


service. The skills and experience that have been lost cannot be immediately filled by new
recruits who are less trained and with less military experience. It will take several years to
train people to replace key roles. In some cases it will take almost a decade to get skill
levels back to where they were as military recruitment is not simply a matter of receiving
applications and filling the ‘gaps’. A number of applicants who embark on the recruitment
process will not achieve the required standards, or they may choose not to complete the
process to attestation. The NZDF's current approach to recruitment is to promote the
organisation as a desirable career option and to change perceptions of life in the Armed
Forces.

The following table provides the training capacity for Regular Force intakes for each of the
three Services for the current financial year, and their respective Reserve Force training
capacity where appropriate.

Service Regular Force Reserve Force
NZ Army 480 155
RNZAF 274 -
RNZN 316 25

The only advertising carried out by the NZDF is used for recruitment purposes and this is
reported by financial year. The following table provides the amount spent on recruitment
expenditure from the 2008/09 Financial Year.

Financial Recruitment
Year expenditure (SM)
2008/09 6.9
2009/10 5.8
2010/11 4.9
2011/12 5.2
2012/13 4.9
2013/14 5.1
2014/15 5.2
2015/16 4.0
2016/17 4.7
2017/18 5.0
2018/19 4.0
2019/20 4.8
2020/21 5.4
2021/22 4.7

Information for the 2022/23 Financial Year will be publicly available on the Parliamentary
website in reporting on the Financial Review to the Foreign Affairs, Defence and Trade
Select Committee. For the current 2023/24 Financial Year, a total of approximately $2.9
million has been expended thus far on recruitment. Details of the current budget and
contracts are withheld to avoid prejudice to negotiations in accordance with section 9(2)(j)
of the OIA. Clemenger BBDO, as an approved all-of-government advertising service, has
been contracted in the past to deliver recruitment advertising campaigns.

A record of all meetings/brainstorming sessions across the NZDF concerning recruitment
and retention is not centrally recorded. A substantial research and collation effort would be
required to create the information requested. This part of your request is therefore declined
in accordance with section 18(f) of the OIA. If you were to refine this part of your request, it
will be reconsidered.
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Introduction

The purpose of this Interim Workforce Plan (IWP} is to set out how the NZDF will work over the next two years
to reduce the high levels of attrition and increase recruitment to bring its workforce back to a level, over time,
where government outputs can be consistently delivered.

The NZDF has lost 31.25% of its full-time, uniformed, and trained personnel during the 21 months up until 30
April 2023. While recruitment over that period has been able to replace some of the numbers, overall, the
NZDF is still down 12% in total numbers. In addition, because it takes many years to build qualified, experienced
personnel, when people depart the NZDF at rates faster than its training system can replace them, the result is
workforce hollowness that directly affects the delivery of outputs.

The workforce hollowness is particularly apparent in those military ranks and trades that are critical to the
delivery of outputs. It needs to be noted, however, that hollowness is also impacting enabling ranks and trades
and the civilian workforce. Although those parts of the workforce do not directly deliver military outputs, those
outputs cannot be delivered, sustained, and improved without them.

A principal driver of attrition is low remuneration compared to the market, combined with the increased cost

of living, and a very competitive labour market. Pay is not the only reason why people leave, but it is the main
1

reason.

Previously, when the NZDF faced attrition challenges, the targeting of ‘strategically significant trades’ via
additional financial incentives was a sufficient intervention strategy. Retention payments have been made to
people in strategically significant trades over the last year. The evidence is that these payments have not worked
to retain those staff. In addition, the scope, magnitude, and sheer scale of roles, trades and ranks that are now
critical across the entire workforce, and the associated broader dissatisfaction that this targeting gives rise to,
means that further and different interventions are needed.

This plan sets out a range of initiatives to retain those who work here, re-enlist qualified and experienced
personnel who have previously served, and speed up the recruitment of the future workforce.

The initial goal is to flatten the rate of attrition and prevent the overall workforce deficit from increasing above
12% by December 2023. By December 2024, we aim to reduce this deficit to 9.7%.

It will take years to rebuild the NZDF workforce to the level of skills and experience needed to fully deliver
government outputs. This plan has a short time horizon because the Defence Policy Review currently underway
may change those outputs. In addition, a comprehensive Workforce Strategy will be developed alongside the
Defence Policy Review to determine the size, shape and cost of the future workforce. This plan therefore
bridges the 1-2 year gap between the NZDF's current state and the completion of the Defence Policy Review.

Finally, this plan will be implemented in an agile way, with initiatives commencing at different times, being
reviewed for effectiveness, and initiatives added, changed or discontinued as necessary. The NZDF will measure
progress and report regularly to the Minister and the NZDF Executive Committee.

Scope

The scope of this plan is the retention, recruitment and re-enlistment of the workforce. It will focus on
initiatives to bring remuneration to market levels, removal of dissatisfiers, enhancing recruitment processes
and reenlisting former staff.

While there are other contributors to workforce dissatisfaction across the NZDF, particularly regarding barrack
accommodation and housing, these issues are not the focus of this plan due to their cost and long-term nature.
They will need to be addressed as part of the Defence Policy Review.

1 The NZDF's Exit Survey reporting for the 12 months ending 31 December 2022, based on a 66% response rate from the
1699 people who voluntarily exited the NZDF over that 12 month period, demonstrated that poor remuneration and
more significant opportunities outside of NZDF are now the principal reasons for people to leave.
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e Financial Affordability and Reasonableness: Initiatives with financial implications must be affordable
within the current Vote Defence baseline and not create commitments that can’t be met in out-years. In
accordance with the principles of responsible fiscal management, one-off payments (such as retention
payments) will only be considered if reasonable in the circumstances.

What we will do

This plan sets out the initial tranche of work needed to address the high level of attrition. In particular, it
addresses those issues that we think are the biggest causes of attrition and that will give us the most significant
gains in retention, reenlistment and recruitment in the short-term. More initiatives will be added as we go.

The initiatives are broken down into three lines of effort —retain, reenlist and recruit. The number next to each
of these initiatives links to the appendices that show when work will be done and how it will be measured across
each of these lines of effort.

Retain

On the basis that it is easier to retain highly skilled personnel than to recruit and train new personnel, the initial
focus of this plan is on retention. It is clear from the evidence we have that without increasing remuneration,
we will be unable to reverse the high level of attrition, and so the effort to date has largely focused in this area.

Increases to remuneration

The NZDF has reinvested savings from personnel underspends in FY2022/23 into short-term initiatives targeted
at stemming attrition while other retention initiatives are developed and implemented. These include {where
applicable see attached A3 for corresponding numbers and associated measures):

e Support to the Minister of Defence for a budget initiative to increase base remuneration for all staff —
this successfully secured $419 million over four years for pay increases that will bring most staff to the
market median for their role.

e Retention payments for strategically fragile trades, critical ranks, and personnel posted to critical
locations (1).

e An Interim Sustainment Allowance of $75 per day for personnel deployed on maritime activities and $50
per day for personnel deployed on land activities (2).

e A one-off payment of $3,661 per person to Regular Force and civilian members of NZDF, and Locally
Employed Civilians (civilians working at off-shore locations) (3).

e Our aim is to deliver remuneration increases that are, as a minimum, consistent with the Public Sector
Pay Adjustment (PSPA) (4).

e We are working towards settlement of the NZDF/Public Service Association Collective and NUPE
Agreements (5)

While remuneration levels that are considerably lower than those available within the external market are the
primary driver of attrition, they are not the only factors. The NZDF will proactively pursue opportunities to
reduce or eliminate other workforce dissatisfaction, particularly regarding conditions of service and workplace
culture.
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Initiatives that will be developed include (where applicable see attached A3 for corresponding numbers and
associated measures):

e Formalising a more proactive ongoing engagement link with personnel as part of the release process (1).

o Formalising and expanding engagement on an ongoing basis with those who have recently left to update
them on positive changes to remuneration, allowances and broader conditions of service (2).

e Update internal policies to provide greater flexibility within rank and pay seniority settings to allow better
recognition of knowledge, skills and experience gained through external experiences when people rejoin

(3).

e Implement a consistent, structured process to support personnel to transition from the Regular Force to
civilian life, on the basis that a positive transition experience is more likely to generate a willingness to
return (4).

These initiatives will be reviewed as reenlistment efforts are undertaken to determine if other initiatives are
needed.

Recruit

The recruitment of sailors, soldiers, aviators, and civilians is critical to future NZDF outputs and reducing
workforce hollowness over time. For the Regular Force, our data shows that we attract enough people
interested in joining, but that we lose applicants during the recruiting process and have not met our recruiting
targets for many years. For civilians, uncompetitive remuneration and highly manual processes are the key
issues. The focus of work will therefore be on removing inefficiencies and reducing “leakage” from NZDF's
military recruitment pipeline, and automating the civilian pipeline.

Measures to enhance recruitment include (where applicable see attached A3 for corresponding numbers and
associated measures):

e Continued utilization of the “Codewords” recruitment campaign. While it is too early for statistical
reporting, the four month results for this campaign demonstrate that it has started to have a positive
impact with our target audience (18 — 24 year olds) in understanding what life would be like in the NZDF,
as well as seeing the Services as a place they feel they could belong (1).

e Review minimum entry requirements (education, medical, fitness etc.) to ensure these are fit for purpose
and not unnecessarily preventing suitable candidates from progressing through the recruitment process

(2).

e Establish an expedited recruitment process for people who have demonstrated the requisite personal
gualities in the New Zealand Cadet Forces, the Limited Service Volunteer Scheme, Service Academies,
Walsh Memorial and School to Skies/Seas (3).

e Market research to better understand how NZDF attracts specific skill-sets and to test the viability of new
market segments such as second career or trained professionals looking to switch employers (4).

e Shorten recruitment timelines and afford candidates the flexibility to complete the application process
in an order that suits them (5).

e Continual review of ab initio and trade training requirements to determine where efficiencies can be
made to expedite the flow of trained personnel into operational units (currently those accepted for
training may wait many months for training to commence). (6).
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e Civilian staff recruitment initiatives that include an outreach programme and investigating previously
untried recruitment channels (7).

o Seek NZDF re-accreditation of NZDF with Immigration New Zealand to support a pathway to permanent
residency for lateral recruits from other militaries (8).

e Targeted recruitment of skilled and experienced lateral recruits from other Five Eyes militaries (9).

Measuring our progress

In order to determine if these initiatives are having an impact, we will measure progress. The range of measures
we are using are shown in the appendices along with our targets. While some measures won’t shift on a month
by month basis, we should see a sustained improvement to our workforce situation by the end of 2023. We
will report regularly to the Minister and the NZDF Executive Committee.

Governance
A Working Group has been established to:

e Champion a shared responsibility for delivering the Interim Workforce Plan, thereby building trust and
confidence in the organisation.

e Enable a cohesive, pan-Defence approach to resourcing.

e Enable a cohesive, pan-Defence approach to prioritisation.

e Provide assurance, and report on, the effectiveness of the interim Workforce Plan.

e Ensure the Interim Workforce Plan is aligned with organisational strategy.

e Ensure the development and implementation of improvement initiatives and other interventions will be
optimised for success and meet the needs of NZDF’s internal and external stakeholders.

The group is chaired by the Chief People Officer and includes the Deputy Service Chiefs, and senior staff from
Defence Human Resources, Joint Defence Services, Finance and Communications.

The Working Group’s approach is to avoid placing additional pressure on an already stretched organisation.
Work will be done in an agile way by the appropriate work area, augmented with additional people or resource
where needed rather than establishing a dedicated team that pulls people out of their work areas for lengthy
periods.

NZDF is currently reviewing its FY23/24 budget to identify a pool of funding that can be used to cover the costs
of initiatives. With the exception of initiatives that increase pay, allowances or other benefits, most initiatives
should be able to be funded within baselines.

Any initiative that is not delivering will be ceased, and the resources assigned to it will be reallocated to either
enhance another initiative or commence an initiative that has yet to begin.

