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We, as the accountable authority of the Army 
and Air Force Canteen Service (AAFCANS)  

present the 2026-27 AAFCANS corporate plan, 
which covers the periods of  
1 July 2026 to 30 June 2030,  

as required under paragraph 35(1)(b)  
of the Public Governance,  

Performance and Accountability Act 2013.

Signed on behalf of the Army and Air Force Canteen Service 
Board of Management.

Peter Goldsworthy
Chair



  4                                                                                                                                                     AAFCANS |  Corporate Plan 2027

The Army and Air Force Canteen Service 
(known as AAFCANS)  

is a self-sustaining ‘not-for-profit’  
corporate Commonwealth entity  

originally established in 1915.
AAFCANS is administered  

under the Army and Air Force (Canteen) Service
Regulation 2016 and the  

Public Governance, Performance and  
Accountability Act 2013  

and operates within the Defence portfolio.

AAFCANS is answerable to the Minister for Defence,  
the Minister for Defence Personnel and the Chiefs of  

the Defence, Army and Air Force. 
AAFCANS is a Commonwealth statutory entity  

formed to provide goods, facilities and services to  
or for the entertainment and recreation of designated  

members of the Army and Air Force community.  
 

The Commonwealth Government owns AAFCANS through the 
responsible Minister, the Minister for Defence Personnel.

Who We Are
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Provide quality canteen services 
that improve the experience 

of our soldiers and aviators and 
contribute to their welfare

Our Purpose

To contribute to Army & Air Force 
capability by enhancing personnel 

morale and well-being

Our Mission

To be Army & Air Force’s trusted  
partner, delivering world‑class,  

innovative and sustainable canteen 
services that uplift morale  

and wellbeing

Our Vision

Our Purpose, Mission, Values, Vision

Our Stakeholders

Army and Air Force members 
and their families
Defence civilians  
and contractors

Customers
Minister for Defence and  

Minister for Defence 
Personnel

Chief of the Defence Force
Chief of Army and  
Chief of Air Force

Defence
AAFCANS team

Suppliers
Amenity and welfare funds

Other

Our Values
Service
Respect 
Integrity 

Safety
Excellence  
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Internal Factors 
AAFCANS advances its strategic objectives 
through targeted investment in digital capa-
bility, cyber security and customer focused 
technology. These investments strengthen  
organisational capability by improving service 
reliability, enhancing customer engagement 
and enabling scalable growth across a diverse 
and geographically dispersed operating envi-
ronment. By modernising network infrastructure, 
strengthening cyber resilience and expanding 
digital service channels, AAFCANS is positioned 
to adapt quickly to changing customer expec-
tations and operational demands.

Enhancements to point of sale systems and 
loyalty platforms further support operational 
resilience and enable more responsive, data 
driven customer experiences. Together, these 
initiatives establish a secure, flexible and effi-
cient digital environment that underpins organ-
isational agility and supports consistent service 
delivery across the network. 

External Factors 
AAFCANS operates within a dynamic and 
competitive on base environment shaped by 
nearby commercial providers, regimental trust 
funds, social clubs and evolving Defence ser-
vice models. These conditions present opportu-
nities for AAFCANS to strengthen its value prop-
osition by leveraging its scale, consistency and 
deep alignment with Defence requirements.

Customer expectations continue to evolve  
toward greater convenience, accessibility 
and choice, influenced by expanded on base  
amenities and digital service models. AAFCANS 
is responding by strengthening organisational 
capability to deliver flexible, high quality servic-
es that meet the needs of time poor personnel 
operating in diverse and fast moving environ-
ments.

AAFCANS’ service model emphasises con-
venience, variety and value, supported by 
competitive pricing and a focus on quality. By 
expanding and adapting its presence across 
bases, deployments and training activities, 
AAFCANS ensures essential services are avail-
able where and when they are needed, en-
abling the organisation to capture emerging 
demand while supporting operational readi-
ness and workforce productivity.

Agility is a defining feature of AAFCANS’ oper-
ating model. Through a combination of fixed 
outlets and flexible delivery channels, includ-
ing satellite kiosks, mobile services and digital 
ordering, AAFCANS can respond quickly to 
changes in customer location, base activity 
and operational tempo. This capability allows 
services to be scaled up or down as required, 
maintaining continuity in complex operating 
environments.

AAFCANS continues to strengthen its operation-
al capability to manage concentrated peak 
demand periods. Investment in outlet design, 
data informed workforce planning, stream-
lined product ranges and multiple purchasing 
options improves customer flow and service  
efficiency while maintaining quality and  
satisfaction.

