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RECRUITMENT DIFFICULTIES AT 

21 CONSTRUCTION REGIMENT

BACKGROUND

1.

21 Construction Regiment (21 Const Regt) is an Army Reserve unit within the Corps of Royal Australian Engineers, and is based at Haberfield in Sydney.  A brief history of the Regiment is attached at Appendix 1.

2.

21 Const Regt has a role to provide engineering support to the Land Army.  This support consists of horizontal and vertical construction task capabilities.  To provide this support, the Regiment is required to hold a number of technically qualified engineer officers, as well as a wide range of trade skills, such as carpenters, electricians, plant operators etc.

3.

The Regiment is suffering from a shortfall in its manning across trade, qualification and rank categories, and therefore the Regiment's ability to fulfill its role is diminished.  

4.

The Regiment's manning strength is currently at 43% of its MLOC(1) (MLOC is 261 personnel, and unit effective strength was 112 as at 14 May 01).  Some of the main reasons for the current low manning is the very low recruiting rate of new personnel into the unit, and the lack of an adequate recruiting system for gaining technical tradespersons into technical units.

AIM

5.
The aim of this submission is to provide recommendations:

a.
for more effectively producing newly recruit-trained soldiers for 21 Construction Regiment, and

b.
for achieving a higher number of technically trained officers within the Regiment.

DISCUSSION

Unit Recruitment Action

6.

The Australian Defence Force Recruiting Unit in Sydney (ADFRU) has, by itself, produced only 2 trained recruits for the Regt in the two-year period 


1.  MLOC is the Minimum Level of Operational Capability, and refers in part to the number of personnel (by trades, ranks and numbers) that a unit should hold in a peace time environment.  By comparison, OLOC lists the personnel requirements in an operational environment.

Jan 99 to Jan 01, despite the critical shortage of tradespersons within the Regiment.

7.

To address these low manning levels, coupled with the low recruit provision rate from ADFRU, 21 Const Regt carefully planned for and conducted a very successful recruiting drive during 2000, providing recruiting presentations to some 1970 potential recruits, of whom 790 requested unit "recruiting packs".

8.

Comments returned from a significant number of these potential recruits indicates that the 6 week Recruit Course for Reserve personnel is simply not suitable for all people - and especially for those potential recruits in the building trades.  Coupled with this problem, is the requirement to complete a 10 week IET course.  Those with jobs or training/education commitments are just not able to commit to a 6 week recruit course, be it in one block of 6 weeks, or in two blocks totalling 6 weeks, and much less able to also complete their IET.  The IET course may now be completed in three modules, enabling a "basic engineer" to be produced after 3 weeks.  The alternative is to span the Recruit and IET courses over a period of time.  However, a Recruit course must be completed within 12 months, leaving a further year plus to complete IET - a total of 2.5 years to gain a "usable engineer". 

9.

It must be pointed out here, that it is the recruits in the building trades that the Regiment is critically short of.  It is also important to note, that similar issues are facing a number of other corps, whose part time units have a number of technically based trades.  These Corps include Engineers (RAE), Signals (RASigs) and our Electrical and Mechanical Engineers (RAEME).

Project Leviticus

10.

The facts and observations detailed above confirm findings from the Project Leviticus report.  These findings (from the Executive Summary of the report) state:

"Since July 1998 there has been a significant drop in the strength of the Army Reserve due to poor enlistment success …"   (para 1)

"Since the introduction of the single delivery package for CIT in July 1998 recruiting success has fallen from around 100% to less than 50%.  It is this change that has caused the recent drop in Reserve strength."   (para 4)

11.

Paragraph 52 of the Report states:

"… since the change in the recruiting base after July 1998 the target demographic relies more on unemployed people."

12.

Paragraph 55 of the Report states:

"The current system [of CIT] is aimed at developing small numbers of ARA trained recruits.  …  It unfortunately ignores the imperative for longer lead time, standard readiness Reserves, who require further training to possess deployment level competencies."

13.

It is of concern, that many officers are not aware of the facts of the effect the new CIT is having on recruitment in general, but especially for the technical tradespersons in technical units in the Reserve.  At a recent "Recruiting Feedback Seminar" in Sydney, a LTCOL commented that the current 7 week recruit course is not the reason why recruit numbers are low.  It is recommended that the timely and accurate facts produced in the Project Leviticus Report are widely distributed.

	Recommendation 1:  That improved factual and timely reporting of recruitment results, and the effect of the current CIT process on Reserve recruiting, be widely published to units, to ADFRUs, and to commanders.


Recruit Course - Length and Content of Initial and Subsequent Courses

14.

Paragraph 52 of the Project Leviticus Report states:

"Reserve soldiers availability for training differs from that of the ARA.  Reservists who are students need courses in university breaks and people in full time employment have other specific needs.  Training regimes designed for members of the ARA do not recognise the different circumstances that Reservists have to balance.  This inflexible application of training methods reflects a lack of understanding of the motivations, situations and resource potential of the Reserve."

