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Dear [N,

Thank you for your email of 23 June in which you requested the following information:

“On reflection, the third request could be satisfied through the provision of copies of the current
versions of the single services’ ‘personnel strategy”.  If they exist and are releasable, that should
satisfy the 3 question, particularly if you were also to include relevant (to the analysis of
demographics) any supporting research or papers referenced in the strategy documents. In the
interests of further narrowing the search for Q3, Army only.”

This was a clarification of your request dated 21 June in which you also requested the following
information:

“1. Manning and Recruiting in the Lean Years of the Nineties report. | believe this report was
known colloquially as MARILYN. | believe that the report concerned the Army, but cannot be sure
and it may have covered all three services.

2. The presentation used by the Adjutant General (General Granville-Chapman) around 2000-
2001 to set out his vision for the Army Personnel Strategy. The unique identifying attribute of this
presentation was a futuring model using 4 quadrants, describing 4 possible ‘workforce’ futures.”

| am treating your correspondence as a request for information under the Freedom of Information
Act 2000. Following a search of our recorded information, | have established that some of the
information you requested is not held by the Ministry of Defence.

Attached is a copy of the MARILYN report as requested. With regard to the presentation by
General Granville-Chapman, having undertaken initial searches, | should advise that under section
12(2) of the Act, | am unable to confirm if the Ministry of Defence holds the information requested.
Section 12(2) relates to historical documents that would be held in general files in MOD archive
and would be impossible to find, or we would expect to have been destroyed under policies in
place at the time. It would, therefore, be an unfair burden and a disproportionate effort on the
Department to find them.

Moving to your clarified request, | have been unable to locate any documents that the Army has
produced within the scope of your request. Under section 16 — Advice and Assistance, | have
been advised that a Personnel Strategy document will be published later this year. Although it is
intended to be published internally, you could submit a further request and its release under the
FOIA will be considered. | am afraid | do not have a definite date for its publication at this time.



If you are not satisfied with this response or you wish to complain about any aspect of the handling
of your request, then you should contact me in the first instance. If informal resolution is not
possible and you are still dissatisfied then you may apply for an independent internal review by
contacting the Information Rights Compliance team, Ground Floor, MOD Main Building, Whitehall,
SW1A 2HB (e-mail CIO-FOI-IR@mod.uk). Please note that any request for an internal review must

be made within 40 working days of the date on which the attempt to reach informal resolution has
come to an end.

If you remain dissatisfied following an internal review, you may take your complaint to the
Information Commissioner under the provisions of Section 50 of the Freedom of Information Act.
Please note that the Information Commissioner will not investigate your case until the MOD internal
review process has been completed. Further details of the role and powers of the Information
Commissioner can be found on the Commissioner's website, https://ico.org.uk.

Yours sincerely,

Disclosure and Litigation Leader
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FCREWCRD BY THE ADJUTANT GENERAL

1. You will all be aware of the Demmographic Trough which confronts  the IK
and other Western Nations. Without doubt the Army will face major manpower
difficulties in recruiting and retaining personnel over the next decade and
unless we take firm action now there will be very serious undermanning.
Indeed, shortages are already beginning to be felt.

2. The MARILYN Report addresses the problems caused by the Demographic
Trough, and by the increased conpetition for menpower, as far as they affect
manning and recruiting. The Executive Covmittee of the Army Board (ECAB) has
considered the full Report and believes that the situation should be brought 10
the attention of conmanders at all levels. There is a great deal that we can
achieve ourselves in heiping to overcome the problem and it Is these aspects
which | wish to erphasise in this Foreword.

3. Recrujting and retention are the two main pillars which support our
manpower levels. Publicity has a significant effect on recruiting 50 every
effort rmust be mede 1o avoid the adverse publicity, such as that recently from
buliying, which 1is so damaging. More positively, everyone must be made {ully
aware of his or her potential to influence recruiting by personally seeking
and encouraging suitable candidates. As far as retention is concerned, there
are three aspects that I would like to underline : these are job satisfaction,
the level of our comitrents and the conditions under which we serve. Clearly
the MDD must  lead on policy, as it does with recruiting, but all comranders
have a vital part to play in secking job satisfaction for those under them. in
meratoring  the level of comritments and in ensuring the best possible
conditions of service in the wider sense, | look to the chain of covmand 1o
pick up this challenge.

&, Most  of the counter-rreasures for keeping up to strength in officers are
the concern of individual MID{A) Directorates; and many are already in hand. 1
some  appear minor in themselves it stresses the point that it is 'the ones and
twos ' who we currently lose that must be retained in future., On  the scldier
side, ways of increasing the Junior Entry and of reducing recruit wastage are
being addressed by the 1TO Study. The Study into the Long Term Role of Waren
in  the Army may identify a nuvber of additional posts which can be filled by
WOTERN , We have been able to be selective in our choice of recruits in the past
but this will no longer be the case. Proper manpower husbandry therefore
holds the key to the future.

3. The TA will be similarly affected by the Demographic Trough. Active
encouragement of former reguiar officers and soldiers to enlist in the TA, and
of TA officers and soldiers to serve with the Regular Army, will underline the
One Arrmy concept,



6. This edition of the Report has been abridged and 1 should explain why. It
is because the full Report was a working document which contained a mass of
detail, including costings, that was required by MDD Staffs. By removing it
this wversion of the Report is quicker to read whilst still containing
sufficient detall to underline the depth of the study and the intended action,

7. Finally, 1 should not wish to leave the impression that this will all cost
nothing. 1t will not ; some measures, particulariy the enhancements to the
publicity budget, will be expensive. However, by retaining those who we have
already 1trained we will at least minimise the effect on other parts of 1he
Deience Budget.

i
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MANNING AND RECRUITING THE ARMY IN THE LEAN YEARS CF THE NINETIES

{THE MARTLYN REFRCRT)

CHAPTER |
INTRODUCT ICN
PREAVBLE
1. n common with the other NATO nations the United Kingdom faces a decline in

the nurber of vyoung people within the overall population. By the year 2303
there will have been a reduction of about 20% of those aged between 15 and 29,
carpared to 1987, it is f{rom this population that the Ammy recruits 113
officers and soldiers. Added 1o this the econamic outlook has brightened and
unarplovrent  is  falling, so the competition for r.esources will be even rore
fierce. This Report is about Manning and Recruiting in the Lean Years of the

Nineties (MARILYN)}.

LY R



2. Between 1963, when the last National Serviceren left, and 1982 the Army's
trained strength was cut fram 180,000 to 151,000 in line with reduced
cammitrents, while over the sarme period the population of 15 10 29 year olds
rose steadily. The only tire during those years when there were serious
recruiting problems was between 1977 and 1980 and this was directly due to poor
rates of pay. Amore detailed historical analysis and corparison with the
present situation is at Annex A, In 1930 the manning position was rectified by
a substantial pay rise and recruiting was subsequently assisted by the
Falklands War in 1982. Since then the total nurber of 15 to 19 year olds has
been falling. rapidly, but other factors have served to maintain the supply of

good qualitly volunteers, particularly the high levels of youth unerployment.

3. Although wunemrployment is still high in sore areas of the (K the vyouth
elevent is falling very rapidly and an increasing proportion of school leavers
are joining the Youth Training Scheme (YTS) as a route to jobs, so the Army
faces IWUCh greater carpetition for recruits who, until very recently, were
caming forward in plentiful nurbers. Having becore accustored to selecting
soldiers fron high quality applicants the Army's procedures, equipment and
training have developed accordingly and a new and serious situation faces the

Regular Army and the TA.

4. The shortage of young people is known as the Demographic Trough, and 1ts

effects will continue to be felt beyond the turn of the céntury. Unless we

create an awareness of the problem across the whole of the Army {including the

Territorial Ammy and the Reserves), and start to take strong remedial action

now, serigus underrmanning will result. Although responsibility for manning and
2
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recruiting pelicy rests with theMinistry of Defence, this is not a problem
that can be solved by policy alone. Recruiting and retention are of such
importance  that comranders at all levels right down to lance-corporal must be
made aware of the problem and play their part in recruiting and retaining as
many quality officers and soldiers as possibie. Without 3 corporate effort,
making full use of the strengths of the Regimental system, the 199Gs  will

indeed be the Lean Years for the Army.

5. The MWRILYN Report is essentially about the supplv of manpower to meet the
devand  for manpower. It is imrportant, however, t0 set the Report into
perspective by considering some of the issues involved with manpower in

general.

6. The Cost of Manpower. Expenditure on menpower has recently  been

increasing: indeed since 1985/86, when £1,824Bn was spent on the Armv's ‘4’
area votes, it has risen by 14.4 % to £2.086Bn in 1987/88., Unfortunately the
Defence Budget has not been increased proportionally and it follows that am
increase in the manpower votes has to be carpensated for by a reduction
elsewhere In the equiprent, training and quartering programres. A reduction
in the proportion of the Army's expenditure spent on rmanpower is therefore

clearly highly desirable. Reducing wastage is vital and the least painful way
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of saving on rmanpower expenditure 3 but the most rapid and substantial

econanies coare franm erpleying less men.

7. Reducing the Manpower Requirement. The logical way of reducing the

requirement for manpower is either to reduce cammitgrents or to alter the ways
in which the Army fulfils those comitments. The latter might take place by
changing unit organisations or the manning mix (regular, TA, reservist,
civilian and contractor) or by reducing the officer to scldier manning ratios,
or the man to equipment ratio. Although strictly ocutside the scope of the
Report 1t 1s nevertheless important that these issues are borne inmind since

they are factors i1n formulating counter~measures to the Demographic Trough.

8. Menpower Stratepy.

a. tUnit Organisations. As manpower becomes more difficult to recruit it

Js important that unit corganisations and establishrents are reviewed and
the priorities within those establishments, for most effectively fulfilling
our carmitrents, analysed. If, f{or exarple, the Infantry are faced with
being unable to recruit 5,000 men, it must be decided whether the
shortfalls should be borne by reducing battalions, or by under-implementing
all parts of each establishrent, or by changing the establishment itseli.

.This 15 amatter for General Staff review and decision.

b. Manpower as a Resource. As the budgetary regime develops manpower 15
being recognised as a resource. There 15, however, a tendency to consider

the optimum manning mix purely in economic terms and to ignore avallability.



This has led, as an example, 10 the recent widespread misenployment of
soldiers because of the inability of the Civil Service to recruit civilians.
Qur demographic problems are untikely to be more than marginally eased by
varying the mix of manpower as the regular forces, the TA, the Civil Service
and civilian contractors will all face the same recruiting problems in
the vyears ahead. 1 commitrents are to be met we must meet them from
whichever type of manpower is available regardless of whether it is the
cheapest, provided that the manpower we enploy is operationally effective

and cost-effective.

¢. Eguiprent. The design of equipment must minimise the nurbers and
quality of manpower required for operation and  support, along the
bines of the US Manpower and Personnel Integration {MANPRINT) progranme(1).
Although positive MANPRINT measures initiated now would not be effective
until  the end of the 1990s (because of the long gestation period for
equipment), they could make a significant contribution towards reducing
menpower  requirements in the longer term, but equipment development costs
will be higher. There must also be an awareness on the part of the
equipment programmers of the [ikely effect of the Dempgraphic Trough on

their plans.

Note

(1)

cop

The US MANFRINT programme aims to ensure that future equipment s

atible with its coperators, rather than vice versa.



AIM
9. The aim of the Report is to assess the likely effect of the Derographic

Trough on Army anning andm”'recruiting in the 1990s and to recomend

countéer-measures.

SCOPE. OF THE RERCRT

t0. The Report presents the problem, considers same measures to évercare the
Lean Years, suggests the mechanism by which the counter -measures might be
nrplerented, how their effectiveness will be monitored by the Standing
Committee on  Ammy Manpower Forecasts (SCAWF), guided by a Steering Group, and
gives details of the bid for initial funding to be made against LTC 89. The
suppor ting evidence has been circulated on a limited distribution and inciudes
detailed argurents and statistics resulting from the work done in preparation

for the Report.

T, MARILYN considers the Regular, Territorial and Reserve elevents of the Army,

but more work will be necessary to cover the TA and the Reserves fullv.

examnines the wider wuse of woren, but a detailed forecast of the effect of the

Demographic  Trough on the nurber of female officers and serviceworen has not been

included because, although the young female population will also decline, our

ferrale recruiting extraction rate 1Is a very small proportion of the overall
population. The Report does not consider the Ulster Defence Regiment (LIR)

although it will also be affected.

RESTRAICTED-



12. Related Studies.

"a, The Individual Training Organisation (ITO) Study. The MARILYN Report

mekes a number of recammendations which involve the  training
organisation, especially concerning wastage rates and the Junior Army, so
it is essential that the [ITO Study takes cognizance of the points being
mede despite its remit 10 make financial savings. The supply of manpower
is highly relevant to the ITO Study, not only in termms of the nurber of
recruits that are likely to enter the training organisation but also in

the nurbers of officers and NOOs that can be allocated to it.

b. The Long Term Role of Waren in the Anmy Study. The Study into the-

Long Term Role of Waren in the Army is also likely 1o play a significant
part in countering the effects of the Demographic Trough since its
reconrendations are most likely to invelve the wider enplovment and
deployment of waren. Again, it is most irportant that the study team take

fully into account the recammendations of this Report.
METHCD

13, The counter-measures have been divided into "Management Measures”,
"Further Measures” and "Longer Term Possibilities". The Managenent Measures
can be introduced quickiy and at little cost, and are in some cases already n
hand. Implerentation of the Further Measures will depend on the campletion of

detailed staffing and in the rmain on separately endorsed funding, while the

LR .
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Longer Term Possibilities are intended for further consideration and
implementation if all else fails. As a precursor to the examination of the
counter-easures, the need for an increase to DAR's publicity budget and the
necessity to introduce measures to improve retention are discussed in Chapter
3 5 both will require substantial funding. The cost of enhancing DAR's budget
forms the bulk of the MARILYN bid against LTC 89. The cost of introducing the

Officer Comnita) Bonus has been bid for separately against LTC 89.
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THE LEAN YEARS

14, It has been known for same time that the nurber of young people in the LK
population would decline towards the end of the century, altthough the overall
population is set to grow from the current 57 million to approximately 6%
milljon by the year 2025. The decline in the nurber of 15 to 29 year olds is

however projected to be marked, as Graph 1 illustrates :

Graph 1

UK Population 15 - 29 (Men and Women)
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15. During the 1980s the nurber of young people reached an unprecedented high
point., Current forecasts are that their nuvber will not return to such a level
for the foreseeable future, although there will be a partial recovery towards
2015, followed by a further down-turn towards 2030. Graph 2 shows a projection

until the year 2055 :

Graph 2

UK Population 15 — 29 (Men and Women)
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THE OFFICER KL

16. Officers are generally recruited from the better-qualified group of young
people (those with | or more A levels) and enter the Army mostly between the
ages of 20 and 24. The Demographic Trough is projected to affect this age

group iater than the soldier group and the low point does not occur until 1999,

as Graph 3 jllustrates

Graph 3
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i7. Same 50% of officer recruits into Sandhurst are now graduates, the demand
for whan.is unlikely to diminish in an increasingly technical Army. The
proportion of young men entering higher education in Great Britain is set to
rise fram 15% now to 19% In ZOOO,Iwith the consequence that the effect of the
Demographic Trough on graduate output will be limited to a fall of about 10% by
the year 2000. However the demrand for graduates in Industry and Covmerce as a
whole is expected to increase. Of the remining 50% of officer recruits the
majority have | or more A-levels. By 1995 the nurber of males in this group
will have reduced by about 20% and carpetition for their services will have

increased considerably.

18, A recent survey(1) of the reaction of a nuvber of large enployers to the
Demographic JTrough has highlighted their concerns about the expected future
shortfall in the supply of graduates and school-leavers. Most of the erployers
interviewed expect difficulties in recruiting the nurbers of school-leavers
they require if they do not respond to the Trough, and there is already firm
evidence of corpanies offering attractive financial packages 1n order 10
recruit graduates. The effect on the Army is likely to be considerably

increased corpetition for the services of potential officers.

Note:
(1) "Brployer's Response to the Decline in School Leavers into the 1930s” (IMS

Report No 52)}.



THE SOLDIER POCL

19.  DBetween the 1982 high point and the 1994 low point a fall of about 30% is
projected in the number of those aged 15 to 19, fromwhich 82.5% of soldiers
are recruited. The Demographic Trough is therefore affecting the soldier pool

today, as Graph 4 illustrates :

Graph 4

UK Population 15 -~ 19 (Men)

2.4 -

2.3 4

2.2

2.1

1.9

Popuiation (Millions)

1.8

1.7 e Ty T YT Y T Y T T R TR T T T T T T T T T T R T T
1985 1920 1995 2000 2005 2010 201% 2020 2025

20. Historically the North of the country has produced more recruits than the

South, as illustrated in Chart 1
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but as Graph 5 demonstrates the Trough may hit the Northern population hardest,

a fact which is Jikely to exacerbate recruiting difficuliies :
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21. The proportion of school leavers in the 1990s who are of ethnic minority
origin is likely to increase significantly. By 1991 approximately 5.4% of the
LK population wil! be defined as non-white, with the propoertion of the "South
Asian" group (corprising those of Indian, Pakistani or Bangladeshi origin}
having increased over that of the West Indian group. The implications of
non-whites assuning a higher proportion of the future working population and
the fact that they live in well-defined labour markets, essentially in the

large cities, deserve further attention,
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22. Soldiers are, as a rule, recruited from the less weil-qualified group of
school leavers {those with less than 5 O-levels). The decline in the size of
this group will be exacerbated by increased educational attainment, which will
tend to raise. the proportion of young people who it is planned will enter
higher education up to the year 2000. So the effect, which to same extent
areliorates officer recruiting difficuities, works against recruitment to the
ranks. In addition, the shortage of better~qualified school-leavers wil] tend

to increase corpetition for the services of the less welil-qualified group.

23. Currently sore 60% of school leavers enter the labour market through the
Youth Training Schere (YTS). The nurbers are expected to rise to 72% in
1993/91 as YTS becores increasingly accepted as the normgl methoad of entry into
jobs.  From Septerber 1988 those 16 and 17 year olds who are not on the YI5, at
school or in erployrent will lose their entitlerent to Income Support (formerly
known as Supplementary Benefit) and this should increase the attractioﬁ of a
Junior Entry which starts straight after school, pays well and holds out the

prospect of a full career.

