M.R. 205 (1), (a), or for an offence falling
within the descriptions contained in sub-regu-
lation (11) (c¢) of this regulation. Dismissal
should not usually be inflicted on war service.

11. The punishments mentioned in the fol-
lowing table will usually be sufficient when not
on war service:
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Punishment
Offences Detention |  Imprisonment Remarks
L]
a In the absence of a previous Not exceeding An additon of from 7 to 28 days’

conviction or of aggravauing
circumstances, or of antecedents
appearing to require a severe lesson, or
of an unusual prevalence in the unit or
garrison of the species of offence
forming the subject of the charge.

First desertion within first six months’
service and when not under orders for
embarkation.

Leaving guard or post.

Offences of sentries.

Insurbordinate or threatening language.
Disobedience not of a grave nature.
Resisting escort, not involving an
altempt at serious injury.

Breaking out of barracks.

Neglect of orders.

Absence.

Failing to appear a1 parade.

Beimng out of hounds.

Drunkenness.

Release of person or allowing person 1o
escape (not wilfully).

Escaping from custody.

Losing by neglect under AM.R. (1)
(xlii).

Irregularity or omission in regard 1o
returns (not fraudulent).

Conduct 1o prejudice, ete (not of a
serious nature).

2% days

detention may appropriately be made in
the case of each previous conviction,
whether for a similar, or any other
offence, or of any circumstances that
aggravate the gravity of the offence,
provided that the full detention does
not exceed 89 days.

b, Siriking a supenior office.
89 days

Disobeying a lawful command (graver
cases).

Desertion other than under sub-par. (a)/
Fraudulent enlistment,

False evidence.

False accusation.

Conduct to prejudice, ere, (graver than
under sub-par. (a) ).

Not exceeding

Offences of violence under A M.R, 203
(1) (xiii), in their gravest form, may
justify a sentence of imprisonment.
Offences under AN R, 203 (1) (xiii)
should normally be punished more
severely when committed against a
supertor officer being in the execution
of his office than when not in the
execution of his office; an offence
having relation to the office of a
superior being of greater gravity than
an offence against the individual apart
from the duties of his office, and
especially in the less serious classes of
such offences, the lower the rank of the
superior officer against whom the
offence is committed, the less, usually,
will be the gravity of the offence.

¢. Ordinary theft.

Frauds.

An offence under par. (a) of A.M.R.
205:(1);

Gross violence to superiors.,
Disgraceful conduct under par. (xxxiii)
of A.M.R. 203 (1).

Not exceeding
89 days.

12. (Omitted)

13. An officer cashiered or dismissed will
not thereby be relieved from liability to serve
in the ranks under Part IV of the D.A.

14. This regulation shall not limit the dis-
cretion of a court martial to pass any lawful
sentence which in the opinion of the court is
necessary.

15. In respect of articles, the value of which
are not stated in the charge, a court martial
should not include in their sentence any order
for payment or stoppages.

16. A sentence under D.A. 97 (¢) should be
in or to the effect of the following form:—

To pay the sum of — to make good ex-
penses occasioned by the offence men-
tioned in the charge.
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the loss of
damage to
the following articles, viz:— (here set
out the articles
and the individual amounts required to
make the loss or damage
17. (Omitted)

ANNEX C
DEFENCE FORCE DISCIPLINARY CODE
SECOND DRAFT

1. A service tribunal in determining the
appropriate sentence to pass on a person
convicted by it of an offence shall have regard
to:

a. the rank, age, maturity, character, per-
sonal history, physical health, mental
condition, circumstances and responsi-
bilities of the person;

b. the nature, circumstances and conse-
gquences of the offence;

¢. any mitigating factors including any
substantial grounds which, though fail-
ing to establish a defence, tend to excuse
the conduct of the person;

d. the need to deter the person or others

from committing similar offences;

the prior convictions, if any, of the
person, whether by a civil court or a
service tribunal, and whether or not the
tribunal which so convicted him made
an order discharging him without pen-
alty;

f. the direct or consequential effects of
any possible sentence, and

g. the practice of the civil courts where the
offence is a civil offence or where at
least one of the essential elements of the
offence is of such a nature that the
person could have been tried in respect
thereof by a civil court.

2. A service tribunal shall pass that sentence
which is in the opinion of the tribunal, the
least possible, consistently with sub-section 1,
to achieve the reformation of the person and
to maintain the discipline of the Defence Force.

3.A service tribunal shall not impose a
punishment of imprisonment except:

a. on a member on whom it is also impos-
ing the punishment of dismissal from
the Defence Force;

b. on a member when it has convicted of
an offence of which at least one of the

L]

essential elements is of such a nature
that he could have been tried in respect
thereof by a civil court, or

¢. where it is of the opinion that no other
sentence is appropriate,

and, in everv case where the tribunal does
impose a punishment of imprisonment, it shall
state its reasons for so doing.

4. A service tribunal shall not impose a
punishment of detention:

a. on any member under the age of eight-

een years, or

b. on any other member on whom it is
also imposing the punishment of dis-
missal from the Defence Force, unless
it is of the opinion that no other
sentence is appropriate,

and, in every case where the tribunal does
impose a punishment of detention, it shall state
its reasons for so doing.

5. Subject to sub-section 6, a service tribunal
shall make an order suspending any punish-
ment of detention imposed by it for an offence
of which it has convicted a member unless:

a. there is undue risk that during the
period of suspension the member will
commit a further offence;

b. to do so would not give due weight to

the seriousness of the offence;

the member has previously been sen-
tenced to a punishment of detention the
period of which was not totally sus-
pended;

d. the member was at the time he com-
mitted the offence subject to a punish-
ment of detention, whether or not the
period thereof was totally or partially
suspended;

e. the offence was committed in connec-
tion with operations against the enemy,
or

f. the maximum punishment for the off-
ence is imprisonment for a period of or
exceeding 2 years,

and, in every case where the tribunal does not
make an order suspending a punishment of
detention, it shall state its reasons for not so
doing.

6. A service tribunal which:

a. convicts a member of more than one
offence, and

b. imposes, in respect of one of these
offences, a sentence of detention which
it does not suspend,

L&)
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shall not make an order under sub-section §,
in respect of any of the remaining offences.

7. A service tribunal shall impose a punish-

ment of dismissal from the Defence Force:

a. on an officer on whom it is also impos-
ing the punishment of imprisonment,
and

b. on a member when in the opinion of
the tribunal:

(1) the seriousness of the offence or the
maintenance of discipline of the
Defence Force so requires, or
(2) he is not capable of rehabilitation
in the Defence Force, and
(3) his offence or conduct has been of
such a nature that his discharge
should be marked as dishonourable
and attended by the consequences
therecof,
and, in every case where the tribunal does
impose a punishment of dismissal from the
Defence Force, it shall state its reasons for so
doing.

8. A service tribunal shall not impose a

punishment of fine upon a person unless:

a. the person is or will be able to pay the
fine, and

b. the fine would not prevent the person
from meeting any reparation orders the
tribunal may wish to make.

9. In determining the amount and method
of payment of any fine it may wish to impose
on a person, or of any reparation orders it
may wish to make against him, a service
tribunal should have regard to the financial
resources and responsibilities of the person and
the nature of the burden the payment would
impose.

10. In determining whether or not to make
any reparation order against a person convicted
of an offence from which he derived pecuniary
gain, in favour of any other person who
sustained loss of damage through or by reason
of the offence, a service tribunal may have
regard to such circumstances as it considers
relevant, but ordinarily should made a repar-
ation order if the person convicted has not
already fully compensated the other person.

Il. In determining the sentence of a person
convicted of an offence, through or by reason
of which another person sustained loss or
damage, the tribunal should accord weight in
favour of a lesser sentence to the fact that the

person convicted has already voluntarily com-
pensated, or will by order of the court com-
pensate, the other person. Q

NOTES

1. Westmoreland, General Willilam C. Military Justice
— A Commanders’ Viewpoint. The American Crim-
inal Law Review, 5, 1971,

2. Hodson, Kkenneth J. ‘Military Justice: Abolish or
Change’. United Srates Army Military Law Review.
Bicentennial Issue. US Government Printing Office,
Washingian DC, 1975, p. 579,

. Lewis, A, N. Australian Military Law. (Published by
the author,) Hobart, 1936, The only university journal
article seen by the writer was contained in a very early
volume of the Federal Law Review. It concerned
Courts Marual in Australia and was written by Kep
Enderby.

4. Since the *Bowral Incident” a number of articles have
appeared in pertodicals such as the Pacific Defence
Reporter. The articles, although not directly concerned
with military law, are concerned with the rights and
liabilities of servicemen in the performance of their
military duty under the general law.

5. Bishop, Joseph W, Justice Under Fire — A Study of
Military Law. Charterhouse, New York, 1974,

6. An interesting feature of Canadian military practice
is the appointment of an officer in the Judge Advocate
General Corps to liaise directly with the Law Reform
Commission of Canada.

. The constraints imposed by the fact of service are not
always recognized, A concise example is contained in
the Report of the 1973 Working Party on the Defence
Force Disciplinary Code at page (ix). *Sect 136 provides
for trials by courts martial and magistrates to be
public but it is impossible to convey either legal
officers or the public to a summary trial in a ship at
sed. The most that can be done is to provide that
summary trials shall be held as openly as the exigencies
of service permit.’

8. The Report, at time of writing, has not been published
but should appear during September 1980 as Report
Number 13.

9. The material quoted appeared on page | of the
Melbourne *Age’ on 23 May 1980 under the heading
‘Fairer Courts Call'. The article is reproduced at
Annex A.

10. Sece generally paragraphs 1D and 2 of Chaprer 1 of
Manual of Military Law 1941 (Australian Edition) and
note 2 on page 2 of that reference which quotes Sir
John Mansfield, CJ, in Burdett v Abbou (1812) 4
Taunt, 401, *It is, therefore, highly importani that the
mistake should be corrected which supposes that an
Englishman by taking upon him the additional char-
acter of a soldier puts off any of the rights or duties
as an Englishman,’

11, Manuval of Military Law, 1941 (Australian Edition),
Government Printer, Canberra, 1941, p. 2.

20 Army Law Manual, Volume 1, “An Imtroduction to
Army Law’, p. %

13. See generally Sections 54, 55 and 88 of the Defence
Act 1967 (contained in the Army Law Manual, Volume
1, Part 1),

14, Manual of Military Law, p. 3.

15. Law Reform Commission of Canada Report. "Our
Criminal Law' Ouawa, 1976, p. 5.

16. The Honourable Justice Miuchell, CBE, has said:
‘Statistics do not speak with a sufficiently reliable
voice 1o enable the courts to know whether the
imposition of a particular sentence has acted as a
deterrent.” Mitchell, The Honourable Justice. The
Web of Criminal Law. 1975 Boyer Lectures. Australian
Hroadcasting Commission, Svdney, 1976, p. 48.
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17. Thomas, D. A. Principles of Sentencing (Second
Edition). Heineman, London, 1979, p. 3.

18, Thomas. p. §.

19. Bishop. p. 7.

20. Carey, CB, Colonel Robert, Deputy Judge Advocate.
Military Law and Discipline, London, 1877, p. 3.

21. Australian Army Handbook on Leadership, 1973, p.
IX.

22, Australian Army Handbook on Leadership. p. 5-1.

23, Australian Military Regulation 215, The punishment
quoted is the maximum available 10 a commanding
officer.

24, Defence Force Disciplinary Code, Second Draft, with
Report of 1973 Working Party. Australian Govern-
ment Publishing Service, Canberra, 1975, p. (vii).

35, Carey. p. 3.

26. Carey. p. c.
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ANNEX D
SURYEY OF DISCIPLINARY EXPERIENCE OF OFFICERS ATTENDING STAFF COLLEGE 1980
Total Years Service Member
Total Years Service with Disciplinary of Court
No of Average with Disciplinary Powers as Total of Times as Martial
Persons of Years Powers as Officer Commanding Officer Under  Defending Prosecuting (1)
Surveyed Corps  Service Commanding Officer Instruction Officer  Officer
(a) (b) (c) (d) () () (g) (h) o
5 RAAC 14 9 | 2 0 2 2
5 RAA Is 17 2 11 9 4 6
6 RAE 14 7 0 10 b 4 3
i RA Sigs 14 1 2 6 1 i 4
13 RA Inf 15 21 0 12 11 5 4
2 AAvn 16 0 2 I 2 0 |
1 Int 15 0 0 2 0 0 2
2 RACT 15 7 3 1 P 4 3
5 RAAOC 14 3 2 10 1] 1 7
3 RAEME 14 6 0 | 0 0 0
TOTALS
50 81 12 59 46 23 il
Average Figures per Officer 1.62 years .24 years 1.18 92 46 62
14
Totals for ‘teeth arms’ RAAC, RAA, RA Inf 1.0 25 20 11 12
25 RAAC
RAA 15 47
RA Inf
Average l-'ignres_per Officer for ‘teeth arms’
RAA 15 1.88 years 06 vears 1.0 8 44 48
RA Inf

Lieutenant Colonel Rolfe graduated from RMC in 1968. He served in Vietnam as a platoon commander. In 1975
he was admitted as a Barrister and Solicitor of the Supreme Court of the ACT. He attended Siaff College in 1980
and is currently attending the Judge Advocate General's School in Virginia, USA. This article first appeared in
the Fort Queenscliff Papers.




Lieutenant General

Sir Vernon Sturdee, KBE, CB, DSO

By Colonel 1. P. Bucklev, OBE, ED, (Rel)

ERNON Ashton Hobart Sturdee was born

on 16 April 1890 at Frankston, Victoria,
There was little doubt that he would become
a member of the Armed Forces. His father,
Colonel Alfred Hobart Sturdee, CMG, was a
well known doctor and Citizen Force officer
who was to serve with the Australian Army
Medical Corps in the Boer War and later at
Gallipoli and in France.

Vernon Sturdee's uncle was to become
Admiral of the Fleet, Sir Doveton Sturdee, Bt,
GCB, GCMG, RN, the victor of The Falkland
Islands battle of 1914 when he destroved the
German Pacific Fleet commanded by Admiral
Graf von Spee. In passing, it is interesting to
note that Sir Doveton Sturdee’s flagship was
HMS *“Invincible’” which later was sunk at the
battle of Jutland., The second HMS *“‘Invinci-
ble’” plaved an important part in the 1982
Falkland Islands campaign and at one time
there was some prospect of it becoming Flag-
ship of the Australian Fleet.

Two other uncles, on his mother’s side of
the family. were also prominent members of
the Citizen Forces. They were Colonel Sir
Charles Merrett (after whom Merrett Rifle
Range at Williamstown, Victoria is named)
and Sir Charles’s half-brother Colonel Harry
Perrin who was a well known Artillery officer.

Sturdee was educated at Melbourne Church
of England Grammar School and after leaving
there served his apprenticeship with Jaques
Bros engineering firm in Richmond, Mel-
bourne. As soon as he was old enough he
joined the Corps of Australian Engineers.
Colonel Foott (later Brigadier-General C. R.
Foott, Chief Engineer of the Australian Corps,
Ist AIF in France) encouraged voung Sturdee
to sit for the Permanent Force examination.
He did so, passed and was commissioned on
19 October 1908,

By October 1914, Sturdee was a Captain in
the Ist AIF and he embarked for the Middle
East as Adjutant, Ist Division Engineers. He
and his father who was commanding a Field
Ambulance, served together at Gallipoli.