15.

It is recognised that both recruit training and corps training must be conducted to produce a force of effective soldiers.  The resultant outcome is for that force to undertake some form of operation - be it a peace keeping operation (eg East Timor) or an operation in a conflict situation (eg Vietnam).

16.

However, Army units, both full-time (FT) and part time (PT), are placed on differing degrees of Notice to Move (NTM) to an operation.  In general, PT units are placed on longer degrees (ie 180 days) of NTM.  This longer degree of notice can therefore permit much of any “top up” training for PT units/personnel to be conducted during this period.

17.

21 Const Regt, and in the case of many PT units, is placed on 180 days NTM.  Technical units such as 21 Const Regt require technical tradespersons to enable the unit to perform its role.  The tradespersons will therefore, in the main, perform the majority of their individual workload in their own trade.  Coupled with this fact, plus the NTM period, technical tradespersons could receive any additional training during their notice period.  This degree of notice provides the following options for recruited tradespersons posted to technical units:

a.
only essential recruit training should be conducted upon enlistment, enabling the tradesperson to function in his/her trade role within the Regiment; and

b.
the balance of recruit and basic Corps training (or "completion training") could be conducted within the 180 NTM "window" or within say 24 months of enlistment.

18.

“Essential” Training.   This could be very “basic” recruit training, followed by basic Corps training – perhaps a total of 2 weeks.  The syllabus of the current Recruit Course should be closely and objectively examined to determine, for specialist technical units, exactly what must be covered on the "essential " recruit training course, and what could be covered later.  This “essential” training would provide the requisite training to allow the soldier to be employed in his/her “trade” on a unit based project, such as helping construct a non-equipment bridge (NEB) or on a construction plant task.  The logic for this, it could be asked, is:  what amount of drill or map reading training is required to enable that tradesperson to effectively assist in constructing a NEB?  Or does a trained plant operator need to know how to use a machine gun in order to operate a piece of plant?  This “Essential” training could be conducted centrally at Kapooka (recruit training) followed by the School of Military Engineering (SME), Moorebank (engineer corps training), or conducted totally on a de-centralised basis - e.g. all at SME.

19.

“Completion” Training.  This “Completion” training, utilising the 180 days NTM, and undertaken after the initial training, would then complete the recruit and corps training needs of the soldier, depending on the role of the unit to which s/he is posted.  It could be conducted either at the unit, or on a regional basis.  Again though, a close and objective examination of the syllabus of the current Recruit Course should be undertaken to determine, for specialist technical units, exactly what must be covered in this "Completion" training segment.

20.

Current recruit training locations include the Army Recruit Training Centre at Kapooka, and Regional Training Centres (RTCs) - located in each state and territory.  Staff involved with recruit training at Kapooka total about 100 - it is possible to re-locate some of those staff to RTCs, if de-centralised delivery of the courses were agreed.

	Recommendation 2:  That the current six week CIT Recruit Course be evaluated with a view to making it more accessible to PT soldiers and already-trade-qualified personnel who have limited available time.

Recommendation 3:  That the concept of providing a much shortened "essential" recruit training course for Reserve technical tradespersons be examined.

Recommendation 4:  That the location for conducting Reserve recruit training be reviewed, with the concept to conduct training at RTCs.


Current Recruit Course - Content Options

21.

Appendix 2 contains a broad listing of the syllabus of the current Recruit Course.  In the case of technically qualified tradespersons, posted to a specialist and part time Army Reserve unit, and when the length of the course is a major problem for those technical recruits and units, it should be queried why the course cannot be reviewed and restructured in terms of content and delivery methods.  This concept could apply to several units within not only the Corps of RAE, but also RASigs and RAEME.  As stated previously, the content could be broken into "essential" and "completion" training.  However, for tradespersons, who will be employed almost solely in their trade, the total course content of the Recruit Course must be examined.  Appendix 3 provides suggestions of what could be either removed entirely or undertaken as part of the "Completion" training (after basic corps training).  A significant reduction of course content can be achieved for those technical tradespersons in technical units.

	Recommendation 5:  That the content, length and delivery methods of the current Recruit course be examined, with a view to reduce the initial course length, to provide only essential training for those technical tradespersons in technical units, especially in the Reserve.


Current Recruit Course - Delivery Method Options

22.

Availability of training time for the technical tradesperson recruit is one of the key factors in low recruiting rates.  The current 45 day recruit course may now be delivered in two ways:

a.
a straight 45 day course, or

b.
two modules; module 1 being 2 to 5 weeks, followed by module 2 with completion of both modules within 12 months, of the remaining subject matter.  

23.