Close engagement with the Army and Air 
Force, supported by a dedicated Defence 
Liaison  Officer, enhances situational aware-
ness and forward planning. Improved visibility 
of Defence activities enables AAFCANS to an-
ticipate impacts, allocate resources effectively 
and respond with agility to changing condi-
tions across bases.

Workforce capability remains a critical enabler 
of service delivery. In the context of a national 
hospitality skills shortage, AAFCANS is invest-
ing in targeted training and development to 
build capability, support retention and ensure 
its workforce can operate effectively within a 
flexible and distributed service model.

Through these capabilities, AAFCANS is po-
sitioned as a responsive, capable and agile 
organisation, able to adapt to change, seize 
opportunities and continue delivering value to 
Defence and its people.

Environment
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AAFCANS’ partnership with its coffee supplier, 
underpinned by shared values and Defence 
connection, provides opportunities for commer-
cial innovation and capability uplift. Through lo-
cal roasting, upgraded equipment, automation 
and enhanced training, AAFCANS continues 
to strengthen its ability to deliver a consistently 
high quality coffee offering. Our dual blend cof-
fee strategy enhances flexibility and enables re-
sponsiveness to varying customer preferences.
 
Ongoing collaboration with the Army and Air 
Force supports effective base planning and 
alignment with Defence activities. This engage-
ment enhances situational awareness, allowing 
AAFCANS to anticipate demographic change, 
respond to personnel movements and support 
the development of new and upgraded facili-
ties in a coordinated manner.

The upgraded Mobile Amenities Fleet further 
enhances operational capability and agility. 
These assets support responsive service deliv-
ery across bases and training environments, im-
prove safety and efficiency for staff, and incor-
porate technologies that reduce environmental 
impact, contributing to organisational resilience 
and sustainability outcomes.

Centrally managed processes, standardised 
training and a consistent product range under-
pin the efficient replication of services across 
the network. This approach strengthens organ-
isational capability, supports reliability and en-
sures continued alignment with customer needs 
and Defence expectations. 

AAFCANS maintains a strong focus on Work 
Health and Safety and Food Safety, which un-
derpin safe, reliable and well governed opera-
tions across all service environments and remain 
fundamental to organisational performance 
and trust.

To remain aligned with Defence  
requirements and evolving customer  

expectations, AAFCANS continues to refine 
its service model and expand its range of 

healthy food options. Products and services 
are designed to be flexible and scalable, 

enabling timely responses to changing de-
mand while maintaining consistent quality 

across locations. 
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AAFCANS exists to provide services that  
enhance the living conditions and social  
environment of Army and Air Force personnel, 
their dependants and others working on or in 
connection with Defence bases. By improving 
access to essential amenities in diverse operat-
ing environments, AAFCANS directly supports 
workforce wellbeing and contributes to De-
fence capability.

As at June 2026, AAFCANS operated across 
26 bases through a distributed service net-
work that includes canteens, kiosks, mobile 
food vans, convenience stores, fuel stations 
and a post office. This operating model is 
a core organisational capability, enabling  
AAFCANS to tailor services to local conditions 
while maintaining consistent standards across 
the network. It provides the flexibility and agil-
ity required to respond to varying base activi-
ties, operational tempo and customer needs. 
 

In June 2026, AAFCANS completed its four year 
Strategic Plan, achieving all milestones and 
successfully delivering planned initiatives. This 
outcome demonstrates organisational capa-
bility, disciplined execution and the capacity 
to deliver results in a complex operating envi-
ronment. The 2027–31 AAFCANS Strategic Plan, 
due for release in October 2026, will build on 
this foundation. The initiatives and objectives 
in this Corporate Plan align with the emerging 
strategic direction.

Strategic and corporate planning frame-
works are reviewed regularly to ensure con-
tinued alignment with organisational priorities,  
Defence requirements and evolving oper-
ating conditions. This disciplined approach 
strengthens organisational capability, sup-
ports agility and positions AAFCANS to respond  
effectively to emerging opportunities and future  
challenges.

Key Activities

AAFCANS also delivers a 
vending program across 
38 bases, generating an 
estimated $1.025 million in 
2025–26. 

Proceeds are distributed 
quarterly to Army and Air 
Force welfare trust funds 
and unit social clubs, rein-
forcing the organisation’s 
purpose driven, commer-
cially self sustaining mod-
el and its contribution to 
base welfare outcomes and  
local communities.
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People and Culture 
AAFCANS prioritises the development of a ca-
pable, engaged and high performing workforce 
to support organisational objectives. Our people 
are a core capability, and their diverse skills, ex-
perience and perspectives create opportunities 
for innovation, continuous improvement and 
sustainable performance.