STATISTICAL ANALYS1S

26.  The Defence Manpower Statistics Division has produced a statistical nmodel
of the possible effect of the Derographic Trough on the nuvber of officers and
soldiers |likely to be recruited over the next 10 years. The model is based on
the nurber of young people in the population at any one time and historical
extraction rates. It does not take account of a nurber of factors such as the

decrease [n the nurber of the less well-qualified and regional variations. This



b T

makes  projections  beyond 1998 of increasingly limited value, Graphs

illustrating the outcame of this analysis are shown on pages 27 and 39.

25. Without taking the effect of any counter-neasures into account it s

forecast that the Army will be about 20,000 below MPT by the year 1998(1).

26. 1t should be noted that even at the end of the century trained strength is
forecast as continuing to fall steeply in spite of the fact that the
population group concerned has started to recover. In effect a soldier "black
hole"{2) will come into being. The low point will probably not be reached
until the early vyears of the 2ist Century, with full strength not being

achieved until same considerable time later.

Notes :

(1Y  Such a deficit would reduce the strength of the Infantry from 30
battalions to the equivalent of 35 battalions and the Household Cavalry and
Royal! Arnoured Corps from 19 Regiments to the equivalent of 13 (in terms of
manned tanks). Strength reductions in the supporting Arms and Services would

lead to a similar degradation of operational capability.

(2) A strength deficit which causes gaps in the career structure.
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CGHAPTER 3

PUBLICITY AND RETENTICN

27, Before considering the detailed counter-measures which we recanrend
mention rmust be made of the wider issues which influence people to join the
Arrmy  and a particular Regiment, and subsequently to stay in or leave.
Successful publicity and good retention will form the essential defences of our

efforts to stem the demographlic tide.

GENERAL PLBLICITY

28. Although there s a general lack of public knowledge about all the
Services, recent market research for DPR(RAF}(1) revealed that the public
believes 1t knows most about the Army. However, many of its views are
inaccurate, outdated and negative. The Army could have a very attractive
image, but at present it is tarnished by bullying and sare adverse impressions
from Northern lreland and the alter-effects of the Falklands War. Fromwithin,
the Army has been perceived for a nurber of years as a contracting profession
threatened with a series of reviews, a reducing role and decreasing resources.
This fuels Premature Voluntary Retirement (PVR) and deters the better quality
potential officers and soldiers {rom joining. The introduction of an Army

Presentation Team would be one way of improving the image to those in positions

Note :

{1) Atlan Hedges Ltd : "Image of the RAF" Noverber 1987.



of influence{l).

29, Research into attitudes to careers reveals how few people regard the Army
as being a useful career (a 1988 MR1 careers survey showed that only 8% of

uﬁdergraduates are even fairly interested in an Army career}. The vyoungest
national serviceman is now 47 years old and the public has scant knowiedge of
the Army apart from that gained from TV, {ilms and the papers. The Army must
counter this ignorance and establish that it has a key role to play in the
affairs of the nation and demonstrate the good career opportunities that it

offers.

30. The Army's image depends to a great extent on how Defence affairs are
managed and presented at the highest levels, in particular by the Goverprent
and in Parliarent. Equally it is vital that whenever it 15_ exposed to the
public the Army is seen to be maintaining the highest professional standards
and every effort must continue to be made to avoid incidents which give rise to
poor PR.  The Army can soretimes positively mould the image that the public
recelves by judicious use of PR but it is not an easy resource 1o Control. 1t
must be regarded as a bonus, 10 be exploited whenever favourable and
counteracted when it is adverse. However good PR is essential to healthy
recruiting and it would appear that DPR{A) is too understaffed to take on nmore
positive PR since their efforts have to be concentrated more or less
exclusively on the defensive.

Note :

(1) The RN and RAF both have established presentation teams. An Army teamn wil |

conduct trial preéentations from Surmer 1989,

oo



RECRUITING PUBLICITY

31.  When the Army's image and standing in society are high, recruiting is
easier and the need for publicity reduces. The converse is also true and
underiines the importance of good publicity. Publicity is a long term
exercise ; its aim s to influence awareness of Army careers and to prorote the
Army’s image through our most controllable resource. It must be targetted not
only at the existing pool of potential applicants, but also at those who have
yet to enter the pool, That task must begin today with those who will be of
recruiting age 1n the mid-1990s. The effects of recent cuts in DAR's publicity
budget afe now starting to be felt, while at the save time corpetition f{rom
civilian recruitrent advertising is increasing. In 1981 our civilian
carpetitors spent £i1z2iM, in 1986 they spent £300M. Recruiting publicity
consists of 2 parts : advertising to Create awareness of and interest in the
Army, and marketing through more direct publicity methods like display teams,
presentations and Keeping the Army in the Public Eye (KAPE) displays ; all
almed at exploiting that awareness and converting it into applicants. These
two  activities are mutually supporting and the more varléty used the better the

effect.

3z. It is difficult 1o gquantiiy the effect of publicity in terms of producing
actual recruits without a Managerent Information System (MIS), but the amount

of interest which advertising creates, measured in telephone calls and coupons,

1s directly related to how much s spent, In 1986/87 +the RN officer

advertising budget was cut by 30% ; inqguiries fell by 23% and applications for
cammissions dropped by 32%. Similarly in 1986/87 an increase in the regular

soldier advertising budget from £607K to £920K brought an increase 1n
advertising-attributed enquiries from 13,593 1o 15,820,

20
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33. DAR's Publicity Budget. Whilst recruiting has been buoyant DAR's

publicity budget has declined in cash and real terms. The amount spent  on
regular soldier  advertising has reduced to £768K per annum. Without
increased funding DAR will not be able to fulfill his responsibilities
properly. Advertising is never cheaper tomorrow because of the exponential rise
in media  prices, which since 1980 has been 77.3%, Even if the publicity
budget does keep pace with the retail price index, by 1994 it will have further
declined to  52% of its 1987 value because the cost of advertising is rising
more steeply. The cheapest_tine to increase our publicity and urprove our image

1s now. Any delay will increase costs for a proportionajly lesser effect.

34, The Publicity Strategy. Given the necessary funding DAR's publicity

strategy would be put on a new footing. The overall plan, led by a TV
carpaign, would be based on the 'One Army' concept, putting over the advantages
of being in the Army either full or part-time. Press and marketing efforts
would be directed at exploiting the TV image and at encouraging volunteers. The
advertising and rmarketing carpaigns are ccrplimentary and form a coherent
récruiting strategy. The MNational FErployers Liaison Comrittee (NELC)
"Volunteer Reserve Forces Carpaign” will of course continue in paralle! with

the new publicity strategy.

35. Assesstent  of Effectiveness. DAR's recrulting requirement is laid down
by SCAV. However he does not currently have the ability to {orecast

accurately the return on investing in the different elements of advertising

21
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and marketing, and therefore any assessment of the effectjveness of his
publicity strategy can only be subjective. Unti] DAR has an MIS with which he
can track applicants through the application and enlistment process he will not
be able to dempnstrate with any accuracy how effectively the publicity funds
atre being spent. (An analysis of DAR's requirement for enguiries from

advertising and marketing is at Appendix ! to Annex B).

36. Extra Funding Requirement. Based on the evidence of previous carpaigns,

the advice of the advertising agencies and of the Central Office of Information
it is estimated that an extra £51.740M on advertising and marketing are needed
over the LTC period to produce the nurber of enguiries which are required to
sustain the recruiting effort. It is however acknowledged that in the present
financial clirmate resources of this order of magnitude are unlikely 1o be
released at the first attempt. We have therefore placed the publicity
enhancerents into 3 p;iorities. A sumary of the enhancements, with their
individual costs, is at Annex B. The Priority | bid arpunts to some £33 per
annun  and the Priority 2 bid totals £€1.6M per annum, for the PES vyears. The
Priority 3 bid is for £260K unti! FY 91/92, followed by £5.3M thereafter. For
LTC funding purposes the Priority ! and 2 bids have been limited to the PES
years, allowing an appraisal of the effectiveness of the increased publicity
expenditure to take place before further funding is comitted. Funding of
these erhancerents for the remainder of the LTC is included in the Priority 3

bid.

22
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37. Conclusion. Aijthough it wiil be possible to add to the total nurber of
recruits by inrpleventing individual counter-reasures, an essential prerequisite
1s to improve the Army's publicity. It cannot be achieved without extra
rmoney and 1t 1s vital that we pre-enpt the recruiting crisis and use funds

when they are most cost-effective,

RETENTICN

38. The successful retention of trained officers and soldiers has always been
one of the Army's major personne} management objectives. Sove wastage is both
necessary and inevitable, but current levels are too high and must be reduced
if the Army 1s 1o weather the Derographic Trough. A wide range of factors
influence retention, but comnitrents, job satisfaction and conditions of

service hold the key.

a.  Comml timents. fnadequate manpower 1to néet comitments  inevitably
results in overstretch. Since 1981 the Army's MPT has fallen by sore
7,000  posts without any appreciable reduction in comitments. This
Report  assures that the current plans for comigrents will remain
unaltered for the foreseeable future and, 1f this continues to bhe the
case, the Ipresent serious degree of overstretch is bound to increase as
the available manpower reduces. |[|f retention is to improve overstretch
must be markedly curtailed ; this can only now be done by political

decistions.
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b. Job Satisfaction. The need for officers and so}diers at all levels to
feel they are doing a thoroughly worthwhile job to high professional
standards cares through strongly as fundamental to retention, as does
pride in their unit, in atl our studies and market research. in the LK as
a whole sare 6 million people change their jobs each year ; take;up of
second careers will inevitably increase and will only be Jimited by
ensuring job satisfaction. Job satisfaction cannot be achieved 1if each
year Training Datum Levels are reduced, exercises curtailed, new

equipments postponed, spares reduced and living conditions allowed to

wor sen.
<. Conditions of Service. The importance of conditions of service 1In
achieving good retention 1s clearly fundamental. The need to Iimprove

retention has been stressed, but any deterioration in conditions of
service simpiy mekes matters worse. On the other hand carefully targetted
improverrents could pay dividends in retention terms. The findings of the
Continuous Attitude Survey and the PYR Survey continue to show how
inporiant a factor perceptions of inadequate conditions of service are In
the decision to leave the Awmry. Regrettably as our curpetitbrs
ccontinually invest in iwpréving conditions our own 3 year major Review of
Allowances has been conducted on a no-cost basis and sane  Incoming
Government legislation has the potential of worsening conditions of

service.
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39. The counter-measures examined include a nurber intended to improve
retention, such as the introduction of cammittal bonuses, the award of civilian
qualifications and the possible introduction of specialist pay. Detailed
staffing of most of these measures has yet to take place, but the introduction
of a comittal bonus for officers has been supported by the Executive Committee
of the Army Board (ECAB)(1) and submitted to PFOs for approval by AFPRB. A bid
for funding has also been submitted for approval as part of the LTC process.
The seriousness or otherwise with which the critical retention of officers and
the Damographic Trough is viewed by the Central Policy Staffs of the ALD wil]
be demonstrated to the Army by the outcore of this measure in negotiations over

LTC 89.
SUMPRY

45, ft is vital that the Army steps up its recruiting effort and establishes
a coherent publicity sirategy before it becomres inordinately difficult and
expensive to do so. To that end a bid for £5.026M per annun should be
submitted as part of the LTC process for the PES years only, allowing the
effectiveness of the expenditure to be monitored before continuation funding is

sought.,

41. Similarly efforts to improve retention are fundarental and once the

staffing process is corplete a very high priority will be placed on obtaining

Note
{1} ECAB/M{88)6 dated 13 Jun 88.
25



funds for the appropriate counter-measures. The measure concerning commi ttal
bonuses for officers has already been staffed and an LTC bid for £2.8 per

annum from FY 89/90 has been submitted.

42. Failure to fund these measures will undermine the credibility of the
MD's intention 1o carbat and overcame the effects of the Demographic Trough,
will add fuel to the current perception that the Services are a declining
profession and is therefore jikely to exacerbate both PVR and the daunting

problems of recruiting in the years ahead.
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CHAPTER 4

THE CFFICER (OUNTER-MEASURES

GENERAL

43. The effect on officer strength of the Demographic Trough is reflected in the
statistical forecast shown in Graph 6. Line 1 shows the forecast MPT and Line 2
Is the forecast strength resulting from the 10% drop in graduates and 20% drop
in non-graduates because of demography. Line 3 shows the effect of a further
10% drop in graduate intake which may result from the increased conpetition for

graduates which has been widely publicised :

Graph 6
- Officer Strength Versus MPT
15.6 4
15.5 4
tine 1 - Forecast MPT
15.4
— 1563 -
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b 5.7 4 - Non-
\ graduates
15
] Ling 3 . Forecast strength é{l“/«;jLetss
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149 increased competition) 20% Less
Non-
14.8 T T T T . . r . : 3 Graduates
1989 1990 1991 1992 1993 1994 1995 18996 1997 1998 1399
4. Line 2 of the graph assumes that DAR will continue to attract sufficient

graduates 1o corpete for bursaries and cadetships and that the population wili
continue to have the same proporticon of suitable individuals capable of passing
RCE. There 1s no guarantee however that although more young people will have
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V.

RESTRIGHD



!P""-T"" . -
R N o

better educational qualifications they will necessarily have the right
qualities to becare officers. Line 2 also ignhores the carpetition for
graduates from Comerce and Industry which is forecast by the @1 and
postulated recently in a nurber of articles in the national press. This
shortage of graduates is underlined by the Training Comnission, which stated
on 14 3uly 1988 that "by 1998 the graduate shortage will ~reach crisis
proportions"{1). Particular shortfalls are anticipated for technical and
engineering graduates, so specific targetting of these graduates by DAR's

recruiting carpaign will need to take place.

45. In order to illustrate the effect of recruiting fewer graduates Graph 6,
Line 3, sho“s what the ofiicer strength would be 1{ the graduate intake was
further reduced by 10%. SCAMF will monitor intakes extrerely carefully and
must trigger the introduction of corrective action quickly if the situation so
demands. Despite this reasonably healthy prognosis it must be remembered that
full officer recruiting has not been achieved during the past 10 years, so 11
is prudent to plan now on introducing measures which will reinforce the purely

statistical forecast.

VISNACEVENT MEASLRES(2)

46. Many of the Management Measures are in-hand already, which accounts for

Notes
(1) The Times, Tuesday 5th Aprii 1988.
(2)  The Management and Further Measures are sumrarised in Annexes C and D and

cross~-referenced to Chapters & and 3.



the current relatively healthy nurerical situation, while others need to be
introduced as soon as possible. Implementing most of these proposals will not
- involve additional costs. The sum effect should be in the order of 100 extra

trained officers each year.

a. More Inter-Corps Transfers. Officers who are unhappy or discontented

in their current employerent and those who have decided to PVR should be

actively encouraged to transfer tc another more suitable Arm or Service.

b. Commormwealth  Transfers. A policy of encouraging transfers to the

British Armmy from other Comorwealth armies should be adopted, subject to

adequate quality control and the ability to transfer pensionabie service.

c. Comnission More Warrant Officers (WOs).  21% of the strength of the

officer corps now consists of late entry (LE} officers. The extent 1o
which the rate of LE comnissioning can be increased is therefore limited,
but Arms and Service Directors should keep their policy under review,
Greater extraction {from the Sgt's Mess could adversely affect the quality

of the remaining SNOs and ¥Os.

d. Encourage Re-Instaterent. Currently some 30 off{icers rejoin the Army

each year., More officers could be re~1nstéted by M5 contacting those who
have recently left the Army and encouraging them to 'rejoin. Particular
amphasis should be placed on the re-instatewent of specialist officers,
allowing 1them, if they wished, to re-join for only a limited period of
service. There is also sore scope {for the re-instatement of female
officers who left the Army to have children.
29
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€. Continuance Beyond Retirarent Age. Officers of the rank of Brigadier

and below are normelly requfred to retire at age 35, Each year an
additignal 25 officers could continue in service filling posts which are
prbving difficult toman or would otherwise fall vacant. This policy is
being irplemented by TMA) in conjuction with MS. In addition
consideration willl be given to allowing sare of the few captains not
provoted major to retain their conmissions after the 16 year point and to
filling Retired Officer posts currently manned by serving officers with

re-employed officers.

f. Increased "Risk" Entrants. 50% of all Regular Conmissions Board (R(B)

passes are now 'risk' passes, yel Rowallan Corpany at the ngai Military,
Acadermy Sandburst (RMAS) is often under-utilised by as much as 50%. RO
rmust  aliow more Rowallan risk passes, particularly as the Standard Military
Course (SMC) has recently been increased in length. Use of this spare R\RS

capacity could result in same 20 more trained officers each year.

g Reduce Potential Officer Wastage. Each vear some 60 to 70 successful

RCB candidates fail to attend their RMAS course. This wastage rust be
reduced through post-RCB monitoring by IYR and by the Arms and Service

recruiting representatives.

h.  Use of TAOfficers. The scheme by which seiected TA officers are

offered Short Service Volunteer Cammissions {SSVC) in the Regular Army for

up to 2 years allows for 60 officers to be enmployed at any one time.  Less

than 50% of al} places are currently taken up, yet the schere offers

distinct advantages to the TA (despite the fact that it too faces
30
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demographic problems) and Arms and Service Directors must  ensure that it
is fully wutilised. However the extent to which TA officers, including
those on 55VC, should be encouraged to transfer to the Regular Army is

being studied by DARC and DM(A).

i Improved OCF/ACF Recruiting. 38% of regular officers were in the CF

and a nurber were in the ACF. Greater involvement by units and the
recruiting staff in QCFs and ACFs would foster recruiting and should be
encouraged by the Chain of Command. The recent Hulme Report(1) erphasised
the rrportance of the OCF and ACF, Its recomendations should be

considered urgently.

i Improved Application Processing. The present system for processing

applications for RCB and pre-RCB is curbersome and time-~consuming. DAR must
make every effort to streamline the system to ensure that once a potential
officer makes his initial enquiry the Army presents a friendly face and

stays continuously in touch thereafter,

k. Recruit Older Officers. The employrent market is more mobile now than

it has been in the past so there could be scope for recruiting older
individuals direct from the civilian market. In particular, specialists
might be attracted to the Ammy providing the terms of service were suitably
attractive in respect of seniority and erployment. This may require

the introduction of a specialist comnission and it will certainly

" MNote

(n

D/DARC/27/34/1) dated 10 Dec 36.
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require changes to terms of service. DGAVR will pursue this with MS,

DCIS(A} and DGPS(A) . -

l. More Exchange Postings. Sending officers on exchange postings

increases the career satisfaction of those selected and enhances the
environment into which the overseas officer is placed, both of whijch could
lead to increased retention. 20 additional exchange postings should be

instituted at a cost of £160K per annum.