Both of these options, unfortunately, fail to understand or recognise not only the particular needs or availability of tradespersons, but of the detrimental effect that this current system is having on technical units.  Other options for technical tradespersons must be examined, especially for those in technical units.

24.

Delivery Method Options are listed and considered briefly in 
Appendix 4.

25.

The continuation of a shortened recruit course (whether at Kapooka or RTCs) is still recommended, as it will provide the team building and Army esprit for each recruit for his/her later years.  However, it is considered feasible that much of the balance of the training could be provided in a combination of pre and post recruit course training, and be conducted on a regional basis at units and/or RTCs.  

26.

Regional use of RTCs, with "pooling" of unit instructors is seen as a workable use of training resources, and will increase the output of recruits from courses, while reducing the workload on individual instructors.  Kapooka-based recruit training staff could be decentralised, and posted to RTCs.  Alternatively (or additionally), on a regional basis, units could temporarily post an instructor to their local RTC to assist with the recruit training workload.

	Recommendation 6:  That delivery options be examined for Reserve recruits, especially for those technical tradespersons in technical units.  Factors include course length; split of Recruit course into initial and later training; locations for training delivery; and use of Kapooka and unit staff for delivery of training on a regional basis at RTCs.


27.

Delivery of recruit training, especially for technical Reservists, in overseas countries (ABCA, NZ etc) should also be reviewed, to determine what lessons those countries have identified.

	Recommendation 7:  That delivery of Reserve training overseas be reviewed for lessons identified.


28.

Regional or unit based training could also be supplemented by technology based training (TBT - ie computer based training, completed at a recruit's home or unit, or local RTC) and/or distance education and training (DET - training through course work completed at a recruit's home or unit).

	Recommendation 8:  That greater use be made of technology for the delivery of training at recruits' homes, units and RTCs.


Recruitment Processes

29.

As stated earlier, 21 Const Regt conducted a very successful "targetted" recruiting campaign to attract tradesperson recruits.  Locations for the recruiting presentations included local government works areas, TAFEs and universities, and specialist equipment training schools.  Over 790 recruiting packs, which were assembled by the unit, were requested.  The unit has organised a recruiting team to manage all these people, to ascertain their level of interest in entering the Army, and then progressing them through the recruitment process.  Current statistics for this Regt for persons processed and recruited, and/or awaiting recruitment action over the last 7 months, are:

	Status
	Number

	Number of Trained recruits who have joined Regt
	3

	Number on Recruit or Corps training courses
	19

	Number enlisted but awaiting Recruit course
	7

	Number awaiting ADFRU test day
	17

	Number currently completing applications
	9

	Number enlisted but transferred to other Corps
	7

	Number enlisted but transferred to Full Time
	1

	Number who failed ADFRU test day
	3

	Total:
	66


30.

Compared with the two recruits gained in the two years prior by the defence recruiting system, this targetted recruiting system indicates a much more effective method. 

	Recommendation 9:  That unit based targetted recruiting commence, in conjunction with ADFRUs.


31.

Coupled with targetted recruiting, regular and detailed briefings to Defence recruiting and psychology staff about this unit's capabilities, taskings and recruit requirements, has given them a better understanding of the unit and its needs.  This should be expanded to other units and Corps within the "catchment area" for each recruiting office.  As an incidental improvement, the "squeaky wheel" syndrome has also become apparent, whereby the recruiting staff are now more aware of the unit, and are actively providing recruits for the unit.

	Recommendation 10:  That Reserve units, especially those with high personnel vacancy rates but low recruit inflow rates, conduct detailed briefings to a range of ADFRU staff, to enable them to have a better understanding of those units and their recruiting needs.


32.

Of concern, however, is a lack of any detailed recruiting needs of Army Reserve units by the defence recruiting offices.  The full time component of the Army produces recruit "liabilities" (or vacancies) by unit, against which recruitment for ARA units is made.  But this does not occur for part time units.  (So much for the "one Army" concept.)  Without a detailed understanding of individual unit recruiting liabilities, I have to question how any logical recruiting action for part time units has occurred in the past - it does, however, probably help to explain the very low recruitment rate for this unit by defence recruiting.  Clearly, lists of recruit liabilities for both full and part time units must be produced and coordinated, with recruiting action by defence recruiting offices conducted and coordinated to meet those liabilities.

	Recommendation 11:  That recruit liabilities lists for both full and part time units (by unit, rank and trade) be produced and coordinated, with recruiting action by ADFRUs conducted and coordinated to meet those liabilities.


33.

The Army Reserve is recognised as a "mutual obligation activity" at Centrelink for job seekers.  It is suggested that Army place advertisements for "vacancies" within the unit on the job searching "touch screens" available at Centrelink offices, and that contact is made with Employment Services Teams at these offices to provide further information about the Army Reserve and this unit.  This will provide greater visibility for Army, and should realise more recruits, with those seeking jobs able to use the Reserve as their mutual obligation activity.