HEIMANA MO AOTEAROA

A FORCE FOR NEW ZEALAND
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Attrition

Regular Force Attrition

11.0% 16.3% 10.2%

*Forecast to 30 Jun 2023
Trade Data Note that attrition rates over 100.0% are shown as 100.0%.
12 Month Attrition by Trade Trade Totals
Rank Total - 12 Month 16.7% 17.7% 27.5% 20.6% 9.1% 7.3% 1.9% 16.1% 3.4% 12.9% 13.2% 19.7% 9.9%
Rank Total - 10 Year Average 13.9% 10.2% 13.9% 12.1% 6.8% 4.9% 14.8% 5.1% 4.8% 6.7% 7.1% 7.6% 10.7%
Ordinar Leadin Chief Pett Warrant Sub- Lieutenant/C 12m Strength Exits 12M
Rating Hand Officer Officer Lieutenant ommander Attrition 12M Avg Total

CHEF 5.3% 13.4% 22.6% 0.0% 0.0% 0.0% 11.1% 126 14 7.3% 11.3%
COMBAT SYSTEM SPECIALIST 24.2% 17.9% 25.6% 14.0% 11.4% 0.0% 17.0% 106 18 4.9% 10.6%
COMMUNICATION WARFARE SPECIALIST 14.9% 32.9% 38.9% 28.6% 7.9% 14.8% 26.9% 112 30 8.8% 11.5%
COMMUNICATIONS TECHNICIAN 0.0% 30.9% 16.7% 42.1% 0.0% 0.0% 20.5% 39 8 0.0% 12.0%
DIVER 31.6% 7.1% 0.0% 13.0% 0.0% 0.0% 12.2% 66 8 3.1% 8.3%
ELECTRONIC TECHNICIAN 12.9% 17.6% 28.1% 7.3% 5.8% 0.0% 14.7% 170 25 3.6% 10.7%
ELECTRONIC WARFARE SPECIALIST 11.5% 25.4% 11.5% 39.3% 0.0% 0.0% 17.6% 51 9 4.1% 9.1%
HELICOPTER LOADMASTER 0.0% 0.0% 0.0% 80.0% 63.2% 0.0% 20.5% 10 2 0.0% 9.7%
HYDROGRAPHIC SURVEY TECHNICIAN 7.6% 28.1% 0.0% 22.6% 19.7% 0.0% 17.9% 50 9 0.0% 11.3%
LOGISTICS SUPPLY SPECIALIST 11.4% 4.7% 5.3% 19.4% 19.5% 26.1% 9.6% 94 9 3.2% 9.5%
MARINE TECHNICIAN 18.4% 0.0% 17.8% 84 15 5.6% 11.9%
MARINE TECHNICIAN (ELECTRICAL) 11.2% 47.4% 45.3% 16.3% 0.0% 25.2% 83 21 9.0% 11.8%
MARINE TECHNICIAN (PROPULSION) 15.0% 56.2% 48.9% 8.3% 18.2% 27.4% 143 39 12.7% 13.6%
MEDIC 17.4% 16.2% 15.6% 24.7% 0.0% 32.4% 17.0% 88 15 2.3% 13.9%
MILITARY POLICE 0.0% 0.0% 52.2% 0.0% 0.0% 0.0% 7.1% 14 1 0.0% 9.7%
MUSICIAN 21.8% 42.9% 0.0% 23.1% 0.0% 21.5% 23 5 4.4% 12.2%
PHYSICAL TRAINING INSTRUCTOR 0.0% 11.0% 42.1% 21.4% 0.0% 17.9% 22 4 4.7% 10.0%
RNZNVR MARITIME TRADE OPERATIONS 0.0% 0.0% 0.0% 1 0 0.0% 0.0%
SEAMAN COMBAT SPECIALIST 26.3% 19.6% 17.1% 5.1% 10.8% 0.0% 17.3% 168 29 4.3% 11.7%
STEWARD 0.0% 18.8% 51.3% 10.2% 13.6% 21.3% 56 12 7.6% 7.5%
WEAPON TECHNICIAN 0.0% 5.1% 33.9% 46.2% 16.8% 0.0% 18.5% 60 11 1.8% 9.1%
WRITER 0.0% 31.6% 36.4% 0.0% 10.3% 0.0% 20.6% 49 10 4.4% 11.4%
YOUTH DEVELOPMENT SPECIALIST 21.8% 0.0% 0.0% 8.2% 24 2 0.0% 8.4%
BRANCH LIST 0.0% 0.0% 12.5% 14.0% 9.2% 0.0% 11.3% 80 9 0.0% 7.2%
CHAPLAIN 0.0% 60.0% 0.0% 19.0% 5 1 0.0% 6.5%

- - . 0 . (] . (*] . (°] . 0 . 0 . 0 . (] . (] . (]
GENERAL LIST - ENGINEERING - MARINE ENGINEERING 0.0% 0.0% 0.0% 13.4% 19.4% 54.5% 57.1% 17.5% 97 17 6.4% 7.2%
GENERAL LIST - ENGINEERING - WEAPON ENGINEERING 0.0% 0.0% 0.0% 25.4% 0.0% 19.4% 0.0% 7.6% 79 6 3.8% 6.7%
GENERAL LIST - OBSERVER 0.0% 0.0% 0.0% 23.1% 32.4% 0.0% 0.0% 11.3% 18 2 5.4% 8.4%
GENERAL LIST - OPERATIONAL SUPPORT 0.0% 0.0% 18.6% 0.0% 0.0% 8.6% 23 2 4.3% 5.2%
GENERAL LIST - PILOT 0.0% 100.0% 32.4% 18.8% 20.0% 0.0% 0.0% 21.4% 19 4 0.0% 8.2%
GENERAL LIST - SEAMAN 0.0% 24.0% 6.4% 13.6% 14.7% 27.3% 0.0% 11.4% 158 18 1.2% 9.1%
GENERAL LIST - SEAMAN - MCD 0.0% 33.3% 0.0% 0.0% 12.8% 8 1 13.6% 5.0%
GENERAL LIST - SEAMAN - PWO 0.0% 15.5% 19.4% 8.2% 14.6% 55 8 1.9% 6.7%
MARITIME LOGISTICS 18.8% 0.0% 0.0% 9.0% 3.8% 6.8% 27.9% 6.8% 88 6 2.3% 6.4%

MEDICAL OFFICER 0.0% 0.0% 1 0 0.0% 25.5%
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Rank Total - 10 Year Average 13.9% 10.2% 13.9% 12.1% 6.8% 4.9% 14.8% 5.1% 4.8% 6.7% 7.1% 7.6% 10.7%
i Leadi hief P W, - Li h | Exits 10Y 10Y
Rating Hand Officer Officer Lieutenant ommander 10Y Avg Total Attrition
CHEF 14.0% 12.2% 12.9% 6.8% 6.4% 1.9% 122 138 11.3%
COMBAT SYSTEM SPECIALIST 20.8% 9.6% 15.6% 5.2% 4.7% 2.6% 113 120 10.6%
COMMUNICATION WARFARE SPECIALIST 12.6% 12.6% 12.4% 10.2% 7.3% 7.4% 130 150 11.5%
COMMUNICATIONS TECHNICIAN 18.5% 16.1% 8.9% 8.7% 0.0% 0.0% 19 23 12.0%
DIVER 15.7% 4.7% 3.2% 9.8% 6.3% 3.2% 55 46 8.3%
ELECTRONIC TECHNICIAN 10.8% 9.0% 13.4% 12.4% 12.0% 1.2% 178 191 10.7%
ELECTRONIC WARFARE SPECIALIST 15.7% 10.0% 6.1% 9.9% 1.3% 6.2% 58 53 9.1%
HELICOPTER LOADMASTER 0.0% 0.0% 18.9% 5.5% 13.4% 0.0% 8 8 9.7%
HYDROGRAPHIC SURVEY TECHNICIAN 9.7% 13.1% 7.3% 13.0% 11.4% 13.6% 47 53 11.3%
LOGISTICS SUPPLY SPECIALIST 11.9% 8.3% 9.1% 13.8% 6.4% 9.8% 79 75 9.5%
MARINE TECHNICIAN 12.1% 0.0% 67 79 11.9%
MARINE TECHNICIAN (ELECTRICAL) 15.5% 7.6% 21.5% 16.7% 5.6% 6.4% 99 117 11.8%
MARINE TECHNICIAN (PROPULSION) 17.7% 9.6% 21.5% 21.2% 7.9% 7.5% 165 224 13.6%
MEDIC 16.4% 11.5% 21.9% 12.8% 4.9% 5.8% 72 101 13.9%
MILITARY POLICE 0.0% 0.0% 18.1% 20.4% 2.9% 3.7% 17 16 9.7%
MUSICIAN 11.2% 16.5% 4.3% 10.8% 9.0% 21.8% 26 32 12.2%
PHYSICAL TRAINING INSTRUCTOR 0.0% 6.6% 15.6% 11.1% 5.2% 20 20 10.0%
RNZNVR MARITIME TRADE OPERATIONS 0.0% 0.0% 0.0% 0 0 0.0%
SEAMAN COMBAT SPECIALIST 18.4% 11.1% 14.0% 10.5% 4.1% 2.1% 140 164 11.7%
STEWARD 8.1% 6.8% 11.0% 3.8% 6.5% 42.9% 58 44 7.5%
WEAPON TECHNICIAN 10.7% 7.6% 12.4% 14.8% 7.4% 0.0% 58 53 9.1%
WRITER 16.4% 12.6% 14.4% 9.0% 5.7% 5.2% 49 56 11.4%
YOUTH DEVELOPMENT SPECIALIST 20.2% 9.9% 5.1% 7.3% 0.0% 18 15 8.4%
BRANCH LIST 15.9% 5.6% 5.5% 7.4% 10.4% 62 45 7.2%
CHAPLAIN 0.0% 11.0% 13.3% 5 3 6.5%
GENERAL LIST - ENGINEERING - MARINE ENGINEERING 4.3% 2.0% 2.8% 9.0% 8.0% 11.8% 80 57 7.2%
GENERAL LIST - ENGINEERING - WEAPON ENGINEERING 18.6% 3.1% 4.3% 6.6% 5.8% 5.9% 73 49 6.7%
GENERAL LIST - OBSERVER 0.0% 0.0% 0.0% 4.5% 15.2% 11.1% 13 11 8.4%
GENERAL LIST - OPERATIONAL SUPPORT 0.0% 0.0% 8.0% 4.5% 0.0% 13 7 5.2%
GENERAL LIST - PILOT 9.2% 27.3% 11.8% 2.3% 11.1% 12.8% 15 12 8.2%
GENERAL LIST - SEAMAN 15.8% 6.6% 6.1% 8.0% 7.2% 8.9% 150 136 9.1%
GENERAL LIST - SEAMAN - MCD 0.0% 0.0% 9.7% 0.0% 6 3 5.0%
GENERAL LIST - SEAMAN - PWO 0.0% 5.3% 5.9% 56 38 6.7%
MARITIME LOGISTICS 20.6% 5.0% 3.1% 5.7% 6.2% 5.9% 78 50 6.4%

MEDICAL OFFICER 0.0% 19.7% 22.6% 2 4 25.5%
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24 Nov 2022
DOT-POINT BRIEF FOR CN
ATTRITION IN THE RNZN: UPDATE AND OPTIONS

PURPOSE

1.  The purpose of this brief is to provide CN with information on RNZN workforce and
attrition, in preparation for his brief with CDF on 29 Nov 22. It will outline the current
data; key assumptions; and short, medium and long term options.

Current Data

2. Below is the current data for RNZN workforce and attrition:

° Attrition rate’ = 16.3% (1.1% increase from Sep 22)
° Total terminations in last 12 months® = 370
o Total terminations FY 22/23° = 132
° Forecast terminations for remainder of FY* = 218
° RF FTE Cap for FY 22/23 = 2277
o  RFFTEactual®=2177
° Recruiting targets for FY 22/23 = 236’
$ 178 BCT
¢ 58 JOCT
° Forecast recruiting numbers for FY 22/23 = 190°

Key Assumptions on Attrition and Recovery
3.  The following are some initial assumptions:

° Until NZDF is competitive with market remuneration, attrition will continue to
challenge sustaining an effective workforce.