M. Increase Capacity of Potential Officers Development Course (FIX).

FCIXC is run at the Army School of Education and prepares serving soldiers
and NXs for RCOB. 50% of those who attend pass R. The course is
over-subscribed and should be expanded to take 71 students each year. This

would require the establishrent of one additional RAEC instructor at £30K

per annum,

n. Re-Value Scholarships and Bursaries. The current values of the Army's
schoo! scholarships and university bursaries are not covpetitive. To
ensure that all the places presently available are filled by the right
quality of potential officer the amounts on offer must be increased.  This

requirement is being addressed by all 3 Services ; the cost for the Army

would be £197K per annum.

THE LONG TEHM ROLE OF WOMEN TN THE ARMY STUDY

47.

The wider enpiloyrent of female officers is an irrportant area of

consideration {for increasing the nurber of officers, but because of the Study

32
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into the Long Term Rele of‘waeH‘in the Aﬁmy th]; H;? ;%t been covered under
Management Measures. There is considerable potential for recruiting rore
ferele officers, but changes will be necessary in the deployment rules before
this <can becare an effective counter-measure. Nevertheless the study team have
been briefed on the problems arising from the Bemographic Trough. From the
MARILYN viewpoint the team should be looking towards the erployrent of 200

additional fevale officers by 1994,

R RTHER MEASLRES

8. There are a nurber of further areas where detailed study is either in hand
now or is necessary in order that SCAVF can recawrend rapid action should the

forecasts be found to be optimistic,

a. Committal Bonus. A comittal bonus aimed at encouraging service to

age 37 (an officer's first pension point) has been supported by ECAB. The
tntention 1s to attack the current wastage of officers at the senijor
captain/junior major levels and to encourage more conversion from SSC to
regular commissions, The proposal is currently with PPOs prior to being

put to AFPRB in late 1988,

b. Specialist Pay. The requirement for IT specialists has recently been

~reviewed and one of the recomendations rmade was that specialist pay needs
1o be-introduced i{ IT specialists are to be retained. The proposal should
be staffed {further by M{A} and DCIS(A) and widened to include officers

with engineering degrees,
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c. Expansion of Welbeck College. The expansion of Welbeck College is

being examined with the view to producing 30 additional Welbexians each
year. This is in keeping with the increasing corplexity of military
equiprent and the erphasis on a 'Technical Army'. RMAS should have a
closer relationship with Welbeck as Welbexians would benefit froam receiving

sare preparatory training which should reduce their failure rate at RVAS,

d. Time Bars. In the Navy some officers are required to serve for a
minimumn  period of 24 years from their date of promotion. The introduction
of time bars on pramotion for all ranks in the Army will be given further
study by DM(A). Consideration should also be given, by the Army
Retirements Board, to making greater use of the existing 12 month rule

governing notice to PVR.

e. Links with Industry. Current discussions with the (Bl indicate that a

scheme could be set up whereby officers who are conmitted to leaving the
Army would be counselled towards employment in Industry. Furthermore firms
might be prepared to guarantee places to young officers who complete a |
year SSLC followed by 3 vyears in the TA, DGMWR should bring these

discussions to frultion in conjuction with MS and DARC.

f. AMilitary Degree. The Britjsh Army is one of the few major armies

which fails to provide a military degree. A considerable arount of
in-service study (RMAS, IDC, Staff College, ISC, HI, RMS) goes
unrecognised by any civilian award and this could form the basis of a
military degree. A qualification of this sort would be a most valuable

recruiting attraction and a retention incentive. DGTAD(A) has this in hand.
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g. Lesser Civilian Qualifications. Recruiting for the non-technical Arms

and Services suffers from the current inability to offer potential officers
the expectation of being awarded any civilian qualifications in recognition
of the skills he will have learnt and erployed. DAT and DAEQ are currently

studying the possibilities,

h. Centralised Potential Qfficer {(RO) Courses. PO courses are

currently run under the auspices of individual Arms and Service Directors.
They are designed to prepare POs for R(B. Centrally-run courses would
ensure that all POs were given the greatest opportunity of gaining a
cammission and that those not considered sujtable by, or for whom a
vacancy did not exist in, one particular capbadge could easily be

re-allocated. This is to be pursued by DGAR with CTAD.

i. Centralised Pre-R(B Briefings. A centralised pre-R(B briefing would

reduce the losses caused by borderline candidates being rejected (and
thereby discouraged} by individual Regiments and Corps, who would fare
better wunder the closer scrutiny afforded by RCB. ft would allow a
standardised briefing to be given and permit ready transfer between sponsor
capbadges.  Although this proposal is unpopular Regimentally it rmerits

further study by DGAWR,

] Increase Number of Schools Liaison Officers (SLOs). A proposal to

increase the nurber of SLOs is currently being studied by DAR. Improved
penetration and coverage of schools is considered achievable given nore

staff.
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k. Increased Nurber of Bursaries and Cadetships. Once the values of

scholarships and bursaries have been restored to coarpetitive levels an
assessment will be made by DAR as to whether application rates would

justify increased nuvbers of bursaries and cadetships being offered.

1. The Military Schools. Despite recent consideration of their c¢losure

on cost grounds the Duke of Yorks Royal Military Schoo! (DYRMS} and Queen
Victoria's  School (QVS) f{or boys offer val.uable potential for  the
recrui.ting of officers,  particularly 1to the less technical capbadges.
ECAB, in considering the f{future of these schools, stressed that nore
attention should be given to their recruiting potential(i}. In this
respect it s considered that their sixth forms might be expanded and
qualitatively improved 1to offer equivalent opportunities in the Arts and
non-technical Sciences to Welbeck, AUS(A) should now undertake a detailed

study In consultation with the Comissioners of both schools.

m. Expansion of the Royal Military College of Science (RMCS). Civilian
students attending RMCS becare involved in a quasi-military environment and
mix. academically and socially with the mifitary students. A nurber decide
actuaily to join thelf\rmy while the rest take the ‘irrpression of the Army
gained at RMCS away with then. Use of RMCS to take more civilian students

could have distinct recruiting benefits and should be studied by DGTRAD(A).

Note

(1) ECAB/P(88)20.



n. University Officer Training Corps (UORC).  The Review of the UOTC(1)

is considering the role of the LOTCs and their recruiting potentjal. Many
officers have been UCIC members and the potential for additional recrulting

is excellent given adequate resources and support from the Regular Army.

CFFICER SUMWRY

49.  The Armry has not met its officer recruiting targets for sore time and the
problem §s corpounded by high PVR, particularly arongst  younger officers.
Applications for Welbeck College places and for Army Scholarships are already
well down, indicating fhe beginning ol the effects of the Deamographic Trough on
the younger  age group. Terrporary expedients te fill gaps such as
re-i1nstatements, continuance and re—afplowr&nt of officers, together with new
initiatives  such as committal bonuses, are already being used or are under

consideration.

506, It is anticipated that the officer recruiting problemwill not be as
severe as that for soldiers in the short and medium term, but greater
carpetition for graduates and from Indusiry leaves no roan for carplacency.
The major problemwiil appear towards the end of the century when the officer.
strength  could decline significantly. At this stage it is Impossible 1o
forecast accurately the extent of the deficiency, but we must be prepared to
take positive counter-action.
Note
(1} Sponsored by DGTAXCOrg, due to report in September 1988,
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5. The prospects of containing the problem in the short to medium term are
reasonable provided more is spent on officer advertising, bursaries and
scholarships. In the medium to long term active steps must be taken to employ
more ferale officers to carpensate for the projected shortage of male officers.

In addition it would be prudent to try to provide a cushion égainst the Lean
Years by building up manning surpluses now in those cap-badges where this can

be achieved.



THE SCLDIER QOUNTER-MEASLRES

32, The statistical model shows that the Army faces the alarming prospect of
significant recruiting shortfalls for soldiers in the vears ahead. Graph 7

shows the likely effect on trained soldier strength if no action is taken :

Graph 7(1)

MARILYN - Soldier Strength
124 {if no counter-measures taken)
122 4

120 4 .

118 - e MPT
116
114 A
112 A
110 -
108 4
106 -
104 A
102
100 -
98 -
96 4
54
92 T T 1 1 T 1 | I ¥ 1
488 489 490 49 492 4/93 494 495 496 497 498

{Thousands)

Strength

Note :
(1) Data for 1.4.8% actual, remaining figures rounded to nearest 1000. Based on

Sumrer SCAVE 1988,
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53. The Army requires same 20,000 soldier recruits each year, but it is forecast
that by 199 present extraction rates will bring in only about 13,000 recruits.
The effect is already being felt : the 1987/88 recruit target was not met and
achievement so far this vyear indicates a shortfall at the end of the year in

the order of 2,000 recruits.

INITIAL MANACEVENT MEASLRES

54.  Manning. More emphasis on, and increased use of, current manning
practices is proposed and the following measures could together provide a gain
of some 200 to 300 LKTAM each year @

a. Additional Specia! 'S' Type Engagerents. An increase in  the

nurbers of men serving on Special 'S' Type engagements is considered to
be possible if the scheme is more widely publicised and author isation

procedures are speeded up.

b. Increased Inter-Corps Transfers. Encouragement and  better

counselling of those conterrplating leaving the Army should persuade sare

ol those currently lost to serve on in save other employment.

C. Increased Re-enlistment. A sustained carpaign to Jfollow up

reservists and encourage re-enlistment would increase the current nurber

of re-enlistrents.
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d.  Increased Use of the Long Service List (LSL). It is possible that

more posts can be identified which could be filled by soldiers on the
LSL. A review will be undertaken by DM(A) but the nurbers involved are

likely to be small.,

e. Increased Use of Career Continuance. The Review of Army Terms of

Service in 1987 resulted in a policy of increased career continuance.
Changing the 22 year Notice Engagement to 25 years has been studied
tn the Army Terms of Service Review 1988. It becare clear that
disadvantages in the 1990s outweighed more tentative advantages in the
2000s.  The Adjutant General therefore directed that, rather than change
the engagement, extensions beyond 22 years should by 1990 become norma)

for any satisfactory and employable soldier who applies.
55.  Recruiting. OSore of the recruiting Management Measures are already being
introduced by DAR. It is recomended that the remaining measures should be

implemented as soon as possible

a. Physical Development Course (PDC). Passing the Entrance Fitness Test

(EFT) is no longer mandatory and will only be ‘one  factor  in
selection. Adult and Young Soldier (A&YS) applicants who are suitable in
all other respects have from August 1988 attended a two week PDC at the,
Armmy  Personnel  Sejection Centre (APXD) to bring them up to the required
standard.  Funding for the PDC will be required from {991 when APSC s

Ischeduied to close.
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are only attached fromunits, and can be withdrawn at short notice. Without
them rmany ACIOs would have to close or operate on a restricted basis. MYAR
has written to Arms and Service Directors seeking additional Specials.
further source of terporary Special Recruiters is the ITO, as the shortage of

recruits may wel) result in spare capacity at training depots.

36. Effect of The Initial Managerent Measures. We have

incorporated the
effects estirmated for each of the quantifiable Initial Management Measures 1in
the statistical model and iltlustrated the effect on trained strength in Graph

8. 1t shows a deficit against MPT of some 14,000 remmining in 1998 :

Graph 8

MARILYN

124 (After Management Measures)

122

120 ~—_\

118 - ~—— T
116
114 -
112 4
110
108
106
104 -
102
100 - Before

Counter-
gg : Measures
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82 T Y 1 ¥ | T T T T )
4/88 A/89  4/90 4/91 4/92 4/93  4/94 495  4/96  4/97 4/88

i

(Thousands)
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b. Satisfied Soldiers. DAR is enlarging the scope of the Satisfied

Soldiers Scheme by making more use of trained soldiers who have recently
carpieted their Phase 2 or Junior training. These soldiers still have
strong ties with their hare communities and are able to relate their recent

experience of training to their contemporaries.

o Improve Calibre and Training of Recruiting Staff. Ensuring that

recruiting staff are of the highest calibre, and the introduction of inproved
training for them, will further ensure that the image and salesmanship at
the 'point of sale' are of the highest quality. Many recruiters are good
calibre, however the most suitable N(Ds must be made available ; their impact

could increase enlistments by up to 1% for both AXYS and Juniors.

d. Improve Selection Techniques. 3Selection tests are designed to ensure

that applicants are capable of campleting tralning. for 1the erplovment
concerned. .Chrrent tests are not perfect and the Army Personnel
Research Establishment (APRE) is corpleting a study of improved tests.
These should reduce the nurbers entering training who are wunsuited and
therefore reduce wastage in training. It should alsc help reduce the
nuvber of otherwise suitable applicants who are found ineligible under.
current tests. It is estimated that the overall effect will be to reduce
wastage in training by 1%, however these new tests wiii not became

available before 1990.

e. Additional Special Recruiters. DAR is heavily reliant on the 155

Special Recruiters based in Army Careers Information Offices (ACIOs). They
42
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REDLCING WASTAGE

57. The

towards

tnitial  Managerent Measures will only go a small part of the way

solving the problem. Reducing wastage is the sole means of avoiding

or delaving the need f{or costly Further Measures, unless a reduction of

recruit quality. or undermanning is to be accepted :

&,

Reduction of Recruit Quality,

(t) Currently only ! in every 4 applicants for the Army becores a
trained scoldier 3 the remainder withdraw at the ACIO (40%), are
rejected (27%), or waste-out in recruit training (&%), One obvious
option is to reduce the quality of recruit and thereby increase
their quantity but this would lead to longer training times and

substantially increased Costs,

{2) The  Army  Entrance Test {AET) measures the quality of
potential recruits while Armms and Service Directors set the
selection  standards they require. At present nearly all
applicants are up to the standard required by the Infantry, so the
reduction of AET standards would not increase the nurber of
Infantry recruits, which is where the greatest shortfall) will lie.
With the advent of Warrior and a new range of weapons, the Director
of Infantry has in fact made a case for increasing the quality of

his recruits.

A

RESTRICGTED-



(3) Reducing recruit standards would only be effective if shortages
lay in the higher ability empioyments, which is not the case today
nor what we currently foresee. Arms and Service Directors should
however Kkeep recruit standards under review throughout the Lean
Years 1o ensure that thosé demanded are the minimun necessary for

the effective performance of their Career Enployment Groups(1).

{4) It is concluded that there is at present no general requirerent
to  Jower recruit standards because the effect of doing so will not
assist the Infantry and because the Army must have recruits capable

of meeting the high professional standards we require.

b. Undermanning.  Undermanning has a carpound effect of .aggravating
overstretch and turbulence, and Increasing wastage, thereby causing
further undermanning. Unless the Army’s coammitments can be substantially
reduced there 15 not cﬁnsidered 10 be any scope for a policy of deliberate

undermanning to carry the shortfalls in recruiting.

58. The reduction of recruit and trained soldier wastage will have a major
irpact. A nurber of specific measures are considered elsewhere in this chapter,
but the bulk of such a reduction must be achieved by a concerted managerent

effort down the chain of camand to the lowest level. To assist this process

Note :
{1) Faced with recruiting difficulties DRAC has recently reduced his recruit
standards, but not below the perceived nﬂnin1n1requiraTént.
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two precepts must be observed :

39,

a. Cost-Consciousness. There rmust be appreciation of the cost of
wastage : for instance a recruit on arrival at his depot has already cost
£1250. As he leaves the depot as a trained soldier he has cost £7250. By

the time he reaches the rank of sergeant after 12 years he has cost some

£170,000 in training and support costs alone.

b, Objectives. Objectives have been introduced into training and are
an essenttal element of the budgetary regime. There is no reason why
objectives should not be Introduced into retention in view of its
impor tance. Retenticn is a matter both of high level managerent (such as
the setting of terms and conditions of service) and of low-level
man-ranagement. Objectives therefore need to be expressed in ways relevant
to these levels, with clear direction and interest down the chain of

comrand.

Recruit Wastage.

a. Objectives. In the last 2 years recruit wastage rates have \aried
fran 7% at one depot to 58% at another and between 8% and 29 at the sane
depot but at different times., From observation of the variations between
depots and of past records it is considered that a reduction in recruit
wastage by 5%, from the current overall level of 28%, 1s achievable. The
Army  target should be a reduction to 23%. As an objective  at
platoon/corpany level this reduction in recruit wastage means saving one
recruit 1n 20,
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b. Remedial Training. Recrult wastage is the product of many variable

factors such as the style of command of the training unit, the ratio of
instructors to vrecruits, the medical screening of the recruit, his overall
fitness, conditions of service, the extent of support from the recruit's
family, his background and, in particular, his acceptance of the need for
discipline and a sense of duty. [t is only by continual adjustment and
monitoring of all the factors that wastage can be kept to the minimum.
However it s considered that a great deal more effort should be put into
the area of remedial training. Recruits who are physically weak, injured
or need additional tralning should be grouped into remedial courses at each
depot. As recruit nurbers decrease it should be possible to run such

courses using the staff and resources thereby released.

c. Comon Military Syliabus (Recruits) {QMS{R)) Review. CTAD has recently

ordered that a review of the content and length of (MS(R) be carried out.
This review is undefway and a report, including a recomended revised
OMS(R), will be published this year. The pace of life during Phase |
training is one of the subjects being considered by the review, and it 13
accepted that sare recruits {ind Phase ! training too hectic in carparison
with civilian 1ife., Therefore &, 9 and 10 week long options for QMS(R) are
being examined, and of these the 10 week option )5 the one most fikely to

be adopted. Such a change should help to reduce recruit wastage.
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60. Trained Soldier Wastage. Currently the Army loses 12% of its trained

strength each vyear. It is both necessary and achievable 1o reduce this
outflow by 1%, As an objective at unit level this means avoiding the Joss of Z
men per corpany or equivalent per year. CQfficers and NODs should corpare the
quality of the man being saved not with the quality of his peers but with thé
guality of those available as replacements. 1In the late 1970s and early 1930s
PVR rates varied considerably, from 2% to nearly 5%, Unit PVR rates have been
widely used to monitor manning levels especially by formation MHs. More
recently however PVR appears to have stabilised around an Arﬁv average of 2.5%
and, in the absence of major de-stabilizing factors such as loss of pay
comparability, may stay in this area, CQurrently the problem 1s increasingly
"deifting" (staying past the manning option points without commitrent to  the.
next option point}, followed by run out at a year's notice. Monitoring of
rates and leadership action should in future focus on drifting and run out as

rmuch as on PVR, and AFRRE rmust continue 1ts studies into retention determinants.