	Recommendation 12:  That Army place advertisements for "vacancies" within this and other units on the job searching "touch screens" available at Centrelink offices.

Recommendation 13:  That contact is made with Employment Services Teams at Centrelink offices to provide further information about the Army Reserve.


Direct Entry

34.

For specialist officers, such as doctors and engineers, Direct Entry has been used to enlist these ready-trained specialist officers.  These officers are commissioned, posted to a unit, and then undergo a short Direct Entry Officers course.  The Army is then able to use their technical skills within a very short timeframe.

35.

As has been stated earlier, this unit, although a technically based engineering construction regiment, lacks a number of qualified engineer officers.  A combination of unit, Army Personnel Agency (APA) and Corps advisor staff need to determine the regional short- and longer-term liability for technically qualified officers, in a range of technical fields, such as structural engineering, port/harbour engineering, waste water management, water supply, road and airfield pavements, geotechnical engineering, and power supply and reticulation.  Then, a coordinated, targetted recruitment strategy for those officers should be conducted.  The sources of these officers could be universities, plus private and public organisations with similar roles to this and other engineer units.

	Recommendation 14:  That regional short- and longer-term liabilities be determined for technically qualified officers, in a range of technical fields.

Recommendation 15:  That a coordinated, targetted recruitment strategy for those officers be conducted.


36.

In addition, Direct Entry officers are currently recruited once they have completed their degree, which in the case of most engineering courses is four years.  With the shortage of qualified engineer officers in the Corps, the option should be examined to recruit Direct Entry officers who have completed and passed the third year of their course.  The logic for this is that it provides dual benefits:

a.
a 3 year trained engineer will have the basis of their technical skills, and may therefore be utilised for basic engineering tasks - which provides benefits for the unit; and

b.
practical work obtained through work with the Regt will enhance the individual's experience and understanding of their degree specialty - providing benefits to the individual.

	Recommendation 16:  That engineering students, who have completed and passed the third year of their course, be recruited as Direct Entry officers into the Reserve.  


37.

Similarly to Direct Entry recruiting of officers, where a unit is critically short of tradespersons, that unit, in conjunction with defence recruiting, should also be able to target specific trades, with a view to recruit them via direct entry.  (An example of the critical trades for this unit is electricians.  The unit is required to support an AACAP task in NT, by constructing a house for an aboriginal community, but has no electricians able to attend.  Direct Entry recruitment of an electrician, in this case, would resolve this particular example.)  Recruit training could follow their direct entry enlistment.

	Recommendation 17:  That where a unit is critically short of technical tradespersons, that unit, in conjunction with ADFRU, be able to target specific trades, with a view to recruit via direct entry.


38.

A number of focus groups conducted by Project Leviticus identified that Reserve pay and conditions are inadequate to compete with civilian employment.  This is especially so with technical tradespersons and technically qualified officers.

39.

In the same way in which doctors, dentists and legal officers are paid on a special salary rate, consideration should be given in the Reserve to provide an enhanced salary structure for both technically qualified officers and tradespersons when they are posted to positions requiring their technical expertise.

	Recommendation 18:  That an enhanced salary structure be provided for technically qualified officers and tradespersons when they are posted to positions requiring their technical expertise.


Supplementary Reserve

40.

21 Construction Regiment was formed as a supplementary reserve (SR) unit five years after the end of the Second World War.  The unit was styled along similar lines to those used by British forces during the war, in that trades and professional people already serving in the various government authorities and instrumentalities were taken into the army, where their existing engineering skills were able to be utilised.  At formation, the regiment drew its manpower from the then Department of Main Roads, (now RTA), the Sydney Water Board and the Department of Public Works.  Later a squadron was raised from the Snowy Mountains Authority.  At one stage, 21 Const Regt had over 800 personnel, indicating the workability of the SR system.
41.

Service within the SR has two main differences to "normal conditions" units:
a.

effective service was limited to just a two week camp each year (negating the attendance burden for many personnel in their own or other major businesses which prevent them from being released for many training weekends); and

b.
tradespersons so enlisted were utilised in Army in their own trade, which meant that the Army was recruiting very well qualified tradespersons, and doing so at a fraction of the time and cost it would take to train a tradesperson in a trade.

42.

Consideration should again be given to re-creating SR units, where a high level of trade skills are required, for units where technical personnel numbers are significantly reduced (such as within 21 Const Regt (Sydney) and 22 Const Regt (Melbourne)).
	Recommendation 19:  That SR units be recreated, where a high level of trade skills are required, for units where technical personnel numbers are significantly reduced.


43.

Also, consideration should be given to permit SR conditions of "employment" to be offerred at least to individual essential tradespersons and officers, to enable those particular vacancies to be filled.
	Recommendation 20:  That SR conditions of "employment" be offerred at least to individual essential tradespersons and officers, to enable those particular vacancies to be filled.