° Navy is limited in the ability to counter the impacts of attrition, with NZDF and
Government having more ability to adjust policy9 and funding.

' As at 31 Oct 22.

% From 01 Nov 21 - 31 Oct 22.

® From 01 Jul 22 - 31 Oct 22.

* Based on attrition remaining steady at 16%

> As at 31 Oct 22, there are 68 MD717s actioned, with personnel exiting the organisation from Nov 22.

® As at 31 Oct 22.

4 Noting recruiting targets are less than the number of terminations forecast, targets need to be increased.

® There have been a total of 97 enlistments to date, therefore assuming a similar number for the next intakes.
® With special reference to housing and superannuation policy shifts that are strategic {evers no longer
available to the degree they were historically.
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o Navy (and the NZDF) do not have the breadth of skills and available personnel
required to lead a coherent programme of work to address the causes of
attrition — external consultants and contractors are required.

s The personnel situation will get worse hefore it gets better, in spite of the time,
effort and resources that are committed to addressing attrition™.

° There is a period of significant uncertainty approaching (Dec 22 — Feb 23) where
retention scheme pay-outs and the usual holiday attrition spike may affect
attrition rates disproportionately.

° Impacts of retention initiatives cannot be predicted, so all initiatives should be
viewed as experimental, and cover as broad a spectrum of initiatives as possible.
Some initiatives will not be successful. All impacts will be closely monitored to
ensure ineffective initiatives are identified early and terminated.

® Retention measures will have long lead-in times before positive effects can be
measured.
° Recovery will:

¢ Require Navy to review, and possibly overhaul, Workforce assumptions,
Trade models, training systems, and the mechanisms, apparatus and
systems that have existed for decades.

¢ Take a minimum of 8-10 years, even with continued resourcing and
prioritisation of recovery efforts.

¢ Require an NZDF-wide programme of change, with a synchronised
approach to reviewing policy and funding

Current Initiatives Underway

4. Navy has a number of initiatives underway, designed to modernise, improve and
enhance key facets of the Navy, that will encourage retention:

° Engineering Training Reform project (RNZN project team, supported by external
consultants). Tranche Two of three is currently underway.

o Seaman Combat Specialist Workforce Modernisation project (RNZN project
team, supported by external consultants)

° Career Management Transformation project (RNZN led, external consultants)

° Maritime Culture Guardian programme (RNZN led, supparted by external
consultants)

° Development of a dynamic workforce modelling tool to support senior leaders’
decision making (external consultants)

° Position prioritisation tool (NZDF tool, adapted by RNZN)

% Modelling indicates some trade numbers decline in May 23.

2
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e.  Optimise and integrate the training and development of SQEP requirement,
alongside and at sea to sustain DLOC Force Generation from Dec 21 — Dec 26
JAW the NZDF’s High Level Regeneration Programme;

f. Align and integrate interdependent work streams across the Naval System that
support regeneration, and,

g.  Regenerate Navy combat capability IAW the NZDF's Indicative (High Level)
Regeneration Programme: Decision Point Matrix {(FY21/22-26/27).

7.  Excluded from the scope of this programme is:

a.  Organisational strategic change initiatives that do not directly support this
Programme’s objectives and success measures. These wider organisational
initiatives will continue to be addressed by OSM.

8.  The following assumptions have been made for this programme:

a.  The Navy Systems Management Group (NSMG) will routinely review NZFAP
feasibility quarterly, highlighting the operating risk and recommending
programme changes forecast over the next quarter (rolling 90 day period), as
required. With COMJ/ OPC endorsement MCC will approve these changes and
his staff will initiate and communicate all other immediate changes out of
session.

b.  Annual plans will be aligned and commence 1 Jul. 90 day plans will bring a focus
to prioritised work streams. The integrated Regeneration Programme will be
established and its execution managed by the Programme Directors for the
Sponsors.

c.  Work streams will be led by the relevant functional area manager, and resourced
by the relevant portfolio, unless application is made to the NSMG for additional
resourcing. Progress will be reported monthly against agreed milestones.

d.  Communications regarding the integration of the Navy Regeneration Programme
with the NZDF Regeneration Plan will be managed by OSM.

e.  Navy-wide communications regarding the Regeneration Programme will be
drafted by the Programme Manager and forwarded through OSM to ensure
alignment, and relevant stakeholder endorsement/ approval.

Budget

9,  Stand-alone applications to procure funding additional to business-as-usual portfolio
funding 1SO accelerating work streams, will be favourably considered by NSMG, subject to
operating funding resources Portfolios are to outline the finance demands in support of
work streams in a Minute.

10. Applications will be centrally controlled by NSMG, and added to the potential Levers
List. NSMG will review work stream funding requests from all Portfolio’s monthly.

Key Milestones

11. The Regeneration Programme was initiated in Jun 21 and is expected to be completed
no later than Dec 27. Key milestones to measure the progress of critical programme
outcomes, such as warfare and SQEP regeneration will be established. A visual reference of
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the programme will be available, showing progression gates for operations, platform and
personnel regeneration, for all to track the success of programme delivery, and any
adjustment that is necessary. Alignment will be maintained with the NZDF’s Indicative
Regeneration Plan®.

Governance
12. This programme is subject to the following Governance Structure:
a. Navy Systems Integration Team / Programme Manager

{1) Develop and monitor the Programme, work stream dependencies,
milestones and review triggers.

(2) Develop the 90 Day Plan - Work stream Management Plan.
(3) Lead/support prioritised Functional Area Work streams.

{(4) Bi-Monthly Programme Reporting to NSMG.

b.  Navy Systems Coordination Group {NSCG)%¥

(1) Develop and monitor functional area work streams, timelines, milestones
and review triggers.

(2) Outline finance resource demands I1SO Regeneration Plan work streams in a
Minute to NSMG, to be added to the Lever List. Ensure the work stream ID
is noted.

(3) Monthly reporting to the NSMG within functional area Portfolio Reporting
and Portfolio Risk Registers of progress and prioritisation of work streams.

c. NSMG / Programme Directors®?
{1) Endorse the Programme Charter.
Approve the Programme Plan.

)

3}  Appoint and resource the Programme Manager and Team.
}  Approve work stream expenditure, personnel resourcing and prioritisation.
)

Review and provide approval to proceed at organisational milestone points
and review triggers.

{6) Quarterly Reporting of Regeneration Programme progress to Programme
Sponsors and NLB.

13. Further, should any of the following events occur, the programme shall be reviewed
immediately regarding continuance in its present form:

® Indicative NZDF Regeneration Plan {High Level): Decision Point Matrix {FY 21/22- 26/27)
0 NSCG Standing Members and Regeneration Programme Responsibility Areas are detailed at Annex B
1 NSMG Standing Members and Regeneration Programme Responsibility Areas are detailed at Annex A

5
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Board / Committee: ALB -22Jun 22

Subject: Personnel Remediation — Way Ahead
Prepared by: DFM, in consultation with ACA(D)
Date: 17 Jun 22

Purpose

1.  The purpose of this paper is to update the ALB as to development of a plan to address
Regular Force retention and growth IAW revised ARMY25 priorities and timelines. This has
been identified as at Priority One task within the draft FY22/23 CA Command Directive —
Regeneration.

BLUF

2. Problem Statement. Understandably, Army has been focused on the increasing level
of personnel attrition being experienced over the past 12 to 18 months. There has been
significant discussion at all levels, which has lead us to understand that there are both push
and pull factors at play —some of these can be influenced and addressed by Army and NZDF,
others are well outside our collective ability to influence.

3.  Opportunity Statement. The ongoing situation has forced Army to look at what is
important, and do something about it! We need to acknowledge that not everything can be
fixed, but genuine effort needs to be demonstrated.

4.  The proposal for the ALB to consider and approve is to develop a four year personnel/
workforce implementation plan. This will take a three phase approach in order to return Army
to 5150 by 2030/31, IAW the revised ARMY25 Strategy and CA directed Regeneration.

5.  There are already a number of actions and initiatives underway, again at all levels.
However, not all are being tracked, there is potential duplication of effort and/or gaps,
prioritisation has not necessarily occurred and there is no overarching understanding of the
resources involved and required to ensure success.

Situation

6. Pulse/exit data and attrition data show that Army personnel are feeling the
consequences of large scale exits on their workloads. This is combined with a stagnant REM
system and significant options on the regions and in the public sector to be paid higher
wages/salaries. In order to remedy this situation, Army must employ a range of
interventions.

Proposal

7. As mentioned, the proposal is a three phased plan, designed in parallel/support of the
revised ARMY25 Strategy and CA directed Regeneration. The plan will be developed in detail
for FY22/23 and in outline for FYs 23-27. The plan will be developed by 1 Sep 22 and
presented for approval through the Army governance boards. Initial consideration is that the
plan should be developed in three phases:

a. Stabilise: Now to Dec 22;
b. Regenerate: Dec 22 to Dec 24; and

C. Grow: Dec 24 onwards.



10.

11.

12.

Released under the Official Information Act 1982

This plan will recognize and lean on a large number of actions and initiatives that are
already underway or planned. It will do so by looking at a number of key themes/
groupings, such as Career Management, Pay and Benefits, Culture, and Family Support.
In doing this, it will assist us to be able to identify where there is currently duplication
of effort, and identify lead/owner; identify where there are gaps, and propose
mitigation; prioritise and then allocate resources.

To support this planning process, a separate task has been identified for the IG(A) to
complete, by no later than 30 Sep 22. This task is to undertake analysis of all
trades/ranks (not just SQEP) against MROs/outputs so there is a clear and up to date
understanding of every trade’s status (the hollowness model only provides part of the
picture).

Indicative key initiatives proposed for each (noting this has been written prior to the
release of the CA COMD Dir FY22/23 and, therefore, will need to incorporate any
adjustments to the directed and implied tasks...) are in the following paragraphs.

Stabilise. Potential themes include:
a. Reduce attrition to a healthy level;
b.  Switch focus to retain (halt the push / counter the pull);

C. Active engagement with / support to PCP personnel support policy review
(including writing to CPO outlining the priorities of support required for
regeneration by no later than 1 Aug 22);

d. Development and implementation of an interim force structure in support of
regeneration, by no later than 30 Sep 22; and

e.  JSG MP and Health structure remediation (CIV uplift);
f. Communications.
Regenerate. Potential themes include:

a. Recruitment, especially of specialist trades, including the release of trade experts
by LCC to support DRO initiatives;

b. Retention of students at TAD/OCS. Understand why there is a high withdrawal/
failure and develop and implement mitigations. Reinforce with deliberate
prioritisation of military staff;

o Reignite the reenlistment programme, with a dedicated staff officer (position
currently vacant), to develop and implement a plan which would identify who to
engage with for specific roles, advertise internally and externally, develop staff
proposal for re-enlistment bonus, senior officer/WO outreach, etc;

d. Review and update of Army ‘owned’ personnel policies, such as Higher Duties
Pay and recognition of acting rank;

e. Deliberate plan to resource/not resource activities, NZDF posts, etc; and

f. Review policy on movements between RF, ResF and STRFE to remove barriers.
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13.  Grow. Potential themes include:
a. Deliberate recruitment initiatives (Pacifika, comms/SE, SQEP)
b. Normalise Culture, links to central programmes (Tane Toa, etc)
C. Implement Career Management project outcomes; and

d. Recognition of prior service and gained experience+

Recommendations
14. Itis recommended that the ALB:

a. Note the intent to undertake a deliberate planning process within the next
month in order to develop a four year personnel plan in order to address
attrition, support regeneration and lead to growth of the NZ Army.

b.  Note the draft of the plan is to be complete by no later than 1 Sep 22, for
approval through the Army governance boards.

c. Note the plan will be developed within existing ACA(D) resources and will require
engagement with ACA(S) and IG(A), OLCC and PCP.
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NEW ZEALAND ARMY
Office of Chief of Army

MINUTE

% July 2022 5145/1/5/1

See Distribution List

PERSONNEL REGENERATION PLANNING: IMMEDIATE ACTIONS

Reference(s):
A Personnel Regeneration Workshop 5 Jul 22
B. AMB discussion 7 Jul 22

Purpose

1. The purpose of this minute is to direct a number of immediate actions to address
factors contributing to current levels of attrition within Army. These initiative are the start
point for a more detailed work programme to support efforts to regenerate and ultimately
re-grow Army.