ACDI TIONAL MANAGBVENT MEASLRES

61, We have identified a nurber of additional Management Measures, as

folliows

a. Increased HBrploymrent of Women, The potential for additional dual

posts is limited under the present deployment rules. The rujes, and the

role of woren in the Army, are being Jooked at by the Long Term Role of

Woren  in  the Army Study. Should a change of deployrent rules emerge It
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should be possible to identify a nurber of additional dual-posts. 1t s

considered that a minimum target of 1000 such posts is realistic,

b. Camittal Bonuses. The relative value of comittal pay in refation

1o the rest of the pay package has declined since it was introduced in
1972. APRE research indicates that the money might be better spent as a
Jurp-sum coammittal bonus. Such a scheme should be considered by DAPS(A) ;
the effects are not presently quantifiable bur, being a rearrangement of
existing payrents, would be at no net cost. This measure can be expected

1o encourage retention but will need PRO and AFPRB approval.

o Civilian Qualifications. Broadening the range of wmilitary

qualifications which are recognised by civil institutes as reflecting an
NI's experience, responsibility and management skills would enhance the
attractiveness of an Army career. An NJD would then be more secure in
the feeling that he was enployable in corpetition with others at the
conclusion of his service, and recruiting is also likely to benefit. mEd

should pursue this with the City & Guilds and other professional bodies.

d. Transfers fran Dependent Territories and Comronwealth Countries.

Marbers of wunits such as the Hong Kong Military Service @rps and the
Gibraltar Regirment could provide a source of transfers intb the British
Amy, particularly from Hong Kong as 1997 approaches.  Such men have
becare closely identified with the British military and could be
assimilated easily into a nurber of Corps of the British Army. There are

however considerable difficulties over rights of entry and residence on

49

RESTRICTED



discharge, particularly for the dependants of such personnel, which will
need resolution, However a flexible approach to such transfers, and
transfers from other Cammonwealth armies, would provide a valuable
contribution to trained strength. AUS{A) should be invited to sound out

the FQO and other interested Covernment Depar trents on the way forward.

e, PVR Delays. Use of the Protected Employment Scheme has shown  that
enforced delay of PVR by é months can achieve terporary alleviation of
undermanning. The use of this measure must be carefully weighed against
the possible detrimental effect on morale, and should only be applied In

extremis ; it is however already in force in a few deficiency erployments.

f, Increased PVWR Costs. Current PVR costs are related to coammittal pay

and are consequently Jow, offering little disincentive to soldiers
conterplating leaving the Army. The raising of PVR costs to a deterrent

level could reduce wastage and should be examined by APRE.

RESTRUCTLRING THE JUNICR ARMY

62. The need [for the Junior Army in the light of the Dewrographic Trough is
fundamental. While some Juniors might otherwise have entered as ALYS, there 1s
no doubt that mdst would have found alternative careers. Without the Junior
Fntry we would leave the field for good quality young men carpletely open 1o
our carpetitors. rproving erployment prospects and the Govermment's YTS
policy serve to increase this possibility. Unless we can offer erployment 10 a
young man on leaving school, we are going to miss out on a large slice of the
target population,
50
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63. Recent LTC rmeasures have been proposed which affect the structure and
conditions of service in the Junior Army. Measures seeking to abolish Junior
Soldiers and Junior Leaders go against the principle of maximising the Junior
entry, while those affecting Junior pay reduce DAR's ability to recruit them.
These measures were valid when they were originaI}y proposed under favourable
recruiting conditions, but the recruiting climate has deteriorated since. At
the very least the status quo should be maintained and any LTC measure likely

adversely to affect the Junior Army should now be firmly deleted.

64, Furtherrmore, where the length of Phase ! and 2 training for any
particular employment approaches or exceeds | year, then it makes sense to have
a Junior intake. This allows more recruits to cove direct from school and

became trained soldiers after their 17th birthday.

65. Junior recruiting is at present impaired in 2 respects : the distribution
of intake dates throughout the year does not match schoo!l leaving dates, and
the minimum age of 16.5 for Junior 3oldiers results in their diversion to other
careers as many cannot join direct fran school. These restrictions were
introduced as a result of the Groom Report, which at the time made valuable
savings because the resulting reductionzin the stze of the Junior intake was
offset by ALYS recrulting. This is no longer the case and therefore the Junior
entry should be increased and intake dates re-scheduled to ceincide with the
end of the new CCSE examination which 85% to 90% of school children sit in May
and June, subsequently leaving schoo! in the Sumrer. 1t is important that
“the 170 Study's review of the Junior Army should consider these recrujting
factors as well as the economic use of training resources. In the light of
their study :
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a. Intake dates will need to be rescheduled.

b. Junior Scldiers should be able to join direct from school. This
requires a minimum age of 15 years 11 months and training being extended
to either a one year course or, providing suitable continuatijon training,

to age 17 and entry into adult service.

c. All enployments with Phase | and 2 training time approaching or

exceeding one year. should have a Junior entry.

66, Inplementation of these changes woﬁld have considerable implications for
the 17O,  Uneven intakes could Jead to uneven loading of training facilities
and variable use of accamwdation, Wastage would lead 1o redundant
accommodation without there being succeeding intakes to make use of it. Unit
programming would becore inefficient ; education staff, range space and
battle carps would be wanted in great nurbers but only for specific [imited
peri1ods.” All this might however be overcare if Adults and Juniors were tralnéd
at the same establishrent. This flexibility would allow the more efficient use
of resources and rmay be the price the Army must necessarily pay if it is to

maximise the Junior intake. Specific safeguards would however be necessary 1o

guard against bullying and other abuses at such mixed establishments.

67. DAR estimates that such a review would increase Junior enlisuvents by up
to 14%. Other measures which will increase the nurber of Juniors are the
removal of the Entrance Fitness Test and increasing the nurber of Armmy Scheols

Liaison Officers (ASLOs). These may yield about a 14% jncrease ; the combined
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effect, allowing for the inter-action of the measures, is estimated as a 26%
increase. Based on a projected maximum recruit achieverent of 6100, this
would indicate that the annual Junior intake after resiructuring would lie

between 7000 and 9000 per year.

ARTHER MEASLRES

68 The f{ipal group of soldier counter-measures which we have identified are
those which should be introduced subject to the satisfactory conclusion of

detailed staffing and the provision of separate funding.

2.  Form BAR Recruiting Staff. The British comwunity in BAOR has the

potential to produce rany more recruits beyond those presently obtained.
A permanent presence would aiso allow improved careers advice in  schools
and atrtendance at shows and events. 1t is considered that an Armv Careers
Officer supported by 2 LSL recruiters should be established at a cost of

£70K per annum.

b. Information Technology (IT) Specialist Pay. Pay of IT specialist

“erployrents  in the RAPC and RAOC has recently been subject to the threat
of down-banding and currently a Joint Service paper is being staffed with
the RAF as the lead Service. The aim is to retain present pay bands on
the basis of civilian pay covparisons and the importance to the Services
of these skills. Should this fail speciélist pay will be sought. The
cost, including that for a new Royal Signals IT employrent group, i3

estimated to be £212K per annum.
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C. Irplementation of the Corkran Study Recamrendations. The Corkran

Study examined the current organisation and operation of recruiting and
display team activities with a view to making recqnnendations, where
necessary, Jor rationalisation and improvements. The Study Report{i) 1is
currently being staffed, In particular, the Study examined the use,
control  and deployment of Mobile Display Teams (MDTs), Regirental
Inforrmation Teams (RITs}) and. KAPE events. 1t recamended better
coordination of MDTs, the tasking of RITs to partially {ill the gap left
by the withdrawal of Army Youth Teams (ANTS),.the formation of Schools
Presentation Teams at District level and improved liaisen between the
Recruiting Organisation and the cadet forces to which 35% of recruits
have belonged. The provision of additional resources to introduce AYTs or.
their equivalent into the deprived Inner Cities would allow the Army to
penetrate areas which are presently difficult to reach. 1t could also

resuit in an increase of recruits from the ethnic minorities, (The use of

AYTs, or similar, in inner city areas has political implications, see
Chapter 7).
d. Re-Introduce Preliminary Training. There remains a small but

significant proportion of applicants whose educational attairment prevents
their acceptance as recruits. 1t is estirated that at least 500 such
applicants, who are otherwise suitable, are rejected each year. The
re-introduction of preliminary education would allow these applicants to be

brought up to standard via ramedial training. This concept could be

Note

{1)

D/MYR/39/41/1/1 dated 30 June 1988,
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extended 1o provide character training and physical developrent for those
recruits assessed in selection as high training risks. In essence it

would provide a form of Rowallan Corpany for soidiers.

e, Increased Administrative Support to CsRLS. Irplerentation of the

counter-measures will increase the workload on the staff of District
Commanders Recruiting and Liaison Staff (CsRLS) who are already stretched.
Subject to further study some or all Districts would require an additional

RO3 at a capitation rate of £14.8K per annun.

f. Resettlement Training. Enhanced resettlement training for those of

the non-technical trades who leave after 9 and 12 year's service, but who
do not hold any civilian qualifications, would provide an increased
feeling of security for the future and thereby inprove the retention of 3
and 6 year men. The effect of resett]erent counselling for 3Iyear men and
those in the technical trades should also be studied by DAEd with a view

to persuading them to continue in service.

g. Increase Retention Incentives, tf the corbination of measures

already proposed proves insufficient to recruit  and retain sufficient
rrenpower  to maintain the Army at full streﬁgth, then greater financial
incentives to retention will be required. These incentives will have to
be corpetitive with the civil labour market and will require considerably
increased  spending on pay and allowances and pay differentials as

incentives for long term cammitment.
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h. The Canadian Model. The Canadian Forces have encountered, and

apparently successfully overcare, problems recruiting into the corbat
arms. Applicants for technical employments who fail to reach high entrance
test standards, but are otherwise satisfactory, are offered deferred
places on the appropriate technical course subject to corpletion of a 3
year tour in a corbat amm. Significant nurbers elect to stay with their
foster arm while those who do take up the re-training option have a very

high pass rate.

i "US Initiatives. The US Army enploys a nurber of recruiting

initiatives, same of which are worthy of consideration in the LK,
Exarples are the granting of pay increments 1o serving soldiers who enlist
friends, alilowing groups of up to 5 friends to train and serve together,
allowing choice of Theatre for initial posting of individually posted
persennel, granting cash incentives to encourage enlistrent inte
deficiency 1rades and allowing schools to adninister the Army Entrance

Test as part of their career counselling.

j. Increase Nuarber of ASLOs. The key to the successful recruiting of

Juniors lies with the cperation of ASLOS within schools.  They provide
careers information to both staff and pupils and give personal guidaﬁce on
methods of entry. Their operations also exert considerable influence on
potential adult recruits. At present there are 3t ASLOs each covering 1380
schools, fmproved coverage is essential and will only be achieved b
bringing the nurber of schools for which each is responsible down below

100.  An additfonai 31 ASLOs are required at a cost of £741K per annumn.
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K. Chﬁnnnwealth Recruiting. Any rmajor effort to recruit fran the
Comronwealth would require the agreement of the Govermment concerned énd
would be cavplicated by the IK's immigration rules, in partitular those
affecting rights of residence. The fact that this measure would face these
and other difficulties should not however preclude its consideration

especially when the rewards could be substanptial.

SOLDIER S MWARY

69, The dominant factor is wastage. A major reduction could go a long way to
solving  the problem of the Lean Years. However it is a dynamic situation which
will be subject 1to fluctuations as a result of other factors, including the

improvarents brought about as a result of MARILYN itself,

7G. It is therefore Important that counter-measures proceed on al} the 3
available fronts : reduction of wastage and the improvement of adult and
Junior recruiting. In addition it is considered that manning surpluses should
be built up in those capbadges where it could be achieved to act as a cushion

against shortfalls in other areas.

71, A range of measures has been identified which we judge may make it
posSible to maintain manning to MPT during the Lean Years, However we are not
confident of achieving this ; it is quite possible that the Further Aeasures
will not suffice to overcare the problem. Undermanning can set in  at short
notice as we have seen in the current SCAMVF where a surplus last year is now

forecast to change to a deficit of about 2000 by 1 April 89, It will be
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necessary therefore to establish a mechanism whereby the effectiveness of the
MARILYN measures can be mnonitored and direction given if necessary on the
detailed study of the Longer Term Possibilities. It is proposed that a
Steering Group involving Head of G5 Sec, MO, DASD, D Army Plans, Head of

RP{Army ), DASC, Head of AG Sec 2 and IM(A) should give guidance to SCAMF.
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CHAPTER 6

THE TERRITCRIAL AND RESERVE ARMIES

THE TERRITCRIAL ARMY

72.  The Territorial Army (TA} is an integral part of the Army, supplying over
91,000 male and ferale soldiers, 39% of the overall CRBAT. The Derographic
Trough will affect the TA as well as the Regular Army and therefore DARC has
been involved throughout the study. Not only will the target population for TA
recruiting reduce in size, but other social changes such as increased
productivity from a smaller workforce are starting to have an effect and aré

highly significant for the TA.

73. Thg effects of the Stats TA forecast are sumrarised at Graph 9. However,
although there is no reason to doubt the probability of a downward trend untess
firm counter-reasures are taken, DARC considers that as the forecast ts based
on only 75% cof the TA intake age group {17 to 24 years), it may therefore be

regarded as a worst case scenario.
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Graph 9
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74, The effect of reducing wastage by 5% is represented by the middie line on

the graph and would result in an overall reduction in male strength of only

1000 between 198% and 1998. In order to minimise this reduction or do better
it will be necessary to implemrent retention measures now and action is already
in hand ; for instance a bounty enhancement has recently been announced.

Historically, the bounty has always had a beneficial effect on TA recruiting
and retention and the increased weighting of the 2nd and 3rd year bounties 13

expected to produce even better results than in the past.

75. The Cadet Forces. The cadet forces play an important role in metivating

young men to join the TA., At least 10% of all TA recruits are former rmevbers
of the cadet forces. Examination of wastage statistics shows that they are

less liable to leave during the recruit training stage and tend to remain in
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the Army for longer than direct entrants fromcivil life. At a time of
difficult recruiting it is cssential that cadet forces should be encouraged and
supported.  Furthermore, because cadets form such an irmportant element of the
regular and TA intake, serious consideration should be given to devoting
additional resources especially. to corbat pressures from other youth

organisations.

76. Recruitment & Public Relations. The study into TA recruitment and wastage
by the Grandfield Rork Collins Report concluded that it was essential for TA
recruitrent and PR to be closely coordinated so that PR was supportive of
recruiting. This added further weight to the recamrendations of the Shapland
Report which had reached similar conclusions a few years earlier. In
consequence the TA PR and Recruiting Group was established to monitor the
effects of recruiting carpaigns, formulate policy for recruiting expenditure
and plan corplimentary PR action. A pool of TA Public Information Officers
(PiOs) has been established, partly to meet the Army's wartime PR needs and in
peace to pramte the TA image in the local and national media. Coordination of
policy for recruiting carpaigns can only be beneficial. Similarly, recruiting
efforts by Regular Army Schoels Liaison Officers and Recruiting Teams should
cover both the Regular Army and the TA 1f full use and value is to be obiained

for the costs expended.

77. Carpeing for Manpower. Although both the Regular Army and TA corpete for

officers and soldiers irom the savme pool, the problems faced are not identical.
Whereas the Regular Army is seeking entrants who wish to make a full time

commi tment  to  the Ammy, the TA seeks te attract suitable young men whe have
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already entered a non-military career. The TA is therefore corpeting for the
free time and some working time, of young men who are seeking to establish
themseives in their civilian careers. Not only does this involve the erployer
losing his junior executives for short periods but alsc means that TA officers
and soldiers surrender sore of their lefsure and family time in addition to
carrying out their full time enployment. Any reduction in the size of the
recruiting pool will therefore mean that civilian erployers will themselves
face shortfalls, thereby reducing their willingness to release their depleted
staf{ for TA training activities. This could be exacerbated by the reluctance
of enployers with greatly slinmed-down, individually  highly-productive

workforces, to lose erployees for any period to the TA.

78. Recruiting Measures.

a. in addition to the measures outlined for the Regular Army, a major
effort must be made to convince the employer that far from losing his staff
to the TA he is gainiﬁg erployees whose knowledge, technical, managerial
and executive skills have all been enhanced through membership of the TA.
Territorial Army and Volunteer Resérve Association (TAVRA) local employer
liaison cammittees have preached this message for a long time and on a
local basis it has been supported by unit initiatives such as running
weekend leadership exercises for major local erployers. Feedback from the
firms concerned has been very pramising, but on its own this is not enough.
The Goverrment recognised this problem and in 1986 established an
independent advisory body, the National thrployer Liaison Committee (NELC).
Examination will be required to establish the _need for a permanent,
dedicated staff for an NELC Secretariat.
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b.  The proposed Volunteer Reserve Forces Carpaign is an essential and
covplimentary factor to the TA national recruiting campaign. 1t is not,
however, an alternative to the recruiting drives sponsored by DAR for the

TA.

¢. Other measures which are being studied include increased efforts to
recruit ex-regulars, the introduction of 2 years obligatory TA service for
atl S8 officers on completion of their regular engageTent, active
recruitrent from schoo! leavers in the (CF and increased usage of TA PIOs
to produce TA jocal boy stories and articles in professional jourpals. The
TAVRA  Interface Study report, which is stil} being staffed, recoawends
changes to inprove local recruiting. These include the establishment of TA
recruiting staffs (1 x Maj, 1 x WO and 2 x Sgts), PR staff for each TAVRA
and better resources for handling ex-regulars and enquiries arising from

the national recruiting cavpaigns. This late idea has not been costed.

d. Recruiting fromUNCs. The present success rate for recruiting from

the WOTCs is not encouraging. The LOTC Study Team which s currently
examining the functions and roles of the UDTCs has already noted this and
is likely to recovrend that LOTC (s should be tasked to make far greater

efforts to recruit for both the Regular Army and the TA.

79.  Retention Measures. In view of the high turnover of TA personnel it is

also essential to introduce strong internal recruiting measures. Two scheres
will  be introduced in late 1988 to coincide with the start of the

Volunteer Reserve Forces Carpaign :
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a. A carprehensive aide-memoire detailing unit wastage counter-measures
{based on a similar idea used in the Australian Reserve Army) has already

been i1ssued.

b. A continuous attjtude survey to menitor and evaluate the relative
importance of reasons for wastage is being discussed with APRE. The aim of
this scheme would be to help concentrate counter-measures more effectively

and monitor changing social attitudes towards the TA.
c. Efforts must be made to retain volunteers by encouraging them to
remain through transfers to units with lower training commitments and

obligations, (specialist units, pools, Home Service Force (HSF) or cadets).

