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1. Introduction

Great Britain has a centuries-old tradition of building and
maintaining its armed forces. As a result of many years of
experience, the country's understanding of building a combat-ready
military is built on the ability to attract, motivate and retain
sufficiently qualified personnel with the appropriate skills.
Awareness of this idea, however, is not a sufficient condition for its
realisation. For this reason, the United Kingdom's armed forces are
still experiencing great difficulty in recruiting and retaining
personnel.

The structure of the British Armed Forces includes three types
of armed forces: Land Forces, Royal Air Force and Royal Navy.
The total number of the three types of armed forces of the United
Kingdom by 2020 should be 144,200 regular army and 35,060
reserve, distributed as follows: Land Forces — 82,000, reserve —
30,100; Air Force — 31,750, reserve — 1,860; Navy — 30,450, reserve
—3,100. [1]

Each of the three types of armed forces consists of officers and
servicemen with other ranks, and each category has certain specifics
for enlisting and concluding service contracts.

2. Models and approaches to motivation in the
British Army

In the United Kingdom, the principle is that each type of armed
force should be responsible for recruiting and selecting the
personnel it needs. To achieve this, each armed force develops its
own recruitment and retention strategies. However, the Strategic
Defence Review encourages the harmonisation of these processes
between the armed forces of the United Kingdom.

In the British Army, staffing with the necessary personnel is
conditionally divided into elements: recruitment, selection and
retention. Each of these elements is a separate process, regulated by
separate documents and strategies, and sometimes different
structures and agencies are responsible for its implementation. For
example, the policy in the Land Forces states that ‘Recruitment can
best be described as: ‘... steps taken to attract enough men and
women of appropriate quality to meet the personal requirements of
the army. Selection is the process that takes place to ensure that
those admitted to the Land Forces have the potential to be good
soldiers and are able to be trained and carry out their chosen
activity‘[2].

The British leadership has been following the global trend of
declining strength since the end of the Cold War. Therefore, we will
look at the development of motivation strategies for recruiting and
retaining personnel that have arisen as a result of difficulties in
manning the army.

In the United Kingdom, people tend to be attracted to individual
types of armed forces rather than the military as a whole. Each type
of armed force has its own identity, ethos, core values and
standards. People tend to join the army, navy or air force. This is
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reflected in the way each type of armed force conducts its
recruitment and marketing campaigns. Each of them has its own
motto (for example, for the land forces it is ‘Be the best” and for the
air force it is ‘Be above the others’).

The overall calculation of the personnel required to complete
the armed forces staffing is performed by the Ministry of Defence.
This is done taking into account the organisational and staffing
changes of the military units and the leaving servicemen after the
expiration of their contracts or ahead of schedule. After the analysis,
the required number of servicemen by specialties (military type) in
the respective armed force is assessed, after which competitions are
announced to fill the vacancies.

One of the points of intersection of the types of armed forces
are career centres providing information to the candidates. These
are joint information centres where people can ask for information
about their careers in the different armed forces. There are over 120
centres located throughout Great Britain. In addition, recruitment
activities will be carried out by school counsellors, career officers,
youth teams of the types of armed forces and regimental teams (for
the land forces) for recruitment. Potential recruits are attracted to
the types of armed forces in many ways, including advertisements
on television, on the Internet and in the press.

In 2008, the House of Commons in the parliament drafted its
14th report to the Defence Committee, stating that the three types of
armed forces were relatively successful in motivating but did not
meet their recruitment targets. The report's findings show that
recruitment is hampered by the following factors:

- Recruitment is influenced by economic growth and is
facilitated in times of higher unemployment;

- The aging of the population reduces the number of people of
working age in the long run;

- The share of ethnic minorities will increase in military service,
as the number of ethnic minorities is growing faster than the
population of the United Kingdom as a whole;

- The share of women as a workforce in the United Kingdom is
expected to reach 50% by 2030;

- The increasing level of obesity and the resulting health
problems will reduce the number of young people who can join the
military;

- Young people are less interested in a lifelong career. [3]

The findings set out in the report can be considered valid for
most developed countries and those in Europe. This makes it
necessary to take them into account when preparing the concepts
and activities for motivation in the army.

The trend shows that the armed forces are unable to meet their
personnel needs, and this problem is deepening. The Land Forces,
as the largest armed force, have the largest shortage of personnel,
but it also exists in the specialties of the Navy and Air Force. This
requires the UK Ministry of Defence (MoD) to develop a
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comprehensive strategy for staffing and improving recruitment and
retention. [2] This includes improving the accommodation and
housing of the military and their families, comprehensive measures
to support families and the working conditions of the military and
civilians.