He was to make rapid progress up the
military ladder and by January 1917 was acting
CRE 4th Division, The following month at age
26, he was promoted to the rank of Lieutenant-
Colonel to command the 4th Pioneer Battalion
in France.

Later he was CRE 5th Division, Ist AIF
after which he was to be one of the very few
Australian officers posted in March 1918 as a
General Staff Officer to General Headquarters,
British Expeditionary Force. Until that time,
Field Marshal Haig had refused to accept AIF
officers for staff appointments. This attitude
had caused some protracted argument between
Mr W. M. Hughes, Prime Minister of Australia
and the British Government.

Sturdee served for six months on GHQ and
this experience was to prove invaluable for his
future more senior appointments. He quickly
learnt the staff work involved in mounting and
maintaining large scale operations and dem-
onstrated an ability to fit in easily as a team
member working with British Army officers.
The experience also impressed upon him the
importance of cooperation between Allied
Forces. His capacity for skilful negotiating at
higher levels with British and American officers
was 1o be recognised later, particularly in
Washington in 1942-43.

By the end of World War | he had been
awarded the DSO and OBE. His service at
GHQ had been reported on very favourably
by the British.

Returning to Australia in November 1918,
he was appointed Staff Officer Engineers and
CO, RAE, 3rd Military District and subse-
quently Brigade Major, Engineers 3rd Division.

Because of his outstanding service on Gal-
lipoli, in France and especially at GHQ, Stur-
dee was identified as an officer with a bright
future in the Australian Army. It caused no
surprise when he was selected in 1921 to attend
the Staff College in Quetta for two vyears.
There he was to gain further experience in
working closely with British and other Domin-
ion officers.

Following his Staff College course he was
posted to the Royal Military College, Duntroon
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as instructor in Military Engineering and Sur-
vey. His next appointment was Staff Officer
““G"" Branch, 4th Division.

In May 1929 he was posted to the General
Staff at the War Office, London for two vears’
exchange duty prior to commencing a course
at the Imperial Defence College in January
1931. After graduating from that course he
was appointed Australian Military Represent-
ative at the Australian High Commission in
London.

This period of more than four vears in
London gave Sturdee very useful practical
experience in dealing with War Office staffs at
all levels. He made lasting friendships there
with some of the officers who in another ten
vears or so were to become prominent British
Army leaders in World War 2.

In February 1933 he was appointed Director
of Military Operations and Intelligence
(DMO&I) at Army Headquarters, Melbourne.
As Sir Sydney Rowell has recorded, the General
Staff Branch then was a very small organisation
having only two Directors under the Chief of
the General Staff; namely DMO&I and DMT
(Director of Military Training). In essence,
DMO&I dealt with everything except training
matters and as there was no DCGS in those
days, the DMO&I was expected to serve as
principal adviser to the CGS on a multitude of
subjects.

As DMO&I, Sturdee was convinced that the

main threat to Australia would be most likely
to come from Japan. Although this was not
a popular view at that time, he maintained his
advocacy for the need for planning to meet
such a contingency. He was not all convinced
in his own mind that Singapore was impregn-
able even though this was a cornerstone of
Imperial Defence policy of the period. It is
known that whilst at the Imperial Defence
College and in War Office circles, Sturdee had
shown the courage to be outspoken regardless
of whether or not his opinions were well
received.
By early 1938 it was evident that the volume
of General Staff functions other than training
then being handled at Army Headquarters,
Melbourne was too great for the one Direc-
torate. To relieve the pressure on DMO&I it
was decided therefore to establish a Directorate
of Staff Duties.

Because of his alreadv proven ability, his
War Office experience and his own choice,

Sturdee was appointed as the first Director of
Staff Duties in the Australian Army. Lieuten-
ant-Colonel S. F. Rowell (later Lieutenant-
General Sir Svdnev Rowell) succeeded him as
DMO&I. Later, Rowell was to write (Austra-
lian Army Journal, August 1966, page 6) as
follows:

“To those of us working with him then,
Sturdee displayed those characteristics which
he retained all his life. He had a very precise
mind — he had a great sense of the need for
priorities — he saw the problem very clearly
— he was able to give orders which left no
one in doubt as to what was wanted and he
then left people 1o get on with the job . . ."”
“When it came to the answer he was kindly
and constructive in criticism. But he didn’t
suffer fools gladly and told them so, while,
at the same time he was unerring in picking
out the one who was dragging his feet and
who needed encouragement or something
stronger. But above all he knew how to
laugh, and thus was a great help to peo-
ple i "

At this time Lieutenant-General Squires was
seconded from the British Army to become
Inspector-General of the Australian Military
Forces. Some of the older and more senior
officers at Army Headquarters opposed this
appointment. There was resistance too to some
of the reforms recommended by Squires;
changes he had proposed in the Army’s best
interests. Fortunately Sturdee could see the
need for these reforms so he did his best 1o
persuade senior officers to accept the reorgan-
isation proposals. His influence in the Army

at that time was of considerable help to
Squires.
Shortly afterwards, General Squires was

appointed Chief of the General Staff and it
then became his responsibility to implement
the reorganisation he had designed. Part of
this involved a much needed reshuffle of senior
appointments in the Army and included
upgrading the ranks of the General Officers
Commanding Eastern and Southern Com-
mands to the level of Lieutenant-General.

General Squires having been impressed by
Sturdee when he had been at the War Office,
appointed him GOC Eastern Command in
October 1939 thus elevating him from Colonel
to the rank of Lieutenant-General in the one
promotion — undoubtedly a record for the
Australian Army.
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GOC Eastern Command

The new GOC faced a most daunting task
in Eastern Command because of the need for
swift expansion of the Army to meet the
requirements of the 2nd AIF as well as creating
a local defence capability. Practically over-
night, there developed as enormous sense of
urgency to try to make up the leeway of an
Army that had been starved of finance and
equipment for so many vears and to bring up
10 usable condition manv of the Defence
facilities that had been allowed to run down.
These problems were very evident to Sturdee
when he took over his appointment. He set
about his task with tremendous drive and
enthusiasm in a manner that was to have an
almost electrifving effect on the Command.

The writer who was serving then at HQ
Eastern Command, witnessed what seemed to
be an immediate and invigorating change in
the attitude of staff officers, commanders and
units following the arrival of their new GOC,

Lieutenant-General Sturdee gave the highest
priorities to raising, accommodating, training
and equipping AIF units. General Rowell was
to comment later on this vital work in these
terms: “‘Eastern Command was the example
to all other Commands in giving priority to
the AIF's requirements and in rapidly fitting
them out for overseas service.”

The magnitude of the task of preparing the
ALF for overseas operations was almost unbe-
lievable — except to those serving at that time
who had a clear realisation of all the gigantic
difficulties involved in having to convert a
grossly neglected peace-time Army to a war
footing in extremely compressed time. Stur-
dee’s untiring efforts throughout this period
came to the notice of political figures such as
Menzies, Spender, Kent Hughes, Curtin and
Dedman, a fact that was to stand him in good
stead a few vears later.

GOC 8th Division

Following the death of Lieutenant-General
Squires in March 1940, Lieutenant-General Sir
Brudenell White was recalled from retirement
to fill the appointment of Chief of the General
Staff. Meanwhile Sturdee had been appointed
GOC 8th Division, 2nd AIF to get which he
readily took demotion in rank to Major-Gen-
eral. He bought to this posting the same
enthusiastic drive and dedication he had dem-
onstrated in Eastern Command.

His time with the Division however was to
be limited due to a tragic aircraft accident in
which Sir Brudenell White and three Govern-
ment Ministers were killed. Sturdee had served
for only two months with 8th Division before
he was appointed Chief of the General Staff
on 30 August 1940.

It was with some feeling of disappointment
that he moved to the CGS appointment.
Although gifted and well qualified as a thor-
oughly experienced staff officer, he was much
more interested in command. He had looked
forward ecagerly to training 8th Division and
leading it in combat overseas. Furthermore, he
did not especially relish the prospect of having
to spend his war years at Victoria Barracks,
Melbourne knowing that in that position,
inevitably he would have to become involved
with politics and politicians,

Chief of the General Staff

Rowell has mentioned that Sturdee had been
selected very early in his service, as an officer
who was to be groomed for top appointments
in the Army. It is clear from Sturdee’s subse-
quent carcer that every effort was made to
ensure that he would be properly trained and
well equipped eventually to fill the CGS post
with success.

Now all of this preparation was to be put
to the test at a critical time in Australia’s
history. Sturdee had many valuable talents to
enable him to undertake the challenge. Impor-
tantly he had the ability to remain calm in an
emergency, a quality that had become apparent
to many of his staff and subordinates. Perhaps
he had inherited this trait.

It had been said of his uncle, Admiral of
the Fleet Sir Doveton Sturdee that *‘no man
had ever seen him rattled.”” Having given his
orders to engage the German Fleet in The
Falkland Islands in 1914, the Admiral delib-
erately retired to his cabin for breakfast before
battle commenced (**Coronel and Falkland™
by Geoffery Bennett, page 140).

Vernon Sturdee was still voung and physi-
cally strong enough to cope with prolonged
stress. Furthermore he had the confidence to
know that his military knowledge lacked noth-
ing. He therefore set out quickly to assume
the responsibilities and trials of the top Army
job in Australia, including all those responsi-
bilites he had for the AIF overseas.

Some of Sturdee’s major problems on assum-
ing the CGS appointment were:
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a. Raising and maintaining forces for the
Middle East, Malaya and Islands of the
South West Pacific Area;

b. The expansion, equipping and upgrading
of the Militia (Citizen Military Force);

c. Expansion of the industrial war potential
(Sturdee had tried to foster this in the mid
1930s; he had recommended production of
the 25 pdr gun in Australia at that time);

d. Planning Australian defence to meet the
threat of a Japanese thrust southwards;

e. The rapid development and expansion of
coast and anti-aircraft defences at major
ports; and

f. Initiation of massive works programmes
for the rapidly expanding Army,

There was to be little rest or relaxation for
Sturdee for the next two years. There was so
much to be done and so few assets available.
The cream of the nation’s voung men were
being trained to be sent overseas and the
equipment situation was lamentable.

Much time had to be spent in educating
politicians on the needs for manpower, finance.
production and other resources and policies
that had to be geared to the escalating war
effort, particularly as the situation with Japan
deteriorated. Sturdee had been a *“‘front run-
ner’’ in forecasting conflict with Japan and his
judgement was soon to be confirmed.

He was most concerned about the very
serious lack of munitions production capabil-
ity. Up to the outbreak of war, Australia was
almost entirely dependent on supplies of war-
like stores from overseas. Most of the guns
and ammunition then available were World
War 1 stocks brought back from Europe. The
General has never been given enough credit for
his policy of encouraging and making demands
on industry for the manufacture in Australia
of war equipment requirements. He firmly
believed in the theory of self sufficiency espe-
cially in munitions production. He also had a
keen appreciation of the significance of logis-
tics,

On becoming CGS he appointed Major-
General T. R, Williams as his Chief Military
Adviser to the Ministry of Munitions. Williams
was one of Sturdee’s close friends and confi-
dants. He did much to ensure that essential
needs were met from Australian sources.

Perhaps it was Sturdee's own earlier engi-
neering production training that provided the

basis of his understanding of the importance
of local manufacture and its vital bearing on
the defence of the country; a fact that was 1o
become very clear to many others as the
Japanese threat materialised.

The General gave every encouragement (o
Essington Lewis who had been loaned from
BHP to become Director-General of Munitions
Production and also to Mr Laurence Hartnett
(later Sir Laurence) Director of Ordnance
Production. These two men were to play an
important role in the production of the mul-
tiplicitv of warlike stores by Australian man-
ufacturers.

Sturdee was particulary pleased and grateful
for the excellent results that were being
achieved at such a desperate time when prac-
tically nothing could be obtained from over-
seas. Although pressed for tme he could
always fit into his busy schedule visits to see
some new Ordnance factory complex or to
look at some new item of major equipment
being produced for the first time in Australia,
He welcomed these opportunities to get away
from the Victoria Barracks *‘grindstone.”

It is of no credit to the Australian Govern-
ment of that time that Sturdee was the only
Australian member of the Chiefs of Staff
Committee. His colleagues were British senior
officers seconded from the RN and RAF. A
more short sighted policy is hard to imagine
now. The excuse has been made that there
were then no suitable RAN or RAAF officers
available. This made 1t difficult for Sturdee
because even with the best of intentions, the
other Chiefs were oriented to UK policies and
requirements. This problem became even more
pronounced later when British and Australian
interests diverged over the return of the AIF
to Australia; a dispute which became a major
policy conflict between Churchill and Curtin,

As the war with Japan appeared to become
inevitable, Sturdee was pressing the Govern-
ment 1o take major steps in restructuring the
Australian defences and organisation. Up to
this period, the whole emphasis had been given
to the forces overseas, including the RAN and
RAAF. The flower of Australia’s vouth were
abroad, leaving only an ill equipped, inade-
quate Militia for the land defence of the
mainland.

Sturdee had persuaded the Government to
call up the Militia; but this had taken time
and patience. As Sturdee told Rowell and
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others later, he was “‘nearly thrown out of the

Cabinet room™ for his trouble!

A decision was made to recall some senior
officers from the Middle East. One was Major-
General Sir Iven Mackay. GOC 6th Division,
who was appointed GOC-in-C Home Forces.
However as Ivan Chapman states, Sir Iven was
still subordinate to Sturdee in this appointment.
Sturdee and Mackay were good friends of long
standing and respected each other and Sir Iven
was a frequent visitor 1o the Sturdee home in
this period. It is true to sayv that Mackay
relieved Sturdee of much of his burden.

Brigadier S, F. Rowell (later Sir Svdnev
Rowell) who had been Brigadier General Staff
of HQ Ist Australian Corps, Middle East had
replaced Major-General John Northcott (later
Lieutenant-General Sir John Northcott) as
DCGS. Sir John, a most capable officer, had
been striving earnestly to carry out all the
duties of DCGS as well as GOC Ist Armoured
Division, but it just was not practicable for
one person to perform properly both appoint-
ments simultancously. Sturdee and Northcott
were well acquainted and thev knew each
other’s abilities very well.

In the latter half of 1941 the urgency for
defence preparations went from crisis to crisis
with several new emergencies arising almost
daily. Some politicians became decidedly con-
cerned about the approaching Japanese threat,
even though they had been warned much earlier
and often by the CGS. In fact, he had never
wavered from his beliefs of the mid 1930s, that
Japan might be tempted to launch an attack
on Australia if Britain ever became preoccupied
militarily elsewhere.

Fortunately, Sturdee found the new Curtin
Government more receptive to his recommen-
dations and his personal relationship with
Curtin was good. Some of Curtin’s Ministers
did not forget the value of Sturdee’s work at
this time of crisis. Dedman in particular and
Chifley, were to remember his performance
later when they had the task of selecting a
post-war CGS.

The balance sheet of Australian defence
readiness when the Japanese attacked Pearl
Harbor and Malava, showed that:

a. HQ and Corps Troops, Ist Australian
Corps, together with 6, 7, 8 and 9th
Divisions were on active service abroad;

b. The great bulk of the RAN were serving
in overseas theatres;

¢. RAAF personnel, after training in Canada,
were serving mainly in UK and other
theatres with the RAF;

d. Insummary, the elite of Australia’s forces
were engaged in operations overseas; and

¢.  Munitions production in Australia was still
deplorably small, but was increasing.

On the credit side there were meagre
strengths of Army, Navy and Air Force per-
sonnel in various stages of training in Australia;
but thev were deficient in warlike stores and
other essential equipment. These troops had
little hope of providing effective defence
against any determined enemy attack on Aus-
tralia.

