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1. Introduction

1.1 Aim.

The aim of this research paper is to determine whether the British Army recruiting process is fit for purpose, and, if not, to recommend ways in which Her Majesty’s Government can meet their commitment to maintain a fully recruited British Army. The proposal will detail the context of the proposed work, identify research strategies and requirements and outline a project plan.
1.2 Research Context.

The essential role of the Armed Forces is to defend the UK so its citizens can live in peace. This is achieved through maintaining a capability to project power globally, quickly, and for extended periods of time, and making the best use of new and developing technologies. Military tasks include the provision of “territorial defence, delivering the nuclear deterrent, and assisting the UK civil authorities' resilience and ability to respond to terrorism” (SDSR, 2015). 
Joint Force 2025 is the strategy that seeks to deliver these aspirations and acknowledges ensuring that the Armed Forces can recruit and retain personnel in a competitive employment market is a key factor (SDSR Key Facts, 2015). Given the financial restraints faced by successive governments, manning levels have been rigorously scrutinised to ensure that only those numbers of personnel needed to deliver defence policy are recruited and retained. To that end, the 2015 Security Review reaffirmed the commitment of Her Majesty’s Government HMG to maintaining the size of the Regular Armed Forces and, specifically, to not reduce the regular Army below a critical mass of 82,000 full time trade trained strength (FTTS).
However, Ministry of Defence statistics for October 2017 identify a FTTS of only 77,440 in the Army; a short fall of 4,560. Moreover, that figure is not representative of UK society as a whole – an aspiration to which HMG is committed (SDSR, 2015). Whereas ethnic minorities comprise around 14% of the UK's population (a figure predicted to double by 2050) they make up only 3% of the British Army (Greene, 2016). Similar disparities are evident with numbers of females serving in the Army and members of the LGBTQ communities. In an attempt to address these shortfalls responsibility for army recruiting was outsourced to a civilian company, Capita, in 2012. Regrettably, the arrangement has not produced the required result, and recruiting the right calibre individuals into the Army remains a critical issue (Independent Newspaper, 2017).

As a serving junior officer in the British Army and having recently completed a training appointment responsible for basic recruit training, I have seen for myself the impact that under-recruiting has on the training machine and the follow-on effects on the Army as a whole. The continuing failure to attract sufficient recruits into the Army could impact the UK’s national security.

The importance of this recruiting crisis is reflected in the wealth of literature and studies already written on the subject and which will contribute to this research.
1.3 Research Questions.

In order to meet the aim, it will be necessary to achieve the following objectives:

1. Analyse available data and current literature to identify the extent of the Army’s recruitment problem.
2. Utilise suitable research methods to collect quantitative and qualitative primary data.
3. Analyse the collected data in order to answer the following Research Questions.
RQ1 – Are there problems recruiting for the Army?
RQ2 – If so, what are those problems?
RQ3 – Can the problems be rectified?

RQ4 – How can we adjust or adapt the current recruitment process to better meet the requirement?
2. Literature Review

The 2015 Strategic Defence and Security Review, as already stated, provides the empirical evidence to support the baseline requirement of 82,000 personnel, and flags up the importance of the Army providing an inclusive working environment capable of attracting a representative cross-section of Black, Asian and Minority Ethnic (BAME) personnel and at least 15% women (SDSR, 2015). The Office for National Statistics, UK Armed Forces Biannual Diversity Statistics identifies that the percentage of women in the Armed Forces is only at 10.3% as of November 2017 – although this figure is in relation to the Armed Forces and not just the Army. However, together with the data from Balissa Greenes 2016 thesis it can be supposed that the Royal Air Force and the Royal Navy are more successful in recruiting women as Greene identifies only 3% of the Army is female (Greene, 2016).
The ongoing UK Regular Armed Forces Continuous Attitude Surveys (ONS, 2017) provide useful statistics to inform research into problem areas of service life adversely affecting recruitment and retention. Of course, these surveys are completed by already serving personnel, not the demographic the Army are looking to recruit. Nevertheless, many initiatives have already been implemented to address identified shortfalls, however the fact that recruitment targets continue to not be met would suggest that further research is warranted.