To build workforce capability and support 
engagement, AAFCANS continues to invest in 
initiatives that:

•	 recruit, develop and retain a skilled work-
force

•	 enhance the employee experience and 
wellbeing

•	 support continuous learning and capability 
development

•	 ensure a safe work environment

•	 promote open and transparent communi-
cation

•	 advance our people-related data and 
systems

•	 embed diversity, equity and inclusion across 
all levels of the organisation

By prioritising wellbeing, professional develop-
ment and inclusion, AAFCANS fosters a culture 
that supports collaboration, adaptability and 
high performance, enabling the organisation to 
respond effectively to emerging opportunities 
and future challenges.

Capabilities



  10                                                                                                                                                     AAFCANS |  Corporate Plan 2027

Systems and Technology
ICT capability is a core enabler of AAFCANS’ 
performance, agility and resilience across a 
distributed operating environment. Through 
targeted investment in digital infrastructure,  
cyber security and customer facing technology,  
AAFCANS is strengthening service reliability,  
protecting critical assets and scaling digi-
tal channels to meet evolving Defence and  
customer needs. 

Current initiatives include:

•	 network optimisation through replacement 
of legacy equipment to enhance perfor-
mance and security

•	 cyber security resilience through improved 
tools and workforce awareness (including 
simulated exercises)

•	 expansion of online services building on QR 
Code Dine In and Click & Collect through 
development of an online catering store

•	 POS hardware and software upgrades to 
improve transaction reliability and speed of 
service; and 

•	 enhancement of the AAFCANS Loyalty 
App through performance optimisation, 
bug resolution and new feature develop-
ment. 

Together, these initiatives  
establish a secure, flexible 

digital foundation that  
enables AAFCANS to adapt 

quickly, operate at scale and 
deliver consistent, high qual-

ity services across  
the network.
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AAFCANS’ sustainability approach is embed-
ded across its governance and enabling func-
tions, supporting long term organisational ca-
pability, financial self sufficiency and Defence 
outcomes. Grounded in strong environmental, 
social and governance (ESG) principles, this 
approach ensures that sustainability consider-
ations inform decision making, investment and 
service delivery in a manner consistent with 
AAFCANS’ purpose.

Strong governance and disciplined financial 
management enable AAFCANS to balance 
commercial performance with its welfare man-
date. A commercially self sustaining operating 
model creates opportunities for reinvestment 
in base welfare, including modern facilities, af-
fordable pricing and contributions that support 
local Defence communities. This reinvestment 
strengthens social outcomes for Army and Air 
Force personnel while supporting Defence pro-
ductivity and operational readiness.

Environmental responsibility is integrated 
into planning and operations through tar-
geted investment in technology, process 
improvement and responsible resource 
management. By reducing its environmen-
tal footprint, improving energy efficiency 
and evolving product and service offerings,  
AAFCANS enhances operational resilience 
while aligning with broader Defence sustain-
ability objectives. Collaboration with Army and 
Air Force partners further strengthens this align-
ment.

AAFCANS’ social impact is delivered through 
equitable access to essential services across 
diverse and often remote operating environ-
ments. While some services operate at low or 
near break even returns, they deliver significant 
social value by supporting wellbeing, morale 
and the away from home experience for De-
fence personnel. These service models demon-
strate organisational capability to adapt de-
livery approaches while remaining focused on 
purpose and outcomes.

By integrating ESG considerations across gover-
nance, financial management and operations, 
AAFCANS strengthens its organisational capa-
bility and maturity. This integrated approach 
supports informed decision making, reinforces 
accountability and enables the organisation to 
remain agile, responsible and well positioned 
to respond to future challenges and opportuni-
ties.

Operational Sustainability and Governance

Operating from Defence facilities, AAFCANS 
leverages its Defence Agreement and com-
mercially self sustaining model to pursue op-
portunities that enhance services for Army and 
Air Force personnel. Through a combination of 
Defence funding assistance and the strategic 
reinvestment of trading surpluses, AAFCANS 
improve facilities aligned to organisational  
purpose and Defence priorities.
 
Capital investment decisions are governed 
through disciplined planning and oversight 
arrangements, enabling AAFCANS to respond 
to emerging opportunities while maintaining 
financial sustainability. This approach ensures 
investment is prioritised where it delivers the 
greatest value for Defence communities and 
supports long term organisational capability.

AAFCANS applies a flexible delivery model 
that combines external expertise with strong 
internal project management capability. This 
model enables the agile delivery of facilities 
and upgrades in partnership with Defence 
and Estate Works stakeholders, while maintain-
ing alignment with governance requirements, 
operational needs and service continuity.