Other Manning Measures.

a. Age Limitations. Action has already been taken to widen the ages for

enlistrent and comissioning, and discharge and retirement. The main
changes have inevitably fallen on the specialist groups who are enployable

in tasks outside the Forward Corbat Zone at older ages.

b. Officer Retention. The introduction of a TALt Col Special List has
been examined and rejected. An alternative use for those who have
carpleted comrand appointments and cannot be used for other tasks would be
to rank-range hare defence HQ and LO posts, providing flexibility if there

1s a shortfall of majors.



c. Specialist Career Structures. Specialist officers may have to be
granted  rank  camrensurate with their standing in their civilian

profession,

d. TA Assistance to Regular Arvy.  Rules for SSVC officers and the rules

for the Special "S" type engagement for soldiers are being arended 1o
allow greater flexibility in using TA personnel against Regular Army
shortfalls. Consideration should also be given to the introduction of a
Fimited call-out scheme of volunteer reservists to give assistance in MACC
tasks. Not onty would this assist the Regular Army by reducing
overstretch, but it would aiso help the TA make a greater impact

nationally.

&1.  The Continental TA. A pilot scheme was established in 1985 to find out

whether or not additional TA units could be formed by recruiting expatriate
personnel resident on the Continent. Five srall units have been raised and 260
personnel recruited from ex-serviceren, service dependants, MXD employees
resident in the area and other British nationals. The scheme has been
enthusjastically supported by H) BAR and it is proposed to seek official
agreement to  expand the Continental TA to a strength  of  1090. However,
because manpower cover has had to be found from within the TA establishrent
ceiling, any expansion would have to be funded through a discrete programme
of corpensating reductions found over the next 3 years. In the event that the
proposed expansion is considered 1o be unjustified, them there would appear to

be no other option than to disband a highly successful innovation.
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Terms and Conditions of Service.

a. Altﬁough counter-~measures will concentrate on enhancing the TA public
image and convincing the enployer of the benefits he can gain from the TA,
there is alsoc a need to look at terms of service. The first flush of
enthusiasm will soon wear off if a TA soldier finds he is losing money or
material benefits as a result of his TA service, quite apart from the
personal inconvenience which is often to the detriment of his family and
social relationships. Many TA soldiers attending evening or weekend
training forego overtime rates of pay, and as a result they are actually
financially worse off than they would have been had they stayed at work.

1t is therefore essential that TA pay, bounties and aljowances are fair.

b. A second area of concern is the penalty suffered by those who are in
receipt of [HSS benefits. Receipt of TA pay and allowances has in the
past debarred TA soldiers from being eligible for their full entitlevents,
but this may no longer be the case under the new Incore Support benefit.
DHSS have been persuaded to raise the earned incore thresholds (which now
include travel and subsistence allowances} for merbers of the tri-Service
reserves but, until the benefit has been in force for several months, we
are unable to judge whether these concessions are adequate. |f they are

not, re-negotiation of the rules will be necessary.

c. Further measures which may bhave 1o be considered to encourage
enlistrent and longer service include. lower training obligations,

reduction of overstretch, greater flexibility in individual training
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carmitments, the fostering of an esprit de corps specific to the TA, and

actions to maintain TA perception of Govermment support.

d. Matters are already in hand to control the amount of training carried
out over and above the minimum commitment and a revised lower training

canmu fment has recently been introduced.

e. The current system of holding volunteers on the Unposted List reguires

review. C(onsideration should be given to the RNR/RWR List Z system.

f. The TA 3 year engagement and the limitation of the engagement to not
more  than & years in Section 96 of the Reserve Forces Act 1980 (RFA  1930)
ts very wunsatisfactory. The argurents in favour of the Regular . Army
Nofice Engagerent are equally applicable to the TA and action should be
taken to revise RFA 1980 to permit an open engagement for Volunteer

Reserve Forces as soon as possible,

g. Little has been done so far to create beneficial inducerents specific
to the TA. DGPS(A) has agreed to approach BUPA to extend the Regular
Arwy's. group membership concessions to the TA. However, other ideas in
use by the Unitted States and Australia have not vyet been considered.

These are

(1)  Reservist's Pension Scheme. Govermmrent legislation now allows a

reservist to Invest his earnings in a private pension scheme, but hno
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action has vyet been taken to negotiate a group scheme offering
particuiérly ~favourable terms, Reservists are not granted any
concession over the 17.5% limitation placed on investrent of income in
private pension funds. Two other pension schemes which are worth
further consideration and are in force in other NATO or Comonwealth
Reserves are the provision of a terminal gratuity andfor a

contributory pension scheme for long service volunteer reservists.
(2} Tax Relief. 'In Australia reservist earnings are free of 1tax.
Such a proposal for the LK is not without precedent ; TA bounties are

free of tax but the Individual Reinforcerent Plan (IRP) bounty is not.

{3} Forces' Rail Cards. The case for extending the right to

Forces' Rail Cards was rejected a few years age. However, it is a

possible group benefit and one which should be reconsidered.

83. Expenditure Cuts. TA ethos is extremely fragile and is easily damaged by

measures seen by those without close involverent with the TA as sensible or
cost-saving. Exarples of this have been the proposed removal of No 2 dress
{which was later overruled), reductions in works services and TAVRA funding, or
delayed in-service dates for equipments and clothing. [t is fully appreciatéd
that the TA must suffer its share of cuts in defence expenditure, but this must
not be allowed to happen in a fashion that causes the TA to believe that they

-

are no longer inmportant or that they no longer have Covernmrent support.
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THE RESERVES
34, Individual reservists are former Regulars with a call-out liability.

Currently 105,000 are available, but by the mid-1990s the total should increase
to about 120,000 due to inherent growth in the system. Individual reservists
are earmarked onpobilization mainly as war establishtment reinforcemrents and
battle casualiy replacerents. It is also planned to use them in formed units
mainly for Home Defence in a KP-guarding role. They are therefore an iﬁportanf

carponent of the mobilized Army.

85, The effect of the Dempgraphic Trough on Regular Army manning levels will
have a direct bearing on the availability of reservists. There wiil however be
a time lag of approximately 6 years before a particular lean year in Regular:
Army  recrulting is reflected in reservist avallability. This to some extent
will cushion the blow initially but, once the effects start to bite, nurbers
will decline. As the strength of the Army falls so too will the strength of
the Reserves. Based on the MARILWN line (that is the strength {forecast
without taking account of counter-reasures) we have forecast the likely effect
of the Demographic Trough on the size of the Reserves. It is illustrated in

Graph 10 :
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86. Several measures designed to increase reservist availability are wunder

consideration. These include arendments to reservist terms of service, inmproved
effectiveness, reducing the nurber who are unavailable and the introduction of
a TA reservist category. Any PR or image enhancarent cavpaign for the Regular
Armmy  and the TA should also pramote the importance of individual reservists,
This will lead to increased status which in turn will contribute to greater

awareness by the public and cooperation by enployers.
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87. The population for TA recruiting is diminishing ; Industry and Comrerce
have reorganised to increase productivity from smaller workforces while
undergoing an overall expansion, and public awareness_and interest in the Armed
Forces are diminishing. This, coupled with the concentration of Regular Forces
into enclaves in the K and the commitment of a large elevent to stations
abroad, entails a growing separation between the Regular Army and society as a
whole. This alienation is in part overcame by the wide dispersion of the TA
and the LOTCs, QCFs and ACFs, each of which provide a link with the comrunity

through the network of 500 TA Centres and 1500 cadet huts.

88. It Is impossible to quantify the value of this support although the
tangible recruiting benefit 1s more easily established. The contribution of
the Ay Reserve of approximately  40% of the Order of Battle at under 3% of
the total Army budget is more easily understood. Volunteers in the Reserve
Forces have a very special ethos, they give up their free time and are
dedicated in their support, but such support is fragile, and this f{fragility
should be f{fully understood by resource programers. Reductions in resources
for Reserve Forces can have a disproportionate effect on this support, and on
the camiwrent of the volunteers. Measures to improve recruiting, raise the
public image of the TA, persuvade enployers of the benefits of TA menbership,
reduce wastage and improve group ethos must all be reviewed carefully and
sympathetically tf we are to maintain TA force levels at a time of incCreasing

derrographic difficulty,
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LONGER TERM FOSSIBILITIES

89, 1f the scale of the éoidler shortfall has been correctly estimated, and if
all reasonable counter-measures fail! to overcame the shortfall, the Army rmust
decide what further rmore radical measures should be taken to achieve full
manning. 1t has not been possibie to do more than examine a nutber of ideas
and take advice as to whether or not they are considered to be practicable. The

implerentation of any of these measures will require political clearance.

94, A table summarising the additional measures is at Annex F. Particular

attention is drawn to the following :

a. Use of Gurkhas. Currently the future use of Gurkhas is only being

considered as an enhancement to current manpower levels., Use of Gurkhas as
a substitute for trained British soldiers in unit or sub-unit packages
should also be considered, although there are constraints on their

deployrent and erployment. They can be recruited given a year's notice.
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b. ¥YIS. It is estimated that by 1991 some 72% of school leavers wili go
into YIS .straight {rom school and the nurber will probably continue 1o
rise thereafter. Those who have already thought about an Army career are
likely to be recruited as Junjors, and will benefit from the attractive
pay rates, but the predominant career ﬁbve for those not pgoing on 1o
higher education and unable to find a job will be to employrent via the
YTS.  The current Armed Services YTS schere has not proved successful for
the Army and any atterpt tormeske it more attractive is likely to be
detrimental to the Junior Army. The disincentive of the Junior Army s
that it involves a long term commitrent whereas a YTS scheme does not. 1f
we cannot use a uniformed version of the YTS schare to expose young men to
Ammv Jife without comminmrent,  then we should do so via the c¢ivilian
elarent of YTS. This could be done by ensuring that vacancies are
available within the Army Departrent which offer interesting work and a
high level of exposure to the Army way of life. This would encourage TS
trainees to sign on and spread increased awareness of the Army amongst

their peer groups.

¢. Work Experience. Work Experience is provided when an enplover takes

on school c¢hildren in their last year at school to introduce them to the

erployrent enviromment. This has now becore standard practice. The Armn

offers work experience on an ad hoc basis through Jocal arrangenents

between training wunits and CsRLS. Courses typically last 5 days and are

well received by those schoolchildren taking part. Most parents no longer

have experience of National Service and as relatively few have seen
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regular service this would help rectify their children's misconceptions
about modern Army life., A major centrally-coordinated Army Work
Experience scheme, including both field and training units, would expose

many rrore schoolchildren to Army life.

d. Young Offenders. There are currently tight constraints on the

recrurtment of young men and waren with criminal records. These rules
could be relaxed to allow suitable young offenders who wished to join the
Armed Forces for aminimun of 3 years in lieu of @ custodial sentance.
There would need to be clear guidelines laid down as 1o what constituted
suitabifity and there would be a limit placed on the total nurber of such

volunteers accepted. so that the diiution should not be more than 1%.

e. Army  Youth Teams. The re-formation of the Army Youth Teams 15

thought by many to be an essential method of putting the Ammmy's recruiting
message  across to young people. In particular it is considered that the
AYTs should primariiy operate in the Inner Cities giving the Army access
to areas which are otherwise difficult to target, especially the ethmc
minori1ties. The teams would be expensive to establish and operate and the

use of private sponsorship could be actively pursued.

f. Locally Engaged Units. It is far consideration that the current

phasing out of MSO-type units should be reversed. Use could be made of
locally engaged civilian units in BACR, overseas and in the less sensiine

erployment areas of the LK on security and 0D duties.
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E. EEC Recruiting. The conseguences of the 1992 'Open Market' on

erployment patterns and eligibility are not yet clear. It may be that as
the unrestricted erployment of EEC nationals becares feasible there could
be considerable recruiting potential in Europe and we should consider 1{ and

how this could be developed.

h. Perrmanent Cadres. The concept of establishing county-based Cadres has

been examned in the past with a view to improving recruiting and retention
and reducing manpower <¢osts. Cadres run very much on the lines of the
Lister Defence Regiment (Permanent Cadre) could be established for
grployrent in LKLF. The Cadres would require barracks (or where possible
be based on TA Centres) and equipment but not quarters since the manpower
would be locally recruited and permanently based in one area. The Cadres
would  have  overseas training camitrents and would be Jiable for
operational tours but not for Arms Plot moves., Transiers between Arms Plot
regivents and affiliated Cadre carpanies would be possible and could
provide the addrtional stability sare older officers and soldiers seek. An
alternative 10 permanent Cadres for the Regular Army is 10 establish

perranent Cadres for the TA.
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IMPLEVENTAT ICN AND COST

INTRCDLCT ICN

91, Qutline details of the counter-measures are contained in Annexes B to E, as

follows
a. Annex B. Enhancements to DAR's Budget.

b.  Annex C. Part 1 : No-Cost Managerent Measures.

Part 2 + Cost-Associated Management Measures,

., Annex D. Part V' ¢ Costed Further Measures.

Part' 2 1+ As-Yet-Uncosted Further Measures.
d. Annex E. TA Remredial Nbasures.'

Where appropriate they are cross-referenced to the supporting evidence, include
a forecast of the likely efiect of each measure, the cost, when it should be
inplemented, who should take the lead and what priority is given 1o the

provision of LTC funding.

92. Inplerentation of the no-cost Management Measures has already staried and
will proceed subject to ECAB'S consideration. Implementation of the remmining
measures requires ECAB's endorserent, the stafiing of detailed submissions to
76
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the MD Comittees and the provision of the appropriate LTC  funding.
(Consideration should be given to funding the MARILYN measures from the
forecast wunderspend in AL's area to allow the necessary enhancerents to be made

in order to restore manning levels).

93. Bidding for LTC funds will comence with LTC 89, supported by the MARILYN
Report itself. This first bid will be made ub of 3 tranches, Tranche I will
consist of the Priority I enhancements to DAR's publicity budget and those
Menagament .hhasures which require funding from FY 89/90, Tranche 2 consists of
the Priority 2 enhancearents to [DPAR's publicity budger and those Further
Measures which have been costed and for whose introduction it Is considered
vital 1that {funds be made available now. Tranche 3 consists of the Priorjiyv 3
enhancerents to DAR's publicity budget and those measures to which we have been
able 1o attach an approximate cost and for which we therefore seek funds 10 be
earmarked.  ECAB will be asked to endorse all 3 tranches. but realistically we
expect attention in LTC 89 to focus on Tranches | and 2. Of the rewmining
Further Measures sare are Jikely to be of critical importance in corbatting

the Derographic Trough {such as making the most of our capacity 1o recruit

Juntors)., We are not yet able to cost them but they will pow be studied in
detail. Once their costs and detatls of their inplerentation becare clear
separate LTC bids will be made {or the necessary funds.

DAR'S BBLICITY BIXET

94, The enhancements 10 DAR's publicity budget are the precursor to all the
counter -mmeasures. A detailed explanation of these proposed ernhancerrents and

their cost s at Annex B.
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LTC TRANGTES

95. Those measures carrying a defined cost have been arranged for staffing
purposes into 3 tranches actording to the importance atrtached to the provision

of LTC funds. These tranches are (in priority order) :

a. Tranche 1. This tranche consists of the Priority 1 elerents of DAR's
publicity enhancerents, those which are the minimum required to step-up
the Army's publicity carpaign, funded for the PES vyears, and those

Management Measures carrying a cost from FY 83/90.

FY 89/90  9G/9! 951/92  92/93  93/94 94795 95/96 96/97 97/9%  98/99

BYR's Priority 1 Publicity Budget Enhancements (1)

£K 3294 3294 3294 0 0 0 G 0 15 G

Cost-Associated Management Measures (2}

£ 387 387 387 387 387 387 387 387 387 337

Total

£X 3631 3681 3681 387 387 387 387 387 387 337
Notes

(1) See Annex B, p B-9.

{2) See Annex C, Part 2, pp C-6/C-7, Serials 1 to &4,
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b. Tranche 2. Tranche 2 consists of those elements of DAR's publicity

enhancements which would enable a rnore balanced and forward-looking

catpaign to be established, funded for the PES years, and those costed

Further Measures which we consider should be afforded high priority in

the provision of funds.

FY 89/9C  9G/91  91/92  92/93  93/9%  94/95 95/96  96/97  97/9% 9%/99
DAR's Priority 2 Publicity Budget Enhancements (1)

£ 1476 1470 ba7G 0 G G 0 G 4] 0
Costed Further Measures (2) (3)

£K G 1323 1323 1323 1323 1323 1323 1323 1323 1323
Total

€K 1476 2793 2793 1323 1323 1323 1323 1323 1323 1323

Notes

(1) See Annex B, p B-9.

{2)  See Annex D, Part 1, pp D-1/D-2, Serials 3, 4, 5 and 7.

{3}  Does not include cost of Officer Commital Bonus, £2500K pa. (Annex

Part 1, p D-1, Serial 1}.
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C. Tranche 3. Tranche 3 seeks provision for the Priority 3 elements of
DR's publicity enhancements {inciuding the continuation of DAR's Priority
I anhd 2 enhancerents), the remaining cost-associated Management Measures

and {or the lower priority costed Further Measures.

FY  89/90 90/9t  91/92  92/93  93/98  94/95 95/96 96/97 97/98  98/99

DAR's Priority 3 Publicity Budget Enhancements (1)

£K 260 260 260 5024 5024 5324 3324 5324 532% 532¢

Remmining Cost-Associated Management Measure (2)

£K § 250 250 250 250 250 250 254G 255 250
Costed Further Measures (3) {4)

&K 455 2278 2278 2278 2278 2278 2278 2278 2278 2278

Total

FK 710 2788 278% 7532 7552 7852 7852 7852 7852 7852
Notes

(1) See Annex B, p B-10.

{2) See Annex C, Part 2, p C-7, Serial 5.

(3) See Annex D, Part !, pp D-1/D-2/D-3, Serials 2, 6, 8 and 9.

(4) In addition there will be the capital cost of obtaining a suitable

barracks for the re-introduction of Soldier Preliminary Training.
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THE AS-YET-UNDOSTED MEASLRES

96. There will be costs associated with the remaining Further Measures, sore
of them significant. Clearly until the further studies are campleted it is not
possible to bid for LTC resources, but this does not mean that we do not attach
a high priority to the introduction of these measures ; sore, such as the

restructuring of the Junior Army, are likely to be vital in our efforts 10

carbat the Demographic Trough and, if we could, we would want to inplevent them

oW,

TE TA MEASRES

97. The resource implications and timetable of the TA Remedial Aeasures (see
Annex E) remain to be clarified. Many of the Regular Army measures will
however assist the TA, particularly the enhanced publicity budget which will

be used to put across a '"One Army" message.