Background

2. Army’s attrition rates have increased during the last 12 to 18 months to levels not
seen in 10 years. This is occurring at a time when Army’s regular force (RF) is required to
grow in order to meet Army25 targets. There are both internal and external factors
responsible for this situation; some can be addressed by Army and NZDF, whilst others are
outside the collective ability to influence. Army acknowledges not everything can be ‘fixed’
but genuine effort needs to be demonstrated.

3. During the past several months, commanders at all levels from CA down, have been
engaging with their personnel in order to identify issues and options for remediation. Pulse
and Exit Surveys have been analysed, and a number of papers developed for Army
Management Board and Army Leadership Board discussion and guidance.

4, This has culminated in the workshop at Ref A, with the aim of developing a four year
workforce remediation plan nested within the CAs Command Directive and in step with the
LCCs Regeneration PLANORD. The development of this plan has been tasked to Army
Delivery, with a target date of 1 Sep 22.

5. Attendees at the workshop included both Officer and Warrant Officer representation
(50/50) from Army GS (Delivery — Force Management, DACM, Culture, LPME; Strategy; IG;
PCPBP-L), OLCC, OSOCC and HQ 1(NZ)BDE.

6. A key finding of the workshop was that there are a number of actions that can, and
should be enacted now rather than waiting for the plan to go through the full consultation
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NEW ZEALAND ARMY

Office of Chief of Army

MINUTE

2 Aug2022 5145/1/5/1
CPO
For Info:
ACA(D)
PCPBP-L
DFM

PERSONNEL REGENERATION PLANNING: NZ ARMY REQUESTS OF PCP

Reference(s):

A.  Personnel Regeneration Workshop 5 Jul 22

B.  DCA Minute: Personnel Regeneration Planning: Immediate Actions dated 19 jul 22
C.  ACDHR Minute 23/2022 to EXCO: Personnel Policy Scoping Project and Retention

Initiatives
Purpose
1. The purpose of this minute is to request PCP support to address a range of initiatives

and policies in support of Army’s nascent Four Year Personnel Regeneration plan.
Background

2. Army’s attrition rates have increased during the last 12 to 18 months to levels not
seen in 10 years. This is occurring at a time when Army’s Regular Force (RF} is required to
grow in order to meet Army25 funded targets.

3. Army is in the process of developing a four year workforce remediation plan nested
within the CAs Command Directive and in step with the LCCs Regeneration PLANORD. The
themes, interventions and tasks articulated in the draft plan are in response to a number of
data points including Pulse Survey and Exit Survey results, CA/LCC hours, communications
from Commanders, AMB and ALB discussions and a targeted workshop at Ref A. As a
consequence of Ref A, | have recently released Ref B, directing a number of actions that
Army can undertake right now in order to start addressing some of the dissatisfiers.

Actions Requested of PCP

4.  Several recommended treatments are unable to be actioned by Army as responsibility
resides within another portfolio; mainly PCP. Furthermore, there are some systemic issues
Army has identified that require review and potentially action taken to resolve. |
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Policy Inflation adjust unaccompanied posting, travel and ESF Dec-22
allowances
Policy Investigate the implementation of a retention payment to be | Dec-22
paid to all Regular Force who serve a significant period of
time (such as 12 or 15 years)
Policy Establish a cross-NZDF working group to develop policies to Dec-22
support the recruitment, inclusion and retention of
Transgender and Non-Binary personnel
Policy Investigate and provide options on the implementation of an | Jul-23
‘instructor allowance’, with a view to incentivising personnel
to undertake postings to Waiouru.
Policy Identify opportunities for removing barriers to successful Jul-23
recruitment, such as the requirement to undergo a second
Medical Board upon arrival at Waiouru.
Policy / Work with Army to develop and implement non-traditional Dec-23
Attract pathways for officer and soldier enlistment and development
Policy / Work with Army to develop policy for the recognition of Dec-23
Attract experience and learning at re-enlistment
Train Conduct an analysis of the training continuum managed by Jul-23
NZDC in order to identify and rectify current road-blocks. At
present it can take up to six years to achieve a detailed
review / re-write of a TMP, by which time it is likely to be
outdated.
Retain Undertake research that looks at what the new family Dec-24

composition/structure looks like and what support is
needed/desired IOT keep members serving for longer (e.g.
accommodation, unaccompanied policies, location stability,
specific family support, etc.) Times have changed and the
new ‘family unit’ is different today than it was 50 years ago,

static.

however, our policies to support families have been relatively
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Board / Committee: ALB -8 Sep 22

Subject: Personnel Remediation — Actions
Prepared by: DFM, in consultation with ACA(D)
Date: 1 Sep 22

Purpose

1. The purpose of this paper is to update CA and the ALB as to progress on the
development and implementation of the Personnel Workforce Remediation Plan.

BLUF

2. A significant number of initiatives and interventions have been identified. Of these,
a number sit outside Army’s authority to enact, and these have been formally raised to the
appropriate supporting agency. Where the initiative or intervention sits within Army’s
purview and where resources are currently available and the action is considered a
priority, work is underway. However, many of the tasks will require provision of resources
from the Components, at times, in order to address all.

Update

3. Initiatives and Interventions. Enclosure One is the list of currently identified
interventions and initiatives. These initiatives have been grouped into three categories;
Attract, Retain and Train / Develop. The spreadsheet provides an indicative target date,
lead responsible and comments as to progress. Specific initiatives will be discussed
further below.

4. EXCO HR Policy Review. PCP continue to work on the HR policy priorities that
have been established by EXCO. These include:

a. Annual Leave buy out increased from 5 to 10 days (permanent change). This is
on target for implementation prior to the end of this calendar year.

b. HDP partial payment and reduction of 91 day qualifying period. This is on target
for implementation prior to the end of this calendar year.

c. Review 6 year occupancy rule and approval levels for Defence Housing. This
continues to be developed. A concern raised at ORG Committee is that the
detailed business case developed by DE+l is predicated on a 6 year rule, and
any change upwards will impact on this. Army remains of the view that the
timeframe should be extended to at least 10 if not 12 years, with priority given to
junior ranks (PTE — SGT and 2LT/LT). All Services agree that the Deputy
Chiefs should be empowered to approve meaningful extensions (e.g. to end of
current posting).

d. OEA (M/L) part payment. This is currently being costed for consideration with a
view to implementation prior to the end of this calendar year.

e. Retention Payments. Guidance has been developed. Three submissions (one
from each Service) are currently with CDF for consideration and approval.
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f. Other policies currently under review but not expected to be finalised this
calendar year include:
i. Unaccompanied Posting Policy and Allowances,
i. Opening up Steps 9 — 13 on the REM tables,
iii. Leave options including incentive and long service, and

iv. Re-enlistment incentive payment.

5. Of note, PCP has again requested the single Services take action to each provide a
suitably qualified and experienced staff member into the HR Policy team to provide both
Service-specific expertise, and increase capacity. An individual has been identified and
DACM is currently working to identify an individual to back-fill their current role so we can
provide this resource.

6. Immediate actions. DCA Minute: Personnel Regeneration Planning: Immediate
actions was released on 18 Jul 22. An update on the six tasks follows.

a. 100% staffing of ACS and TAD in Dec 22 posting round. DACM has identified
personnel to fill all except four positions. Efforts continue.

b. Postin GSO2 Lateral Recruitment / Re-Engagement to AGS. DACM has been
unable to identify a suitably qualified and experienced officer to post at this time.
Nil-STRFE identified either. Remaining option is to submit a case for the
position to be civilianized, and then prioritised for recruitment.

c. DHC to provide medical and dental assessments for all ResF members applying
to transfer to RF (including ResF). Where capacity does not allow, Army is to
fund / reimburse the member for civilian assessments. This has been enacted.

d. Enable greater availability of professional development opportunities. DFM is
yet to provide written parameters to XO LCC and DSOCC, and funding is yet to
be allocated.

e. Provide staff support to NZDF Medals Section to work through the current
backlog. One STRFE has been provided to focus on RF matters and ACA(R)
staff are currently identifying an additional member to focus on ResF.

f. Engagement plan for CA/DCA with the remaining MAJ/LTCOL. Opportunities
are currently being identified.

7. Requests of PCP. DCA Minute: Personnel Regeneration Planning: NZ Army
Requests of PCP was released on 2 Aug 22. This Minute requested a number of matters
be reviewed / actioned — they are all identified in Enclosure One as for action by PCP.
The minute also identified Army’s priorities for actions within the HR Policy Review. Some
of these are currently being addressed, with others to be pursued later — IAW EXCO
priorities.

8. Initiatives and Interventions — Army Actions. Enclosure One currently has 51
items listed. Of these, 11 are for PCP lead. Of the remaining items, 16 are currently
under action to some degree (highlighted in yellow). A number of these are under the
umbrella of the Career Management Review and will be actioned as part of Phase Three.
Others have been addressed as identified above in Para 6. Of the remainder, the priority
action is the development of an options paper for delivery of retention payments, followed
by development of a suite of incentives to encourage people (mil and civ) to accept
postings to Waiouru. Both of these will require additional staff support and will be covered
further below.
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iii. Early Childhood Care. Development of costed options paper on
provision of early childhood care at all camps. This requires provision of
a resource to undertake this task — Army GS cannot resource this.

iv. Culture. A number of key deliverables are being actioned. Additional
action includes the development of a 1 pager “how to make changes”.
Many soldiers do not know how they can initiate changes, for example to
grooming and dress standards, to highlight faults in their equipment, or to
recommend innovations. WO P&C is currently developing this 1 pager
for dissemination. Key will be encouragement to utilize the chain of
command.

v. Grooming and dress standards continue to be a dissatisfier for many,
due to the differences between the Services, and the lack of inclusivity.
This is particularly relevant now that Army is about to receive the first
non-binary and transgender member.

Recommendations
10. It is recommended that the ALB:

Note the update provided

Note the requirement for additional resources, from outside Army GS, be provided to
further development of key initiatives and interventions

c. Approve tasking of CO RS(A) or TRADOC to lead the Waiouru Support Package
task

d. Identify and allocate to develop a costed options paper for the provision of early
childhood care at all Army camps

e. Provide guidance as to adjustment of prioritisations and allocation of resources.

Enclosure One: Personnel Regeneration Worksheet Update 31 Aug 22
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A number of people have raised the potential for implementation
of an HADR medal in recognition of the work that many do, at short
notice, in extenuating contitions.

Dec-24

Retain

Investigate options to retain other Service personnel in Army
vacancies, at Army cost

Dec-22

Retain

Develop clear policy / procedure for requests to utilise contractor
support to fill mil vacancies ie HSS, Cap etc

Jun-23

Retain

Despite it being a requirement, many people are not interviewed
upon submitting their MD717s. And if so, not necessarily by a rank
/ appointment that would provide a feeling of appreciation to the
member. The current policy requires adjustment to establish
process to interview all pers who leave (set appointments for ea
rank)

Jun-23

Retain

Develop and provide to all pers who leave a handbook on options
available to them for re-enlistment / transfer between categories

Dec-23

Retain

Develop and then provide a gift package (to be paid from unit CCs)
for all soldiers who travel overseas on course or individual
deployment ie plaque, coin etc

Dec-22

Retain

Support / sort NPF/ ACWF policy and support / VA

Jun-23

Retain

Support development of digital literacy

Retain

A financial and time barrier for many people is their ability to juggle
parenting responsibilities. Investigate childcare ie before and after
school / free on camp

Jun-23

Retain

Clarity is required at all levels around what outputs Army is
required to provide, and what force structure should be supported
to achieve these. Consequently, an interim force structure in
support of regeneration, is required to be developed.