Capital Investment
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Capabilities Snapshot

Purpose
Provide quality canteen services that improve the 

experience of our soldiers and aviators and contribute 
to their welfare

Strategic Themes

Governance 
& Engagement

Systems, relationships and processes to achieve success

Core Capabilities

People 
& Culture

Operations & 
Service Delivery

Digital & 
Information

Commercial 
& Financial 

Management

Safe, reliable, innovative and sustainable services supporting  
Defence capability and base welfare

Outcomes

Capability Welfare Future Ready

Focusing relentlessly 
on business efficiency 
and service to deliver 

consistently high 
standards

Enhancing team and 
customer culture to uplift 

morale and wellbeing  
to remain a partner  

of choice

Continuing to transform 
our business

•	 Skilled, safety  
focused workforce 

•	 Leadership, training  
& development 

•	 Workforce wellbeing  
& engagement

•	 Food safety & WHS 
focused operations

•	 Consistent service  
across Defence  
locations

•	 Scalable and flexible 
service models

•	 Secure ICT & cyber 
capability

•	 POS, systems & data 
enabled services

•	 Technology supported 
efficiency & insight

•	 Financial sustainability
•	 Procurement, supply 

chain & asset control
•	 Value for money  

service delivery

Our customer is at the heart of everything we do
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AAFCANS operates in a dynamic and geo-
graphically dispersed environment support-
ing Army and Air Force communities. The or-
ganisation’s risk profile reflects the nature of its  
services, its statutory obligations and its role 
within the Defence portfolio.

AAFCANS maintains an appropriate system of 
risk oversight and management, consistent with 
the Public Governance, Performance and Ac-
countability Act 2013 and Commonwealth Risk 
Management Policy requirements. Risk man-
agement is embedded into strategic planning, 
operational decision making and performance 
monitoring, supporting the achievement of 
AAFCANS’ purposes.
 

Risk Profile and Appetite
AAFCANS adopts a low to moderate risk ap-
petite overall. The organisation has a low toler-
ance for risks that may result in harm to people, 
compromise food safety, breach information 
security or privacy or undermine financial in-
tegrity and compliance. These risks are actively 
managed through established controls, assur-
ance activities and governance arrangements.

AAFCANS recognises that uncertainty is inher-
ent in achieving its objectives and that mea-
sured risk taking is necessary to support growth, 
innovation and capability uplift. Accordingly, 
AAFCANS accepts a moderate level of man-
aged risk in areas such as service model evolu-
tion, digital transformation, product innovation 
and process improvement, where risks are un-
derstood, governed and aligned with strategic 
priorities.

Key Risks and Uncertainties
AAFCANS actively manages and prioritises the 
following key risks that may affect its ability to 
achieve its purposes:

•	 Business continuity and operational resil-
ience risks, including supply chain disrup-
tion, workforce availability and the continu-
ity of services in Defence environments.

Risk Oversight
•	 Financial sustainability, fraud and corrup-

tion risks, associated with cash handling, 
procurement, stock management and 
commercial activities.

•	 Information, cyber security and privacy risks, 
reflecting increased reliance on digital sys-
tems and the need to protect sensitive per-
sonal and operational information.

•	 Environmental, social and reputational risks, 
including sustainability, psychosocial safe-
ty, ethical conduct and stakeholder trust, 
which influence long term organisational vi-
ability.

•	 Strategic and transformation risks, associ-
ated with innovation, technology uplift and 
changes to service delivery models.

•	 Work health and safety and food safety 
risks, arising from food service operations 
across multiple Defence locations, which 
may impact staff and customer wellbeing if 
not effectively controlled.

Governance and Oversight
The AAFCANS Board is the accountable author-
ity for risk oversight. The Board has delegated 
oversight of the risk management framework, 
risk appetite and key risks to the Audit and Risk 
Committee. The Senior Leadership Team is re-
sponsible for identifying, assessing and manag-
ing risks within their areas of responsibility. 

Key risks are monitored and reviewed regularly 
to ensure they remain within Board approved 
tolerances.

Emerging Risks
AAFCANS continues to monitor a range of 
emerging risks that may affect its ability to 
achieve its purposes over the life of the Corpo-
rate Plan. Key emerging risks include: 

•	 Supply chain disruption and cost volatility, 
particularly impacting service continuity, 
affordability and operating margins across 
geographically dispersed Defence loca-
tions.
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•	 Evolving cyber security threats, including in-
creased sophistication of attacks targeting 
supply chains, service providers and gov-
ernment linked entities.