THE LONCGFR TERM POSSIBILITIES

98. ECAB has directed that a nurber of the Longer Term Possibilities are now
to be studied so that if practicable they could be considered for impleventation

at sove future date.

gl
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CHAPTER 9
CENLUS IONS

99. The 1K faces a serious decline in the nurber of young people, known as
the Devographic Trough, which will be at its worst during the 1990s.  Unless
the Arm  increases its awareness of the problem and starts to take remedial
action as soon as possible serious undermanning will result.  The whole Army
at ‘all levels of comrand, particularly at Regimental level, has a part 10 play

in the recruiting and retention of officers and soldiers. ({Paragraphs 1 to &).

105, There is a pressing need for an overall manpower strategy, 1reating
Manpower as a resource in (ts own right, integrating the wuse of military,
civilian, TA, reservist and contractor manpower. Covmitrents must be met  from.
whichever type of manpower s avaligbie, provided that it 1is operationaily
effective and cost-effective, The derand for mappower rmust be measured
aga'!nst the availability of supply and a tK MANPRINT programe  instituted.

(Paragraph 8},

101, Two irportant studies are being undertaken n parallel with ARRILYN & The
JTO Study and The Long Term Role of Woren in the Army Study. It s vital
that both these studies take {ull cognizance of the Report and seeh 10 bring

into effect those counter-measures which pertain to their field. (Paragraph 12).

102.  Without 1taking the elfect ol any counter-measures into account 1t s
forecast 1hat the Army's strength could be about 20,000 below MPT by the yeor
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1998, with strength still falling. {Paragraphs 25 and 26).

103.  Efforts to recruit officers and soldiers in the face of the Derographic
Trough will meet with little success unless the Army mounts and maintains  an
effective  publicity cavpaign. To do this £51.78M is required over the LTC

period in addition 1o DAR's current budget. (Paragraphs 31 to 37),

164, Successful retention 1s also essential., Job satisfaction and conditions
of service play a wvital part in retention as does the current level of
comimrents. A reduction in commitrents would reduce the level of oversireich

and could reduce the manning requirement, {Paragraph 38).

1G5, The introduction of a committal bonus for officers has been supported by
ECAB  and submitted to PROs for approval by AFPRB. Provision of the necessary
LTC funds  for this would significantly improve the retention of younger
officers and deronsirate the seriousness with which the AMID views 1he

Dermographic Trough. (Paragraph 39).

166, There 1s a good chance of maintaining the murerical strengith of the
officer corps 1o within about 200 to %00 of the MFT. Towards the end of the

decade however officer strength could decline significantly, (Paragraph ¢3).

107.  The scale of the problem on the soldier side is {ar greater. By 199- we
will on current achreverent levels only be able to recruit 13,000 recruits
against a reqUI}enEnI of 20,000. Wwhole Army strength has already fallen beliow
MPT and will continue 1o reduce unless effective counter-measures are rapidiy
83
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introduced. (Paragraphs 52 and 53).

108. The Report identifies a nurber of Management Measures whose sum effect
will only partiaily relieve the difficulties. These are starting to be
irpiemented now. Undermanning is not advocated nor are any generaj measures to
reduce recruit quality (provided Arms and Service Directors ensure that the
standards required for their erpioyments are the minimum necessary}. The only
soldier measure which wjli.have a major impact is a marked reduction of recruit

and tratned soldier wastage Army-wide. (Paragraphs 57 to 60 and Annex C}.

109. The Report identifies a nurber of Further Measures the introduction of

which will depend on staffing separate papers, most importantly
a. The wider employment of WRAC.

b, The delet:on of LTC proposals adversely affecting the nature and pay

of basic trainees and cuts 1n the Junior Army,

C. The re-structuring of the Junior Armmy to ensure the recruitrent of

the maximum possible nurber of Juniors. (Paragraphs 62 to 67 and Annex D).

116.  These measures may make it possible to maintain ranning to MPT during the
Lean Years, but there is considerable uncertainty. A Steering Group should be
set up to monitor the results of the counter-reasures and to direct the

staffing of the more radical measures 1{ the situation worsens. {Paragraphs 49

to 5t and 69 to 71).

84
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1. The Terrvitorial Army (TA) faces the same problem as the Regular Army and
many of the Regular Army counter-reasures will have an effect on the TA. A

sunmary of the TA remedial measures is at Annex E. (Paragraphs 72 to 83).

112, The strength of the Reserves will fall in line with any reduction in

Regular Army strength. (Paragraphs 84 to 86).

3. A number of more radical ‘Longer Term Possibilities have been identified,
sare of which are to be examined in depth against the possibility that 1he
Further Measures will not be sufficient. These measures are sumarised at
Annex  Fand  are only ideas at this stage requiring considerably mpre study,
ECARB's direction on uhéch 1o pursue is sought. They will need political

clearance before they could be introduced. (Paragraphs 89 to 91),

. Implementation of the Management Measures has already camenced and wiil
proceed subject to ECAB endorsevent. Funds are required for certain Mapagenent
Measures and for the Further Measures. In addition funds to meet the cost of
implerenting  the enhanced DAR publicity campaign will be required. The
remainyng  Further  Measures remsin uncosted, but include sore critical

Counter-measures such as maximising the Junior Entry. {Paragraphs 92 to 94).

115, The costed rmeasures have been grouped into 3 tranches in priority order
and a bid for funding from FY 83/30 will be submitted as part of the LTC
process. Funding of the publicity budget enhancements has only been requested
for the 3 PES vyears 1o allow the effectiveness of the expenditure to be
reviewed. (Paragraﬁhs 95 and 96).
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B .
QRAPTER i?
REAOMENDAT ICNS
It 1s recanrended that
a. A bid for LTC funding, according to the tranches detailed in

Chapter 8, should be put forward as an enhancement in LTC 85,

b. The Managerent Measures are introduced at once, subject to

provision of the necessary funds.

c. The Further Measures are pursued, subject to the carpletion of

detailed staffing and the provision of LTC funding.

d. ECAR should note the Longer Term Possibilities and give guidance on

which the staff should pursue.

e. SCAF  should be the mechanism whereby the effectiveness of the
counter-measures is monitored, the earlier or later implerentation of the
Further Measures is triggered, and the necessity to introduce the Longer
Term Possibilities is reviewed, subject to the direction of a Steering

Group.
i. The MARILYN Report should be given a wide c¢irculation within the Arnm.
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Annexes:

A. The Historical Perspective.

B. The Pre-requisite : Enhancerents to DAR's Budget.
C. Part 1 : No-Cost Management Measures.

Part 2 : Cost-Associated Management Measures(1).
D. Part 1 : Costed Further Measures{1).

Part 2 : As-Yet-Uncosted Further Measures.
E. TA Reredial Measures.

F. Longer Term Possibilities.

Note

(1) This annex includes cross-references to the supporting evidence for the

Report.  This is to allow those inveoived in the detailed LTC staffing of these
measures 1o examine the full justification for the expenditure,
87
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ANNEX A TO
THE MARILYN RERRT

HISTORICAL PERSPECTIVE

{The Soldier Pool)

i Introduction. Derography is one of many factors affecting recruiting.
albeit a major one., ©Other factors in play are the state of the econamnv,
attitudes in society, expectations within the target rmarket, educational
patterns, pay, resources fot advertising and changes in training patterns. Any
carparative analysis with previous experience is only valid if the analvsis

gives due weight to these other factors in addition to demography.
2. The 1970s. The situation in the 1970s was that

a. Demography. The population of 15 to 19 year olds grew steadily
towards the peak in 1982. The nurbers, however, were larger than those

forecast for at any time in the 1990s.

b. Econary. Corpared to the 1980s the 1970s saw little economic growth
or improverrent  in  fiving standards. Two sharp rises (n the | mele
ungrp loyment  level, from 0.3 10 O.}M in 1971/72 and fram 0. to 0.9 in
197576, raised 1the relative attraction of Ammw careers and inmproved the

recruiting climate.

A-1
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c. Attitudes in Society. Attitudes to Army careers were healthy.

Expectations within our target market were not so high. Parents and
opinion-formers  would still have seen National Service. Northern Iretand

maintained a high profile in the press and gave the Army praminence.

d, Educational Patterns. A high proportion of 16 year oids elected 1o
leave school and not emwbark on further education. Technology did not
demand the skills sought today. As an employer of Jargely unskilled labour
the Army was attractive. This was reflected by the ease in which Infantry
soldiers were recruited and the difficulties experienced in attracting

technicians.
e, Pay. Service pay levels were gradually eroded until restored by the
Coverrment  at  the end of the decade. This made the Army less attractive

to both potential applicants and serving soldiers.

1. Resources for Advertising. Resources available for advertising for

Army  careers were significantly greater in real terms. This s best
illustrated by the fact that TV advertising for the Regular Army was canwmon

in the 1970s but ceased in 1982,

g. Training. The Junior Army had no fixed target and effectively accepted
all suitable applicants, mainly in autum intakes. The AKYS entry simulariv

had no {ormal targets. Training time was jonger.
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h. Selection Methods. Selection was conducted on the basis

of

post-enlisment selection. This meant that a recrult was {irst enlisted

and then allocated 10 a capbadge depending on his ability level and

the

needs of the Army. This yielded an application to enlistrent ratio of 45%.

However it denied an important elerent ol choice for the recruit.

3. Manning in the 1970s. The overall effect was to achieve quantity at
expense of quality. Even so the Army was undermanned, typically by 6% to
The effects of lower quality was accommodated by longer training time and

less sophisticated equipments in service. The effect of undermanning

the
7%,
the

was

cushioned by a larger MPT (on average 131,000) and by larger establishments,

which had a degree of surplus 'fat'.

4, The 1980s.

a. Derrography.  The population of 15 to 19 year olds peaked in

1982,

This peak was considerably larger than previous peaks in the denographic

cycte. The early 1987s has therefore seen unusually high nurbers avaiiable

in the target marker.

b. Econary. The recession at the start of the decade was marked by a

rapid rise in unerployvent. The ending of the recession did not at

first

areliorate the problem but since mid-1986 the growth of the 1K econam

has led to a rapid decline in unerployment. Concurrently the econary grew

significantly with large rises in pay and Jiving standards. 1982 saw

A-3

the



Rz 1 TER.
u X

introduction of YTS, provid

-

ing a mgjor alternative start in life for school
leavers. In contrast to the 1970s many different opportunities have been
created within the econary and with it more choice of employment for the

Army 's target market.

c. Attitudes in Society. The Falklands crisis led to a high in the

attitudes of society to the Services. Since then the dilution of Service
experience within society and greater expectations and aspirations amongst

the young has led to a diminution in the attraction of Army careers.

d. Educational Patterns. The 1983s has seen an increase in the nurbers

of 16 year olds staying on for further education. This reflects the fact
that they perceive the need to prepare themselves better for life. New
technologies have created greater demands for skills. This is reflected by
market research which shows that potential applicants for the Army seeking
a trade or skill outnurber those that wish to join simply 1to soldier.
Today technicians are easier to recruit while the shortfalls lie in the

infantry.,

e. Pay. The 1980s has seen the Army maintaining relative  pay
carparability with the civilian sector. This has been achieved by pa\
taking an increasing share of the Army budget. It is questionable whether

the trend can continue or not.

i. Resources for Advertising. Resources for advertising have continued

to fall in real terms. Conversely comercial recruitrent has increased
significantly over the save period.
A-b
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2. Training. The Groom Report made wide changes to the ITO. The major
impact was on the Junior Armmy in inposing a ceiling on  nuvbers,
redistributing intake dates {(causing a mismatch with school leaving dates)

and creating the é month Junior Soldier course.

h. Selection Methods. Pre-enlistment selection was introduced in 1980,

Recruits are now allocated to capbadge prior to enliswrent. In addition a
call forward system for selection was introduced, later supported using ADP
(Project March). This system allows oniy the highest quality applicants 10
be called forward for each employment. The system bhas resulted in a fall in
the enlistrent ratio to 30%. However it ensures that the applicant knows

his capbadge on enlistrent and produces high quality recruits.

5. Manning in the 1980s. During the 1980s 1o date we have seen full manning

and a period of surplus menning due 10 substantial reductions in APT (to0
136,009). These surpluses have now disappeared while at the same time
establishments have been cut to the bone. In addition allowaﬁces for
non-effective strength have been reduced to well below our requirerents. We
have now reached undermanning in fean units ; the current overstreich (s a
manifestation of this situation. The increased quality of recruits has becare
the accepted norm and has allowed units to dormore with the sare manpower,
Buoyant recruiting minimised the impact of wastage and, until now. Dnew

recruits could easily be found as replacerents.



6. Sumtmary. There are few direct parallels between the Jate 1970s, which was
the tast period of Army underranning and poor recruiting, and the probiems now
foreseen for the 1990s which are already begining to bite. The 1970s problers
occured at a time of rising unenployrent when the total number of 16 10 {9 vear
olds was increasing and a high proportion of them entered the job market early.
At that time the introduction of pay camparability gave substantial rises 1o
the Armed forces, and together with good advertising and supportive public
attitudes, better pay quickly rectified the problem. No such simple answer
exists today as there are rapidly falling nurbers of school leavers, rmost of
whon are heading {for YTS and many others are going on to higher education.
Thus, a starvation -of young men and woaren faces the Army at a time when
establistrrents are very tight giving no fat or flexibility. Reductions in the
recruiting budget have made things worse. The consequent oversiretch and joss
of morale in these circumstances is likely to add to the manning shortfall by
creating increased outf{low of trained soldiers. This last point is the one

which most closely links the recent situation with the late 1970s,
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ANNEX B TO
THE MARILYN RERCRT

ENHANCEMENTS TO DAR'S RBLICITY BUXCET

1, The framework for the stepped-up campaign is based on professional

assessment by DAR and advice from the Central Office of Information.

2. AR does not currently have any statistical  support to assess the
effectiveness of any single part of his advertising and marketing strategv. In
order to ‘track' applicants through the application and en}}snTent process he
requires a Managerent Information System (MIS). Only when this is available

will DR be able to assess the return on recruiting investrent.

3. The estimated reponses to the proposed increase 1o IYR's budget are based
on 1the 19385 TA carpaign, the nearest exarple to a rmulti-redia carpaign.
Advertising and marketing are mutually supporting activities ; it s not

possible to determine the responses to each in isolation,

b, The carpaign 15 aimed a1 a target area which is shrinking rapidly as a
resuit of derography. We have been warned that competition for resources will
be fierce. This mmkes it inpossible to be certain of the outcomw of

advertising and marketing and suggests other measures will also be necessary 10



carbat the Lean Years. Nevertheless the aimmust be to extract sufficient from
those avatlable and it would be foolish to set out to under-achieve and thereby

increase the size of the problem we face.

3. Over-achieverent and under-achievement can be monitored by DAR  and by
SCAAVF.  Over-achievement can clearly be adjusted by turning down expenditure,
however it must be realised that there are long lead times in recruiting and it
will take 2 years to see the effect of the extra spending. The publicity tap
cannhot be turned on and off, but the flow can be reduced or increased.
Expenditure now will buy a 'voice' in the media when it is most required
delaving expenditure will result in having to pay more for less and is likelv

10 be too late.

6. A table showing the impact of enhanced advertising and merketing is at
Appendix 1. This is based on the best data currently available.
7. The assessment  of advertising and marketing effect is based on the

iplementation of ail the publicity enhancerents. However, recognising the
constraints on increases to expenditure we have divided the enhancements into 3
priorities in line with the approach adopted in Chapter 8 {Inplenentation

and Cost).

8, Funding of all 3 priorities is likely to be necessary to achieve the

requived nurber of enquiries, however the minimum required to step-up the

publicity carpaign initially is represented by the Priority 1| enhancerents,

while funding of the Priority 2 enhancements in addition would establish a more
B-2
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balanced and forward-liooking carpaign. It is not possible to separate the
enhancements to any greater degree. Those placed within each priority are

inter-dependent and inter-related,
MAWERTIS ING

2. The current budget of £3.6584 for national advertising produces some

60,000 enquiries {approx £61 per enquiry), based on :

a. TV (TA only) £0.650M
b, Press £3,008M
£3.658

1. The proposed budget increase for advertising is estimated to yield in

itself about 50,000 additional enquiries, making a total of 110,020, This will
result in a significant increase in enlistrents and will allow recruit
shortfalis to be effectively addressed in comjuction with  other

counter-measures. The enhancerents are as follows

Ser  ltem Pri Cost Cormren

' (pa)

{a) (b} (c) (d) (e}

i. Research 1 £190K All publicity is founded on market
research 10 ensure that it
efi{ectively camunicates the desired
ressage 10 the target audierce.  The

bid is to fund research into the new
advertising strategy [£60K] and 10
examine the rmost cost-elfectne
organisation for recruiting [£100K!
and the design and image of our ACIO:
and marketing initiatives (£30K).

{See Part 2, Section F, para 16]
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Local 1
Advertising

TV 1
Advertising

Press |
Advertising

%

RESTRICTED

€132

£2200K

B

£100K

B-4

The 10 CsRLS presently share £77K for
local advertising. Once the special
circunstances of Scotland and N1 are
catered for, it amunts to £3-9
each. This is insufficient to achieve
adequate publicity on loca! radio
and in the jocal press. This element
cannot substitute for national
advertising, but is an essential
carplerent to it, covering the media
where job vacancies appear locally.

{See Part 2, Section F, para 28]

Todav's vyoung people are stimulated
predominantly visually and TV is their
primary source of inforrmation, “We
have not advertised the Regular Army
on TV since 1981. This  enbhancerment
will allow one new comrercial to  be
made at a cost of £200K, The remaining
£2000K will buy about 3 weeks coverage
of the 18 to 25 age group, giving a.
75% probability of them seeing  the
comrercial at least & times,
Resuvwption of TV advertising could
bring in as ruch as 60% of the
enquiries we require. :

[See Part 2, Section F, paras 2t 1o 26}

It is essential 1o support a T
carpaign with  press advertising.
£130K is required to restore recent
reductions to our officer-related
activity in support of scholarships
and graduates in the daily
B/W  press. £23K is required to
enhance our soldier-related colour
advertising from 2 to 3 periods per
year, giving 90% cover and &-7
opportunities to see (QOTS).

Pri 2 bid is to éxpand BV daily
press coverage and {or Welbeck
advertising.

[See Part 2, Section F, para 27)
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£20K

The Nationa! Employers Liaison Comm-
ittee Volunteer Reserve Forces Carpaign
15 due to end in 1994, The direct matil
elarent aimed at employers should cont-
inue through the LTC period to sustain
the benefits of the previous EIM
already voted 1o NELC.

[Sﬁe Part 2, Section F, paras 22 and
32

Recruiting the DR is hardest outside
Bet{ast. Better penetration of the
rural population iIs necessary.