Balissa Greenes PhD thesis from the London School of Economics (LSE) in 2016 and also published on the LSE website (A study of the British Army: white, male and little diversity) found the Army to be a “bastion of white, male privilege with little evidence of diversity” (Greene, 2016). Intriguingly, the research suggests that problems with recruiting ethnic minorities is not a racist issue but rather a rigid approach to maintaining the status quo and a reluctance to change (Greene, 2016). Interestingly, Greene touches on a pertinent point when she refers to the Army’s reluctance to change. Bowman & Connelly (2012) write that General Haig in the 1920’s placed “importance on his young officers to hunt and play polo” – these sports are traditionally associated with prestige hierarchy (Sernau, 2014). Therefore, it could be argued that Bowman & Connelly and Greene are suggesting the Army still maintains the same status quo as it did in the 1920’s and therefore discouraging the modern person from enlisting.
Challenges to Army recruiting are further highlighted in a report from the Guardian Newspaper which reproduced data from Child Soldiers International (an international human rights research and advocacy organisation) drawing attention to the fact that soldiers who enlisted at age 16 faced twice the risk of death during the recent conflict in Afghanistan (Hill, 2016). The MOD has defended recruiting from the younger elements of society claiming that they provide good prospects and training. Nevertheless, Forces Watch, an organisation established to monitor Army recruiting practices, has called for the enlistment age to be raised to 18 (Agerholm ,2017). Clearly, such a move would place yet more obstacles in the way of achieving recruiting targets, but, even if not taken, the recommendation does not exactly aid recruiting.
In 2012 the Army outsourced Army recruiting to Capita. Regrettably, since then the numbers of recruits have steadily declined, and in 2016/17 the 7,000 recruited fell short of the requirement by 3,000, and that following on from a shortfall of 2,500 the year before (The Telegraph, 2018). On 19 February 2018 Defence Secretary Gavin Williamson labelled the Army's recruitment process “unacceptable” (BBC News, 2018). In addition to Capita’s shortfall, it has recently been learned from the Minister of State for the Armed Forces, Colonel Mark Lancaster that Capita’s Defence Recruiting System has had “glitches” and all applications from the months of November and December 2017 have been lost resulting in a “recruitment black hole” (Parker, 2018). Additional techniques adopted by the MOD to overcome Capita’s underperformance is to offer former soldiers bounties of up to £10,000 to re-join (Cook, 2017).
3. Methodology
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Figure 1, adapted from Grix (2004) shows the methodology stages this research paper will adopt:
Figure 1 – The interrelationship between the building blocks of research.
3.1 Ontology
Unsurprisingly, given the importance of the Army to the Nation’s defence, there have been a wealth of studies and data collected on the subject of recruiting. How many applicants are applying but not meeting the standard? What is the standard? Where is the current recruitment process prioritising its efforts? There is also a great deal of secondary quantitative research freely available. There is a great deal of secondary qualitative data too – however this would best be collected as a primary source.

3.2 Epistemology and Methodology
The quantitative research freely available can generate vast amounts of numerical data that can be transformed into usable statistics to establish where the present recruiting process is prioritising its efforts, and whether they are bearing fruit. 
Examining the numerical data in any given recruitment problem area (such as in the recruitment of ethnic minorities, women, people presenting with medical conditions or just simply unfit) will identify the size of the problem. However, in order to establish whether the process is unacceptable and, critically, how it can be improved we will need to rely more on qualitative research methodologies as the ideal medium to research trends in opinions and thoughts. We know from continuous attitude surveys why people leave the Army, but we need to research what is deterring people from joining in the first place. Interviews and focus groups can be utilised to identify common areas of concern or shortfalls in the process. This research would need to be carefully focussed by gender, age and education level. The Army portrays itself as a diverse and inclusive employer, offering something to everyone. What that 'something' is that potential recruits seek needs to be carefully identified. Schools can inform this process and teaching staff should be involved in focus groups to provide insight into what they perceive may be the problem with an Army career.
Mark Francois' report into Armed Forces recruiting identified lateral recruiting into the Armed Forces as an area worthy of further research to boost numbers (Francois, 2017). There are many areas within the Services where, given high employment figures in the civilian market, it is very problematic to attract the right calibre recruits away from better paid jobs in the civilian marketplace. However, uniquely the military does offer people opportunities to practice their skills in challenging environments and under conditions that they would not normally expect to face. This may be considered attractive to some. A Working Group should be established comprising relevant military personnel and their civilian counterparts to explore this further. Obvious areas include the medical arena where the ability to practice trauma medicine in a war zone does not readily avail itself to the average NHS doctor, and utilising civilian pilots to fly military strategic aircraft, which essentially ferry cargo and personnel around the globe in the same fashion an airline pilot does.