•	 Emerging technologies through the rapid 
evolution of artificial intelligence across 
all aspects of business. This requires strong  
protocols and frameworks to manage unin-
tended consequences and ensure respon-
sible use.

•	 Regulatory and compliance change, in-
creasing the risk of non-compliance, requir-
ing constant monitoring and adaptation.

•	 Stakeholder expectations within a con-
strained environment, including amalgam-
ated operations and reduced spending 
within the broader Defence environment.

AAFCANS’ risk management framework sup-
ports the early identification and active moni-
toring of emerging risks to ensure timely mitiga-
tion and informed decision making.

AAFCANS operates within, and is directly influ-
enced by, the Defence environment, with a 
strong and enduring relationship with the Aus-
tralian Army and Royal Australian Air Force. This 
relationship is embedded through governance 
and operational arrangements that support 
alignment, accountability and effective ser-
vice delivery.

Strategic oversight and alignment are strength-
ened through Army and Air Force representa-
tion on the Board and the support of a Defence 
Liaison Officer, who facilitates day to day coor-
dination and forward planning. These arrange-
ments ensure AAFCANS remains responsive to 
Defence priorities and operating conditions.

AAFCANS maintains structured and regular 
engagement with Defence and other Govern-
ment stakeholders across operations, people 
and culture, finance, technology and gover-
nance. This includes engagement with senior 
Defence personnel on bases, central Defence 
and Government agencies, and statutory bod-
ies to support compliance, assurance, financial 
transparency and information security.

Through these arrangements, AAFCANS main-
tains strong situational awareness, meets its 
statutory and accountability obligations, and 
ensures services are delivered in a manner con-
sistent with Defence requirements, Government 
expectations and organisational purpose.

Cooperation
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Performance Measures

This matrix is designed to indicate which measures have a limited implementation period 
and which are ongoing measures.

OUR PURPOSE To provide quality canteen services that improve the experience of  
our soldiers and aviators and contribute to their welfare

Target Key Performance  
Measures

20
26

-2
7

20
27

-2
8

20
28

-2
9

20
29

-3
0

Competitive retail selling 
prices to our customers.

Benchmark retail selling prices (RSP) 
against external target markets to show 
AAFCANS in the bottom to mid quartile 
of coffee sales prices and in the middle 

quartile of snack item sales prices.

   

Grow and measure 
engagement in our cafes 
and canteens with military 
members.

Increase balanced growth of annual 
customer transactions by 60,000 on the 

previous year.

   

Ensure our team members 
are engaged and aligned to 
our strategic intent.

Employee satisfaction is measured 
annually via our team survey.  AAFCANS 

to maintain a score no less than 65%.

   

Upgrade or establish at least 
two retail facilities* (including 
satellite kiosks and MFVs) 
each year. 

Two facilities established or upgraded.    

Support Army & Air Force 
welfare through increased 
disbursements.

Base welfare disbursements  
increase to $1.2m.

   

Support military personnel 
with canteen services on 
exercise and deployment 
when requested by Army 
and Air Force.

AAFCANS deploys on request in support 
of at least 1 major exercises (e.g. 

Exercise Pitch Black, Talisman Sabre, 
major RAAF Air Show).

   

 *This may be dependent upon funding from Defence and infrastructure processes within SEG.
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Acronyms

AAFCANS Army and Air Force Canteen Services

ADF Australian Defence Force

DCA Deputy Chief of Army

DCAF Deputy Chief of Air Force

ESG Environmental Social Governance

ICT Information and Communication 
Technology

IT Information Technology

MFV Mobile Food Van

POS Point of Sale

RSP Retail Selling Price

RAAF Royal Australian Air Force

RTF Regimental Trust Funds

SADFO Senior ADF Officer

SEG Security & Estate Group

WHS Work Health & Safety

Plan Implementation and Monitoring 
 
The AAFCANS Board is the accountable au-
thority for this Corporate Plan and has overall 
responsibility for overseeing its implementation. 
Throughout the year, the Board monitors prog-
ress against strategic priorities, reviews the ef-
fectiveness of key initiatives and adjusts focus 
as required to respond to emerging risks and 
opportunities.

AAFCANS’ strategic direction is currently 
under review and development with the 
new 2027-31 plan due for release in Octo-
ber 2026. Centred on our customer, the new 
plan will provide a stable foundation while  
enabling the organisation to focus on new 
opportunities and adapt to changing opera-
tional, customer and Defence requirements. 
 

Further Information

For further information on the AAFCANS  
2026-27 corporate plan, please contact the  
Managing Director, AAFCANS on  
(07) 3155 5375 or send an email to  
cosec@aafcans.gov.au.

Further information can be located on the 
website www.aafcans.gov.au.