Potential Dischargees
44.

Currently, there is no formal process for "steering" full time personnel, who are considering discharge, toward the Army Reserve.  Transfer of those personnel from the full time to the part time component (rather than discharge) may provide a sound method of retaining knowledge and skills, of boosting part time units, and of improving overall retention.  
45.

Similarly, part time personnel (who may be unsatisfied with service in their current unit for whatever reason) and who are considering discharge, may be able to transfer to another unit, thereby enabling the individual to continue to render effective service, as well as increasing retention rates.
46.

What is needed is a coordinated listing, of both full time and part time potential dischargees, by unit and location, indicating trade and rank qualifications.  This list should be updated regularly and distributed in a timely manner by APA to all part time units, thereby enabling both APA and units to identify potential personnel for those units.  Units can then approach the dischargee to discuss the advantages of joining that unit.
	Recommendation 21:  That APAs prepare listings of both full time and part time potential dischargees, by unit and location, indicating trade and rank qualifications.

Recommendation 22:  That APAs regularly update and distribute these listings in a timely manner to all part time units.

Recommendation 23:  That part time units approach those potential dischargees to determine if they wish to transfer to the unit. 


47.
Another option is to consider a "mandatory" reserve service period after leaving the full time service - many countries have a two year period.  This concept would boost numbers and ensure knowledge transfer from the ARA to the Reserve.  In addition, it is likely that not all of these "transferees" would actually resign after their "mandatory" reserve service period, again boosting retention.

	Recommendation 24:  That a "mandatory" reserve service period be considered for full time personnel considering discharge. 


Employer Support

48.

As has been detailed earlier, many Reserve personnel, such as those completing long term study, the self employed, or those in certain jobs, are not able to be released for more than two weeks per year (some have problems even with this).  Some form of pro-active employer support and/or education should be provided, to the employer, in order to enable "easier" release of those reservists, and must be relayed more effectively than at present to those employers.
	Recommendation 25:  That improved pro-active employer support and/or education be provided to employers of Reserve personnel, in order to enable "easier" release of those reservists.

Recommendation 26:  That the support and/or education be relayed more effectively than at present to those employers.


CONCLUSIONS

49.

Recruitment rates have dropped considerably since the introduction of the current CIT.
50.

Current recruitment practices, and CIT do not make allowances for the special needs or avilability of those who are employed or are undergoing training/education.  The target audience for the PT Army and 21 Const Regt in particular cannot afford to take six weeks away from their work and/or training to participate in the current Recruit Course, let alone another ten weeks then required to complete their IET course.

51.

21 Const Regt is a technically based unit, requiring technically trained officers and tradespersons.  However, the Regt has a critical shortage of the above.  The Defence recruiting orgaisation has been unable to provide technical recruits for the Regt.
52.

The current recruiting drive has clearly demonstrated that targetted recruiting, by the unit, has been successful in gaining suitable recruits, through a number of initiatives.
53.

The content, length and delivery method for recruit courses for part time personnel, especially those who are technical tradespersons, needs a full and unbiased review. 
54.

Differing methods of recruitment of technical officers and tradespersons need to examined.
55.

Appendix 5 contains suggestions for the conduct of Regionally based Recruit training.
56.

The Defence Recruiting system needs to be greatly improved to gain part time technical recruits.  There are a number of suggestions made within this report, that if implemented, will ease the current low recruiting and retention rates.
RECOMMENDATIONS

57.

The following recommendations are made:

Recommendation 1:  That improved factual and timely reporting of recruitment results, and the effect of the current CIT process on Reserve recruiting, be widely published to units, to ADFRUs, and to commanders.

Recommendation 2:  That the current six week CIT Recruit Course be evaluated with a view to making it more accessible to PT soldiers and already-trade-qualified personnel who have limited available time.

Recommendation 3:  That the concept of providing a much shortened "essential" recruit training course for Reserve technical tradespersons be examined.

Recommendation 4:  That the location for conducting Reserve recruit training be reviewed, with the concept to conduct training at RTCs.
Recommendation 5:  That the content, length and delivery methods of the current Recruit course be examined, with a view to reduce the initial course length, to provide only essential training for those technical tradespersons in technical units.

Recommendation 6:  That delivery options be examined for Reserve recruits, especially for those technical tradespersons in technical units.  Factors include course length; split of Recruit course into initial and later training; locations for training delivery; and use of Kapooka and unit staff for delivery of training on a regional basis at RTCs.

Recommendation 7:  That delivery of Reserve training overseas be reviewed for lessons identified.

Recommendation 8:  That greater use be made of technology for the delivery of training at recruits' homes, units and RTCs.