Nov-22

Retain

Every camp has a plethora of bars, messes and gyms. There are no
spaces on our camps where soldiers can interact socially that
doesn't include alcohol. How can we influence DF+| to secure
funding. Let's normalise spaces where soldiers can interact
responsibly without alcohol having to enhance the social
experience.

Dec-23

Retain

The standard of barracks across all camps is below par. What can
be done to refurbish / bring up to a better standard (including
furniture and fittings? Could a reduction in barrack charges be
considered?

Jun-23

Retain

Funding was made available to provide thermal curtains in some
Linton houses. Can a funding stream be identified to place thermal

Mar-23
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6. The second tranche of retention payment development is currently under action.
There are three components being developed by Army for implementation this financial
year as well as consideration for Special Forces being developed by NZDF. The detailed
business case is nearing completion, once final financial advice is received and the
preferred payment model is confirmed. We are aiming for the approval of the business
case and communication with individuals who will be offered a retention scheme prior to
Christmas.

7.  Waiouru Support Package. CoS TRADOC and CO RS(A) are actively working
through options, supported by AGS.

8. Additional Actions. A number of related work-streams have either been completed
or are under way. Others require action, but again also require resources.

a. Career Management Review. Well underway, with Phase Three approved and
funded.

b. Capstone Orders. Work progressing. Significant buy-in across the Army as to
the rationale and need.

c. Early Childhood Care. Early discussions with Whanau Manaaki (delivers
Waiouru kindergarten services) around options to support broader Army / NZDF
facilities.

Recommendations
9. ltis recommended that the ALB:
a. Note the update provided on personnel remediation actions.

b.  Note the intention is to communicate key initiatives, including retention
payments, before Christmas 2022.

c. Note Army Delivery, with support from IG(A) and others within Army GS, are
primarily focused on the development and delivery of the retention schemes.

Enclosure:

1. Initiatives Update Table dated 15 Nov 22
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NEW ZEALAND ARMY
Chief of Army
MINUTE

Feb 23 7450/1
CDF: Through CPO and CFO

PROPOSAL FOR DEFERRED RETENTION PAYMENTS TO SELECTED NZ ARMY PERSONNEL

References:

A.  CPO Minute 10/22 dated 03 Oct 22

B. DFO(T)04/2021

C. DFO 20/2002: Retention Payments

D. DFO(T) 14/2022 dated 22 Sep 22

E.  Land Operations Tier 1 Capability Definition Document

Purpose

1.  Toseek Chief of Defence Force (CDF) approval of the proposed NZ Army Selected
Personnel Deferred Retention Payment Scheme, subject to available prioritisation of NZDF
underspends. This paper details the next tranche of Army Retention Initiatives that are
intended to enable preservation of critical capability / trade outputs until Jul 24.

Context

2. Since 2019, Army has continued to experience a high Rate of Attrition (RoA) and is
predicted to finish FY22/23 603 FTE below the reduced allocation of 4618.0 FTE. Q1 FY22/23
saw the upward momentum in the Army’s RoA start to reduce (Jul 17.3%; Aug 17.4%; Sept
17.6%), however pick up again to 18.4% by Nov 22,

3. More personnel are exiting the organisation than can be replaced with attrition largely
concentrated on rank and/or trade hotspots, resulting in a disproportionate loss of specialist
personnel to the organisation, particularly within the LCPL to SGT ranks. Without meaningful
remedial action, current attrition rates will continue to see Army shrink in size. Several Army
trades will be unlikely to meet operational and training outputs if further personnel loss
occurs. The requirement at this point is to stem the current attrition rate to maintain both
training and operational outputs.

4.  Defence Recruiting Organisation anticipates 180 recruits will march into the final
intake for FY22/23, representing 75% of Army’s aspirational target. Multiple levers have
been considered to solve the problem, however, one of the key dissatisfiers for serving
personnel is uncompetitive remuneration. This entices potential candidates and current
serving personnel away from Army at a rate greater than they can be generated, with
several trades now regarded as ‘fragile’ as a result.
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and/or trade ‘hotspots’. The net effect is that Army is losing a disproportionate amount of

experienced skilled personnel.
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Since 2021, LCPL, CPL and SGTs have been departing at a rate faster than can be

regenerated and in the last 12 months have recorded the highest departure rates of any
rank group across Army.! This directly impacts Army’s ability to raise and retain individuals,
train units and sustain forces on operations without the input of an experienced and capable
NCO Corps. Table 1 shows departing PTE to SSGTs to date, as well as currently submitted
Releases in the system for 2023.2

Year PTE LCPL CPL SGT $5GT
2015 134 49 22 8 6
2016 138 30 18 6 5
2017 129 73 S0 24 10
2018 164 62 51 18 17
2018 166 96 48 14 19
2020 108 62 48 20 13
2021 160 108 65 14 18
2022 306 141 110 39 29
2023 20 19 24 8 9

1 Of note, the amount of Warrant Officers departing the Army have remained remarkably stable since 2015 and
therefore not captured here.

2 Stats recovered from DACM as at 02 Dec 22
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met in order to have soldiers ready to deploy anywhere at any time. Competent
and capabte NCO’s cannot be hired, rather they must be ‘grown’ over a period of
years through a combination of experience and organisational development. At
present, external employers are actively pursuing NCO’s due to their technical
and leadership proficiencies. This has led to a surge in attrition since 2021
amongst these critical ranks. It should also be noted that the bulk of the
operational trainers, supporting the NZDF response to Ukraine in the UK, are
drawn from this group of personnel.

Waiouru Based Uniformed Personnel. Army has directed that Army Command
School {ACS) and The Army Depot (TAD) be staffed to 100% to ensure that the
best possible outcomes can be achieved for those Recruits and Officer Cadets
entering the NZ Army. This also requires the support and enabling functions of
Waiouru to be staffed to at least 80% to ensure delivery of their training
outcomes. Whilst anecdotally it is ‘relatively’ easy to encourage CPL/SGT and
LT/CAPT to Waiouru, this is not so for the SSGT-WO and MAJ rank groups. Whilst
a range of other options are under consideration to make Waiouru a desirable
posting location, the option of offering a retention payment to posted
individuals?® is proposed.

Factors Affecting Retention

17. There are a multitude of current factors at play influencing individuals’ decisions to
feave the Army. These can be summarised as

a
b.

C.

better job prospects,

the housing shortage,

opportunities for overseas travel,

a lack of professionally rewarding operational deployments,® and

the most compelling and consistent factor for our personnel is the pay gap issue.
This was further reinforced by the recent Pulse Survey which reported that only
18% of the Army stated that they receive fair compensation for the work they
do.

18. Notwithstanding the recent modest Total Remuneration {TR) adjustment the gap
between civilian sector and military remuneration remains largely outside of the five
percent. A number of individuals departing the RF have quoted Pay and Allowances as their
primary reason, however while not specifically articulated, pay is also linked to a number of
other reasons for departing as well. For example, personnel listing ‘time for a change’ are
often transitioning into a better paying role external to Army, while others who seek
education opportunities, are looking for better financial opportunities at the end of their

education.

4 Less Officer Cadets, Recruits under training, those personnel on trade courses and any other personnel that
have qualified as part of the Strategically Fragile Trade or LCPL to SGT scheme.
* These have been articulated to Army previously and are affecting all ranks and trades.

A-5
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19. Since 2008, inflation has steadily eroded wages and while Defence has continued to
review REM rates, they have failed to keep pace with inflation. For example, a LCPL Auto
Tech on Sector B, Tier 2, Step 7 was paid $54,094.00 in 2008. Moving forward, that individual
on the same step is now paid $66,021.00, an increase of $13K PA. If their 2008 wage was to
have kept pace with the rate of inflation (as designated by the Consumer Price Index {CPI)
generated by the Reserve Bank of NZ), it should have moved closer to $86,260.00 by 2022. In
short, the individuals spending power has eroded by $20K over 14 years.

20. Comparing external pay with Army pay is again problematic. Using the Automotive
Technician (Auto Tech) as an example, a comparable occupation is ‘Diesel Mechanic’ and a
check of the average civilian wage places them at $70,668.00 PA, while more experienced
staff can earn around $90K PA.® While this exceeds what NZDF pays an experienced JNCO
Auto Tech, Australian wages surpass this even further, with the average wage equating to
$97K (AUD) PA.7

21.  With this in mind, an individual who has a family to support is more likely to be drawn
away from Army if they are offered higher rates of pay. At present, a job market paying
higher wages is successfully enticing large numbers of experienced personnel out of Army
that cannot be easily replaced. Retention payments are considered an essential requirement
to allow individuals to remain in the Army in the face of increased living costs in the short to
medium term.

Effects Sought

22.  The requirement at this point is to stem the current rate of personnel attrition to
maintain both training and operational outputs as well as encourage reenlistment. In order
to achieve the required effect, the payment criteria should encourage retention. To that
end, the individual should (ideally) meet the following criteria:

a. Must be Regular Force;

b. Must not have an application for voluntary release in accordance with DFO 3
article 11.8.63 (MD717) under action at any point in the retention period;

¢.  Must not be subject to an approved recommendation for discharge in
accordance with DFO 3 Part 11 Section D (CAT DF and CAT DE);

d. Must not have been on leave without pay (LWOP} during the period. (For the
purposes of retention payments, LWOP does not include periods of parental
leave).

e. On completion of the retention scheme, not be eligible for early release for a six
month period.

23.  ltis likely that not all individuals will either meet or be willing to comply with the
requirements. Based on RNZN experience, it is anticipated that at least 10% of individuals
will not accept the offer of a retention payment.

5 https://nz.talent.com/salary?iob=diesel+mechanic accessed 09 Nov 22
7 hitps://au.talent.com/salary?iob=heavy+diesel+tmechanic accessed 09 Nov 22

A-6
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28. ltis proposed that the schemes remain open until 01 Mar 24 to encourage
reenlistment and approval in anticipation of payment to eligible personnel is requested. It
should also be noted that if an individual qualifies for more than one scheme, they will only
receive retention payments to the maximum amount of the highest paying scheme.® Annex
A, para 21 provides further clarification for personnel eligible for more than one retention
scheme.,

Risks

29. The implementation of retention payments carries some risk of causing dissatisfaction
within other trades and ranks. A further risk is when the retention payments to the
individuals cease. Without meaningful financial increases in remuneration, attrition will likely
increase once again. Therefore the retention payment is not a sustainable approach to
retaining personnel long term. It is considered an acceptable risk in the current climate.

Consultation

30. This paper was developed with support from the Army Finance Business Partner and
socialised with DHR. The draft has also been shared with Navy and Air Force as well as
discussed with CPO and CFO. Navy and Air Force were both supportive of the proposal,
although each Service has its own challenges. It is acknowledged that there is a risk of
getting out of step.

Summary

31. Key personnel and trades in Army are at critical staffing levels due to a high level of
attrition, poor remuneration and a strongly performing civilian economy. This is threatening
NZ Army’s ability to regenerate and meet operational outputs, which with further attrition,
could fail from 2023.

Recommendations
32. CFOisrequested to:

a. Note that the Army Deferred Retention Payments would be funded subject to
availability of Army underspends and NZDF re-prioritisation,

b. Note that individuals will be neither financially advantaged nor disadvantage by
this scheme as it relates to other NZDF retention payments, and

c.  Endorse the Army Deferred Retention Payments proposal and forward to CDF for
approval.

33. CPOis requested to:

a. Note that Army is currently experiencing attrition at an unsustainable rate and
requires intervention to stem the out flow.

& An individual will neither be advantaged nor disadvantaged by being a member of more than one retention
scheme. There will be no “double dipping” nor missing out on a better retention payment opportunity. ltis
acknowledged that this will create a greater administrative burden, but is the fairest approach as some
retention schemes may not provide an opt-in / opt-out opportunity.

A-8
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Board / Committee: ALB - 26 Jul 23

Subject: Personnel Policy Change Initiatives

Prepared by: ACA(D), DFM, ADFM-P

Date: . 17 Jul 23

Purpose

1. The purpose of this paper is to seek ALB endorsement for the development and

management of a range of personnel policy change initiatives.