Even after Malava was invaded, the vast
majority of the Australian population thought
that the Japanese would be well and truly
stopped by the “‘impregnable’ defences of
Singapore. This line had been fed to them so
consistently in the pre-war and early war years,
that they still believed it; and even the doubters
wanted to believe it.

When Singapore did fall, the effect in Aus-
tralia was one of great anxiety (if not alarm)
and disbelief. Sturdee quickly deployed rein-
forcements to Rabaul and Timor in an attempt
to delay the Japanese sweep southwards. Years
after those perilious months, he was to suffer
some criticism for this action, from a couple
of military history analysts. But his reasoning
at the time was that even untrained and poorly
equipped troops would be better than none,
and that if they could delay the enemy advance
even a little, then desperately needed time
would be gained for the task of strengthening
the mainland’s defences. Nevertheless, the Jap-
anese advance pressed on relentlessly and with
growing speed.

The collapse of Singapore and the capture
of Java set the Government into a state of
near panic, HQ 1st Australian Corps, 6 and
7th Divisions and Corps Troops were then en
route from the Middle East to the Far East,
Advanced elements of this force had landed in
Java and were to be trapped by the advancing
Japanese while the remainder of the returning
2nd AIF, codenamed *“*STEPSISTER™ were
still on the high seas scattered across the Indian
Ocean.

STEPSISTER Force had not been loaded
tactically on leaving the Middle East. Troops
were embarked in passenger vessels converted
into troopships and their heavy equipment,
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guns and vehicles were loaded in slow moving
cargo ships, hundreds of miles and more
behind the units to which they belonged.

The writer, serving with HQ 1 Aust Corps
and returning in the “‘Strathalan’’ was delayed
in Colombo for five days while the destination
of the force was decided. Little fighting equip-
ment was held in that and in other ships; not
even enough for deck training purposes.

Churchill at this time resolved to divert
STEPSISTER Force to Burma to help hold the
Japanese advance that was being made into
that country. Accordingly he put this propo-
sition to the Australian Government. It will be
recalled that Churchill had sent Australian
troops to Gallipoli, to Greece and now there
was the prospect of another potentially disas-
trous deployment, this time in Burma.

Return of the AIF Middle East Forces to
Australia

Having regard to the deplorable state of
Australia’s defences and the dramatic advance
by the Japanese towards the Australian main-
land, carrying all before them in the islands to
the north-west of the continent, it was clear to
the CGS that unless Churchill’s proposition
was rejected immediately and unconditionally,
the AIF troops would be landed in Burma. On
Churchill’s orders, issued before any official
concurrence had been given by the Australian
Government, they already were heading in that
direction!

Sturdee concluded that it was imperative for
STEPSISTER Force to be re-routed forthwith
to defend Australia. By now some Government
Ministers were showing their grave concern
(and agitation) but there were observers at the
time who reported that the CGS remained
remarkably calm and decisive throughout this
crisis — shades of his uncle in The Falkland
Islands in 19147

Some time later when the writer as a Licu-
tenant-Colonel, returned from the Middle East
and reported for duty as HQ Home Forces,
then located at the Ivanhoe Grammar Shool
in Melbourne, he was told by Sir Iven Mackay
in one conversation that during the exchange
of critical communications between Churchill
and Curtin, there were certain politicians who
“*lost their heads™ whereas Sturdee had
remained quite unruffled. His whole attitude
had reminded Sir Iven (a pre-war Headmaster
of a well known Grammar School) that Kipling
could have had someone like Sturdee in mind

when he composed his poem **IF'" and wrote
the lines:

“If vou can keep vour head when all

about vou

Are losing theirs and blaming it on

VO sz w7
After a night of deep thought and consideration
with little sleep (which Lady Sturdee at the age
of 92 sull remembers) Sturdee telephoned
Curtin on the morning of 15 February 1942 10
recommend that the STEPSISTER convoy be
diverted to Australia without delav.

Sturdee was well aware of the frightful
consequences if the AIF was not returned to
defend Australia. He felt so strongly about
this that he threatened to resign if the Curtin
Government did not support his recommen-
davion. Many vears later the writer asked the
General whether he would have carried out
that threat, to which his most positive answer
was “*Most decidedly; there was far too much
at stake!™

Shedden, Rowell and Berryman thought that
this was the most important decision Sturdee
had taken in the whole of his service. It was
vital to the defence of Australia and the
linchpin for the later checking of Japan’s
thrust into New Guinea.

Curtin was under very great pressure at this
time, but he decided to act on Sturdee’s firm
recommendation. Japanese propaganda had
boasted that the returning AIF would be
torpedoed and decimated and Curtin being a
compassionate man, was very worried about
this possibility. He sought solace in his own
room and cut himself off from interruption.
Finally, his devoted Private Secretary Mr Fred
McLaughlin who was a deeply religious man,
managed to persuade Curtin to join him in
praver for the safe return of the AIF. Accord-
ing to MclLaughlin, who previously had
recounted this episode to the writer and did so
again in 1982 in Melbourne, to the Reverend
Williamson, Curtin thereafter was noticeably
more at ease.

Note: Mr F. A. McLaughlin, known as the

“Prince of Private Secretaries’ was secretary

to Prime Ministers Bruce, Curtin and Chi-

flev. His last appointment was Assistant

Secretary, Department of Defence, following

long service as Secretary of the Defence

Committee. After his retirement he assisted

Shedden with the preparation of the Shedden

papers.
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C G S General Sturdee with Military Board and Field Marshal Montgomery (1948)

Verv properly, Curtin has gone down in
history as the Australian Prime Minister who
had the courage to cross swords with Churchill
and to a lesser extent, with Roosevelt. What
1s more important, he won out on this vital
matter which had the potential to be a terrible
disaster for Australia, as well as for Burma.

Many vears later that brilliant British his-
torian Ronald Lewin had this to say (page 176
of ““The Chief’; his biography of Lord
Wavell):

“*The crude and mundane facts are that even

if the Australians had been allowed 1o
disembark at Rangoon, they would have
been swallowed up...in an inevitable

catastrophe, thus embittering Common-
wealth relations even further.”

In a letter dated 15 May 1981 to the writer,
Lewin wrote that when he was working on
Slim’s biography, he became convinced that it
would have been nonsense to even think of
putting the Australian troops into Burma at
that stage of the war.

Also, in the Official History, Lionel Wig-
more in the ‘‘Japanese Thrust’ (page 465)
wrote:

1t is now evident that the 7th Division

would have arrived only in time to help in

the extrication from Pegu (near Rangoon,

Burma) and take part in the long retreat to

India. In that event it could not have been

returned to Australia, rested and been sent

to New Guinea in time to perform the crucial

role it was to carry out in the defeat of the

Japanese offensive which would open there

in July.

The Allied cause therefore was well served

in the sound judgement and solid persistence

of General Sturdee who maintained his
advice against that of the Chiefs of Staff in

London and Washington; and by the tenacity

of Mr Curtin who withstood the well mean-

ing pressures of Churchill and Roosevelt.”

As Curtin will be remembered as the Aus-
tralian Prime Minister who stood up to Church-
ill and Roosevelt, so too should Sturdee be
remembered as the Australian Chief of the
General Staff who won out against the Chiefs
of Staff in London and Washington. Yet only
Wigmore has seen fit to record this vital
segment of Australian history.

The combined efforts of these two great
Australian leaders contributed enormously to
saving Australia in late 1941 and early 1942,
the time of greatest peril in the nation’s history.

Return of General Blamey as
Commander-in-Chief

In March 1942 General Blamey returned to
Australia from the Middle East and was
appointed Commander-in-Chief of the AMF.
He decided at an early stage to abolish the
Military Board and in fact accepted broadly
Sturdee’s proposals for the reorganisation of
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the Army. For the time, at Blamev's request,
Sturdee remained CGS. It is well known that
Blamey and Sturdee alwavs operated together
harmoniously and although thev had minor
differences on some military matters, as Heth-
erington has written, ‘‘Blamey liked Sturdee

and they worked well with each other”.

By July 1942, MacArthur, Curtin and Bla-
mey were concerned about representation of
the Australian Army in Washington. In close
consultation with MacArthur, it was decided
that a top Australian General should be sent
to Washington to aggressively put Australia’s
requirements to the US Defence machinery at
the highest level. This would help MacArthur's
own requests particularly for manpower and
material. Also major decisions were being
made in Washington therefore Australia’s
views needed to be stated firmly and authori-
tatively so that they would be properly taken
into account.

It was agreed that Sturdee was the one Army
officer who had all the essential qualifications
for this task and he was asked by Curtin and
Blamey to accept the appointment. MacArthur
told Sturdee that he was glad about his selection
for the post and offered to assist him with
introductions and letters of recommendation
to top ranking US Army officers.

At first, Sturdee was reluctant to accept the
appointment as he was still hoping for an
operational command in the AIF. However,
he recognised the importance of the Washing-
ton assignment and when Blamey assured him
that at the end of one year, he would be
recalled to a field command, Sturdee agreed
to go. Curtin confirmed Blamey’s promise.

MacArthur honoured his part of the arrange-
ment and when Sturdee arrived in Washington
he was very well received by the senior officers
of the US Army. Their warm reception was to
develop in to valuable working relationships
for the duration of his term in Washington.

Australian officers who served with Sturdee
in Washington including Colonel Wilton (later
General Sir John Wilton), spoke glowingly of
the effectiveness of his dealings with the Com-
bined Chiefs of Staff. In that crucial period,
Australia’s interests and requirements were
forcefully represented by Sturdee who also
established a right of direct access to General
George Marshall, US Army Chief of Staff, on
matters of importance.

At the end of his service in the United
States, Sturdee was informed by Curtin and
Blamey that his mission had been highly suc-
cessful, both from the Australian and Ameri-
can viewpoints.

GOC First Army

Sturdee returned from Washington to com-
mand First Aust Army, the most senior field
command available. Blamey knew that Sturdee
had the qualities of a good commander and
equally important, that Sturdee was a loval
and trustworthy officer who would get on with
the job he was appointed to do, without fear
or favour to anvone.

Now Sturdee was in a position to serve what
would be the last twelve months of the war in
command of Australian forces in New Guinea,
Bougainville and New Britain. His forces were
adequate in strength and equipped to take the
offensive.

He felt that he had reached his goal. As
GOC of the top Australian field formation, he
quickly set about his new task with the same
dedication and zeal that had characterised all
of his previous senior appointments.

Whilst he did not have the opportunity to
exercise the deployment of large forces in
operations in New Guinea — for that matter
neither did any other Australian General — he
performed his duties to the complete satisfac-
tion of General Blamey and the Prime Minister.
He had some difficulty with one of his senior
subordinates who had been known on occasion
to misinterpret instructions, but as Rowell was
o write:

“Any assessment of his (Sturdee’s) worth as

a commander in the field is best left to those

who served with and under him. They tell

of a wise and tolerant commander who gave
clear orders and left his subordinate com-

manders to get on with the job whilst he did

his utmost to see that they were adequately

supported.™

After Blamey had accepted the surrender of
the Japanese forces on behalf of the Australian
Government, Lieutenant-General Sturdee took
the surrender of Japanese forces in the First
Army Area from General Imamura, Com-
mander of the 8th Army Area and Admiral
Kusaka, Commander South East Area Fleet,
on board the British aircraft carrier HMS
“Glory’ at Rabaul on 6 September 1945. It
is of interest to note that the two Japanese
swords handed over in that surrender ceremony
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Athis desk as C G S (1945)

together with the sword worn by Sir Vernon,
were presented to the Australian War Memorial
by Lady Sturdee in February 1982,

General Blamey (later Field Marshal Sir
F'homas Blameyv) retired from the AIF in
November 1945 having rendered most out-

standing and distinguished service to Australia
in two World Wars.

Return to CGS

Late in 1945 there was considerable discus-
sion about the organisatuon of the Australian
Army (0 meet peacetime requirements. The
Chitley Government had given much thought
to this subject and finally decided to reinstate
the Military Board.

Careful consideration was given to the var-
ious contenders for the appointment of CGS
as there was plenty of talent available; but as
Rowell stated, Sturdee seemed to stand out as
the one officer of high rank to whom no
exception could possibly be taken. Further-
more, Chifley had been impressed by a stead-
fast Sturdee in the difficult times of 1941-42
and so also had Dedman the Minister for
Defence, and other Ministers.

Sturdee therefore was appointed Acting C-
in-C to replace Sir Thomas Blamey, with
instructions to reestablish the Military Board
ds soon as ]"l“\\ihlu_

He stated some vears later that he would
have preferred to go into retirement at that
stage. He was 535 and had been offered some
attractive directorships in industry. However,
Chifley was eager 1o appoint as CGS, a man
who could weld the post-war Army into a team
without undue turmoil and to settle down some
obvious rivalries which
Chifley there was always great respect and
trust between them — Sturdee agreed to accept
the position.

Although the war was over, there were many
very important tasks awaiting the CGS’s atten-

tion, such as:

existed. Pressed by

a. Demobilizing the Army;

b. Raising, organising and maintaining the
British Commonwealth Occupation Force
in Japan;

¢. Convincing the Government of the need
to provide a suitable Regular Army and
CMF for peacetime;
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d. Disposing of surplus equipment stocks;
but at the same time, persuading the
Government to hold enough in reserve for
any future emergencies;

¢. Retaining an appropriate industrial capac-
ity to provide for the Services' require-
ments;

f. Retaining and upgrading training estab-
lishments and facilities; and

g. Culling out surplus (and some elderly)
officers.

For his second term as CGS, Sturdee served
from March 1946 to April 1950 during which
period the Government approved his plans for
the post-war Army. In this time the Regular
Army had been established and was functioning
smoothly; the CMF had been launched; BCOF
in Japan was performing with distinction under
capable commanders; the Ordnance Depots
were adequately stocked; and importantly,
Sturdee had given his strong support to Joint
War Production planning resulting in many
wartime factories being retained and in some
instances, new factories or annexes being set
up to meet potential defence requirements,

The writer was the first Secretary and Exec-
utive member of the Australian Joint War
Production Committee and is very aware of
the part Sturdee played in the carly stages of
its work. It is to the discredit of later Govern-
ments that so much of that industrial war
potential has been lost since that time.

Sturdee got on well with the many Army
Ministers he served. Some he liked and respect-
ed — others the reverse; but always he recog-
nised that the Minister’s authority was para-
mount. Whilst he would argue for and
vigorously push his own views, once any
Ministerial decision was taken, the CGS then
would do evervthing he could to implement it.

During Sturdee’s 1946-50 term as CGS, the
Army enjoyed much prestige in the eyves of the
Government. This was brought about undoubt-
edly by Stwurdee's own performance which
Chifley admired, and also by the Army’s
outstanding work in BCOF and in the NSW
coal strike of 1949, [t will be recalled that
Chifley was forced to call the Army into the
mines to keep essential services operating. The
Prime Minister was grateful for the CGS’s
unwavering support throughout that trouble-
some period.

Relations with Defence Department

In the mid 1930’s Sturdee as DMOKI,
commenced a long and close association with
the Secretary, Department of Defence (the late
Sir Frederick Shedden) which was to have a
marked impact on the defence of Australia in
World War 2, To the Government, Shedden
was seen as a “‘strong man' and certainly the
most influential person in all matters concern-
ing Australian defence over a period spanning
some twenty vears. He has not been given
sufficient credit fot the excellent work he did,
probably because he consistently shunned any
from of publicity.