The general policy of the Ministry of Defence does not deprive
the types of armed forces of the opportunity for their own initiatives
and strategies for recruitment. For example, the Land Forces use the
approach ‘to-recruit-a-soldier-you-need-a-soldier’. Guided by the
understanding that word of mouth is the most effective advertising,
the Land Forces send young, trained soldiers to their hometowns
and schools to talk to friends about life in the military. In addition,
the Land Forces introduce a bonus scheme when entering in an
attempt to attract more troops to the artillery and infantry, which
gives good results at least initially.

Periodically, the types of armed forces conduct labour market
surveys, which reveal a number of difficulties in entering the
military. An Air Force Survey [2] finds, as an obstacle to entering
the military, misconceptions about the required qualifications, lack
of awareness of career opportunities and training provided, fears of
military discipline, family problems, and detachment from civilian
life. The main reasons that point to young people as an obstacle to
joining the military are: distance from home, danger of injury or
death, and obligation to carry out orders. This study shows that the
focus for recruitment should be on providing accurate information
to potential recruits about working in the armed forces.

The approach to the new recruitment strategy seeks to raise
public awareness of the armed forces. As there are not enough
people who join the military, the aim is to raise awareness of the
opportunities that are offered. The idea is evolving that the armed
forces should be separated from other private sector employers by
defining the necessary target group and achieving its attraction.

The selection for each type of armed forces is again conducted
separately, but the selection processes are similar in nature. All
three types of armed forces have different procedures for selecting
officers, sergeants and soldiers.

These include interviews, aptitude tests and some specific
activities. There is a filtering system that selects people at the initial
stage of application, after which those admitted are invited to an
assessment centre for up to three days. Their general suitability for
servicemen and abilities for the chosen specialty are assessed. In
addition, medical examinations are performed to check weight,
vision and hearing and to make a general assessment of physical
fitness.

A 2004 study conducted by the Royal Air Force concerning
leaving the military indicated a number of reasons for that. These
include low job satisfaction and motivation for future work,
problems and alienation from family, better job opportunities
outside the Air Force [2]. The results of the study show that the
demand for personnel is growing globally, which makes retention in
the military difficult to achieve. Wages and lifestyles are in many
cases more attractive in civilian life, and security is greater. In some
specialties, such as pilots, the transfer of skills from military to
civilian life further creates major problems with retention.
Therefore, the Strategic Defence Review decided on a pilot
education programme. It makes it possible to reimburse pilots for
the costs of obtaining a civil air transport license for pilots in
exchange for an obligation to serve up to 38 years of age or 16 years
of service. The programme has not yet been evaluated, but much
deeper motivational problems with quality of life, flying
opportunities, pay, job satisfaction and job security have been
identified.

In an attempt to solve the identified problems, the Ministry of
Defence took steps to improve the work-life balance, provide
opportunities to improve training and increase pay. An incentive for
financial retention of pilots was introduced, but only as a short-term
measure.
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Years later, staff motivation problems were not resolved. A
2018 MoD survey showed shocking results that only two out of five
servicemen were satisfied with the service, 35% were completely
dissatisfied, and the fighting spirit in the formations had dropped
significantly. [4]

In the same year 2018, the Court of Auditors of the United
Kingdom prepared an audit report examining the approaches of the
Ministry of Defence to develop the capabilities of the armed forces
and their adaptation to the new challenges of the security
environment. The report shows a critical shortage of personnel in
the British Army. The figures show that as of January 2018, the
armed forces number 137,300 people, which is 8,200 (5.7%) below
the set number of 145,500, and there is a significant shortage of
specialists in 102 specialties. Estimates show that by the end of
2020, the military will not be able to meet the intermediate target of
recruiting 144,200 trained and qualified personnel. [5] For this
reason, the Court of Auditors recommends that the Ministry of
Defence reconsider its strategy for motivating, recruiting and
retaining troops.

The audit report also states that the Ministry of Defence
experiences an acute shortage of engineers, pilots, IT specialists and
intelligence analysts. Furthermore, the lack of sufficient staff is
likely to place an additional burden on other servicemen, leading to
an extra outflow of personnel from the armed forces.