BLUF

2. As anticipated, the recent NZ Army Retention Payment Scheme Initiative and the
adjustments to the REM tables have delivered in some way to improving Army’s social
contract with its personnel, however, there is still much more to be done. This paper
seeks ALB endorsement and guidance of a range of policy change initiatives that Army
can undertake that will further deliver on this essential requirement.

Soldier establishment pyramid

3. The current soldier establishment is significantly unbalanced at the LCPL-CPL
transition, in that a relatively small pool of LCPL is expected to feed a larger number of
CPL posts. This is depicted in graph 1 below, which shows quantity of posts as bars for
each rank. Actual headcount is shown as the black line.

4. This imbalance creates a void in the CPL establishment that flows through into the
SNCO establishment as chronic hollowness. As of Jun 23 this was equivalent to 569 roles
unfilled.

5. The simplest step to correct this imbalance is to increase the size of the LCPL
establishment by approx 240 posts, achieved by converting PTE roles to LCPL. There will
be a financial implication to this of approx $2.5M increase in annual PERSEX.

6. The implementation of this will require negotiation with Regt Cols, adjustment to
trade models (approx 34 trades impacted) and significant culture change. For example, an
Infantry Section could now comprise one CPL, two — three LCPL and the remainder PTE
(already used in other trades and Armies); and/or indentured trades promoted sooner,
prior to full qualification. Initial consultation has commenced.

7. The benefits realised will include a more sustainable structure and earlier increases
to remuneration for our junior soldiers. This will also have a longer term impact in regards
to an increase in retirement savings and will give better pay parity across the services.
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13.  The firstreason is intrinsic to the way the Services operate, and Army should not
seek to grow its officer establishment simply to correct the observed pay imbalance.
However, hollowness at captain and major has real effects on the operation of the Army
and is partially correctable within Army, using Army policy. Such options include:

a. Adhering to policy, which permits promotions to LT at one year and to CAPT
at three years®. While this policy has been in place since 2014, it has been
broadly under utilised. A large majority of LT O/2 are filling captain
appointments, with most on HDP and some with acting rank. If enacted, this
would be a relatively cost neutral change and would formally recognize and
remunerate personnel for the work they are doing.

b. Exploring options to increase the flow of CFR officers, such as through
reducing the minimum rank required to CFR (currently SSGT).

c. Increasing options for mid-career entry to the Army, by opening additional
specialist pathways, such as for engineering or signals specialists.

d. Developing policy for non-traditional career pathways for officers and soldiers.
e. Review of the Staff List policy, PPM and structure.

14.  Aligned with this, it has been identified that a review of the officer Pay Progression
Model (PPM), policy, and offers of service (OOS) flexibility would be timely. This could
include:

a. Provision of options as to whether or not to retain the current General List or
introduce individual ‘trade’ PPM as per the other Services;

b. Support flexible secondary employment options, including lowering the
approval level which is currently held at CA; and

c. Support the recognition of skills and seniority gained externally (i.e. on return
from a break in service).

DFO(A) Vol 3 Policy Revision and ‘Quick Wins’

15.  The Career Management elements of the DFO(A) Vol 3 are currently being
reviewed and updated by the Army Career Management Project. However, the remainder
of the Vol is significantly out of date and potentially irrelevant or conflicting. A detailed
review and update is being established, and will be led by the Army G1. However, there
are a number of policies that could be amended simply and quickly ahead of the full
rewrite. Correspondence will be released shortly calling for ‘good ideas’ and ‘quick wins’.

Provision of Command and Personnel Support

16.  ltis very clear that the current provision of command and personnel support within
units and higher headquarters is far from optimal. Removal of the Administrator Trade,
restrictions on the hiring of civilian staff, potential misalignments between the roles
expected of HRAs and HRSC and their actual responsibilities and capacities, and

* Within the parameters set by DFO 3 which states "officers are to be promoted to Capt (E) once they have
completed six years' service.”

5
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Direct the development of the following policy change initiatives:

a.

Address the soldier establishment pyramid imbalance by changing
approximately 240 PTE appointments to LCPL appointments and accelerate
promotion from PTE to LCPL.

Develop a business case to address organisational systemic under
remuneration of Army personnel for their special military skills and
transferrable skills within the wider public and private sector. This approach
would be in lieu of waiting the five year cycle for all trades to go through the
annual Tier and Sector Review.

Develop policy mechanisms to increase the flow of officers into the Captain
and Major ranks.

Review the officer Pay Progression Model (PPM) to determine whether the
General List approach remains appropriate.

Review secondary employment policy and approval level, and how this could
flow into offers of service.

Establish a non-traditional career pathway policy.
Review the DFO(A) Vol 3 and the call for policy ‘quick wins’.

Undertake a holistic review of administrative support to units; including
garrison and operational support requirements. This will require a formal
change management process to be initiated.

Create the soldier Staff List and the intent to utilise this to support operational
personnel support and CP operations.

Approve that complex pieces of work will be managed through the AMB, whilst the
more straight forward items will be staffed as individual submissions for CA or DCA
approval.
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causing job dissatisfaction. Personnel believe an increasing number of pan-NZDF
initiatives and decisions designed to drive efficiencies in third-line organisations,
are adding to the process and burdens of personnel at unit level. There is a view
that we are not talking coherently about how we should use our personnel
resource, and not using our people ‘the right way to do the right things’. The
time taken to recognise Long or Meritorious Service is viewed as disrespectful
and devaluing of commitment and service. Opportunities outside the
organisation are driving decreased tolerance for perceptions of being underpaid
and undervalued.

Career Management: Whilst superseded by REM in the most recent exit survey,
elements of career management are viewed as ‘push’ factors for personnel.
Promotion prospects (aligned to increased REM), lack of deployment
opportunities, lack of training and development opportunities, and a negative
perception of how an individual’s career is managed are rated consistently as key
reasons for departure. Anecdotal evidence includes inconsistency of career
management decisions and piecemeal Extensions of Service offered. This reflects
on the perceptions of personnel feeling valued for their service and

commitment.

Opportunities for intervention

3. Alifive themes offer the opportunities for RNZAF command to influence decisions, and
therefore shape individual decision-making. REM and Conditions of Service policies are pan-
NZDF, and thus outside of CAFs remit/authority to change. Therefore ‘influencing’ via strong
and targeted advocacy (and communication of such) is identified as the key intervention
opportunity available.

4.  Leadership and Communication, Culture, and Career Management are all themes
where RNZAF is able to have the strongest impact. A number of initiatives for each of these
themes have been identified, and are included in Enclosure One.

a.

Remuneration:

(1) Initiative: Strong/targeted advocacy through DHR, ORG and EXCO for (OSM
to identify priority

(2) Initiative: Review Air Pay Progression Model (utilisation of Steps 9-13)
within budget allocation

Conditions of Service:

(1) Initiative: Strong/targeted advocacy through DHR, ORG and EXCO for two-
three priority issues.

(2) Initiative: Review service accommodation restrictions that preclude
members accepting postings to prioritised roles or regions.

Leadership and Communication:

(1) Initiative: Develop and implement an Air ‘people’ communications plan to
ensure that our people: have a greater awareness of the ‘reality’ and
constraints of the current environment (need to fill the void); know they
are being heard; and, so they are kept informed of initiatives/progress.
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AWMB RETENTION PAPER - WORKFORCE INITIATIVES

THEME: REMUNERATION What are we (Air) doing? What could we be doing?
Sector and Tier Placement o Trades reviewed on five-yearly cycle e Trades confirmed through TSC and AWMB
e Examine S&T placement for at-risk trades e Promulgate five-yearly plan to Trade
e REM aligned to rank and trade of individual Directors
e Tables used to align to market rates, butnot | e REM aligned to role and responsibilities
funded e Increase number of trades reviewed each
year

e  Advocate for not using mil factor to achieve
market rates

Pay Progression Model o Review case for utilisation of Special TR steps
e Review requirement for Prom Cse completion
for getting Step 8
Retention Payments o Not generally used due to historic experience |e Target retention payments for at-risk
of wider organisational impacts capabilities or trades

o Endorse RNZN and NZ Army where no relative
impact to Air trades

e Retention Payments are not built into annual
RNZAF budget allocation

Remuneration Budget e Advocate for greater allocation of budget to
REM

e Advocate for greater allocation of budget to
personnel initiatives

Expanded HDP e Increased pay for strategically significant

positions or those recognised as having

significant personal workload or are double

hatting
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CONDITIONS OF SERVICE

AWMB RETENTION PAPER - WORKFORCE INITIATIVES

What are we (Air) doing?

What could we be doing?

HR Policy

]

Contribute to HR Policy working groups, tiger
teams and ad-hoc policy reviews

Advocate for DHR review of HR Policy with
retention or regeneration focus

Medallic Recognition

PAM advised Medallic recognition is
prioritised for those releasing / released.

Advocate for domestic / regional medallic
recognition

Advocate for timely issue of Long Sservice
awards

Re-institute Long Leave

Long Leave provisions cancelled

Provide five days Annual Leave for each Long
Service medal / clasp

Improved commercial benefits

Commercial benefit initiatives developed and
managed through Force4Families

Fuel discounts

Childcare discounts

Increased health insurance discounts
Increased mortgage discounts
Supermarket discounts

Veterans

Definition of veteran prescribed through
operational service criteria (Veterans Act)

Change the definition of a veteran o include
more NZDF personnel

Housing / OPEAR

Service housing allocation limited to six years.
OEAPR per eligibility criteria {posting location)

improve Defence accommodation standards
Revisit the six year cut off for MQ
Review OPEAR eligibility

Qualifications

Nil specific recognition of external
qualifications

Recognise additional qualifications through
use of rank, remuneration or other incentives
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AWMB RETENTION PAPER - WORKFORCE INITIATIVES

THEME: COMMUNICATIONS AND LEADERSHIP

What are we (Air) doing?

What could we be doing?

Senior Command Engagement

e Use of CAF/DCAF/WOAF GRAMS to engage
with personnel via e-mail

e  From the engine-room floor component of
AFLF

e Develop internal ‘people focussed’
communications plan to enhance awareness,
acknowledge and provide feedback,
acknowledge constraints, and inform /
update initiatives

e Develop a platform for ‘the voice from the
hangar floor’

o Regular base / unit visits by senior
commanders

Unit Command Teams

Establish and utilise opportunities such as unit PT,
daily quiz, weekly morning tea etc. to enable and
ensure current and timely communications

Ask our people how best to communicate with
them.

Wider/more frequent engagement with our
people from our W/O cadre, ensuring messaging
is authentic and aligned with executive direction.
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THEME: CULTURE

AWMB RETENTION PAPER - WORKFORCE INITIATIVES

What are we (Air) doing?

What could we be doing?

Workforce Strategy

Contribute to NZDF Workforce Strategy

Develop RNZAF Four-Year Workforce Strategy
to include demand, skillsets, personal
attributes, external environmental
considerations

Conduct organisational design of RNZAF
workforce {military, civilian, contractors) to
ensure best use of resource, and
understanding future requirements

Surveys and Focus Groups

Review quarterly Exit Surveys, PULSE
outcomes.

Distribute to senior commanders and leaders
Better understand what makes our people
stay / come back; what would make the Air
Force the employer of choice

Healthcare

Health services provided by Defence Health
organisation within prescribed policy
Advocate private health insurance through
Mercer (Defence Superannuation provider)

Provide full health insurance for serving
members

Civilian Headcount

Managed to funded headcount

Advocate for increased headcount to meet
prioritised establishment (e.g. time-bound
FTA)

Review civilian workforce demands {short-
term) to address RF shortfalls

Job Evaluations — Civilian Roles

Job Evaluations conducted ad-hoc

Review policy for regular JE reviews to ensure
market alignment (e.g. prior to recruitment)

Higher Education Opportunities

DT scheme for those already enlisted
Adhoc support for under/post graduate study

Review educational sabbatical leave to
support higher education

Review budget opportunities for greater
financial support to professional
development

NZDF Welfare Committee

Representation on new NZDF Welfare
Committee

Promulgate purpose and intent of NZDF
Welfare Committee
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AWWMB RETENTION PAPER - WORKFORCE INITIATIVES

THEME: CAREER MANAGEMENT

What are we (Air) doing?