However, at one stage after the end of the
war, some difficulties arose for the Chiefs of
Staff in their relationship with Shedden which
caused them to recommend to the Government
that he be appointed Chairman of the Defence
Committee. The Chiefs considered it necessary
to make this request as a means of ensuring
that their views once endorsed by Shedden as
Chairman, would be presented to the Minister
in the form intended by the Committee as a
whole. By being thus committed to the collec-
tive decisions of the Defence Commirtee, Shed-
den then became less able to inject any of his
own differing views, which at times he had
dong, in his capacity as Secretary of the
Defence Department.

Shedden and Sturdee both of them excep-
tionally capable and of strong personalities,
shared a high degree of respect for each other.
This was evident particularly throughout the
crisis times of early 1942 when Australia was
in grave danger. Likewise, Sir Thomas Blamey
and Shedden enjoyed a good working associ-
ation with each other. It was widely known
that Blamey had great respect for Shedden’s
powerful influence as well as for his compe-
tence.

The writer served as an Assistant Secretary
and later First Assistant Secretary under Sir
Frederick Shedden in the Department of Def-
ence from 1949 to 1956. Then after Shedden’s
retirement from the Public Service, he had a
close association again from 1956 10 1971 when
Sir Frederick was researching and drafting his
book (which was never published) at Victoria
Barracks, Melbourne. While compiling his
papers, Sir Frederick often took the opportu-
nity to reminisce with the First Assistant
Secretary, about events and personalities of
the war period,
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On a number of occasions during these
sessions, Shedden expressed his opinion that
Sturdee’s demand for the return of the 2nd
AIF had been one of the most vital decisions
taken during the war. He said that Sturdee had

been unswerving in his determination to see 11
through. The CGS's steady demeanour at such
critical times had its effect on those in contact

with him, leading political figures included.

Shedden considered that Sturdee had been
a brilliant CGS and a most capable command-
er, who had the facilityv to be diplomatic but
firm in all of his dealings with the US and UK
Armed Forces. Likewise, Sturdee was trusted
by both political parties of the time because of
his strict personal attitude of political neutral-
iy.

Sturdee rated Shedden's own wartime serv-
ice as outstanding; and so did Blamey.

There is no doubt at all that the relationship
which existed between Shedden and Sturdee
enabling them 1o cooperate so closely, had a
very ereat influence on Australian defence
planning and the implementation of defence
policy in the post-war years.

k : r

Lieutenant General Sturdee with General of the Army Dwight Esinhower in Washington DC (1947)

Business Adviser Army

It would be appropriate to record here the
views of Colonel Sir Alfred Kemsley who was
Australian Army Adviser with the
status of a Principal Staff Officer, during the
war and early post-war vears. Sir Alfred was
a loval friend and adviser to Generals Blamey
and Herring and he had known Generals
Monash and White having served with them
in World War 1. A sound businessman and a
dedicated soldier, Kemslev was an ideal choice
as Business Adviser.

He now enjoys a reputation of being some-
what of a sage for his personal knowledge of
Australian Army commanders. At present he
15 chairman of the Shrine of Remembrance
Frustees in Melbourne, Chairman of the Bla-
mey Memorial Committee, member of the
Herring Memorial Committee and he is still
connected with activities of benefit to the Army
and to ex-servicemen.

I'his 1s how Sir Alfred regarded Sturdee:

... 1 learned too how lovally Sturdee

responded to the many requests that came

back from the C-in-C Middle East — and

Business
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how loval he was to Blamey again as CGS
and GOC First Army. | mention
this . . . because I am aware that some oth-
ers failed in their duty to the C-in-C. Sturdee
was able, commanded respect, (was) loyal,
trustworthy and a gentleman.

Retrospect and Recognition

Others have told of General Sturdee’s ability
as a soldier and some of his personal talents
and strengths.

He was of medium height, well propor-
tioned, very good looking with classical fea-
tures, as will be seen in the photographs
accompanying this article, taken when he was
Chief of the General Staff.

In the main he was good tempered with a
ready sense of humour — he enjoved a hearty
laugh. In the home environment he was calm
in an emergency. He took little interest in
sport either as a spectator or as a participant.

Away from the office he obtained relaxation
and satisfaction in his well equipped workshop
or in his splendid garden. He had great talent
as a “‘handyman’ who was always ready to
help others in the manufacture or maintenance
of equipment.

Whilst in a group of men, Sir Vernon had
an impressive presence — he stood out as a
leader.

Lady Sturdee, a cousin of Rear Admiral
Harry Showers, RAN busied herself during the
war years with the affairs of the AIF Women’s
Association. Like her husband she was steeped
in Army tradition, and even today she still
displays a great interest in Army affairs and
personalities.

The Sturdees had a son, a daughter and five
grandchildren. Daughter Margaret inherited
her father’s spirit of service and interest in the
Army. During the war she served in the Chief
Military Advisers Branch with Major-General
T. R. Williams and Lieutenant Colonel (later
Lieutenant-General H. G. Edgar). She also
retains her interest in the Army and she is
always happy in an Army setting.

Sturdee reached retiring age in April 1950
by which time most of the tasks he had set out
to achieve had been completed or were well
under way. He was entitled to feel very satisfied
with the manner in which his post-war Army
had developed and would prove itself so splen-
didly in Japan and Korea. Also he could be
pleased with the numbers and quality of well

trained and experienced officers he had, as
well as with the many training establishments
that had been further developed. He had
fought strongly against some powerful oppo-
sition to retain and improve some schools
which he considered to be essential, and in this
too, he had succeeded.

He had made visits overseas for discussions
with Field Marshal Montgomery in London
and with General of the Army Eisenhower in
Washington. He was welcomed most cordially
by both of these famous commanders of World
War 2. Also his earlier service in Washington
during 1942-43 gave him casy and friendly
access to the many senior colleagues he had
known in wartime,

Lieutenant-General Sir Vernon Sturdee died
at the Repatriation Hospital, Heidelberg, Vic-
toria on 25 May 1966, He was given a military
funeral at which his respected friend Lieuten-
ant-General Sir Edmund Herring was principal
pall bearer.

Rowell wrote: “*He will always be remem-
bered by those who were privileged to work
with and under him as a kindly, humble and
simple man who carried out his great respon-
sibilities with a minimum of fuss . . . Younger
members of the Army and those who will
follow, should find in his work an inspiration
and an example of loyal, selfless and devoted
service." (Australian Army Journal, Augusi
1966)

Yet, shame on the Army! ! Nothing has
been named after him; apart from an LSM,
MV “*Vernon Sturdee’” which was operated by
a one time post-war Army Small Ships Squad-
ron; and subsequently was decommissioned
and sold.

Perhaps it is not yet too late for the Gov-
ernment to recognise Sturdee and his role in
Australia’s history, especially in the times of
wartime crisis, by dedicating some significant
defence facility or activity in commemoration
of his name and his deeds.

In conclusion, the writer makes no apology
for repeating that some contemporaries have
argued that Sturdee’s advice and determination
on the return of the AIF to Australia in early
1942 was the linchpin for saving the country
from invasion. On the evidence produced in
this paper and elsewhere. it would be difficult
to gainsay this opinion.

It remained for a great Prime Minister to
accept and to act upon this foreeful advice.
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Fhen, with courage, single-mindedness and
patriotism, John Curtin rejected the pressure
of Churchill, Roosevelt and the Chiefs-of-Staff
m London and Washington.

It 1s very sad that this statesman did not live
1o see the end of World War Il in which he
had plaved a role indeed his early death
was no doubt accelerated by his devoted and
sustained  service during the period of the
greatest danger to the country.

One or two writers have since suggested that
Australia was in 'no danger of invasion in
19427, This was stated by the *‘Tiger of
Malava'', General Yamashita when questioned
about Japan’s intentions after the war. Can
one imagine the “Tiger™ giving any other
answer to his interrogators? On the other hand
\dmiral Yamamoto (the hero of Pearl Harbor)
volunteered to lead the attack on Australia,
but this was postponed until Burma was sub-
jugated. It was also fortunate that the Battle
of the Coral Sea ended in a serious setback
for the lapanese thrust southwards.,

Curtin lost nothing in prestige in the United
Kingdom by his courageous battle with Church-
il His visit to London two vears later was
most successful, whether in Whitehall, Lords
Cricket Ground or in the streets of London.
He was always well received and treated with
respect and goodwill. His dignity and simplicity
made him a popular figure with civilians and
service personnel alike. Likewise, his night
time visits to distant airfields to see RAAF
units starting out on raids over Europe and
then awaiting their return was appreciated and
welcomed by the air crews.

After the death of Mr. Curtin, a memorial
service was held in his memory on 18 July,
1945 at Westminster Abbey. The famous build-
ing was over flowing with mourners from all
walks of life, including the top political and
establishment figures, who had gathered to pay
homage 1o the Australian statesman. The writer
was an usher at the Service and is aware of the
genuine feeling of sorrow and the sense of loss
displaved by the congregation — it was a

_ NS
Leading the ANZAC Day March in Melbourne (1947)
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worthy tribute to a great Australian in a far-
off country.

This article set out to provide a short
biographical sketch of General Sturdee; but
the writer soon found that at the vital stage
of Sturdee’s service, his association with Curtin
was at the peak of his achievements. For this
reason it has been neccessary to diverge to also
pay tribute to the great Australian Prime
Minister.

Australia owes much to Curtin and Sturdee
for their leadership and dedication at the time
of the nation’s greatest peril. Perhaps it was
their finest hour. 8
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LETTERS TO THE EDITOR (continued from page 4)

officers need at times to take command and
not to be dependent on the umbilical word of
the chain of command. Once the habit of
unquestioning obedience, or for instance, the
habit of smoking, becomes ingrained, it
becomes the quick, easy response.

This is especially so in times of stress and
a response in contradiction to the habit
becomes difficult to implement; in some cases
it becomes, in fact, impossible.

Drill does appear to have some benefits. It
gives a sense of cohesion, of belonging to a
unit. Many troops take pride in their smart
appearance on ceremonial parades. Once again
it is the question of the dichotomy between
ostentation and efficiency; the soldier who is
a competent soldier knows it and feels it in
himself without recourse to ostentation.

Although one can find numerous historical
works that could support this letter, there arc
two books that 1 strongly recommend to
anyone interested in looking at the reality of

this country’s past military conflicts, and at
the reasons for some of the great military
mistakes of the past and thereby looking to
avoid such things in the future. **The Broken
Years™ by Bill Gammage, Penguin Books, is
based on the experiences of the Australian
soldiers of World War One. *On the Psy-
chology of Military Incompetence’™ by Dr.
Norman Dixon, Johnathon Cape Ltd. London,
produces a scientific examination of some of
the reasons for some of the great military
disasters in British History. Dr. Dixon makes
some relevant comments on drill. He mentions
that it uses time and energy that would be
better spent on more adaptive past-times. Cer-
emonial drill, like other forms of military
ritual, becomes *‘excruciatingly boring for all
those with more than the most mediocre intel-
lect.” (Page 178).

In summary, one of the aims of a military
establishment should be to constantly strive
for a true efficiency and not the appearance
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of efficiency. To do this, one must retain an
open and flexible mind, maintain the habit of
constructive questioning and 1o always be
seeking a better way of doing things. | hope
that this letter will stimulate constructive
thought and discussion with review of the place
of parade ground drill in the modern military.
Perhaps one facet of this should be look at
our military traditions as Australians, and not
as a subservient branch of the British Army;
to look at the qualities that made the ANZACs
the soldiers they were. Emulating more of our
own traditions may hold some of the answers
1o the perpetual problem of maintaining effi-
ciency in the Australian Armed Forces. (8]

FitLt B. J. WHITE MBBS

NEWS MEDIA AND MILITARY
OPERATIONS

Dear Sir,

As a full-time journalist, part-time infantry
officer and one-time Public Relations Service
officer, might | make some comments on Lt.
Col. Fitzgerald's article (DFJ Jan-Feb 1983),
and particularly on his recommendations?

No doubt his conclusions will be vigorously
opposed by the Army’s PR officers but the
conclusions are no less correct or urgent for
that. The current svstem of taking journalists
from the mainstream of media life (and some-
times, from some quiet and neglected back-
waters), giving them a short DEO course and
posting them to a Military District Headquar-
ters is unfair on the individuals concerned and
unwise for the army as a whole. It is unrea-
sonable to expect these officers, no matter how
individually diligent, to acquire the breadth of
military experience necessary for such a
demanding role. The more technical aspects of
their employment, drafting press releases,
arranging facility trips and the like, can be
performed more than satisfactorily by any
competent officer of any corps after the appro-
priate training,

Lt. Col. Fitzgerald sees the need for the
Army to make “*a firm commitment to devel-
oping sound relations with the media based on
mutual respect and trust™. I would argue that
those relations would have more chance of
success if the point of contact between the
media and the Army (or any of the Armed
Forces for that matter) is a career officer with
a pride in his service rather than a former
journalist in uniform. Rightly or wrongly, the

working journalist will see the public relations
officer as someone who has either failed to
make the grade in, or opted out of, daily-
weekly-electronic-what-have-you-journalism.
The best that anv public relations person,
whether in industrv, commerce, charity or the
armed forces, can do for a journalist is to
make available the best news source. In service
terms, that might be a corporal or it might be
the Chief of the General Staff. It is rarely, if
ever, a PR Officer.

Military history, particularlv World War 11
and bevond, is littered with examples of com-
manders who appreciated the value of good
communications and relations with the Press
— which is not quite the same thing as good
public relations. Both Montgomery and Hor-
rocks made a point of treating was correspond-
ents as trusted confidantes and advisers. At a
more junior level, the point is reinforced by
the Late Lt. Col. H. Jones’ relations with
reporters before his death at Goose Green.

Development of an appropriate training pro-
gramme for officers and soldiers should not
be a mammoth task. There is, despite the
attitude of some news organisations (not always
of the sensational, tabloid, afternoon paper
variety) a significant interest in, and sympathy
for, members of the armed forces within the
senior echelons of newspapers, radio stations
and television channels. Both executives and
working journalists would, 1'm certain, be only
too pleased to participate in, or advise upon,
such a training program.

The media (if such a misleadingly homoge-
nous noun might be applied to such a patently
disparate group of organisations) must play its
part. Few news organisations would be pre-
pared to commit a reporter to a political round
without clear evidence that he or she under-
stood the political institutions, appreciated the
difference between the parties and had a
working acquaintance, however slight, with the
principal participants. That degree of profes-
sionalism, basic as it might be, is singularly
lacking in reporting of defence. It is significant
that Lt. Col. Fitzgerald quotes both Denis
Warner and Frank Cranston. It is difficult to
think of many more journalists with an interest
in reporting defence and the encouragement of
their news organisations to do so. The practice
of employing former officers, widespread in
the UK, seems sadly uncommon in this country.