The Strategic Defence and Security Review in 2015 determined
the maintenance of the number of Land Forces — 82,000 people,
Navy — 30,450 people and the Air Force — 31,750 people, pending
new equipment and future operations. [6] Then the Ministry of
Defence set quite ambitious goals and plans by 2027 to increase
investment costs for equipment and reduce those for property
maintenance, which led to the need to hire qualified staff for their
implementation.

The audit report finds that the goals set by the Ministry of
Defence in 2015 are not based on a detailed assessment of the
capabilities needed to perform Defence tasks. It is doubtful that the
department will be staffed with 144,200 trained military personnel
by 2020, achieving a diversity of 15% women and 10% black,
Asian and other ethnic communities. [5]

The current problems with staff shortages in the United
Kingdom are a reflection of a number of structural reforms over the
years and ill-considered redundancies. Based on the 2010 Strategic
Defence and Security Review, the MoD decided to release 17,000
servicemen by 2015. [7] Fortunately, a smaller number were
released — 12,130 people, but these were trained specialists,
including 6,120 engineers, logistics specialists and assembled
teams, which the military later needed.

The reasons that led to the great shortage of staff are complex. It
is reported that the MoD is aware of the scale of the problem of
military shortages, but a more in-depth analysis of the reasons for
the shortage in critical specialties is needed. Data on the leaving
personnel are collected, but not fully analysed, as well as the
specific factors causing higher levels of leaving in certain
specialties. A more in-depth analysis of specialties and factors
would make it possible to better understand where a larger shortage
of personnel could occur and create risks for the performance of
defence tasks. Some long-standing models for minimising problems
by partially increasing pay make it more difficult to identify the real
problems, as mentioned in some motivational theories. This
necessitates the establishment of an effective body to carry out a
strategic assessment of the future need for military personnel, which
did not happen in the UK MoD. Therefore, the problem of critical
shortages in 96 out of 102 specialties is not expected to be
addressed in the next five years [5].

Since 2010, the British Army has introduced a number of
changes to its personnel policies designed to improve motivation,
recruitment and retention and make service conditions more
attractive.
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The first MoD program was introduced in 2010. The MoD
introduced a ‘New Employment Model’ [8] aimed at improving
motivation, recruitment and retention and developing an up-to-date
support system for military personnel. The focus of the programme
is on improvement in four areas: staff accommodation; evaluation
and stimulation; working conditions and career development;
training and education. With the introduced programme, the MoD
consolidates its current motivation projects to the number of 30
within this programme.

The changes that are underlying include:

- Introduction of a new pay model in 2016 in order to eliminate
the accelerated gradual increase of salaries and increase the split
pay through targeted bonuses for activities with greater complexity,
skills or qualification requirements;

- Assistance from the army for the purchase of the first home,
which allows servicemen to receive a loan of up to 50% of their
salary. The aid was introduced in April 2014 and subsequently
extended until the end of 2018. The scheme provides an interest-
free loan of up to 50% of the salary, limited to £ 25,000, to help
servicemen buy a home. By the end of December 2017, the total
amount reached over £ 202 million and help was provided to 13,400
military;

- Expansion of the project for a standard training loan for the
military, including employees in the reserve from 2014.

- Experimental introduction of a service with flexible working
hours in October 2015 in the Land Forces, Navy and medical
authorities, educational and training structures for a period of one
year is envisaged,;

- Supporting outsourced training by purchasing licenses for
support software for schools and their use in teaching and training
in electronic and distance form from 2015.

- Enabling the return to service from January 2016;

- Introduction of a new system of rental fees for military
families in the UK from April 2016, allowing the determination of
fees by a new fairer and non-subjective method.

- Introduction of a new system for charging for family
accommodation services abroad from April 2016, changing the
valuation of accommodation and fees abroad.

- Improving training through additional training and higher
education schemes from April 2016 and introduction of automated
enrolment;

- Introduction of the ‘Talent Management for Officers’ project,
providing new ways to identify, assess and develop the abilities of
officers in order to recruit the right people to the right places.

The original design of the new model included 30 projects, but
gradually the scale of the programme decreased and 19 projects
remained, and the other 11 did not start, were completely eliminated
or postponed. The introduction of the new flexible working hours is
delayed due to the need for legislative changes. Instead, a part-time
pilot project is being tested in the Navy, the Land Forces and the
Air Force.