Recommendation 9:  That unit based targetted recruiting commence, in conjunction with ADFRUs.

Recommendation 10:  That Reserve units, especially those with high personnel vacancy rates but low recruit inflow rates, conduct detailed briefings to a range of ADFRU staff, to enable them to have a better understanding of those units and their recruiting needs.

Recommendation 11:  That recruit liabilities lists for both full and part time units (by unit, rank and trade) be produced and coordinated, with recruiting action by ADFRUs conducted and coordinated to meet those liabilities.

Recommendation 12:  That Army place advertisements for "vacancies" within this and other units on the job searching "touch screens" available at Centrelink offices.

Recommendation 13:  That contact is made with Employment Services Teams at Centrelink offices to provide further information about the Army Reserve.

Recommendation 14:  That regional short- and longer-term liabilities be determined for technically qualified officers, in a range of technical fields.

Recommendation 15:  That a coordinated, targetted recruitment strategy for those officers be conducted.

Recommendation 16:  That engineering students, who have completed and passed the third year of their course, be recruited as Direct Entry officers into the Reserve.

Recommendation 17:  That where a unit is critically short of technical tradespersons, that unit, in conjunction with ADFRU, be able to target specific trades, with a view to recruit via direct entry.

Recommendation 18:  That an enhanced salary structure be provided for technically qualified officers and tradespersons when they are posted to positions requiring their technical expertise.

Recommendation 19:  That SR units be recreated, where a high level of trade skills are required, for units where technical personnel numbers are significantly reduced.

Recommendation 20:  That SR conditions of "employment" be offerred at least to individual essential tradespersons and officers, to enable those particular vacancies to be filled.
Recommendation 21:  That APAs prepare listings of both full time and part time potential dischargees, by unit and location, indicating trade and rank qualifications.

Recommendation 22:  That APAs regularly update and distribute these listings in a timely manner to all part time units.

Recommendation 23:  That part time units approach those potential dischargees to determine if they wish to transfer to the unit.

Recommendation 24:  That a "mandatory" reserve service period be considered for full time personnel considering discharge.
Recommendation 25:  That improved pro-active employer support and/or education be provided to employers of Reserve personnel, in order to enable "easier" release of those reservists.

Recommendation 26:  That the support and/or education be relayed more effectively than at present to those employers.
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SENATE ENQUIRY

BRIEF UNIT HISTORY AND FACTS ON

21 CONSTRUCTION REGIMENT

21 Construction Regiment is based at Haberfield in Sydney and is an Army Reserve Regiment within the Corps of Engineers.  It is the only NSW based Construction Regiment, consisting of a Headquarters, as the command and planning element and two Construction Squadrons.  The construction capabilities that the Regiment provides is divided into two parts:

Horizontal Construction Tasking - which deals with . road and airfield pavement construction and maintenance, and other associated similar work, and

Vertical Construction Work - which encompasses all forms of building covering civil engineering project work through to the building trades of carpentry and joinery, plumbing and electrical installations.

History

The unit was established on 29th August 1950, by the active response of the Institution of Engineers in liaising with the NSW Government Utilities of the time (being the Department of Main Roads, the Public Works Department, the Water Board and Maritime Services Board) in having these organisations effectively provide an Army Reserve unit by way of their skilled employees in engineering, building and civil construction background.

Such strong base support has seen 21 Construction Regiment serve the Australian Army continually for over 50 years; however in recent years the personnel joining the Regiment have come from a much more diverse background than just those public authorities alone.  Today, the Regiment has a wide mix of personnel from both the public and private sectors which in turn provide the Regiment and the Army with key additional skills such as Leadership, Project Management capability, leading building and construction skills, and administrative management ability.

What we do!
The Regiment has been involved in a variety of construction taskings throughout Australia, with some soldiers also serving in overseas locations.  By way of a brief outline on some highlights over the years, the Regiment was mobilized for the emergency relief work at Darwin in 1975 following Cyclone 
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Tracey's destruction of that city and throughout the years has provided the Army and community with many assets as a result of the construction tasking and training.  The following examples outline the diversity of 21 Construction

Regiment's abilities:

Rebuilding of Dorrigo Railway viaduct and refurbishment of 5 timber tressle bridges and associated earthworks.

Completion of Portal Frame hanger structures in the ACT and South Australia for the Defence Force.

Construction of Growee Gulch road cutting and pavement for Rylstone Shire Council.

Reconstruction and refurbishment of wharves at Goat Island on Sydney Harbour for the National Parks and Wildlife Service.

The design and building of a 3 kilometre access road, and associated drainage work on the ranges for the Cudgegong Shooters Association.

Construction of a footway suspension bridge at Tumut across the Snowy River.