PETER CHARLTON ©



By Lieutenant Commander J. M. Leak RAN
*Our force needs to include many capabili-
ties, but principally it should have a clearly
visible deterrent capacity

Sir Anthony Svanot

INTRODUCTION
N 1979 the Chief of the Defence Forcee
Staff, Admiral Synnot, in a national mag-
azine article enunciated once again the thrust
of Government decisions on the concept of
national security which, in part, governs the
size, shape and future of the Australian Def-
ence Force (ADF). He went on to sav that
‘there should be elements of our force which
are capable of counter-action against an ene-
my's vital interests; threat of counter-action
which would move him from the consequences
of any aggression by him, and so deter him,
The principle of deterrence as the foremost
element of our security policy is a relatively
recent, vet none-the-less fundamental change
in Australia’s perception of national security
interests. The change coincides with the demise
of American military influence in South-East
Asia and the South-West Pacific area since the
end of the Vietnam conflict in early 1975,
The policy uwsually described as ‘forward
defence’ which had involved Australian forces
in wars, not necessarily of popular choosing,
since the beginning of the century has given
way 1o use of ‘defence of Australia and
Australian interests’ as a national concept.
With this change has come a recognition that
greater self-reliance is a predominant requisite
of the newly-styled ADF, not necessarilv a
self-reliance based on self-sufficiency, but one
where the nation should have a capacity to
operate as a unified Austrahan force. This
force should be provided with local logistic
support backed by a national repair and mod-
ernisation capacity. Australia should be capa-

THE APPLICATION OF SOME
CONCEPTS OF DETERRENCE

TO AUSTRALIA'S

MARITIME STRATEGY

ble of assisting neighbouring countries militar
Iy and be able 1o join with allies if that is the
Government's decision.-

[hese concepts of self-reljance, centralised
control of the ADF and the projection of an
imdependent responsibility for our own securi

are without dispute. The author’s concern is
with the deterrent aspects of our defence
policy., What 15 deterrence? How should we

apply deterrence! What are the consequences
of a predommantly deterrent posture!

[he idea of deterrence is as old as war itself,
however 11s emergence 10 a pre-eminent posi-
tion in most modern nations” defence strategies
dates only from the earlv 19505 and the
awareness that global nuclear war is now an
evervday reality and possibility,
a strategy for peace, designed 1o convinee a
potential enemy that aggression 1s the least
attractive of all options available to him,

['he definition given above is essentially the
same as that accepted by the ADF and pro-
mulgated as doctrine. But where the author,
Collins, goes on to emphasis the central issue
of psychological restraint as part of a deterrent
strategy in his book, the ADI
tralises on force structure, intelligence and
industrial base aspects in explanation of deter-
rent strategy.

This apparent obeisance to the technology
aspects of the ADF as the national deterrent,
without due regard to other elements which
combine to deter potential aggressors per-
meates every public airing of defence issues.
Parliamentary, media and public concern is
over aircraft carriers, fighters, budgets and
defence installations. Few people concern
themselves with the fundamental issues of our
strategy of deterrence and its meaning.

This article 1s an attempt to identufyv those
aspects of deterrence which, if acted upon
totally or in part, could comprise a deterrent
maritime strategy. The concepts proposed form

Deterrence 1

doctrine cen-
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only one part of maritime strategy, however.
They are essentially a peace-time strategy since,
should hostilities commence, then deterrence
has failed.

In hand with a deterrent capability we must
always have an ability 1o wage war offensively.
As Rear-Admiral H. E. Eccles has said, ‘Deter-
rence Is certainly a very important aspect of
strategy, but it by no means is its only element.
But since it is a negative element, undue
concentration on it may easilv detract from
the essential aspects of strategy.™

The author can take no credit for the
concepts of deterrence espoused in this article.
The concepts are drawn from papers published
in the USA over the past six years. The papers
reflect a growing concern that, despite the
emergence of nuclear global holocaust as a
distinct possibility, the proponents of deter-
rence as a grand strategy have failed to analyse
deterrent theory since the days of the Cold
War. Development of deterrent concepts for
the prevention of conventional war or insur-
gency have been similarly neglected. My belief
is that Australian experience is no better than
that of the Americans,

CONCEPTS FOR MARITIME
DETERRENCE
Credibility and Preparedness

Nothing encourages potential enemies quite
so conclusively as a nation with its guard
down. Low force levels and low operational
rediness standards are but two of the factors
which can precipitate adventurism in the camp
of a potential aggressor. Coupled with prepar-
edness is the aura of credibility which must
accompany the international image of a
nation’s military power,

In Australia, the vanguard of our national
defence capability is maritime power. Despite
our military alliance with the U.S., our credi-
bility as a regional maritime power can only
be established by an independent maritime
strategy backed by a supportive maritime force.

Australia must therefore have a maritime
force with a capability of not only deterring
potential aggressors, but one which can con-
duct operations to control our vital sea and air
lines of communication. This concept recog-
nises that the two most vital aspects of defence
are the preservation of our sea-borne trade and
the protection of the relatively densely popu-

lated and highly industrialised areas of our
continent.

To lend credibility to the protection of
Australia’s area of interest outside the conti-
nent, close defence ties with our neighbours in
South-East Asia and the emerging island states
of the South-West Pacific area should be
developed. Our raditional defence ties with
New Zealand should also be strengthened. The
objective of these new regional policies should
be to foster regional stability by demonstrating
a willingness to exercise and co-operate with
our defence partners and to display our will to
support these neighbours should the require-
ment arise.

This objective is not attained by naval means
alone. The development of a highly mobile,
combat-ready, rapidly deployable task force is
required to support the national objective. The
archipelagic geography of our neighbouring
states and, indeed, the similarity of some
industrial and mining areas of Australia dic-
tates that this force be highly conditioned to
conducting its business from a sea base. Devel-
opment of the Operational Deployment Force
along US Marine Corps or Roval Marine lines
as a fully integrated formation would provide
effective evidence to our region that Australia
is prepared to back its maritime policies with
fire power from the sea, air or ashore.

Concerning deterrence of interference with
our lines of communication, the naval and air
forces must be equipped to provide visible and
powerful evidence of our seriousness of intent.
The development of increased capabilities of
our F111 strategic strike force and the Sub-
marine Arm is therefore of paramount impor-
tance. No country should be mistaken about
the power of these weapon platforms. The
capabilities of these strategic forces are also of
prime importance in the maritime role. Our
maritime capacity to strike at distant assembly
points or to attack naval forces guarding
strategic straits or ocean transit areas is a most
powerful deterrent tool. Our ability to project
air power at sea with the strategic strike force
and aircraft of the Fleet Air Arm are central
to control of sea lines of communication. The
strategic value of the submarine force is unden-
iable.

Of equal importance is the quality of our
other naval forces. The flexibility of roles
inherent in the destrovers and frigates of the
Fleet must be continued to provide not only
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the deterrent qualities of sea power which
accompany the role of the RAN in peace-time
activities, but also provide for the capabilities
required in war of sea denial and sea assertion.
This applies to the RAAF fighter force as well,
The presence of the F/A 18 in Australia,
deploved to protect our coastal shipping and
points of entry into this country is a deterrent
unto itself. An additional capability to perform
maritime strike operations or provide air sup-
port for coastal shipping is an advantage which
should not be under-estimated.

Credibility and preparedness are vital ele-
ments of our deterrent posture. Together, they
provide the framework for the force structure
required to achieve the national objective,
Projection of that objective must be visible
and continuous if credence is to be afforded
it by regional power. That projection is a
matter of national will.

National Will

National power is the product of national
will and military force. In a strategy of deter-
rence the willingness to use that power must
be seen as credible by an adversary. A Kkev
aspect of national will is the strength of
political will to make crucial decisions when
important national interests are at stake.® This
political will can be exercised in several ways,
Whereas defence policies are inexorably tied
to Australia’s foreign policies and to a lesser
extent her trade relations with other countries,
our will to deter war or international instability
must be backed by concrete intentions of
economic reward or punishment should region-
al stability be threatened. The political pro-
clivity of protecting Australia’s economic inter-
ests at the expense of our relations with
neighbours has gained few friends in the arca
and reflects poorly on our attempts to foster
the image of a regional maritime power intent
on protecting the region from unhealthy influ-
ence. Australia’s wheat deal with the USSR in
1980 following President Carter’s plea for
Western support for the withdrawal of Russian
troops from Afghanistan is but one example,

The continuation of a policy which promotes
European, Soviet, North America and Japa-
nese economic interests before those of the
area in which Australia’s defence interests lie
can only promote suspicion in the neighbour-
hood. This suspicion may well be reflected in
the future by strained diplomatic relationships,

increased bureaucratic stonewalling on warship
and aircraft clearances and disinterest in com-
bined exercising. A policy of isolationism as
an expression of superiority is counter-produc-
tive 1o regional security.

The will of the people is essential in deter-
mining the political expression of national
policy. Support for the ADF and particularly
a recognition of the importance that the mar-
itime forces play in supporting national inter-
ests is vital to the concept of national will,

The level of public debate on defence matters
was covered in the introduction 1o this article.
However, it is fair to say that if national
interests, defence policies, defence capabilities
and maritime strategies are shrouded in secrecy
then the public is unlikely 1o give its support
to a defence force it knows nothing about.
Similarly, potential aggressors are unlikely to
be deterred if our military capabilities is kept
secret. This leads 1o the next element — the
concept of publicity.

Publicity

The concept of publicity directly opposes the
principle of war called surprise. The Govern-
ment must therefore make important decisions
on what intentions and capabilities should be
communicated to the public, and therefore
potential enemies and how that information
should be communicated.

In the public forum, arguments have been
made that government statements on defence
aims do little to enhance public knowledge on
the issues of the strategic basis for which vast
amounts of the public purse are expended
annually.® Strategists believe that some politi-
cians suffer from the same strategic ignorance
and support some form of strategic basis
statement being made available to the public
from which informed debate might follow and
from which public will might be gauged.

Such a statement could include a set of basic
aims against which plans could be publically
evaluated. The statement would act as a useful
component of preparedness — a statement of
intent providing a datum for warning potential
aggressors about the conditions which we have
established for the use of armed force.”

This form of statement would be particularly
useful in the maritime arena. The high cost of
maritime capital equipment is inevitably sub-
jected to public and parliamentary scrutiny.
Quite often the loudest and most convincing
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cries come from the least informed — the
media. The power of the Fourth Estate cannot
be ignored by the Defence establishment and
greater efforts should be made 1o promote a
better understanding of the issues involved in
the annual appropriation of the defence budg-
et. Only by providing better information can
the true nature of national will be reflected in
defence objectives.

Controllahility

I'he complexities of selecting the proper
courses by which Australia exercises her deter-
rent defence policy and the subtlety of change
and uncertainty which surrounds the prospects
of conflict, demand that those forces used to
support our defence policy be highly con-
trolled. Those forces most likely to be used
initially in protecting our vital national interests
are the maritime forces. A successful deterrent
maritime strategy will therefore depend upon
the orchestration of maritime weight and the
mixture of all elements of national power to
achieve Australia’s security interests.

The restructuring of the ADF and the
Department of Defence in 1975, as well as the
re-allocation of certain command authority
from the Chiefs of Staff to the Chief of
Defence Force Staff (CDFES), ensured that
command of maritime forces in times of
delicate international negotiation is vested at
the highest defence level. But what of the
principle of centralised direction (or command)
and decentralised execution (or control) which
is expounded as the philosophy for control of
ADF operations?*

Recognizing that in extreme cases diplomacy
might sway the balance between peace and
war, what is the degree of controllability which
CDFS has over maritime forces? The answer
to these questions lies in the command-and-
control arrangements available to CDFS in
Canberra. As military head of the ADF, CDFS
must be in close contact with the Cabinet, the
Minister for Defence and the operational ele-
ments of the ADF tasked with the deterrent
mission. Undoubtedly those maritime forces
will be constituted as a joint force as this is
the only constitutional way in which CDFS can
exercise direct command over operational
forces.

The command-and-control arrangements
presently available to CDFS consist of access
to the Defence Communications Network and

the support of staff in the Joint Military
Operation and Plans Division (JMOP). Other
central Defence support is available for non-
operational matters, whilst the Policy and
Plans Division provides the CDFS with min-
isterial departmental lines at working level.

JMOP is primarily concerned with day-to-
day operational policy matters and the main-
tenance of contingency plans. The Division has
little capacity to exercise CDFS command
function. In this regard addiuonal staff is
required to supplement JMOP Staff if opera-
tional command is to be exercised.

Whereas any future conflict is most likely to
involve the use of joint forces, or at least the
conduct of joint operations, it is incongruous
that CDFS has no permanent facility to exercise
command. Military forces require the highest
degree of control in tense situations because
of their destructive potential and the attendant
risk of escalation if that potential is realised.
During crisis situation controlled military force
may be the only adequate means of signalling
true national interest and intent to allies and
adversaries alike.

As part of our national strategy, the capa-
bility for the CDFS to exercise control as well
as command over deployved deterrent forces is
essential. Escalation is a very real possibility
if that control is lacking. Uncertainty in a
potential aggressor's estimation of our ability
to control forces in any delicate negotiation
phase may well cause the aggressor to allow
escalation to work to his advantage. On the
other hand uncertainty can work for us as
well.

Uncertainty and Negotiation

If credibility fails or flags then an agressor’s
uncertainty about our will to fight might be
the final wall holding back the tide of escalation
to conflict. Henry Kissinger in his book ‘The
Necessity for Choice® called this phenomenon
‘deterrence through uncertainty’. The concept
deals with doubts concerning the probable
outcome of any attack. The latitude for over-
estimating friendly capabilities, under-estimat-
ing enemy capabilities and misinterpreting
enemy intentions are contributing factors. Pro-
spective aggressors may therefore be discour-
aged from adventurism.'

In preparing any deterrent strategies, due
weight must be placed on the concept of
publicity as well as that of uncertainty. The
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conflict of interests is often removed by par-
liamentary means. The perceived inability of
our national leaders 10 agree on most matters
of national security casts uncertainty in the
eves of most Australians without having 1o
consciously disguise our true intentions from
potential aggressors. However the concept of
uncertainty cannot support deterrence without
a concomitant concept for negotiation.

Bluff or brinkmanship is not dead in the
world of conventional warfare. Australia’s
credibility at the negotiating table must be
backed by military capability and, once again,
the maritime and strategic forces proved the
power base.

Gunboat diplomacy in the control of the sea
in our areas of interest is an important element
in projecting our security policies. Where ter-
ritorial or Exclusive Economic Zone (EEZ) sea
boundaries are in dispute, the subtle and
diplomatic use of maritime forces to substan-
tiate our claims for sovereignly or resource
control are vital if we are to retain international
credibility. However, bluff should never sub-
stitute for capability.

Our strategy should be to deploy sufficient
maritime forces to those areas where national
claims are likely to cause dispute including the
Timor Sea, north-west Australian waters and
the Great Barrier Reef. Diplomacy may no
longer come from the barrel of a gun, however
the sole use of patrol boats to conduct sensitive
political missions cannot be regarded as a
serious attempt Lo exercise our sovereign rights
over these areas.

More muscle is required in the form of
major fleet unit or task group deployments to
demonstrate our national resolution. To
achieve maximum effect in this regard requires
a flexibility of employment of forces not
previously envisaged.

Flexibility

The concept of flexibility is not new, indeed
it is an accepted Principle of War. However,
with respect to deterrence, little attention has
been paid to what this concept entails.

Apart from the flexibility of employment
built into naval ships as a result of lack of
unlimited capital equipment funds, there must
be an adaptability of employment for maritime
forces acting in a static deterrent role. These
maritime forces must be capable of switching

to an active role should negotiation fail or
escalation take place.

The flexibility of weapon platforms is well
understood, however the concern lies with the
adaprability and flexibility of personnel 1o
perceive where deterrence has failed and where
action should commence. The flexibility of
strategists, planners and decision-makers, rath-
er than equipment users, is the true problem
area.

In the field of maritime strategy, interests
usually lie with operational requirements or
equipment procurement programmes based on
force structure decisions and inter-service rival-
ry for the defence dollar; training is invariably
aimed at the operational requirements; strategic
thinking is offensively oriented; staff courses
concentrate on management and defence capa-
bilities.