[See Part 2, Section F, para 31d)

5. Volunteer 3
Reserve
Forces
Carpaign
6 R 3
MARKET ING

12. Marketing is the effort directly exerted by the Recruiting and Liaison

Staf{ WK-wide and DAR's more direct publicity methods., It encompasses the work

of the Army Careers Officers and includes the activities listed below,

13.  The current budget of £1.733A1 breaks down as follows ;

a. Direct Marketing

b. Brochures

¢. Photography

d. Exhibitions and
Career fairs.

£0.20000  Exploitation of advertising

enquiries, direct mail to teachers
and special categories
(eg Musicians and Linguists).

£0.620M

£0.200M  For brochures and ACIQ  window

displays.

£0.22M  Mational exhibitions and local

B-5

careers fairs,



L]

RESTRICTED.

e. Videos & Films £0.147M

f. IT £0.020  The Times Network Service 1o
schools.

g. Displays & RITs E0.157M  Display teams, open days & county

h. ACIO Support

£0.170M Electronic

shows.,

window displavs,
carputer inforrration data-bases.

14, The proposed enhancerents are as follows :
Ser  Item Pri Cost Cammen t
(pa)
{a} (b (c) (d) {e)
la. Direct 1 £190K Direct marketing involves putting all
AMarketing advertising enquiries  through a

carputer  database so that they can
be followed up quickly by letter.
It allows the tracking and analysis
of responses.

1b. 2 £120K The Pri 2 bid is to fund direct
targetting of specific potential
recruits, such as specialists. A club
is also to be formed to keep under-age
enquirers interested until the age of
enlistent.
[See Part 2, Section F, paras 36 to 39)

2. DR AES ! £200K Although direct marketing can proyide

information on the cutput of
advertising,
agencies
needs

agencies
quality of
by their
recruiting
monitor

central
there are over 200 other
involved in recruiting., PR
inforrmation from  a2ll  these
about  the gquantity  and
recruits bheing pgenerated
activities, 1o  produce
intelligence and thereb
the effectiveness of the
publicity carpaign. A sy stom
definition study is planned to take
place before Apr 89 to allow the
technology  to be introduced during
FY 89/90.

[See Part 2, Section F, para 0]

B-6

RESTRIGTED-



3a.

3b.

&,

5.

Displays

Exhibitions

Printing

Photégraphy

2

2

W
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£100K

£100K

£260K

£387K

£100K

B-7

DAR's best assets'are the soldiers
who are put into the field each
summer  to mweet the public in Mobile
Display Teams, KAPE Teams, bands and
formal arena displays  (mounted,
parachute, motorcycle}. The Corkran
study has suggested cost elfective
ways to increase them and their
recruiting output. This expendjture
15 for stands and vehicles.

The Pri 3 bid for full funding of the
reguirement,

[See Part 2, Section C, para 7  and
Section F, para 4!

There are presently 2~3 national

careers fairs each year and nurerous

local ones. Qur recruiters already

attend all that they are invited 1o,

but with limited display resources.
These are {ikely 1to becare rore

important in a sellers market. Higher

profile display materials will be
needed. The RN and RAF currentiy

spend £100K each on each mjor

exhibition to the Army's £25K, Even

as the lead service at this vyear's

Royal Tournarent, our budget was only

£40K to the RAF's E£100K. £100K
is to fund displavs at national

exhibitions, £160K is to enhance

displays provided by CsRLS at District

Level.

[See Part 2, Section i, para 50}

This will allow for the wider
availability of brochures (£88K), and
allow MR to resume  sponsorship of
"Soldier" magazine and thereby nore
effectively direct and exploin its
efforts (£130K). £49K is required 1o
assist units in establishing and
supporting RITs and M3Ts : £100K s
required for prarotional items for use
at displays and exhibitions.

[See Part 2, Section F, paras 42 to &9]
Additional photography to support the
increase in the printing effort and

for careers office window displays.

[See Part 2, Section F, para 51]
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8a.

8b.

Films

ACIO
Improverents

Careers
Inforration
Technoiogy
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£203K

£40K

£ 200K

£6K

£40K

Audio-visual technology has been a
key recruiting tool for sore vyears.
PAR's film library is out of date and
there s a 2-3 year waiting list for
new films to be made. The
enhancement will allow 1 more film to
be made a year and an interactive
video programme to be rade. The RN
are installing the jatter throughout
their display teams and CIOs. £150K
is to fund the introduction of
Interactive video at selected public
sites, £53K is to fund the production
of one additional f{ilm each year.

The Pri 3 bid is to fund the
creation of a loan library and allow
videos about Army careers to be
tecaned  to individuals, c¢lubs  and
teachers.

[See Part 2, Section F, paras 52
to 56]

The 175 ACIOs are in the recruiting
frontiine. The leasehold investrent
in  then alone is £500K pa : the
total running costs  amount
to several £\l 1f we wish to compete
in the high street we must do so  on
an equal basis with other high street
operators. Most retailers corpletely
refurbish  their outlets every 2
years. ACIOs must be made nore
we {coming. They  should have a
browsing 'no obligation' area at the
front of the office, where the
enquirers c¢an help theanselves 10
literature, watch video c¢lips and
settle in before they need approach a
recruiter.  ACIO staff must be given
medern  tools (corputers, interactive
videos and up-to-date literature) 10
do their job. Doing this enhances
the Armmmy's image as an erployer, as
well as meking the recruiters rmore
productive and efficient.

The Pri 3 bid allows for full funding
of the requirerent.

[See Part 2, Section F, paras 34 to 35]

DAR  has had a toehoid in careers |7
since 1983, This is a rapidiv

B-8
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growing area, all the main graduate
erpioyrent handbooks are available as
corputer databases. DAR needs 10
keep abreast of the {field and to
expand into teletext (eg Prestel).

{See Part 2 Section F, para 57]

15, The per annum cost of the enhancements consists of the following :

a. Priority 1.

(")

(2}

(3)

Advertising.

{(a) Research

(b) Local Advertising
{c) TV Advertising
{d) Press Advertising
{e} Sub Total

Marketing.
(a) Direct Marketing

{b) AR MIS
(c) Sub Total:

Total Priority 1 :

(for PES years only).

£ 190K [See pB-3, Ser 1]
£ 132K {See pB-4, Ser 2]
£2200K [See pB-4, Ser 3]
£ 382¢  [See pB-4, Ser 4]
£2904K

£190K  [See pB-6, Ser 1a)
£200K [See pB-6, Ser 2]
£3505K

£3294K

b. Priority 2. {(for PES years only).

(1)

Advertising.

(a} Press Advertising E£100K [See pB-t, Ser 4bl
(b)  Sub Total £ 100K

(2) Marketing,
(a) Direct Marketing £120K [See pB-6 Ser 1b)
{b) Displays £100K [See pB-7, Ser 3al
(c} Exhibitions £260K [See pB-7, Ser 4]
(d) Printing £387K [See pB3-7, Ser 5]
(e}  Photography £100K [See pB-7, Ser 6]
{(f)  Films £203K [See pB-8, Ser 7a]
(g) ACIO Support £200K [See pB-8, Ser 8al
(h)  Sub Total : £1370K

(3) Total Priority 2: £1470K

B-9
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c. Priority 3. (for full LTC period).

{1) FY 89/90 to FY 91/92. {Pri 3 Enhancerents),

(a} Advertising.
{1y UR £20K [See pB-35, Ser 6]

(b)  Marketing.

(1) Displays £100K {See pB-7, Ser 3b)
(2 Films £40K [See pB-8, Ser 7b)
{(3) IT £40K [See pB-8, Ser 9]

{4) ACIO Support  £60K (See pB-8, Ser &b}

(5) Sub Total : £250K
(c) Total : £260K
(2)  FY 92/93 and 923/94,

(a) Continued funding of the Pri | and Pri 2 enhancements (£4764K).
(b)Y Continued funding of the Pri 3 enhancements {£260K),

(¢} Total : ' £5024K

(3) FY 94/95 to FY 98/99.

(a} Continued funding of the Pri 1 and 2 enhancerents (£4764K).
~{b) Continued funding of the Pri 3 enhancements {£260K).

(c} Continued funding of the Volunteer Reserve Forces Carpaign
(£300K).

{See pB-5, Ser 5]

{d}  Total : £5324K

B-10
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16. The resultant LTC profile is as foliows

FY R9/90 90/91 91/92 92/93 93/94 94/95 95/96 96/97 97/9% 98/99
Priority 1|

£K Ies ey 3164 0 0 0 0 0 G O

Priority 2
£K 1600 1600 1600 0 0 ¢ 0 4] 0

Lo

Priority 3
£K 260 260 260 5024 5024 5324 5324 5324 5324 5324
Total

£K 5024 5024 5024 5024 5024 5324 3324 5324 5324 5326

Appendix:

. The Requirement f{or Advertising and Aerketing Enquiries.
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APPENDIX | TO
ANNEX B TO
THE MARILYN RERCRT

THE IMPACT CF INCREASED ADVERTISING AND MARKETING RUNDING

Serial lteam Rerrarks
{a) (b} (c)
] Recruit Targetr FY 88/89 : Advertising and marketing will seek 1o
influence all those interested in
a. Regular Army: 22500 joining the Army. Impact is analysed on
a One Armmy basis, the enhancements would
b. TA : 27500 fund an Army image carpaign benefitting
50000 both Regular and TA recruiting.
2. Current Recruiting Larger shortfalls are predicted into the
Sitvation : Lean Years.
a. Regular Army shortfall
forecast for end FY 88/89
15 20060,
b. TA Is currently 10004
belcow planned strength of
85556
3. DAR's current budget Marketing 1s required to support and
exploit advertising. Ratio of  around
a. Advertising : £3658K 210 1 15 considered to the optimur
required to obtain best value for money.
b. Marketing : £1735K
b Current advertising Cost per enquiry is therefore :

generates 60000 enquiries
per year. On average one
enquiry in 13 converts to
an enlistrent.

a. Advertising: £61
b. Marketing £29
Total i £90
Enlistrents generated : 4600 (or approx

10% of recruit target}. Therefore cost
per advertising-generated enlistnent
is £1170.

Bi-t
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Propeosed annual enhancements
to DAR's budget

a. Advertising : £3044K

b. Marketing : £19320K

Includes PEiofity 1, 2 and 3 bids.
Increase in relative propoertion of
marketing costs is to allow :

a, Introduction of DAR  Management
Information System (MI5) : £200K

b. Exploitation of new technology,
interactive video and IT ; £190K
Agency and (01 advice is that these are

the minimun enhancements necessary 1o
provide an effective and balanced TV
based campaign.

Effect of advertising
enhancement spend is 1o
produce 50,000 rmore
enquiries (at £61 each)
feading to 3,800 rmore
enlistrents {at one in
13}, '

.Gost

The cost per response (£61) will be
increased by corpetition, reduction in
market size and effects of working at
the margins. it wiil however be
reduced by the econanies of scale and
benefits of being TV-based. Conversion
rate 1o enlistrent wil! be lower due to
those attracted being of lower
motivation. These effects will reduce
enlistrents gained to below 3,800, As
per response will increase with
tire it will be more cost-effective to
spend in the earlier years.

Conclusion :

a. The enhancevents will
reke a significant
contribution to meeting
forecast shortfalls. Other
measures wil] be required to
address remeining shortialls,

b. Provisicon of funding in
PES years and introduction
of a DR MIS will allow
detailed analysis to suppor?
case for further funding in
later LTC years.

a. There will be additional
irom the carbined effect of
pubticity and other measures.

bene{1t
enhanced

in

b. Funding included
non-PES years.

as Priority 3

A
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T THE MARTLYN REPCRT
PART 1 : NO-COST MANAGEMENT MEASLRES
Measure Lead By Cross Reference Rermarks
. to Page in Text
and 1o Supporting
Evidence
{Section/Paragraph)
(a) {b) {c) (d) (e)
CFFICERS
Manning
1. More Inter- MS Page 29. Advice to officers who are
Corps Gf/Para 2. unhappy in  their  current
Transfers erployment, or who have already
decided to PVR, to transier to
another capbadge.
Z. Comonwea ] th AMS/DAR Page 29. Policy of positive encourage-
Transiers G/Para 3. ment of transfer to British
Amy from other  Commmenwea lth
armies. Necessity 1o transfer
pensionable service,
3. Commission  MS Page 29. In  those capbadges where i1 is
More WOs G/Paras 8, 9 & 10. feasible. Since 21% of the
officer corps is now LE it is
generally considered that
there is Jimited scope for
further use of this
measure without reducing the
quality of SNIOs and WOs.
4. Encourage MS/CMIA)Y  Page 29. Each vyear sare 30 officers,
Re-Instate G/Paras 11, having left the Army, are
~rent b & 15, re-instated. Subject to

R/

suitability, considered that an
additional 10 officers could be
re-instated each  vear. A
nurber of ferale officers could
be encouraged to return to the
Army each  year, particularly
having had children. The re-
instaterent rules are currentiy
under review,

e
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Continuance MS/TM(A) Page 30.

Beyond . G/Paras 12a,
Retirerent 12b and 12¢.
Age
More RCR DAR Page 30,
Risk Passes G/Para 21.
Reduce IR Page 390.
Potential G/Para 22.
(RD)
Wastage
Use of MS/Arms  Page 30.
TA Officers & Svc G/Paras 26 & 27.

Directors

/DARC

|7
C.2

RESTRICHD

Officers below the rank of Brig

_are required to retire at  age

55. It is considered that sare
25 each year couild continue in
service either in RO posts or
fitling otherwise vacant posts.
Officers who are not promoted
Maj are required to retire at
16 year point. Same of them
could serve on in selected
posts for limited periods. Some
15 officers each year could be
re-gvployed from civilian Jife
for periods of up to 5 years,
particularly to fill specialist
posts.

50% of all RCB passes are now
'risk' passes, yet despite R
being extended by & months
Rowallan Coy at RRS  is still
under -utilised (often by over
50%). Concept is that Rovalian
Coy should take more risk
passes. This measure could
resultt in 20 more 1trained
officers each year.

Each year same 60-70 successiul
RCB candidates fail to attend
their RMAS  course. Reduction
of this wastage is essential.

SSVC officers are  TA officers

serving between | and 3 vears
in the Regular Army, Up 10 65
SSVC officers can be

accamedated at any  one time,
The Inf currently have 26. but
the rest of the Army does  not
meke full use of the schemre.,
Fur ther use of the 33VC would
impinge on TA who also face
dermographic problems. Subject
to the fimitations  of TA
manning more TA officers might
be encouraged to transfer 10
the Regular Army, on basis that
30% of TA service would count
as reckonable regular service.
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b L
Recruiting
9. Better DARC/ Page 31,
QCF/ACF Arms &  DfPara 14,
Recruiting  Svc
Directors
10. Improved AR Page 31,
Application DfPara 6.
Processing
1. Recruit DGAVR Page 31,
Older MS D/Para 8.
Officers DCIS(A)
DGPS(A)
SCLDIERS
Manning
12.  Greater use DM(A)/ Page 40.
of Special § DARC H/Para 2.
Type
Engagements
13. Increase Arms Page 40,
Inter-Corps & Svc H/Para 3.
Transfers Directors
/DAR
L)

38% of Regular Army
officers were in the OCF and a
nurber were in  the AT
Greater involvement by units
and the recruiting staff in
focal (CFs and ACFs wou t d
foster improved recruiting.

The present  system for
processing applications for R(B
and pre-RCB 1s unwieidy and

time-consuming. Every effort
must be made to streamiine the
system and 1o ensure that the
Army presents a friendly  face
10 potential officers and stays
continuously In touch after the
first enquiry.

There are a nurber  of
specialist posts which could be
filled by older officers
recruited fran civilian li{e
specifically 1o fill such
posts. Changes in terms of
service will be reguired,

Currently an average of 120

Special S type soldiers (TA
soldiers on 1 year engagerents
with Regular Army) are serving
at any one time. This nuber
could be increased to 400  per

annum given wider publicity and = -

streamlined authorisation
procedures. Measure infringes
on TA.

It is considered that  given

sympathetic counselling, greater
publicity and stream! ined
procedures sQme 2051300
additional trained  soldiers
could result each vyear {rom
transfers by disillusioned
recruits {incl those rejected

by Para Regt and R\ Cdo),  from
the other 2 Services and from
RVAS and RCR failures.
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4.  Encourage M(A} Page 40.
Re-~ H/Para &.
Enlistrents

15. Facilitate  DM(A) Page u}.
Use of H/Para 5.
Long Service
List {LSL)

Soldiers

16, Increased  DM(A} Page 41,
Continuance HfPara 5,

17. Reduce CTAD/ Page 46.

- Recruit Arms & H/Para 9.
Wastage Sve
Directors

18. Reduce Comrands / Page 48.
Trained Arrrs & H/Para 10,
Soldier Sve
Qutliow Directors

9.  Introduce DCPS{A)  Page 49.
Commi ttal H/Para 12.
Bonuses

Save 200 reservists re-enlist
each year. 1t is considered
that renewed efforts would
result in an additional 100
returns each year.

Soldiers placed on the LSL may

serve until age 35, There is

thought to be scope for the

1dentification of greater

nurbers of LSL posts across the

Army. Increased use of LSL

offers greater stability to both
the individuals concerned and 1o
employing officers. Up 1o 30

such posts are being sought.

Soldiers are offered continuance
in service for up to 3 years at
a time after completion of 22
yrs svc. Phase | {10 1991) of
the current scheme will result
in an additional 600 soidiers
staying with the colours, The
scope for increases in Phase 2
(till 1994} is currently being
agsessed.

Current levels of recruit
wastage are too high. A
reduction in  the whole Army
average to 23 is required.
It is vital that the 17O

Study does not meke recomren-
dations which will prejudice
this effort.

A reduction of 1% in the
current rate of - trained
soldiers outflow would lead
1o a reduction in the annual
recruit requirement of 1250,
Every effort must be made 1o
reduce outflow (incl wastage
through PVR and runout).

AFRE research indicates that
the payment of a cownittal
bonus i3 likely to mprosve
retention, Current rates ot
carmittal pay are negligible
and do not have the support of
the AFPRB. A  propesal 1)
transliate caomittal pay into
a bonus at no net cost is

currently being studied.



20.

21.

22.

23.

Award
Civilian
Qualific-

ations

Transfers
from
Caomronwea ! th
Countries

PR Delavs

Increased
PVWVR Costs

Recruiting

24,

Increase
Use of
Ratisfied
Scldiers

DAEd Page 49,
H/Para 13.

DM{A) Page 49.
H/Para 14.