Since 1997 the Regiment has been involved with Army ATSIC Community Assistance Program (AACAP) tasks at Bathurst Island, Elcho Island (NT), Oak Valley and Docker River (SA) on projects involving town water reticulation, building construction, airfield construction and sewer rising main installation respectively.  Separately the Regiment has served in the Australian Army's joint exercises with overseas Armies, the most recent being on the Crocodile 99 exercise in Queensland.  Selected personnel also served the Australian Army in East Timor during 2000.

Our Personnel Requirements
Our history has shown that those joining the Regiment have thoroughly enjoyed the scope and variety of training and tasks.  Currently the average retention time of Regiment members is well over 10 years and has enabled significant friendships to be established by unit members right across NSW.  Such stability has come by the fact that the Regiment has attracted skilled tradespersons and has equipped others in such a way that training development has been challenging to them with good variety; and adding it all together, satisfying to the individual.
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Whilst the Squadrons within the Regiment hold construction personnel such as Carpenters, Plumbers, Electricians and Plant Construction Operators and other skilled trades personnel, this alone is not enough to enable the Regiment to function effectively.  Supporting these personnel are other skilled positions needed to make the Regiment complete, such as Administrative Clerks, Stores Personnel, Cooks, Pay Clerks, Construction and Planning staff, Drivers and Mechanics - all of whom are equally dedicated to the effective functioning of the Regiment.
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SENATE ENQUIRY

SYLLABUS OF CURRENT RECRUIT COURSE
Recruit Training - General

Recruit training, excluding Concurrent Training, Exercises and Retests at Kapooka, comprises the following elements and times

· Instruction – 349 periods / 232 hours and 20 minutes

· Revision – 56 periods / 37 hours and 20 minutes

· Assessment – 31 periods / 20 hours and 40 minutes

These totals are comprised of the following 

Operations

1.1.Small Arms 

1.1.1 F 88 (rifle)


· Instruction  
71 periods / 47 hours 20 mins

· Revision
 
14 periods / 9 hours 20 mins

· Assessment
5 periods / 3 hours 20 mins

1.1.2 F 89 (machine gun)

· Instruction
26 periods / 17 hours 20 mins

· Revision 

9 periods / 6 hours

· Assessment
5 periods / 3 hours 20 mins

1.2
Radios

· Instruction
11 periods / 7 hours 20 mins

· Revision 

3 periods / 2 hours

· Assessment
3 periods / 2 hours ( not included in above)

1.3 First Aid and Care

· Instruction 
19 periods  / 12 hours 40 mins

· Revision

3 periods / 2 hours

· Assessment
5 periods / 3 hours 20 mins

1.4 Navigation

· Instruction
17 periods / 11 hours 20 mins

· Revision
 
3 periods / 2 hours

· Assessment
5 periods / 3 hours 20 mins
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1.5.2 Laws of Armed Conflict

· Instruction
2 periods / 1 hour 20 mins

1.1.3 Fight with a Bayonet

· Instruction
4 periods / 2 hour 40 mins

1.5.1 Apply Individual Camouflage

· Instruction
2 periods / 1 hour 20 min
1.6 Operate Field Equipment

· Instruction
27 periods / 18 hours

· Revision

5 periods / 3 hours 20 mins
· Assessment
55 periods / 36 hours 40 mins ( not included in  above 
                                  Undertaken during field exercise)

1.7 Maintain Fitness

· Instruction
33 periods / 26 hours 40 mins ( includes theory and practical 

                                  Lessons

· Assessment
11 periods /  7 hours 20 mins

2.0 Display Leadership

2.1
Work as an Individual

· Instruction
11 periods / 7 hours 20 mins
2.2
Work with other people

· Instruction
14 periods / 9 hours 20 mins

2.3
Display Soldierly Contact

· Instruction
2 periods / 1 hour 20 mins 
2.3.1
Display Courage

· Instruction
12 periods / 8 hours ( includes participation HWCC and            

                                             Flying fox)

2.3.2 Conduct Daily Routine in Barracks }

2.3.4 Maintain Barracks


    }

2.3.5 Maintain Military Clothing
    }

· Instruction
27 periods / 18 hours ( includes in barracks tuition)
· Assessment
2 periods / 1 hour 20 mins
2.3.5 Comply with Customs and Traditions

· Instruction
17 periods / 11 hours 20 mins
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2.3.7 Comply with Service Discipline

· Instruction
5 periods / 3 hours 20 mins

2.3.8 Comply with Army Policy

· Instruction
8 periods / 5 hours 20 mins

3.0 Participate in Training (Drill)

· Instruction
22 periods / 14 hours 40 mins

· Revision

21 periods / 14 hours

· Assessment
2 periods / 1 hour 20 mins

4.0 Participate in Administration

· Instruction
7 periods / 4 hours 40 mins

Additional training and assessment time is allocated for retraining and retests


All periods have been calculated at 40 mins each.
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SENATE ENQUIRY

SUGGESTIONS FOR SHORTENED SYLLABUS OF RECRUIT COURSE FOR TECHNICAL TRADESPERSONS
General

The basic requirement for a recruit course is to teach critical essential skills to the same level for all recruits.  Incorporated in this is developingcustoms and  discipline through which the military system functions.  