Nowhere, to the author’s knowledge, is the
art and strategy of deterrence defined, pub-
lished or taught. To maintain a flexibility to
practise deterrence as a peace-time role of the
maritime forces and to convert o an active
role when, and if, the occasion arises should
be of vital concern to the Government.

It is the maritime forces which will carry the
brunt of decisions made in Canberra when the
situation demands a military reaction.

CONSEQUENCES OF A DETERRENCE
POSTURE

In the introduction, the question was raised
about the consequences of Australia adopting
a principally deterrent posture. The question
is only applied to changes which should take
place in our maritime strategy if we are 1o
pursue deterrence as a national security policy.
To this end the consequences relate to Aus-
tralia’s foreign policy, public statements, ADF
orgnisation and force deployment strategy.

Australia’s Foreign Policy

In analysing foreign policy matters only
broad issues will be discussed. The principal
concern is that our foreign trade and diplomatic
policies are seemingly not aligned to our stated
defence policies. We seem (0 give more cre-
dence to nations outside our area of strategic
interest than to those within it,

If we are to assert ourselves as a respected
maritime influence in our region then bi-lateral
trade and defence agreements should be
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brought into closer harmony. The consequence
of not doing so is the loss of international
standing in a regional community which
believes in what it sees, not what it hears.

Public Statements

The Government has not shown any alacrity
to widening informed debate on defence issues
since the criticisms levelled at it over the
general nature of the 1976 White Paper and
the 1979 Ministerial Statement on Defence by
Mr Killen. If deterrence is a key factor then
the will of the people must be sought 1o gauge
the degree to which the nation supports our
defence policy.

Only by expressing national will can the
Government pursue the deterrent line with any
conviction that the nation is behind its policy
decisions. Only by opening the debate 1o
include comment on the strategic basis for the
costly development and maintenance of a def-
ence capability can this support be determined.
The consequence is the loss of credibility as a
nation which backs its security decisions with
national will and potential force.

ADF Organisation

The delicacy and diplomacy which accom-
pany a deterrent national security policy,
requires that the highest order of control be
held over those forces which represent the
national policy. These are most likely 10 be
maritime forces — particularly in peace-time.

The present ADF capability 1o successfully
control these forces seems inadequate on two
counts. Firstly, command-and-control arrange-
ments are not geared to give the CDFS a
permanent facility to exercise his command
should the occasion be warranted. Secondly,
the forces most likely to be involved in deter-
rent maritime operations have little training in
the skilful use of deterrent diplomacy. This
applies equally to strategists and planners.

The consequences of not correcting these
deficiencies are the serious threat of escalation
to conflict in delicate situations and the engage-
ment of unprepared forces in dangerous bluff
or brinkmanship of their own ignorant accord.

Force Deployment Strategy

The maritime strategy required to support
a policy of deterrence differs from that required
of a defensive posture. Elements of the mari-
time force must be used to effectively dem-

onstrate the national will to protect Australia’s
sovereignty and resources,

Australia’s strategy must therefore move
awayv from its traditional ties to its super-power
allies and exert a more independent influence
on the area of strategic interest. This area
includes the Australia EEZ and the waters of
the South-West Pacific area, the India Ocean
and South-East Asia.

Australia should be more evident in her
defence ties, particularly maritime ties with our
neighours, This includes increasing our mari-
time exercising with ASEAN countries, Papua
New Guinea and New Zealand forces and the
deployment of major fleet units and elements
of the RAAF more frequently to our areas of
interest.

The consequence of our continuous close
alliance with ‘all things American’ might be a
growing disenchantment of neighbouring coun-
tries with Australia over the sincerity of our
wishes for regional harmony and stability.

CONCLUSION

Nothing is stable in the world of national
security issues and international relationships.
The Soviet invasion of Afghanistan in Decem-
ber 1979 is stark, testimony that concepts of
strategy can be valid today and be the ‘lessons
learnt’ of tomorrow,

Australia is faced with changing strategic
assessments of a scale more frequent than has
been reckoned. In the future, the concept of
deterrence as a principal security strategy might
be replaced by one which returns the country
to the super-power fold. While deterrence is
the primary concern, the duty of the nation is
to fully support that policy.

This philosophy is valid provided the theo-
ries, principles or concepts of deterrence are
understood. There is little evidence to suggest
that this is the case. Our pre-occupation with
the material and operational aspects of mari-
time warfare has left a void in the thinking
patterns of strategists, politicians and military
planners alike.

Deterrence, in the national mind, is nothing
more than the cost and composition of the
force-in-being and the force-to-come.

This article has attempted to show some of
the additional elements which comprise a deter-
rent strategy. Without the additional concepts
of credibility preparedness, national will, pub-
licity, controllability, uncertainty, negotiation
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and flexibility that have been discussed, then
force structure as a principal deterrent could
be meaningless.

The essential concepts are those of credibility
and national will. Without these concepts
deterrence is a false goal.

National will results from an identification
and vindication of Government policies by the
people. This is only achievable by frank dis-
cussion of the vital issues — our strategic aims.
Flexibility, which is inherited through a basic
understanding of the ground rules, can only
be achieved in the maritime force if the concept
of deterrence is understood and instilled in
maritime decision makers.

A deterrent strategy is not the panacea for
Australia’s security problem. [t i1s the watch-
dog for peace, but it must grow teeth should
peace be forefeited. The delicate balance
between these extremes can be tipped either
way by the employment of deterrent concepts.
Correctly used, these concepls may win reprieve
from a war we may not yet be ready to fight.
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THE MILITARY OFFICER AS

A PROBLEM SOLVER,

DECISION MAKER, PLANNER

AND POLICY MAKER

PROBLEM SOLVING AND DECISION
MAKING

By Captain R.C. Furry, AA Psych Corps.

HE problems encountered in a military
situation are not unique to the miltiary,
therefore we should be encouraged 10 draw
knowledge from the general field of problem
solving techniques. The military is particularly
good at formulating policy and procedures for
dealing with routine problems. The military
officer is tasked with ensuring that routine
problems are dealt with using these polices and
procedures and acting on the principle of
exception: dealing with non-routine problems.
Most of us have been educated in systems
where we were taught what to think (facts)
rather than how to think (techniques). While
officers are taught to use the process of clear
thought and logical reasoning in making appre-
ciations; this in itself is not enough. Over the
vears many useful problem solving techniques
and management ‘gimmicks’ have been devel-
oped. The military officer who aspires 1o be
a “‘good" problem solver should be aware of
these. The following list is intended to serve
only as a *‘menu’. It is hoped readers will check
the respective references to get detail on the
techniques that interest them.

1. Planning anticipation of problems
a. Programme Evaluation-Review Tech-
niques (PERT). The use of a network
to depict graphically a project plan. The
network has two basic components —
events and activities. A network path is
a series of sequentially related events
and activities leading from the start
event through the network to the end
event.
The method uses three time estimates: opti-
mistic time, pessimistic time and most likely
time. A major feature of the PERT plan is

figuring time relationships of all of the activ-
ities in a total network so you finally achieve
the time goals, set up realistic time goals, and
see realistic relationships. PERT is an invalu-
able tool in detailed complex programming.
b. Kepner and Tregoe (as described in their
book **The Rational Manager.”’) A
problem is defined as a ‘‘deviation from
a standard of performance.’”” The tech-
niques involved identifying the problem;
analysis to find the cause of the prob-
lem, and decision making — to Kepner
and Tregoe a decicision is always a
choice between various ways of getting
a particular thing done or end accom-
plished. Decision making involves stat-
ing clear objectives and carefully eval-
uating alternatives — all aimed at taking
action. The Army has used the Kepner
and Tregoe methods in its systems
approach to training.

2. Cost Reduction
a. Critical Path Method (CPMY)
CPM is based on a PERT network. A
critical path is defined as the sequence
of activities which has the least amount
of “slack’. Slack being the difference
between the scheduled duration of the
project and the length of the path. The
definition of critical path not only
assures that activity will occur
properly in time relationship to other
activities, but is also a method of locat-
ing problem spots. CPM differs from
traditional methods of network analvsis
in that planning is separated from sched-
uling (planning determines what tasks
must be performed and the order of

cach
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their performance. Scheduling translates
the plan into a timetable.) and time and
costs are directly related (balances short-
er activity times against costs.)

b. Line of Balance?
An effective technique for measuring,
collecting, interpreting, and presenting
facts — time, cost, and accomplishment
— all measured against a specific plan.
It clearly identifies any element not
proceeding according to plan and not
only shows what has been done but also
forecasts future accomplishment. It pro-
vides a means of communication and is
based on the principle that any opera-
tion can be analvzed through a simple
but orderly process of reduction. After
this analysis has been done and the
results stated in chart form, the con-
trolling factors can be quickly and casily
identified. The line of balance unique-
ness arises from its concentrated atten-
tion on deviations from planned per-
formance rather than upon continuous
examination of the plan as a whole.

¢. Work Simplification®
In brief the method involves selecting
a job to improve. Getting the facts
about the job. Challenging details and
listing possibilities. Developing better
methods and installing improvements.

d. Zero Defects”
In the programme defects or errors are
identified and classified, then the defects
are traced 1o causes (men, machines,
materials). From there lists are made of
possible causes for each class of defects.

3. Material modification

a. Auribute Listing’
In this process the attributes or peculiar
characteristics of the item or idea that
is to be improved are carefully listed.
Then step-by-step modification or
change of these atiributes is performed;
hopefully resulting in something differ-
ent and better.

b. Idea Checklists
Checklists can extend our intuitive ideas
supply by directly providing solution
possibilities. Checklists can use such key
concepls as adapt, modify, magnify,
minify, substitute, rearrange, reverse,
and combine,

4. Choosing from Alternatives

Operations Research®

In O.R. a problem consists of an indi-
vidual who has the problem, an outcome
desired by the decision maker, at least
two unequally efficient courses of action
which have a chance of vielding the
outcome, a state of doubt as to which
choice is best and the environment of
the problem. The three classes of prob-
lem considered are certainty (the out-
come of any course of action being
known), Risk (probabilities of possible
outcomes estimated or are known), and
uncertainty (probabilities of outcomes
are known). In O.R. optimal solutions
result from choosing the course of
action which maximises expected value.
The method uses mathematical models
for representing the relationships
between the probability of an action
giving vou what you want and the
relative value of the outcome.

What constitutes a “‘good"" problem solver?
He uses his head, thinks; he does not just
‘react’ to situations. He questions his basic
assumptions. This is the golden rule of problem
solving — 1if we start off with wrong assump-
tions we cannot end up with satisfactory
solutions. Once he has found a solution he
looks for a better solution. He knows when 1o
use
(a) A convergent thinking approach: laying
out a spectrum of alternatives and study-
ing the consequences of each using deci-
sion trees, etc. or
(b) A divergent thinking approach where
such questions are asked as:
Is the right questions being asked?
Example: The control of vellow fever eluded
researchers for years because they
asked “*How can we kill the germ
in the patient’s bloodstream™
instead of **“How does the germ get
into the blood stream™?
— Has the problem been correctly classified?
Example: During WWII the shipboard proce-
dure for dealing with floating mines
was to withdraw and detonate using
a rifle. On one occasion a duty
officer had to deal with a mine that
was too close to the ship to use the
usual procedure. The officer instant-
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a
b

Iv reclassified the problem and dis-
tanced the mine from the ship by
directing a fire hose between the
ship and the mine until the normal
procedure could be used.
—  What frame of reference is being used?
Example: Tanks are so named because they
eet around using tracks, To solve a
particular problem in a particular
terrain this frame of reference might
have to be altered to consider for
instance a tank which rides on huge
rubber-tyred wheels,
— s there a crincal Tactor involved?
Example: Time, money, strength, speed, etc.
— Can some constraint be temporarily
removed (Time, expense, size) to allow
reformulaton of the problem?
— Can a more useful solution be obtained
by a shift of attention?
— Can cause and effect be reversed?
Example: Quick reaction aircraft not only have
to get into the air quickly, they have
to be protected when on the ground,
which leads to the problem of getting
out of hangars quickly. One solution
to this problem was to get hangars
away from the aircraft quickly by
putting them on wheels and giving
them their own source of propul-
sion.

The **creative thinker™ is most likely to be
the best problem solver. **The creative thinker
actively examines, ponders, and speculates. He
coordinates what he already knows with new
incoming data, being continuously on the look-
out for paradoxides or discrepancies and incon-
sistencies in the various sources of information.
Moreover, the creative thinker spontaneously
calls into question what he reads, posing for
himself rhetorical questions which may lead 1o
a significant restructuring of his current point
of view. In short, the creative thinker attempts
to construct his own meaning, rather than be
the passive recipient of someone else’s inter-
pretation.™™

PLANNING AND POLICY MAKING

It is difficult to treat planning as an entity
on its own. This is because there is no agreed
upon definition of what planning is. Some
authors narrow down the field by defining
planning as the linkage between knowledge
and organised action, emphasising that it is a

professional activity and a social process. Oth-
ers take the easy way out by defining planning
as rational decision making. For the purposes
of this artcle 1 prefer to define planning as
the organised anticipation of action. Whatever
definition is used it is obvious that planning
is not something totally discrete as would be
indicated when people talk about the manage-
ment process as planning, organisation, man-
agement and control. We cannot divorce plan-
ning from organisation theory, and any
organisation theory will be no better than the
underlving assumptions made about human
behaviour,

Variables to look at in
evaluating a policy:

— its clarin

— its internal consistency

— its compatability with other policies

— its comprehensiveness (in terms of the
variety of activities it deals with)

— ity operationability.

The real test of policymaking is its effect on
real situations. The first question to be asked
about a policy is “*What are its chances to
affect reality”™ — how good a policy looks may
not have much to do with how good it is.

formulating and

Getting others to understand what we under-
stand so well — the question of shared expec-
rations:

So often we see policy statements or direc-
tives we presume are the result of the process
of clear thought and logical reasoning that all
military officers are taught to master. Yet in
50 many cases these statements are difficult if
not impossible 1o understand. 1 believe the
main reason for the problem originates with
the policy formulator in that he often fails to
consider and question his basic assumptions
and fails to take into account the effect of
shared expectations.

Every policy maker has certain expectations
based on previous experience. “*‘Our expecta-
tions are rules derived from regularities which
we abstract from experience.” ‘“‘Each view
selects 1ts own relevant facts, in relation to its
own viewpoint, sometimes in its own language
— as a sociologist, a rioter, a bystander and
a policeman need to give different accounts of
the *same’ riot.”""

The primary message | am trving to impart
is that the first person 1o analvse a policy
statement has to be the person who formulates
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it. One way to accomplish this s with a
structured format which encourages the policy
maker to perform certain tasks as he formulates
the policy. This structured format could take
the form of a worksheet. The worksheet would
be used to encourage the originator to list his
basic assumptions; point out differences
between the existing situation and the situation
he is proposing, and list the anticipated con-
sequences. Procedural devices could be used
to help distinguish between personal assertion,
fact and probability. I'm proposing to use the
following devices which while not universal by
any means, could serve the purpose:

—  Ferge 1893 ‘signpost’ as used by Polan-
vi'' *'| believe — personal assertion.

PO Intermediate impossible’> — the state-
ment may actually be wrong but is being
used as a stepping stone to new ideas.

%% Probability — The writer uses the "o
sign to estimate the probability of the
statement being correct.

F  Indicates undisputed fact.

All procedural devices precede the statement
they refer to,

The worksheet format is best illustrated by
using it to complete this article. The headmus
that are double lined =
would be listed each time a \\orksheel is used.