A questionnaire should be developed and targeted at those recruits who fail to complete the recruiting process, with a sample number of follow-up one to one interviews where possible. This would provide the data to establish common causes of failure or reasons for withdrawal from the process, be it on medical grounds or because of protracted delays in the recruiting process caused by data protection issues. For example, 90% of those who fail to be accepted into the Army for recruit training do so for medical reasons, many simply because they are not at the required level of physical fitness. But I know from my own experience and other anecdotal evidence, that once accepted into the recruit training regime, an injury or lack of fitness does not result in an automatic discharge. Instead, time and resources are devoted to getting the soldier to the required level of fitness. This research proposal would establish a Working Group of occupational health therapists and recruit training staff to determine whether recruits could be accepted into training at a lower entry level of fitness, with a view to developing their fitness within the controlled environs of the recruit training regime.

We also know from media reporting and our own experiences that the youth of today live in a world of instant gratification; waiting is not something they are prepared to do. Applications to enter Army recruit training typically take around 300 days (The Telegraph, 2018) and this has resulted in many applications being withdrawn and other more readily available offers of employment taken up. This research study will establish a Working Group to work with Capita to explore ways to expedite the application and vetting process involved in recruiting.
3.2 Methods
This research will make use of the following research methods:
Review of Secondary Quantitative and Qualitative Data – Data will be drawn from works identified in the literature review and other sources referenced. There are advantages and disadvantages to the analysis of existing data. The main advantage is, of course, convenience; the data has already been collected for you. Another, is the increasing availability of such data online encourages the creative use and cross-linking of information from different data sources (Cheng, 2014). The disadvantages are that the data is not collected to test your particular hypothesis and therefore some important variables may not be available for analysis (Cheng, 2014). Furthermore, many forms of secondary data come from newspapers and articles whose authors or organisations may lean more towards one political way of thinking and therefore may write with an agenda or hidden bias towards or against the military. 
Surveys and Interviews – Different groups of individuals will be handed surveys and interviewed. Firstly, a sample of 100 from the general public will be asked their opinion about the Army. What would deter them from joining? What would encourage them to join? Are they aware of any recruitment problem? Are they or do they know anyone in the Army? Secondly, a more focussed group of individuals would be handed surveys and interviewed – these individuals will be serving soldiers and officers, applicants and representatives from Capita. As previously stated, this research would need to be carefully focussed by gender, age and education level. And thirdly, all applicants who have failed to complete the recruitment process will be surveyed and interviewed. The advantages to interviewing and surveying are a high return rate, fewer incomplete answers, and a degree of flexibility to allow further investigation if deemed appropriate. The disadvantages are that it is very time consuming, there is a potential for bias and there are potential inconsistencies. (Brown, 2001)
Focus Groups and Working Groups – This method of research will be used extensively to gather data from serving military personnel and their civilian counterparts. For example, medical professionals, pilots, air traffic controllers and drivers. Topics will be freely discussed within the groups with minimal input from moderators. All discussions will be recorded for analysis. Another group will be established for occupational health therapists and recruit training staff to determine whether recruits could be accepted into training at a lower entry level of fitness, with a view to developing their fitness as part of the recruiting process, instead of a requirement to enter the process. The advantages of such groups are that they are relatively inexpensive and individuals are more likely to provide candid responses. Furthermore, through facilitated discussion, participants tend to build on each other’s ideas through “piggybacking” (Leung, 2009). The disadvantages are that the method relies heavily on the skills of the moderator to avoid ‘group thinking’ or for discussions to wander off topic. There is also a danger of an outspoken individual hijacking and dominating a discussion, and due to it being recorded and transcribed verbatim it provides large volumes of qualitive data which will involve a great deal of data analysis with commensurate time implications.
4. Ethical Considerations
Ethical considerations have been considered throughout the research proposal to ensure that the participants and organisations data and reputations are protected. All data will be stored in password protected files, the participants will never be referred to by name. All participants will sign a declaration stating they are content for their input to be analysed and presented it in the form of a research assignment.
5. Project Plan
	Serial
	Task
	Start Date
	End Date
	Remarks

	1
	Analysis of Secondary Data
	20 May 18
	30 May 18
	

	2
	General public surveys and interviews
	31 May 18
	5 June 18
	

	3
	Focussed surveys and interviews
	6 June 18
	12 June 18
	Serving Soldiers, Soldiers in Training and Capita Reps

	4
	Failed applicants surveys and interviews
	13 Jun18
	23 Jun 18
	

	5
	Working Group for mil and civ counterparts
	24 Jun 18
	31 Jul18
	Hire trained moderator – dates flexible to fit in with participants schedules.

	6
	Focus Group for Rcts with low fitness
	24 Jun 18
	31 Jul18
	Hire trained moderator – dates flexible 

	7
	Analysis of all results
	1 Aug 18 
	31 Aug 18
	

	8
	Final Report Creation
	1 Sept 18
	31 Sept 18
	

	9
	Report Deadline
	15 Oct 18
	15 Oct 18 
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