What could we be doing?

Individual Career Management

Identified in Exit Surveys as one of top
reasons for leaving RNZAF

Vacancy system allows individuals greater
choice in career pathway

Balance between individual and
organisational requirements not prioritised

Review DCM establishment to ensure fit-for-
purpose

Allocate more resources to meet career
management expectations of pers for
engagement and planning

Review promotion criteria to align with
contemporary workforce requirements
Promote career transition services

Define / delegate trade-specific career
management functions to Trade (Sponsor)

Promotion Boards / Career Development Boards

LAC Prom Board replaced by Command
Clearance Model

Extension of Service Board

EOSB settings developed by OSM and
approved by AWMB
EOSB {2021) aligned to HIS timeframe

Review engagement length policy to provide
employment confidence, career assurance,
certainty and stability.

Secondments

Primarily used for senior officers in transition
from NZDF

Increase scope and opportunities for
{reciprocal) secondments to other agencies

Career Management

Define / delegate trade specific career
management functions to Trade (Sponsor)

Individual Trade Training

Tech licensing restricting technical trade
training for ACFT and AV technicians

Increase capacity of Recruit and Officer
Training

Increase capacity (instructors, resources,
facilities) of trade training

individual Command / Promotion Training

Introduced RPL to clear backlog

Increase frequency and capacity of
promotion courses
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AWMB RETENTION PAPER - WORKFORCE INITIATIVES

THEME: CAREER MANAGEMENT

What are we (Air) doing?

EME: CAREE

What could we be doing?

Recruitment Targets

@

Maintenance and revision of Four-Year
Recruitment targets

Placement of trade specialists into DR to
increase trade

Op TK

Trade specialists seconded to DR to support
recruitment initiatives

Ensure trade recruitment documentation and
website is contemporary

Increase Air representation to DR activities,
expos, base visits etc

Re-enlistments

Adhoc, individual led through Defence
Recruitment.

Offer incentives for re-enlistment

Maintain central database of contact details
Remove barriers to re-enlistment

Individual release letter from senior
commander of thanks / reenlistment offer

Lateral Recruitment, incl Reservist

Adhoc, individual initiated through Defence
Recruitment {Laterals) or DCM (Reservists).

Advocate for NZDF visa category for
immigration

Promote flexibility around use of reservists
Promote RNZAF & NZ as option for those
ending careers in other nations (RAAF, RAF)
Develop portal to increase visibility of specific
roles, projects or skillsets required of
reservists.
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AWIVIB RETENTION PAPER - WORKFORCE INITIATIVES

What are we (Air} doing? What could we be doing?
ANALYTICS AND REPORTING
DDMS Library o Established Analytics and Reporting Library o Key Indicators identified and monitored
on DDMS
RNZAF Common Operating Picture e Under development
NZDF / RNZAF Pulse Surveys e Conduct analysis to inform key workforce
implications
OTHER o  Prioritise outputs in respect to available
resource
e Provide clear guidance of organisational
priorities
e Introduce incentives for WB instructional
postings
e Increase deployments and exercise
opportunities to enhance team environment
o Remove bad bosses (performance
management)

Key questions for consideration:
e Which of these initiatives can be enacted within Air delegations or authorities
e  Which of these initiatives should be prioritised

Where is the biggest ‘bang for buck’ achieved

What is the resource requirement for each initiative

What do we do well and should protect / reinforce

e ©

@
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RNZAF RESIGNATION / EXIT SURVEY REASONS - 2020 - 2022

2020

Reason. ;

Employment opportunities in the
civilian sector

Q VeI

a3

Opportunity to progress my career

Not seeing enough increase in my
salary from year to year

My current level of remuneration is
not high enough

Did not like how my career was being
managed

Not able to use my knowledge and
skills

Do not have confidence in NZDF
senior leadership

Too much paperwork/compliance
requirements

Too much pressure places on me
because of lack of personnel in my

Did not think | would be promoted

Not getting the posting{s}) | wanted

End of my engagement / retirement

Unable to manage family
commitments

Not enough deployment
opportunities

Not able to get the training and
development | need

Need to relocate for my partner's
employment

Lack of ability to settle downina
certain location

T
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27 Jul 2022 DDMS/DS/D3-0002
DOT-POINT BRIEF FOR AWMB
2022 EXTENSION OF SERVICE BOARD (EOSB) SETTINGS

References:
A. NZAP 53 Chap 2 Para 2.53
B. NZAP 53 Chap 2 Para 2.54

Purpose

1.  The purpose of this brief is to seek AWMB approval for the extension of service
settings to be applied at the 2022 EOSB. Key outcomes sought are:

° OSM recommends continuing the minimal approach to the number of non-
extensions approved at the 2022 EOSB. The primary consideration is ensuring Air
has sufficient SQEP to successfully transition through the introduction of the P-
8A and C130-] fleets, disposal of obsolete fleets, and concurrent delivery of Air
outputs, from late-2022.

° Any personnel considered for non-extensions should primarily be against
essential fit-for-service criteria listed at Ref A (i.e. personnel cannot be
reasonably employed within available employment settings), or there are
documented performance issues for individuals which bring to question ongoing
service.

® Significantly higher than planned attrition through FY 21/22, approved releases
indicating continued high attrition in the near term, and uncertainty of
recruitment in a competitive employment market support extensions as a key
requirement for recovery of workforce FTE.

° Extensions are used to recover FTE over the next two FY, and allow growth to
DCP personnel levels of 2515 from FY 24/25.

° Longer extensions are used to remove career uncertainty as a personal
dissatisfaction and push lever for release. Where possible, extensions offered in
key rank groups (CPL — F/S, FLTLT — SQNLDR) provide at least a six-year
engagement horizon, avoiding piece-meal extensions akin to job-managed
extensions (JME).

° DCM continue to use either JME or Short-Term Regular Force Engagements
(STRFE) where roles are unable to be filled through extant vacant management
process.

Workforce Management

2. The following table outlines RF FTE allocation (based on funding) over FY 22/23 to FY
25/26:
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FY 22/23 FY 23/24 FY 24/25 FY 25/26
FTE allocation 2446 2486 2515 2515
FTE planned 2448 2502 2514 2515

Table 1. RF FTE allocation and planned FY22/23 to FY25/26

3. Air has only a few levers to directly influence the workforce to ensure SQEP are
available to meet directed military outputs. Broadly, these levers include:

a. Recruitment — Direct Entrant and Lateral Recruitment;
b. Non-Paid Workforce — LWOP and Flexible Working Arrangements;

C. Attrition — Voluntary (Application to Release) & Involuntary {(End of
Engagement); and

d.  Conditions of Service — Remuneration & HR Policies (predominantly pan-NZDF).

4, Current State: Air will commence FY 22/23 at 2423.5 FTE, which is 72.8 FTE below
plan. This divergence was predominantly driven by voluntary attrition being 10.1% for 12
months ending 30 Jun 22 (planned 6.5%). External market factors such as employment
opportunities, international border settings allowing OE, comparative cost of living
expenses, and confidence in the aviation industry mean Air will not be immune to the
impacts of the ‘great resignation’. Recent exit surveys overwhelmingly cite external
employment opportunities as the prime reasons for personnel seeking release. The four-
year planning assumption for recovery of FTE numbers includes a reduction of attrition to
9.0% for the year ending 30 Jun 23, and a return to the long term average of 7.5% by FY
25/26. With strong external factors driving attrition, there is a level of optimism bias
reflected in these attrition projections. Extensions provide a direct lever to mitigate potential
releases and maintenance of SQEP requirements.

Future Demand

5. Significant tension to concurrently deliver directed outputs whilst introducing the P-8A
and C130-J, achieved with a lower than planned workforce will continue for the foreseeable
future. The introduction of the P-8A and C130-J over 2022-25 creates a sustained period of
tension between the demand and supply of SQEP for these two capabilities. Whilst some
workforce efficiencies (particularly in maintenance) are expected to be achieved through
alternate support arrangements for these new capabilities, proactive use of extensions and
engagement with impacted personnel will be necessary to successfully maintain sufficient
SQEP whilst greater fidelity is sought to identify workforce requirements post 2025. There is
no requirement to adversely consider extensions for personnel employed in impacted
Technical or Aircrew trades; normal attrition and extension considerations should be utilised
to career manage these personnel. Further modelling across other key portfolios is ongoing,
and is expected to provide greater fidelity to inform the future operating model.
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Recommended number of Non-Extensions

6. Historically, approximately 10-12 personnel are released each year as a result of
reaching an engagement end date. These primarily occur at the WGCDR and W/O rank, and
are required to allow career advancement into the WGCDR and W/O ranks. Non-extensions
have also been utilised to enable Air to remain within FTE headcount and financial settings.
It is recommended for the 2022 EOSB that the number of non-extensions offered at WGCDR
and W/O remains consistent in this range. Selecting the majority of non-extension decisions
at WGCDR and W/O ranks continues the approach taken at the 2020 and 2021 EOSB.

Trade and Rank Assessment

7. Anumber of trades identify trade hollowness as a significant challenge meeting
required outputs. These shortfalls have been exacerbated by IiS demands and increasing
trade attrition, particularly in CPL-SGT and FLTLT ranks within ground trades.

8.  The EOSB will be provided an updated hollowness heatmap across trades and ranks to
assist extension decisions.

9, It is expected that WGCDR and W/O ranks will not receive ‘blanket’ extensions; rather
any extension of service offer is made against the considerations of Ref B (vacancies,
succession planning, and future potential). These ranks should represent the ‘ceiling’ for the
majority of personnel promoting through the ranks. It is anticipated that there remains
sufficient headroom and hollowness for WGCDR and W/O not extended to be offered
reversion in rank.

Other Considerations

10. Minimise deferred decisions: It is recommended that the EOSB minimise the number
of deferred decisions (non-decisions). It is viewed that these have a disproportionately
negative effect; non-decisions are likely to be received as a driver for SQEP towards
unwanted voluntary attrition.

11. Messaging: It is recommended that the EOSB process is messaged as a positive
mechanism for Air to maintain the necessary SQEP to achieve the imminent lIS of new
capabilities and generation of military outputs. The majority of personnel (CPL-F/S, FLTLT-
SQNLDR) considered by the EOSB are expected to receive an extension. Whilst affordability
remains a key consideration in the overall Air workforce, retaining our SQEP remains core
throughout this process.

12. Affordability: OSM will work with WEP to ensure the recommended EOSB outcomes
remain affordable prior to approval.

Conclusion
13. Itis recommended that the AWMB:

a. Note that the EOSB is a primary lever for Air to retain the necessary SQEP to
deliver military outputs.

b. Note that Air is not funded for any growth in RF personnel until FY 24/25.

c. Note that Air has an increased demand for personnel over the period 2022-25 to
introduce new capabilities and dispose of obsolete fleets.

d.  Note that affordability will be assessed prior to EOSB outcomes being approved.

3
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s. 9(2)(9)(i)

s. 9(2)(K)
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9 Nov 2022 DS/D3-0002/D3-0002-07
DOT-POINT BRIEF FOR AFLB
RNZAF RETENTION PAYMENT SCHEME

References:

A. DFO 20/2002 Retention Payments dated 21 Nov 02
B. CPO Minute 10/2022 Retention Payment Criteria of Sep 22
C. DFI 0.81 Risk Management Instructions

Purpose

1. Toseek AFLB endorsement for the RNZAF Retention Payment Scheme for
implementation across FY 22/23 and FY 23/24, and determination of options.

Background

2. Higher than planned attrition across the RNZAF workforce risks the degradation and
safe delivery of military outputs. Recent workforce surveys, including PULSE and SENSOR,
highlight increasing workloads, additional stressors on individuals and units, and growing
dissatisfaction with remuneration and conditions of service. Exit surveys over FY22/23 have
noted remuneration and external opportunities as primary drivers for release.