WORKSHEET

Basic Assumptions:

1. F h\el\ polic_v 15 formulalcd hascd on
certain assumptions (implicit and explicit).

2. F Every policy is affected by antecedent
events,

3. 80" Every policy contrasts a proposed
situation with an existing situation after con-
sidering options available.

4. ~ Every policy is framed in a particular
context (fixation of meaning).

5. ~ Policy statements are a collection of
statements of fact, statements of belief (or
personal assertion); probability statements and
often conjecture (formation of opinion with
sufficient grounds).

6. F Every policy will have resultant conse-
guences (anticipated and unanticipated).

All of these assumptions are made with ref-
erence to, but not dependent on, the following
model of expectations:

PAST EXPERIENCES ENPECTATIONS — ACTION
— CONSLEQUENCES —MNODIFIED OR

STRENGTHENED

EXPECTATIONS

Relations with others Perceptions
biological, social of
cultural and physical particular

environments evoking situation

competencies

Difference between existing situation and pro-
posed situation

In the existing situation the policy maker
assumes that his experience and thus his
assumptions are immediately comprehensible
to the reader,

In the proposed situation the policy maker
makes his assumptions explicit (in the first
instance to himself).

F In the existing situation the policy maker
does not distinguish between what is fact,
personal assertion and conjecture,

F In the proposed situation the policy state-
ment is first written using procedural devices
which distinguish what is and what is not fact.

Anticipated consequences

Policy statements will be more comprehen-
sible and thus more readily accepted.

Policy statements will be easier to analyse.

Policy statements will take longer to for-
mulate.

An expectation will be created that policy
statements are the result of proper reasoning.

Summary:

It is the author’s belief that problem solving,
decision making, planning and policy making
can be improved by familiarisation with uni-
versally accepted management and problem
solving techniques (PERT, CPM, etc.).
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By Mr C Evans, Department of Defence.

INTRODUCTION

It is a popular opinion of Navy Service
personnel that industry and in particular the
Dockvard are in the grips of the unions. What
is of more concern is that the answers 1o our
industrial problems are frequently seen as
*bashing’ the unions or undertaking tasks with
uniformed personnel when civilian staff with-
draw their labour, slow down or disrupt work
rates for various reasons.

The western industrialised world is now
experiencing a period of rapid social and
technological change and if managements in
civilian or the service environment are lo
maintain effective control there is a need to
understand and anticipate changing policy
initiatives in ‘employver-employee’ relations,
and not simply react to external pressure.

A prime vehicle for preparing the future
senior officers of our Navy is the RAN Staff
College (RANSC) where a current and com-
prehensive industrial relations appreciation
should be introduced for middle ranking offi-
cers. The Chief of Naval Technical Services in
question time following his address to the RAN
Staff College on 13 May 1981, referred to the
need for Naval officers to gain a better under-
standing of these matters. The present General
Manager Garden Island Dockvard has also
expressed firm opinions regarding the need for
improved training of naval officers in industrial
relations matters.

The purpose of this article is 1o examine the
present RANSC course regarding adequacy of
industrial relations training and propose vari-
ations to incorporale more appropriate training
within the existing Staff Course svllabus.

AIM

The aim of this article is to propose effective
industrial relations training for incorporation
within the RANSC svllabus.

. INDUSTRIAL RELATIONS TRAINING 4
'MIDDLE RANKING OFFICERS IN THE -RAN =:

“> INCORPORATION INTO RANSC +7="83

-

I

TRAINING OF SERVICE OFFICERS
Traditional Needs

The training of service officers has reflected
the concept ‘If vou want peace, prepare for
war’. This preparation has meant procurement
of equipment and logistic support, the provi-
sion of skilled manpower, the motivation of
this manpower with purpose and a will to win,
and the development of operational plans and
tactical doctrine.

Training for war has emphasised efficiency
in the immediate operational task and the
training of subordinates for effective command
if the commander is killed or removed as a
result of military action. Military organizations
reflect a wide range of training needs which
are complicated by changes in technology and
bring together both skill and collective opera-
tional needs, geared for differing emphasis on
both government and higher military com-
mands as thev pass from a peace to a war
footing.

There is a danger, however, in restricting
training to the acquisition and use of military
skills. It is apparent that the need for drawing
on the experience and skills of other professions
is being recognised but care is needed to ensure
lessons learned are properly exercised. It is not
sufficient to apply new skills and experience to
military matters, the military must learn and
apply new skills in their dealings external to
the service, one such area is the field of
industrial relations.

Service officers are primarily concerned with
the leadership of fighting man which calls for
qualities of command. At the more senior level
an officer is involved where military affairs,
politics, science, social and industrial matters
overlap and he becomes a manager of resources
rather than a leader of men. In this aspect
‘influence’ is more important than ‘command’
and although the management training offered
by the Navy prepares in part for this, it fails
to provide fully for dealing with increasingly
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difficult industrial affairs which are bound to
impinge more on the military in future.

The Imperatives of Change

The relationship between the military and
society have been historically fundamental 1o
the structure of our society. The military has
had close links with the head of state and
supported political power through patronage
and force.

lToday the military role is a specialization
amongst many in our industrialised, techno-
logical and highly turbulent social democracy
and has little or no influence on political
matters.

The role of the armed forces in our society
is basically to deter attack, and defeat it should
it occur. [t is necessary in war to maintain
stringent discipline which effects civilians as
they become more aligned with military type
authority in form if not content through an
ideology of common purpose.

In the current environment of rapid social
and technological change there is an increasing
need to ‘reverse’ the ideology of common
purpose in time of peace. The services take
their manpower from a more emancipated and
dialectic society and return their manpower (o
a society which is continuing to change more
rapidly than the services. There is a clear need
to ensure that the services are in organisation
and quality, a reflection of the society which
they serve. Above all else there is the need 10
manage change and the inevitable conflict
which it brings; to achieve revolutionary change
at an evolutionary pace reconciling planning
with democracy, the rule of law and legal
‘reform’. To foster this aim there is a need 10
know why things are done in industrial rela-
tions as well as knowing what to do.

The orientation of Australian defence admin-
istration reflects the roles of both service
officers and civilians in the machinery for
keeping in touch, and up to date with circum-
stances as they change. It is both the rate of
change and economic pressures in our society
which demand flexibility and understanding in
order to operate efficiently and this is pertinent
in the field of industrial relations. Inflation
creates middle class discontent and it bends
and sometimes breaks institutions, the Concil-
jation and Arbitration system is such a poten-
tial victim. Unemployment presents serious
social, political and industrial problems; tech-

nological change exacerbates this situation,
There is continuing turbulence and we must
not confuse industrial passivity at times with
industrial peace. The real challenge is through
understanding, to find valid wayvs of reasserting
that human labour is engaged in the enhance-
ment of human beings and that conflict is not
seen as a solution to short term disruption.

NAVY INDUSTRIAL RELATIONS (IR)
TRAINING
Current Industrial Relations Training

No specific IR training courses are currently
conducted by the RAN for middle ranking
officers posted for duty in dockvards or as
Commanding Officers where they will interact
with industrial areas. Facilities exist through
Department of Defence New South Wales
Regional Office for:

a. a one-hour introduction to indus-
trial relations for prospective Com-
manding Officers and Executive
Officers in preparation for civilian
work force contact, and

b. a four-day course for both service
and civilian personnel.

Garden Island Dockyard also runs industrial
relations courses either utilising Regional
Office, through the Dockvard Training Officer
or by utilising consultants, None of the fore-
going schemes, however, attempt to incorpo-
rate IR training within a comprehensive man-
agement course where it can take its place
within the many factors which interrelate for
effective management today.

The RANSC charter objectives require stu-

dents to:

‘Comprehend the concepts and practices of

modern management as applied to both

industrial and defence resources.’

Within the RANSC study area one, the man-
agement techniques segment is programmed
for 209 hours of study, some 28 per cent of
the course total and the largest single element.
This segment, however, does not display suf-
ficient emphasis on understanding the indus-
trial machinery, which impacts more on the
services today and will increase in future for
a number of reasons, these being:

a. increased militancy amongst a wide
range of blue and white collar
unions,

b. c¢hanging technology and
attitudes, and

social
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¢. a planned increase in Australian
defence industrial participation
which will result in increased civil-
lan/service interaction and mutual
reliance.

Means for Improved IR Training

Australian industrial relations is part of the
complex area of management studies and is
often misunderstood. The main elements of IR
will be discussed later in this article, it is
appropriate here to comment on the best means
of introducing IR training and experience.

The RANSC aim is to * increase the
professional knowledge, judgement and com-
petence of selected officers normally of the
rank of Lieutenant-Commander, thereby
broadening their professional background and
preparing them for command and higher staff
appointments in both peace and war’.

The foregoing arguments indicate the need
for senior Service officers to manage resources
and operate more through ‘influence’ than
‘command’. It is inappropriate to expose offi-
cers bound for senior positions to an overview
of IR in isolation from related aspects of
management through which ‘influence’ can be
achieved. Indeed Defence Regional Office
(NSW) stressed that far from creating experts
in this field, regions training has the following
objectives:

a. In the one-hour introduction, the
training aims ‘. . . to create in local
supervisors an awareness of indus-
trial relations, which it is hoped,
will assist them in their day to day
supervisory and time management
activities.’

b. The four-day course aims ‘To pro-
vide service and civilian personnel
with:

(1) A basic understanding of civil
industrial relations as part of
the total management frame-
work.

(2) The basic knowledge and skills
required 1o deal with industrial
matters arising in normal day
to day functions of units, bases
and establishments’.

Meaningful IR training must occur at the
right time and be complemented with the
relevant supportive subjects. In the introduc-
tion to their book *Auwstralian Industrial Rela-

tions’ Plowman, Deary and Fisher point out
that there is some disagreement regarding the
scope of industrial relations studies. Clearly
the environment within which the svstem
operates includes the state of technology. the
prevailing economic conditions and the consti-
tution which determines the division of indus-
trial powers between Federal and State Gov-
ernments.

Consideration of these elements shows that
industrial relations focus on the vitals of living
in an industrial society and that it takes its
place within management studies as a branch
of sociology. Careful selection of the situation
for meaningful training is thus evident.

INDUSTRIAL RELATIONS TRAINING AS

PART OF RAN MANAGEMENT

DEVELOPMENT

Training Content

In his book *Study of Industrial Relations’

A. I. Geare offers the following definition:
‘The field of study of industrial rela-
tions’ is thus defined as the swtudy at
cither plant, firm, industry, national or
international level of the interaction
among and between three actor groups:

a. Managers and their organisa-
tions;

b. Workers and their organisations;
and

¢. The government as a legislative
body and as government agen-
cies, concerned with obtaining
and regulating the formal and
informal rules that regulate the
work environment for the pur-
pose of:
(1) Improved ‘labour-related’
productivity,
(2) Improving job satisfaction,
and
(3) Achieving increased power in
the work environment and
how this interaction is affect-
ed by external variables (such
as technology, economic
conditions, power groups
within society, personalities
and personality differences).
Clearly this basis for study will fit well into
the ‘Management Principles’ segment of the
RANSC course as covered by the Charter, the
RANSC Handbook para 109J) and Study One
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Handbook paras 25 to 31. Incorporation of
the additional IR training will complement the
main aims of the management section which
does not at present complete the scope of
matters defined by Geare at para 23.

Details of the training and suggested varia-
tion to the current course profile are presented
at Annex A and for national, state and industry
levels should include the following subjects:

a.  Eonvironmental influences,
b. Conflict.
¢.  Parties.
d. Processes.
¢. Rules.
Environmental Influences

Environmental factors influence industrial
relations largely as external inputs to the svstem
and will include economic influences, the
political context, the social setting, the legal
environment, historical influences, the ecolog-
ical context and the state of technology.

EFconomic Influences. Economic influences
are important as the contract of employment
represents an economic transaction. This factor
15 the basis of job regulation and an important
component of industrial conflict. With the ebb
and flow of resources in the labour market
economic conflict is inevitable and this factor
has resulted in machinery by which control is
achieved. Economic conditions can create con-
flict regarding job security and result in union
demarcation issues as each union tries to make
the best of reduced emplovment opportunities.

The Political Context. In this sense the
political context refers to the distribution of
power in society and within political institu-
tions as they are influenced by pressure groups
(women's liberation movements, anti sex dis-
crimination in emplovment legislation etc).
Also the division of political parties into labour
and non-labour parties has seen legislation
which achieves employment conditions not
gained by industrial action (for example, short-
er working hours, long service and recreation
leave).

The State of Technology. Technology is an
important external and internal influence as
workers have to accommodate their practices
to technology. The substitution of capital and
automated plants can reduce the power base
of major craft unions. Technological change
undermines existing craft systems and may
introduce a new technological elite with even
greater bargaining power,

Conflict

For most people strikes and industrial con-
flict are one. It is important to properly
understand conflict by examining the range of
behaviour and attitudes in the industrial situ-
ation. The purpose of an industrial relations
svstem is the regulation and control of indus-
trial conflict and so it is necessary to look at
the various forms conflict may take, review
the major explanations of industrial conflict
and look at strikes.

The Parties

The major actors or parties in the industrial
situation are trade unions, employers and more
particularly the Government both as an
emplover and as a ‘rule maker’, and the
arbitrators, both the Public Service Arbitrator
and the Conciliation and Arbitration Commis-
sion. An understanding of the interplay is
important to see industrial relations in proper
perspective.

Processes

A range of processes or forms of interaction
available for settlement of industrial problems
from unilateral decision making by emplovers
to workers' control exists. The arbitration
system converts a bilateral into a tri-lateral
interaction should negotiations break down.

Rules

Underpinning the IR system is a set of rules
which regulate conflict. These rules may take
the form of statutes, orders and directions
from industrial tribunals, the rules of organi-
sations, awards, agreements, and custom and
practice.

The present RANSC course offers some
consideration of environmental influences
through a study of the following subjects:

a.  Human motivation.

b. Management styles.

¢.  Understanding human behaviour.

d. Computers in management (tech-
nology).

e. Understanding organisations.

f. Environmental factors in manage-
ment.

g. Practical management.

h. Personnel reporting.

i.  Management of change.

j.  Contemporary Australian society.

k. The trade union movement.
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To reinforce the learning process these man-
agement aspects are supplemented by syndicate
tutorials, case studies, industrial visits and
management projects but the all important
exercise of integrating these aspects with the
major issues of industrial relations is not
attempted. It is important to remember Rus-
kin's dictum that ‘not only is there but one
way of doing things rightly, there is only way
way of seeing them, and that’s the whole of
them.’

Procedure for Achieving IR Training

Recognising that the essence of senior man-
agement is ‘influence’ it will be appropriate to
introduce the required balance of training not
on demand but as a coherent part of staff
training for middle ranking officers who will
aspire to ‘influence’. The RANSC offers a
sound basis and with incorporation of the
details at Annex A will suit the need.

Some support and advice can be solicited
from DOD Regional Training Centre. The
Regional Industrial and Compensation Officer
— Manpower Branch has indicated that major
participation by himself or his staff would not
be practical. Details of Regional Office training
schemes are in Reference D.

Basic course schedules and relevant content
material from a course ‘Emplovee Relations
for Middle Managers’ by W. D. Scott and Co.
is in Reference E. This material contains:

a. the course schedule, and
b. brief biographies of guest speakers.