CM(A) / Page 50.
Arms & FH/Para 6le.
Sve

Directors

M(AY/ Page 50.
DGPS{A)  M/Para 611,

AR/ Page 42,
Arms & E/Para 12,
Sve
Directors

N‘

C-5
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It 15 considered that the
award of civilian qualifications
for those in non-technical
trades would act  both as a
retention  and recruiting
factor. Knowledge of
subsequent amployability  could
do much to influence soldiers
to serve for longer and wou ld
assist their view of the Army
as a caring and responsible
evployer.

Nurbers of soldiers serving
with local Hong Kong and
Gibraltar units would readily
transfer to the British Armmy .
There is also scope  for
encouraging  transiers fram

other Commorwealth armies.

Use of the Protected Schere
has shown that enforced delay
of PVR by 6 nmonths can achieve

teyporary alleviation of
undermanning. The use of this
measure  must be carefully
weighed against the possiblie
detrimenta! efiect onmorale,
and should only  be applied in
extremis ; it is however
already in force in a few

deficiency employments.

Current PVR costs are related

1o camittal pay and are
consequently fow, offering
littie disincentive 1o

soldiers conterplating leaving
the Army. The raising of P\R
costs to  a deterrent Jevel
could reduce wastage and should
be examined by APRE.

The use of recently  trained
"satisfied soldiers” is a
most effective recruiting
method. ‘their increased use
is currently being stalfed by
DAR but its sucCcess wyll
depend on the synpathetic

response of Camanding Officers.



23,

26.

27.
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Page 42.
E/Para 2.

Page 42,
E/Para 13b.

Page 42.
E/Para 13.

Page 43,
EfPara 3a.

Provide DR/

High Arrrs &

Calibre Sve

Recruiting Directors

Staft &

Introduce

Salesmanship

Training

Iprove AR

Selection with

Techniques  APRE

Additional DAR/

Special Arms &

Recruiters Svc
Directors

Review AET  DAR/

Standards Arrrs &
Sve
Directors

-y

e nwt

It is essential that the
quality of recruiting staff s
the highest possible, that
they are best suited to their
role. Their image and
presentation must  be right,

The Aoy School of
is introducing

Recruiting
salesmanship

training into their courses,
The use and content  of the
Armmy Entrance Test {AET) and
other selection techniques are
currently under review. The

intention is to refine them 10

achieve a 1% reduction in
recruit wastage.
DAR is seeking provision of

additional Special Recruiters.
These men are "lent” 10 AR by
units without  any manpowe r
corpensation. DAR depends on
them to avgrent the staff of
ACIOs and  thereby increase

active recruiting.

Separate to the study of the
content of the AET the standards
set by Arms & Svec Directors must
be kept under review to  ensure
that they are camensyrate with
their needs.

PART 2 : COST-ASSOCIATED MANAGEMENT MEASLRES

Ser Measure Estimated Cost Implementation Lead By Funding Remarks/Cross
Effect {pa) Date Priority Reference 10
(pa) Text  and
Supporting Evidence
{a} (b} (<) (@) e} (1) {g) ()
CFFICERS
Manning [Section G
1. More Reduced £160K FY 89/90 MS 1 £8K per officer
Exchange  PWR for tlights and
Postings LA/ Para &,
(20 pa) (Page 32).

T C-6
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2. Increased 20 £30K FY 89/90 I x RAEC officer
Use of at ASE /Para 6.
Potential (Page 32}.
Officer
Develop--
ment
Cour se
(R

Recruiting [Section D

3. Re-value ) £43K FY 89/90 {Para 5a and b
Scholarships)Ensure that land Appendices

Jall places 2 and 3

4. Re-value Yare filled )

Bursaries ) £154K FY 89/99 ) {Page 32}.

SAADIERS

Recruiting /Section E

5. Abdify +7% A&Y'S £250K Aug 88 Funded unti!
Entrance +0% Juniors {{ram FY $0/91 from
Fitness {increase FY 90/91 under spend
Test and  in onwards ) arising from
Introduce enlistrents) recruit short-
Physical fafl. PXC
Develop- focated at Army
ment Personnel
Course Selection
(PDC) (1) Centre /Para 6.

(Page &1).

Note:

(1)

DAR has already staffed this measure.
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ANNEX Y TO
THE MARILYN REFCRT

PART 1 : GOSTED RRTHER MEASLRES

Ser Measure Estimated Cost Impleven-  Lead By Funding Remmarks/Cross
Effect (pa} tatio ‘ Priority Reference to
{pa} Date Text &
Supporting
Evidence

{a) (b} (c) {d) {e) (1) {g) {h)

CFFICERS

Menning . [Section G

I, Introduce  30-50 £2.6M Currently DGPS(AY 1 (1) Recomwended by
Commi tta) being ECAR but still
Bonus stafied requires PRD

and AFPRA
approval

[Para 20.
(Page 33).

2.  Iniroduce 10 £280K  FY 9G/91  IXIS(A) 3 Anail outcame
Specialist of PASC/PRO
Pay paper /Paras

17 & 18,
(Page 33},

3.  Expand 20 £300K FY 90/91  Yes/DAR 2 £10K per boyv,
We |beck need to
College ' recrull add-

itional 30
bovs at
Melbeck for
20 1o be

comi 55 Loned
eventual ]y
[Para 23.
(Page 36).

Note

(1Y LTC Funding bid for separately.

f



SALDIERS
Manning
&, lntroduce NYK
Specialist
Pay
Recruiting
5. Increase + 1085
Nurber of Juniors {Stafi
ASLOs {estimate costs)
very £31K
subjec~  {vehicles)
tive
6. Irplerent Not
Corkran quantifiable
Study
Recammen-
dations
a. Coord-
ination of
MDTs at DAR
and CRLS
leve!
b. Form
ation of
District
Schools
Present.
ation Tears
7. Form BXCR  Up to 40 E£70K  FY 96/9)
Recruiting Junjors
Srafi Up to 20
AEYS

RESTRICTED

£212K  FY 90/91

E690K FY 9G/91%

£450K FY 89/9C

D-2

CIS(AY 2
“Yes/DAR 2
Yes/DAR 3
Yes /[DAR 2

. RESTRICTED-

[Section H

[Para 15.
(Page 53).

[Section E

Inproved
penetration
of schools,
releases
ACIO staff 1o
other AAYS
recruiting.
Staff may be
provided
before 9G/91
but effect
not felt
until then
[Para 2.
(Page 56).

AR has a
™A 10 co-
ordinate
irplerentation
of recomen-
dations.

Fur ther task
identified
for RITs
[Para 3. .
(Page 55).

Tap
additional
potential
from RYR/
Para 6.
(Page 53),
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k.

8. Re-Introduce +4% AKYS £t.4M FY 90/91  Yes/DAR 3 ting does
Preliminary net include
Training capital cost

of obtaining
barracks.

To bring sub-
standard
recruits up 10
required
standard

[Para 13c.
(Page 54).

9, Increase Not Up to FY 90/91  Yes/DAR 3 Required to
Admin- quanti- £143K suppeort add-
istrative fiable itional work-
Support 1o load inposed
CsRLS on CsRLS as a

result of the
introductijon -
of measures
[Para 16.
{Page 55).
PART 2 : AS-YET-UNCOSTED RRTHER MEASLRES
Ser Measure Lead By Cross Reference  Remarks

to Page in Text

and to Supporting

Evidence

(Section/Paragraph}

{a) (b) (<) {d} (e}

CFFICERS

Manning

1. bdbre MS/DM(AY  Page 32. Deployment and  errployvment rules
Famale GfPara 13. currently under review, In  view
Otficers of the likely male officer shortame

the WRAC Study  should  seek
at least further 200 officer posts.

2. introduce TM{A)/ Page 31. A study is currently being
Specialist DCIS(A) G/Paras t6 to 19, undertaken Into whether a
Cammission camission should be introduced

specifically for 1T specialists.

3, Time Bars  TM(A) Page 34. Consideration s being given to
on Pramption G/Para 32. the introduction of time  bars

on prorotion 2s an aid 10
retention/PVR  deterrent, Based

on scheme being operated by Navv.
ARB may have to make greater use of
12 month PVR rule.
D-3 :
RESTRICTED
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Page 34,

4. TFoster DM A)
Links With G/Para 25.
Industry

5. Mitlitary DGTAD(A)  Page 34,
Degree G/Para 33

6. Lesser DAT/DAED  Page 35.
Civilian D/Para 15.
Qualific-
ations

Recruiting

7. Centralised ¥R Page 35.
Potential O/ Para 1.
Officer
(PO} Course

&, Centralised DAR Page 35.
Pre-R(B D/Para 1!,
Briefing

9. Increase AR Page 35.
Size of D/Para 3.
Schools
Liarson
Officer
{S1.0)
Organisation

16.  Increase AR Page 36.
Nuther of D/Para 5.
Bursaries
and
Cadetships

D-4

Current  discussions with (Bl are
based on counsel ling officers
who are cammitted 1o leaving the
Army ©  towards erp loyment in
Industry and on  scheme where
firms would Buarantee places
to young officers who complete
a 1 year SSLC followed by 3
vears in the TA.

The institution of a British
military degree wou id aid
recruiting and should persuade

officers noet to PWVR early in
search of qualifications.

Recruiting - for non~technical
Armvs and  Services suffers from
an inability to of fer any sort
of qualification which a
potential officer can  be
offered in recognition of the
skills he will bhave learnt and
erployed, Detailed study of
the possibilities currently in
hand.

The benefits of decentralised RO
Courses are peing reviewed. A
centralised course could offer
advantages in reducing wastage and

standardising training content,

A review of the advantages to
be gained fran . centralised
briefing is in hand.

Currently subject 10 study,
Improved  penetration and coverage
by SLOs is considered

achievable given more staff,

Cnce the  value of bursarics and
cadetships has been restored
to corpetitive levels the mrber
of applications mey justifyv an
increase to the nurber offered,

RESTRICTED.
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11, Expand DAR Page 36.
Duke of D/Para 17.
Yorks Royal
Military
School and
the Queen
Victoria
Schoo)

Dunblane

2. Expand DAT Page 36.
RS D/Para 18,

13, Better DAR/ Page 37.
LOTC Arrms & DfPara 4.
Recruiting Svc

Directors

SOADIERS

Manning

14, Increased [hH{A) Page 48,
Erplovmrent H/Para 11,
for Woren

t5. Increased DGPS(A) Page 49.
Retention H/Para 15.
Incentives

Recruiting

16. Review CTAD Page 50.

Junior Army

to achieve

a. Majority
of vacancies
in Sumrer/
Autum

D-5

RESIRICTED...

E/Paras 5, 7 & 9.

tE
-t

Both schools offer considerable

recruiting potential  and i1
expanded to include camrehensive
6th form facilities could resuit
in take up for non-technical
Arms and Sves  akin to Welbeck,
An expansion of RALS to increase
the nurber of civilians enroled
could increase the nurber who
decide to opt for amilitary
career.

A study is currently under way
into the utility of LOTCs and
their contribution to
recruiting. Many officers have
hbeen LoTC merrber s and  the
potential for additional
recruiting is excellent, given
adequate resources and support
1o UOTCs from the Reguiar  Arm .

Subject to Long Term Role of
Womren in the Army Study. At
least 1000 DOsts should  he
identiiied for comversion 10
dual menning.

Conditions of service have a
crucial role to  play in retention.
Specific  incentives  to retention

are kept under review by PSIO(A).

vital

Junior entry 1o Arms and
efforts to carvbat the Denographic
Trough. Essential that despite
remit to make  savings 1TO Study
seeks to implement these

recamendations,

RESTRIGTED~
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b, All
Juniors able
10 enter at
age 15 yrs
11 mths.

c. Flex-
ibility in
size of
Junior
Army .

d. Ensure
that all
erployments
with Phase

1 & 2
Training
exceeding 12
rronths have
a Junjor
entry.

Enhanced DAEd
Reset tierent
Training

Entry via
Corbat Arms

()
fnitiatives

Camronwea | th
Recruiting

‘R§§$RJGHEEL~

Page 55,
HiPara 15,

Page 56.
E/Para 18.

Page 56.
E/Para 19,

Page 57.

For 9 and 12 year men, An  aid to

both retention and recruiting.
Study will also consider what
should be offered te  the
technical trades and whether 3
year men should be offered

counselling.
Based on the (anadian Forces LOPT
programme. Lower quality entrants
to technical employrents required
to first carplete 2 3 yr 1our with
cobat arm but puaranteed a  later
place on the relevant technical
course and transfer to the Service

concerned,

Examination of a range of
recruiting initiatives enployed by
the US Army, such as “peer
recrui tment" and choice of

Theatre on posting.

There s considerable scope 1o
recruit high quality soldiers from
the camonwea tth states.
Preliminary examipation of the
Issues will commence shortly.




we o o i e ANSEX E TO
THE MARTLYN REPCRT

THE TA RBMEDIAL MEASLRES

Cross Relerence
To Paragraph

Ser Measure in Text Caomwrent
{a) {b) _ () . (d)
Cadets

i,

Greater Assistance 1o ACF 75 Recruitment of a 'Junior TA' has
Contingents by TA sponsor been rejected. Greater assistance
Units to ACFs is the only means available
through which we might gain greater
interest in TA fron cadets & ex-

cadels.
Recruiting and Retention
2. Regular Recruiting 76 Proposed 1to rmake greater use of
Assistance to TA regujar resources 10 assist TA
recruiting.
3. NELC Secretariat 78a Examine need for establishrent of
NELC Sec in AMID.
b, Volunteer Reserve Forces 78b A 5 year campaign which has  been
Carrpaign allocated £E2M a vyear expenditure,
Canmpatgn is designed to change
attitudes of erployers & general
public towards the Reserve Forces.
3. Recruitment of Ex-Regulars 78c Rewrite of  AGAL &4 placing
responsibility  on Os  to brief
regulars on the TA as an attractive
alternative 1o service on RARQD, TR
etc. Irprove follow up of ex-regulars
by TAVRAs and units.
6. Obligatory TA Service 78 Proposal not vyetl formally staffed.
for All S Officers Initial reactions fear effects on
SSC recruimrent.
7. Active Recruitrent fran  78c Need for DAR SLOs, recruiting teams

CFs & Use of KAPE & RRTs - etc to recrult both regulars and TA.

E-1
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3. Establishment of TAVRA 78 Recomwendation of Interface Study
TA PR & Recruiting Staff Report {still being staffed, uncosted).
9. Active Recruitment from 78d Greater efforts to be made to recruit
LOTCs Reguiar and TA officers from UOTCs.
10, Introduce Unit Retention 79a This is currently being staffed to
Scherre Districts for comment. Reception
to date has been  favourablie., The
scheme  consists  of a guide

to unit (Os and key personnel on
measures designed to improve TA unit
retention.

1}, Introduce Continuous 7%b This is being staffed with APRE,
Attitude Survey Cur intention is to rmonitor the
regsons for voluntary discharge and
carpare them with the attitudes of
serving TA soidiers and deploy our

resources accordingly.

12, Internal Transfers 79¢ Encourage potential leavers to
consider transfer to unit, pool or
cadets with Jower covmitrents.

Manning
I3, Introduce TA Special 30b This proposal has been rejected by
List "~ the chain of command.  However 1t

has been suggested that TA MD posts
could be rank ranged (Maj/Lt Col) so
that greater use would be made of
the unposted {ist  and rmanpower
availability.

14, Introduce Specialist  80c To be investigated.

Career Structures

15, Limited Call-Out for  80d Assist regulars by reducing over-
M&C : stretch and enhance TA image in
public eye.
b6, Expansion of 81 There is considerable enthusiasm
- Continental TA toward the idea among expatriates on

the Continent. Extensions of recent
pilot schemes could lead to  the

E-2
RESTRICTED



RESIRJGHQE?M

Continental TA assuming TIW roles
currently assigned to WK-based units,
reducing requirement for the latter.

Terms of Service

17.

Re-Negotiate Relationship 82b
of TA Pay to Unemployment

and Social Security

Benefit,

Under present THSS  rules  pay for
Saturday working is  deducted {from
Unerployment Benefit, but not Sunday
pay. All weekend " pay 1s also
deducted from  Social Security
benefit. Service with TA therefore
offers little real financial reward
to the unerployed or those drawing
Social Security Benefit.

Lower Training 32c¢
Obligations

This proposal has been introduced
for both independant and specialist
units to cater for  those with more
than 3 years bounty earning service
whose personal circumstances  would
otherwise cause to retire/resign.
Extension of AMS (TA) lower training
fiability trial to all AMS (TA)
units is currently being stafied,

Revise Unposted List  82e

Examine introduction of RA\R/RR
List 2 as alternative option.

TA Notsce Engagement 82

Revise Reserve Forces Act 1980 to
ramove 4 year maximuan engagerent.

2.

Exaruine TA Pension g2g(1}

Costings not yet known.

22.

Introduce Tax Relief  82g(2}
on Reservists Earnings

This wouid require a change to  the
Finance Acts and should be regarded
as a long term project,

23.

Introduce TA
Reservist Category

Officers who leave the TA can
volunteer to transfer to the RARO.
Suggested that a similar option
shou!d be available for TA soldiers.
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ANNEX F TO :
THE MARILYN REPCRT

THE LONGER TERM POSSIBILITIES

Ser

Measure

Remarks

(b)

(b}

(c)

Use of Gurkhas

Channel part of YTS
into Army

Work Experience

Young Of fenders

Army Youth Teamns

Currently only being considered as
MRNning of MPT enhancesrent .
Reconmended use of Gurkhas to reduce
MPT.

By 1994 over 81% of school leavers
will probably go into YTS. The Army
must offer  YTS opportunities in
corpetition with other employers.

All LK-based Army  units should
partake in the Work Experience scheme
and introduce local schoclchildren
to the Army environrent.

Relax rules to allow suitable  young
offenders to join the Army as
volunteers subject to agreement of
courts, in lieu of a custodial
sentence.

The re-formation of the AYTs for use
in the Inner Cjties would give the
Army  access  to areas which are
otherwise difficult to  target.
Consideration should be given 10
funding  the tears through private
sponsorship,



6. Locally Engaged Units

7. EEC Recruiting

3. Permanent Cadres

Reverse current trend. Use MSO-type
units to replace regular soldiers
overseas and in (K, especially on
security and QD duties.

Uncertain effect of the 1992 Single
Market legislation. May result n
expansion of potential recruit market
and movemrent into LK of Southern EEC
nationals.

Permanent Cadres run very much on
simiiar lines to the LR (RC) could
be established as a way of Inproving

recruiting and retentlan. These
cadres would be county-based  and
al though they would have iraining
and operational commitrents they
would not be subject to Arms Plot
moves. Permanent Cadres wou td

require barracks (or be based on TA
Centres}) and equiprent but  not
quarters as manpower would be locally
recruited. An alternative 10
Permanent Cadres for the Regular Army
is to consider a similar proposal for
the TA.
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