As a weakness of the new employment model it is stated that in
2014, when it was launched, it ‘determined the criteria for the
success of the project, but not for its progress’ [5]. The MoD
defined a set of proxy indicators to support the subjective
assessment of benefits. It was only in April 2016 that the military
department came to the conclusion that the programme did not have
tangible indicators to measure success. This made the MoD update
the programme in July 2017 and introduce new performance
indicators, committing itself to assessing the impact of the
programme and afterwards define the achievement of the 2014
baseline recruitment and retention targets.
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In July 2017, the MoD concluded that it was too early to
identify the impact of the programme and identified difficulties in
finding out the effects of the changes due to the complexity of
human behaviour, influenced by many factors and motives. The
conclusion is that the programme gives greater opportunities to
servicemen, and the negative impact of some changes is not
recognised.

For example, the effect of the new pay model is likely to mask
the MoD's policy of keeping service pay and the risk of retention if
terminated. Projects with a negative impact on some servicemen
have been identified, i.e. the changes in rent fees for
accommodation of families, leading to their increase for 81% of the
families.

The results of a survey of attitudes towards the armed forces in
2017 compared to 2010 show a decrease in military satisfaction
after the introduction of the programme. Overall pay satisfaction in
2017 decreased to 33%, compared to 52% in 2010. Similarly,
satisfaction with military life decreased from 60% in 2010 to 42%
in 2017. [4] The analysis of these results shows that the measures
set out in the programme are not adequate to the changing
requirements for people's work.

Following the publication of the Strategic Defence and Security
Review for 2015 and the shocking reports on the state of defence
personnel, the MoD recognises the impact of the programme on the
new employment model and seeks to improve the policy of military
retention. As a result, two new projects are launched in January
2018 — ‘Future Accommodation Model’ and ‘New Entry Proposal’,
while aiming for savings totalling £ 1.2 billion.

The model for future accommodation is aimed at reducing
future investment costs and expanding the right to official
accommodation for staff and their families. A trial in one city
started in September 2019 and in two more in 2020 with four
options for use: accommodation for single people; family
accommodation; accommodation for free rent/private sector and
acquisition of own dwelling (purchase or repayment aid). [9] The
benefits of the project cannot yet be assessed, as this is expected to
happen in 2023 and, depending on the outcome, the project will
expand or not.

The newcomer proposal is aimed at those joining the army from
2020 on. It aims to improve recruitment and retention while
reducing costs in the overall pay package by providing them more
efficiently. Unfortunately, it fails to attract a sufficient number of
supporters. Research shows that future generations have different
career expectations and requirements and focus on diversity,
freedom of choice and employment flexibility. This led to a review
of the project by the MoD and its termination in May 2018.

As a result of the legislative changes made on 1 April 2019,
flexible working hours for service were introduced. It allows full-
time employees to work part-time (reducing it by 20% or 40%),
work from home (no more than 35 days a year) or a combination of
both. The limit for its use is set at no more than 1095 consecutive
days or a total of 1460 days for each 12-year period. [10] The
possibilities of the flexible service project are quite attractive and
have gained many supporters after its introduction. They give
servicemen with family problems the opportunity to be minimally
away from home, and others to use the reduced working hours to
solve important tasks. Given the changing requirements for work
and those of people in society, it is a good prospect for both the
performance of official duties and satisfaction with the military.

3. Conclusion

The considered model of motivation in the British Army reveals
many problems, as well as good solutions for some of them. The
conclusions that can be drawn are that easy solutions do not exist,
and behind each of them there are both advantages and
disadvantages. Although Great Britain has large defence resources,
the analysis shows that they are not sufficient to maintain good
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military pay comparable to the country's standard. It is not difficult
to establish the relationship between pay and leaving. Servicemen
need to be rewarded for the service to their country, because when
they think they can earn more elsewhere and have a better quality of
life, it is difficult to persuade them to stay. Patriotism is an
important but not a sufficient condition for lifelong practice of a
profession, and service in the professional army is a profession. It
must satisfy all human needs, like any other profession, in order to
be attractive and desirable.

The implemented projects, such as buying a home, flexible
working hours and educational benefits, are good, but clearly
insufficient. Other initiatives such as retention bonuses, tax breaks,
and the possibility of returning to service are also popular. The
military rightly acknowledges that improving staff recruitment will
also improve retention due to a reduction in the workload of current
employees. All this shows that it is essential to conduct an in-depth
analysis of the reasons for leaving and to develop and follow a
comprehensive strategy to motivate staff throughout their careers in
order to overcome the problems of shortage of servicemen and
increase their motivation.
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