The foregoing information should be used
as a guide for incorporation of additional
lectures and exercises into the RANSC. This
additional training should be incorporated dur-
ing the management segment of the course and
in view of the time available, at the expense
of less valuable lectures or by combining the
redcucing areas in the management segments
of the course. The IR component should come
towards the end of the management segment
and would require about ten hours of lectures
focusing on the issues outlined at para 25
under the broad headings:

a. Overview of Industrial Relations in
Australia Today.

b. Aims and Resources of
Unions.

¢. Mainstream Issues in Coniliation
and Arbitration.

d. Industrial Relations in the Public
Service.

Major

The additional training would best be carried
out by visiting lecturers, cither current or new
to the RANSC, with an appropriate industrial
background, supplemented by a visiting union
leader of national standing, an arbitration
commissioner, and the public service area
through Regional Office. With the information
provided in the references this training can be
assimilated into the RANSC course programme
within twelve months,

CONCLUSIONS

A need exists to introduce current industrial
relations training into the Navy for middle
ranking officers. This training will by necessity
have to complement an appreciation gained of
modern management concepts as applied to
both industrial and defence resources.

An appropriate venue for this training is the
RANSC where with minimal addition of new
material the necessary training can be imple-
mented. The additional lecture time would be
some ten current programmed areas of the
management segment.

Key areas which are not adequately covered
by the RANSC are the following:

a. Environmental Influences.
b. Conflicts.

¢.  Parties.

d.  Processes.

e. Rules.

Assistance can be given by the Regional
Training Centre Industrial and Compensation
Officer with the course content but manpower
would only be available for very limited par-
ticipation in conduct of lectures. The burden
of lectures should be handled by visiting speak-
ers representing:

a. manufacturing industry, dockyards
and academics;

b. the trades union movement;

¢. conciliation and arbitration com-
mission experience; and

d. the public service area.

RECOMMENDATIONS
This article recommends that:

a. Industrial Relations training be
introduced into the RANSC man-
agement segment syllabus within
twelve months;

b. the additional lectures be under-
taken by visiting speakers repre-
senting appropriate areas of indus-
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try, unions, academics, the Public
Service, the Arbitration Commis-
sion; and

¢. the Regional Office be requested to
assist in the design of the additional
training.

DETAILS OF INDUSTRIAL RELATIONS
TRAINING FOR INCLUSION IN RANSC

1. Overview of Industrial Relations In Aus-
tralia Today. A lecture period of 1': hours
supported with *hand outs” and based on the
paper by Dr Brian Scott of W, D. Scou &
Co., would be relevant. Details are shown in
Reference A.

2. Aims and Resources of Major Unions;
this should include both blue and white collar
unions and reflects current practices and future
trends in union training. Two lectures in total
some 22 hours should be required with speak-
ers from the Australian Trade Union Training
Authority (TUTA) and say the Federal Secre-
tary of the Administrative and Clerical Offi-
cers’ Association to retain a balanced view-
point. TUTA details are in Reference B.

3. Mainstream Issues in Conciliation and
Arbitration. A lecture period of 1': hours
supported with *hand outs’. The speaker should
be a Commissioner from the Australian Con-
ciliation and Arbitration Commission. The
notes at Reference C are relevant.

4. Industrial Relations in the Public Serv-
ice, which is particularly relevant to service
officers interaction with the civilian work force
and is covered by Regional Office material
— see Reference D. This would require some
4 hours of lecture time and would include the
following:

a. Role of Public Service Arbitrator.

b. Acts, Awards and determinations.

¢. Industrial Relations Machinery
within Department of Defence.

d. Union Membership.

e. Delegates: Their Role and
Rights.

f. Local Management for the Preven-
tion of Disputes.

Their

g.  Industrial Relations at the Work
Place.
h.  Management of Industrial Disputes.

(%)

REFERENCES:

A. Future Trends in Management — Employee Relation-
ships and Implications for Industrial Relations in
Australia. A paper by Dr B. Scott of W. D. Scout &
Company

B. What is Trade Union Training? — A paper by Trade
Union Training Authority

C. Mainstream  Issues in Conciliation and Arbitration.
Copy of an address given by Commissioner L. G.
Mathews, C.B.E., Australian Conciliation and Arbi-
tration Comniission

. Details of Regional Office NSW Industrial Relations
Iraining Courses

E. Course Schedule and Content ‘Employvee Relations for
Middle Managers' W, D. Scout & Company

Papers.
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THE

INDIAN OCEAN
POLITICS, edited by Larry W. Bowman and

IN GLOBAL

lan Clark. University of Western Australia
Press, pp. 260, $19.80.

Reviewed by Dr Ed Duvker, Depit. of Defence.

HE publishers of this book claim that it

is an ‘‘up-to-date’ analysis of major
political issues affecting the Indian Ocean
region and that it examines “‘recent develop-
ments’’ in South Asia, the Gulf and Africa.
Unfortunately, this fine collection of essays is
far from ‘‘up-to-date’’ and many ‘‘recent
developments’’are blatantly absent. While nine
of the papers included were originally presented
at the International Conference on Indian
Ocean Studies (held in Perth in August 1979)
and another three were later invited to enable
a wider coverage; one can only assume that
publication difficulties prevented their release
until late 1981.

The volatile and rapidly changing character
of the region is, in fact, exemplified by the
omissions in The Indian Ocean in Global
Politics. Readers will be struck by references
to incumbent Presidents Carter and Giscard
d’Estaing, and to ‘‘Rhodesia’; conversely,
they will search in vain for mention of the
Iran-lraq war.

The dilemma of scholars and anlaysts
attempting to keep their formulations and
publications abreast of change is, of course,
nothing new. The work of Rouhollah K.
Ramazani, for example (the contributor of the
first chapter in Bowman and Clark’s collec-
tion), is a particular case in point. Those who
may have read his earlier book The Persian
Gulf and the Strait of Hormuz (Alphen aan
den Rijn, The Netherlands: Sijthoff and Noor-
dhoff, 1979) will have realized that despite its
very able scholarship and 1979 publication
date, it suffers drastically from its pre-Iranian
Islamic revolutionary perspective. While his
contribution — on the Strait of Hormuz — 1o
Bowman and Clark’s book is presumably some-
thing of a reassessment, it also suffers markedly
from its failure to discuss the protracted Iran-
Irag conflict.

This is not to suggest that Ramazani’s
analysis is in itself completely diminished by

A

our hindsight. To be fair, he shows himself to
be particularly perceptive on a number of
issues. He argues, for instance, that one tvpe
of interstate conflict “‘that might render the
oil tanker traffic through the Strait of Hormuz
hazardous, would be armed conflict in the
regions adjacent to the Persian Gulf area',
Though, in this context, he refers initially to
a possible Arab-Israeli war, he is ultimately
accurate in his judgement that:

“Irag’s denunciation of its 1975 Shatt-al-
Arab agreement with Iran has the potential
of reversing all the hopeful signs of accom-
modation among the Gulf states that had
followed that agreement.”

On the whole, all the contributors to this
collection show themselves to be remarkably
aware of the profound tensions in the region
and the complexity of its interlocking forces.
Thus, Larry Bowman is certainly justified in
his introductory claim that:

“Throughout the chapters there is a constant
analysis of the military, strategic, political,
economic and arms control issues that affect
the behaviour of both regional and external
actors.”’

Structurally, the book is divided into three
parts: Part I examines regional factors among
the littoral states; Part 11 analyses the activities
of three external powers (France, the U.S. and
the USSR) in the Indian Ocean; and Part 111
assesses international attempts to stimulate
arms control, demilitarization and the creation
of a Zone of Peace in the Indian Ocean.

It is unfortunate, however, that two of the
more intensive regional studies included, which
deal with India’s relations with the other Indian
Ocean states, and India’s non-alignment in the
face of super-power rivalry, do not adequately
cover India’s own naval pretentions. Although
India has, at present, only a limited capacity
to project naval power into the Indian Ocean,
and for some time to come will remain pri-
marily occupied with maintaining naval
supremacy over Pakistan, policy statements
and concern for ‘‘regional stability’ since
1977, together with recent acquisitions of Brit-
ish Leander class frigates and West German
submarines, would tend to suggest that she is



BOOK REVIEW 63

seeking to build a substantial **blue-water”
fleet by the turn of the century.

India has always been acutely aware that
any power capable of interdicting sea lines of
communication in the north-western Indian
Ocean is in a position 1o seriously disrupt the
Indian economy. The Indian’s, therefore, no
longer feel satisfied with merely emphasizing
coastal protection. There is now a strong lobby
in the Indian Navy which not only seeks to
replace the ageing carrier Vikrant (already
refurbished for Harriers) with a *‘sea control
ship™, but also argues for the purchase of a
second such ship, in order 1o create two
independent **carrier’’ based fleets.

While India is unlikely to be in a position
to challenge the naval prowess of the super-
powers in the Indian Ocean for many years,
the emergent signs of a new Indian strategic
naval doctrine and policy should be noted.

The International Conference on Indian
Ocean Studies in 1979 was an event of consid-
crable scholastic significance and the wider
dissemination of some of its more erudite
papers is indeed pleasing. The emphasis given
to Australia, under Bowman and Clark’s edi-
torship of these papers, is also particularly
satisfyving. It is a pity, though, that Henry S,
Albinski's discussion of **Australia and the
Indian Ocean’ does not focus more on the
wider implications and possible threat 10 Aus-
tralia posed by ANZUS and the presence of
U.S. bases on Australian soil.

My only other major disappointment with
this book is that, aside from Jean-Pierre
Gomane’s somewhat conservative analysis of
“France and the Indian Ocean’, very little
attention is given to the history, culture and
politics of the Island states of the Indian
Ocean. In particular, the implications of radical
political change in the Seychelles (as a result
of the SPUP coup in 1976) and the rise of the
Mouvement Militant Mauricien (M.M.M.) in
Mauritius, are largely ignored. Territorial
claims by Mauritius over Diego Garcia and
Anglo-American duplicity towards its former
inhabitants are also completely ignored. For
example, the American scholar George W.
Shepherd Jr., in his chapter, does not even
question the U.S. claim that its “‘only base in
the region, at Diego Garcia, is on an otherwise
uninhabited island and does not violate the
territory of any country™. One has only to see
the miserable displaced inhabitants of Diego

Garcia in Mauritius, to know this U.S. argu-
ment is morally hollow. The fact that Diego
Garcia was a Mauritian dependency and was
handed over to the U.S. by Britian (the colonial
power) against the wishes of the Mauritian and
Diego Garcian people receives no attention
whatsoever. | suppose | had better qualify my
personal bitterness by stating that members of
my mother’s family were, in fact, former
inhabitants of Diego Garcia. My Great Grand-
father, the Mauritian Administrator of the
island, narrowly escaped being charged with
treason by the British for having welcomed the
German cruiser Emden during the first few
months of World War I; British indifference
to the inhabitants of Diego Garcia being what
it was, no one had even bothered to inform
them that there was a war on in the first place!

These personal criticisms aside, The Indian
Ocean in Global Politics is an important
volume of collected research on an area of
profound importance to Australia. Like all
works of scholarship, those who refer to it in
the future will make their own mental amend-
ments in the light of current developments.
Ultimately, its delayed publication will not
detract from its obvious contribution to our
knowledge and undertanding of the region. @3

A SUITABLE PIECE OF REAL ESTATE.
AMERICAN INSTALLATIONS IN
AUSTRALIA, Desmond Ball: Hale &
Iremonger, Svdney, 1980. 174 pps. $10.95.

Reviewed by Dr F. M. Cain, School of History,
University of New South Wales.

R Ball’s book is of significant importance

to the study of Australian History,
Politics, Defence and Foreign Policy. The title
is derived from the fact that because Australia
is in a diagonally opposite location on the
globe to the U.S., we are in an excellent
position to be used to monitor the U.S.
satellites which are photographing, televising
or listening-in to radio and telephone com-
munications mainly of the putative enemy
countries of the U.S. that is, the Communist
governed countries. The North West Cape in
Western Australia, additionally, is in an excel-
lent position to transmit VLF radio messages
to the atomic powered U.S. submarines float-
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ing about in the Indian and Pacific Oceans.
Our geographical position, therefore, as Robert
Cooksey has remarked, earns our continent
the apt title of a “‘Suitable Piece of Real
Estate’ from the Pentagon and Langley points
of view.

Ever since British Naval Intelligence fished
up the Europe-to-U.S. telephone cable from
the sea bed and began to listen and decode
German messages to the Americans in World
War I, communication monitoring has become
a very important weapon of war. Australia
developed techniques in this area during the
Pacific War when numerous listening and
translating stations were established in North-
ern Australia with U.S. support and control.
Monitoring and military communications fell
into abevance after the war but, in 1960, the
U.S. Defence Department sought to establish
a naval communication centre at North West
Cape and six years later sought to establish
satellite ground stations at Pine Gap and
Nurrungar. Our Prime Minister Menzies was
happy to agree to these requests for many
reasons, not the least important of which was
his belief that it would stitch the U.S. Govern-
ment firmly into an unofficial defence alliance
with us at a time when the Cold War was
raging and Soekarno in Indonesia was indulg-
ing in Sabre rattling. It also gave him a stick
with which to beat the Labor Party at the
elections because they expressed disquiet about
the proposals. Menzies and later Harold Holt
were probably never given a full explanation
of all the functions to which these U.S. bases
would be put and, as Dr Ball shows, there
remained much ignorance in the Australian
Government of what activities and what plans
for expansion surrounded these U.S. owned
establishments.

The reader, however, is left in little doubt
about what these establishments are used for
and Dr Ball has usefully drawn from the wide
variety of mainly U.S. publications to inform
us Australians about what is happening in our
fair land in this regard. He tells, among other
things, about the amazingly huge cameras that
are lifted into space and are thereafter con-
trolled from Pine Gap and Nurrungar.

In the final forty pages Dr Ball discusses the
implications of Australia’s involvement in this
vast net of U.S. satellite and communication
activity. The role of the highly secret C.1.A.
and National Security Agency in these estab-

lishments are discussed, which means that very
few Australians either in Government or in the
Defence Department can ever be permitted to
know what is happening in these establishments
on a day by day basis. Dr Ball discusses the
implications of this secrecy and the ramifica-
tions of having such U.S. bases in Australia
and he argues that they are something we will
all have to live with, but information about
them must be publicly available and Australian
Governments, of whatever persuasion, must be
kept fully informed of all the ramifications of
them being here. Australians must know as
much about them as the Russians and Chinese
do already, the author argues.

We are in Dr Ball's debt for analysing this
most important question in the Australian
defence debate. The book touches the very hub
of our modern defence and political life and
because this, as well as its importance in the
history of the Australian-U.S. relations, it
deserves to be widely read by all Australians.

Q

GERMAN JETS IN COMBAT by Alfred Price
and Jeffrev Ethell, London Jane’s Publishing
Company, 1979, $29.95.

Reviewed by Richard Pelvin, DI O-A

N the course of World War Two Germany

had, at varying stages of development, a
wide variety of combat aircraft designs pow-
ered by either rocket or turbo jet. Of these,
three were to reach operational status — the
Messerschmitt Me 163 and Me 262 and the
Arado Ar 234,

“German Jets in Combat'" describes the
development of these aircraft, the problems to
be overcome before their entry into service and
their subsequent careers. Many operational
missions are described in detail using both
Allied and German sources to tell the story
from both sides. The effectiveness of the
aircraft in their roles is discussed and much
detail provided on performance, weapons and
tactics. In the case of the Me 262, a great deal
of this information is presented in the form of
an appendix based closely on a report produced
by Allied Intelligence officers after post-war
questioning of Me 262 pilots.

The *“*German Jets in Combar’ is recom-
mended reading for those interested in Second
World War aviation history.