3. DFO 20/2002 allows Services to introduce retention payments as a way for NZDF to
manage through actual and projected workforce shortfalls, whilst longer term solutions are
identified and put in place to address these shortfalls. Retention Payment Schemes have
recently been approved for RNZN and NZ Army trades. The AFLB directed the AWMB to
develop a criteria for the implementation of retention payments and a plan for their use.

Retention Payment Criteria

4, The AWMB has endorsed the following retention payment criteria based on current
Strategically Significant Trade (SST) assessment criteria, $:9(2)(9)(i)

Table 1 — Retention Payment Criteria

Criteria Group ‘ Retention Payment Threshold

s. 9(2)(9)(i)

Attrition

Current Hollowness

Future Hollowness Forecast hollowness remains above or will reach the ‘Current Hollowness’
threshold.
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s. 9(2)(9)(1)
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s. 9(2)(9)()
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Opportunity Evaluation

14. When assessing the opportunity that each payment could provide to the RNZAF, as the
payment amount increases, then the opportunity provided would also increase. The
payment amount is the total that would be received by an individual over the 18 month
period of the Retention Payment Scheme. The following standing assessments (Ref C) will be
used for the opportunity evaluation:

Table 3 — Opportunity Assessment (DFI 0.81)

Payment Amount Opportunity Impact Likelihood Opportunity Rating
$25,000 - $50,000 Major — Significant Likely — could probably High
improvement in ability | occur in most
to retain personnel. circumstances.
$10,000 - $24,999 Moderate — Some Likely — could probably Medium
improvement in ability | occur in most
to retain personnel. circumstances.
$1,000 - $9,999 Minor - Slight Likely — could probably
improvement in ability | occur in most
to retain personnel. circumstances.
S0 - $999 No opportunity Likely — could probably No Opportunity
impact. occur in most

circumstances.

15. As additional trade and rank groups are added to the pool for consideration of
retention payments, the opportunity to the organisation as a retention initiative decreases,
and the payment would be more akin to a bonus payment, rather than retention incentive.
Whilst a smaller payment, such as proposed as Option 5, might be received as a goodwill
gesture, it is assessed there is no meaningful retention impact to this type of payment.

Recommendation

16. OSM recommend that the AFLB select Option Two for a multi-year retention payment
scheme to those trades and ranks meeting the retention payment threshold, and Option
Three for an emerging SST for an in-year retention payment. These options allow a targeted
and meaningful payment which provides a retention incentive to approximately 600
aviators. It demonstrates reinvestment based on agreed SST and retention payment criteria.
It is noted that retention payments remain a short-term measure to address underlying
conditions or issues for further resolution, and therefore may not have a long term impact
on attrition beyond the duration of the scheme.

Further Considerations
17. The following are further issues the AFLB should note when considering this proposal:

a. Divisive Nature: The AFLB and AWMB have already recognised the divisive
nature of retention payments, drawing reference to historic Aircrew schemes,
and more recently, reaction to the FAMC payment. Both these schemes have
been enacted to address specific issues (aggressive airline recruitment, risk to
new capability). The current attrition rates are impacting a broader cross-section



Conclusion
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of SQEP within the RNZAF. Whilst enacting a retention payment scheme may
reduce or hold attrition for identified trades, it is likely to have an adverse impact
on attrition in other workforce areas. Retention payments will send a resounding
message to the workforce on the relative value of trades to the RNZAF.

s. 9(2)(9)(i)

Ownership: Noting the divisive nature, it is extremely important that senior
leaders across all RNZAF portfolios understand why trades / ranks have been
selected, and more importantly, why others have not, and be able to converse
publically about the decision and own it.

Reinvestment in Other Areas: This paper has focused on investment of PERSEX
underspend in retention payments. It has not considered reinvestment (if
possible) in other OPEX (ICP) or other areas of cost pressure.

Timeline: Pending AFLB endorsement, OSM will facilitate the proposal through
DHR Policy, Finance Branch, and DLS for CDF approval. Noting scarce personnel
resources in DHR Policy, prioritised HR policy reviews approved by EXCO, all
Services advancing new Retention Payment Schemes, timeframe for previous
schemes, and reduced activity periods over Dec/Jan, it is anticipated that
approval of the scheme will take several months. Once approved,
communication of the scheme, eligibility and the application process will
commence. The timeline is premised on payments being made in Jun 23 and Jun
24,

Communication Plan: A detailed Communication Plan will be developed once
trades and ranks are confirmed, indicative timelines known, and roles and
responsibilities identified. OSM has already engaged with DPA and will seek
further assistance from the CPO internal Communications Adviser.

This paper outlines retention payment criteria endorsed by the AWMB, and assessed
outcomes once applied to individual trades and ranks. Identified PERSEX underspends
identified for FY 22/23 and FY 23/24 provide the financial opportunity for the AFLB to enact
retention payments as a mechanism to mitigate risk to the workforce by high attrition.
Potential options are provided which enable retention payments to be directed to
designated SST, trades and ranks emerging as fragile, or a broader payment to the RNZAF
workforce. The AFLB may direct further options to be developed and costed for
consideration.
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19. Itis recommended that the AFLB:

a.

b.  Note several options are presented that provide targeted retention payments to
various trade and rank groups, including risk and opportunity assessments;

C. Note that the AWMB has endorsed retention payment criteria based on
assessments for SST criteria;

d.  Approve Option Two designated trades and ranks for a multi-year retention
payment across FY 22/23 and FY 23/24; and,

e.  Approve Option Three designated trade and rank for an in-year retention
payment for FY 22/23 only.

WGCDR
DSD, OSM

DTeIN 5:9(2)(k)

Annex

A Options 0 — 5 Summary.

Enclosure

1.  Retention Payment criteria — all trades and ranks.
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ROYAL NEW ZEALAND AIR FORCE
Air Staff
OSM MINUTE 07/2023
15 Mar 23 DDMS-R/MG/V0-0003/M0-0015
AFLB
STRATEGIC ISSUE FOCUS — PERSONNEL RETENTION

Purpose

1. Toseek AFLB direction on key workforce retention initiatives for staff workup and
submission for approval.

Attrition Issues

2. Elevated attrition has been adversely impacting the RNZAF and wider NZDF for well
over 12 months. This has led to a hollowness of the force which is impacting its ability to
deliver outputs. While a number of retention initiatives have been implemented, and this
paper offers additional options, the primary issue of market relativity between NZDF
remuneration and external remuneration remains. Unless the remuneration issue can be
resolved, attrition will likely remain stubbornly high (above 10%) for the foreseeable future.

3.  Todate, financial retention initiatives for RNZAF personnel has been limited to the CDF
Retention Incentive Payment targeting ranks within the Strategically Significant Trades.
While this was focussed on specific trade vulnerabilities, it was too little, and came too late,
to have any significant retention impact. Further, it has aggravated other groups of
personnel that have not atrophied to a critical level under the SST framework, and have not
seen the commensurate level of engagement and investment in an attempt to reduce
attrition.

4, OSM has conducted further analysis of attrition using rank as the lens. Figure 1 below
compares the most recent attrition rate (based on 12-month rolling average) with the 10-
year historic rate. This analysis illustrates that the attrition rates are most elevated in the AC
—SGT, and FLTLT to WGCDR ranks.
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Figure 1. Current RF Attrition vs 10 Year RF Attrition by Rank

5. Figure 2 below, is a heat map by rank of the 2022 Pulse Survey. The red areas are those
which scored lower than the NZDF average, and those that are blue are higher. The heat
map shows that AC - SGT ranks are well below the NZDF average in a range of areas. There
appears to be a correlation between the 2022 Pulse Survey results in Figure 2 and the
elevated attrition rates in Figure 1 for the AC — SGT ranks. However, this correlation does not
appear to the same degree for the FLTLT - WGCDR ranks. This indicates that the 2022 Pulse
Survey may provide a useful insight into what measures may improve retention for the AC —
SGT ranks.
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Figure 2. 2022 Pulse Survey Heat Map by Rank

Retention Initiatives

6. On 13 Feb 23, OSM facilitated a focus group that included representation from the
three Bases. The intention of this meeting was to identify a range of non-PERSEX retention
options that Air could implement in parallel to remuneration-based options being developed
at the NZDF level. The fundamental question posed was ‘What more can Air do for its people
within current financial and organisational limits?’

7.  The proposed options have been assessed by OSM against:

a. policy and administrative effort they would take to implement and manage on an
enduring basis;?

b. broad impact they would have on the workforce and more specifically those
areas of concern identified from the 2022 Pulse Survey for the ranks AC - SGT.

8. The results from this assessment are summarised in Table 1 and detailed in Annex A.
Options are ordered by their assessed effect as per para 7(b) above.

1 Broadly defined as:
Low — little research and staff preparation required and can be carried out within Air. Able to be
implement quickly via CAF Directive/AFO(T) or similar.
Medium — up to three months research and staff preparation required and can be carried out within Air.
Able to be implemented via CAF Directive/AFO(T) or similar.
High — greater than three months research and staff preparation required and/or must involve other
portfolios (e.g. DHR). Required to be implemented by Defence-level temporary orders, permanent
changes to policy documents, etc.

3
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9.  Note that various aspects of each option are within the current delegated authority of
RNZAF commanders, however the method by which they are implemented may contradict
NZDF policy. This is detailed in Annex A.

10. Also note that these options represent the views of a small group of personnel. They
have not yet been tested or validated by higher command.

Description s. 9(2)(9)())
Housing Entitlement. Increase the entitlement to Defence Housing either
universally, by location, or for specific roles.

Leave Benefits. Introduce more leave provisions including long leave,
incentive leave, professional development leave etc.

Air HR Policies. Review and align personnel policies for aircrew and ground
trades, officers and non-commissioned.

Enhance Sports Policies. Ensure that inter-base sports tournaments are
conducted during the work week, and there is a greater opportunity to
participate in Wednesday afternoon sports.

Prioritise Team Building. As workplace stressors increase, team cohesion
can degrade. Placing a priority on team building activities such as
adventure training and social activities will strengthen team dynamics and
morale.

Expanded Exchanges. Expand the number of short term exchange
opportunities available.

Incentivise Instructor Roles. Introduce conditions that support personnel
fulfilling instructor roles. These policies could include improved housing
benefits, access to additional Pay Step(s), accelerated seniority accrual,
and preferential postings.

Cook Strait Ferry Vehicle Entitlement. Ensure that duty travel includes the
cost of inter-island personal vehicle transport for students attending
courses at RNZAF Base Woodbourne.

Volunteer Days. Provide a set number of days per service-member to
volunteer. This would help reinforce the sense of service that many enlist
for, and also provide valuable community outreach.

Recognition Schemes. Improve awareness of recognition schemes for the
commitment and contribution personnel have made to the service.

Education Opportunities. Improve awareness of education opportunities
available. Consider additional capacity is made available within tertiary
scholarship schemes targeting a broad range of personnel.

Table 1. Retention Initiatives

11. During the focus group, no initiatives were raised that fell under either the
“Organisational Commitment” or “My Job” Pulse Survey categories.

12. An assessment of each of the above initiatives can be found at Annex A.

Next Steps

13. No scoping work has yet been carried out on these proposals. AFLB direction is sought
as to which group of proposals should be investigated by Air Staff and recommendations
presented to CAF for endorsement and implementation.

14. Given Air Staff resource limitations, it is recommended that no more than three
proposals be investigated initially to ensure recommendations can be developed and

4
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implemented as quickly as possible. Where favourable, staff efforts will be aligned to inform

and synchronise effort into initiatives generated from the Interim Workforce Crisis Plan and
EXCO priorities for DHR.

Recommendations
15. Itis recommended that the AFLB:

a. Note analysis conducted across various sources to identify retention initiatives
that could be targeted at key ranks, and

b. Prioritise three key initiatives for staff workup and submission for approval.

s. 9(2)(9)(i)
WGCDR
DSD(F)

DTelN: 579(2)(K)

Annex

A. Retention Initiatives Assessment
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