The recruit course is identical for all recruits regardless of individual civilian skills and miltary employment at the cessation of the course.  For example all recruits are taught the F 89 LSW (machine gun), whereas only several will be employed as machine gunners on return to their unit.  This segment should be removed from the Recruit course, with the training conducted as an adjunct to the IET course for those in infantry, and for other corps could be undertaken at unit level training.

Pre course training on many of the core skills could also occur utilising the time between enlistment and the recruit course.  Training can be conducted on weeknights and/or weekends prior to attending the recruit course.  These subjects include:

· Comply with Army Policy – OH&S, Drugs, EEO,

· Army Organisation,

· Service Discipline & Law,

· Customs and Traditions,

· Develop self knowledge,

· Navigation,

· First Aid,

· Swim Test.

This could also include F88 (rifle) training, given that this is a combination of theoretical and practical with the practical being completed using simulators and live ranges.
There are certain elements of training that can be undertaken post recruit courses, but prior to any deployment, with confirmation testing through Kapooka, and conducted regionally.  This includes

· Small Arms,

· Service Radio,

· First Aid Care,

· Navigation,

· LOAC,
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· Camouflage and concealment,

· Operation in field environment – field signals, sentries, giving orders, health and hygiene, observation, distances, rations and equipment.

· Fitness,

· Leadership,

· Customs and Traditions,

· Service Discipline Law,

· Army Policy,

· Ceremonial – Drill,

· Conditions of service.

Also, some training elements could be conducted through external training providers, such as:

· First Aid - this could be undertaken through St John Ambulance (with certicated recognition of course completion, or conducted by RAAMC.

One day is allocated to a visit to the Australian War Memorial (AWM) and another for a High Wire Obstacle Course (HWOC).  These are "desirables" and are not critical to the ability of a soldier to function.

Certain teaching points that relate to ARA members (relocation entitlements, superannuation and insurance schemes) that could be eliminated from the course for Reserve members.  There is also reference to lectures on finance management by the Defence Credit Union.  Again, this may be valid for ARA members whom have just left school joined the ARA and now have a regular income.  However, this is generally not required for a Reserve soldier, who is often older, is usually employed, and has therefore already been exposed to managing finances.

Another issue appears to be the issuing of all uniforms and equipment on arrival at Kapooka.  This results in recruits being unfamiliar with their military equipment - and therefore this is incorporated into the training the recruit receives.  Recruits could be issued equipment progressively; (for example - uniforms on confirmation of panelling to recruit course; and other equipment upon starting of their training (whether at unit or Kapooka)), would facilitate training in the use and maintenance of issued items, and would save time on the base recruit course.

A significant amount of time is devoted to Physical Fitness (26.6 hours) during the course with 7.3 hours of assessment - a total of 34 hours.  Whilst having a fit recruit is essential,  the amount of time is not insignificant.  Fitness training 
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could be conducted at the unit prior to the recruit course, again saving time on the course.

Soldier Feedback

Discussion with two unit members both of whom have recently completed the Recruit Course indicated the following:

· Employer was not impressed with the taking of so long unpaid leave to attend course.

· Military history could have been undertaken elsewhere.

· The lectures on superannuation, health and insurance schemes and managing finance were prefixed with the comments "this is for the ARA or those thinking of transferring to the ARA".

· The self-knowledge and time spent on self development was seen more as a good break from the stress of training and would not be required if the course was shorter.

· Customs , traditions , history etc could be taught at other times and locations. 

· Customs and ranks were taught after a couple of weeks - this was too late as this could have been self taught or taught before attending the course.

· Several GRES members felt that the lectures on finance management etc were unwarranted and a blur on their intelligence.

Course Length

A review of the daily training schedule identified that 118 periods (10 days at 12 lessons per day) and 5 complete days of assessment such as range practices and field exercises would be required to cover the basic training requirements.

Using this criteria a 21day course could operate that would allow for a march out parade and rehearsal together with adequate timings for platoon administration, physical training, counselling, retesting and some free time.

Alternately, a 14-day course could be conducted with less emphasis on some of the skills, with a confirmatory exercise ( a weekend or extended weekend)some weeks after the course.  This could incorporate a combination of courses.
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SENATE ENQUIRY

RECRUIT COURSE DELIVERY METHOD OPTIONS

	Option
	Delivery Method
	Comments

	1
	Continue with current 6 week course at Kapooka
	Not feasible or workable for technical tradespersons - no time availability

	2
	Continue with current 6 week course at Kapooka, split into 2 modules
	Not feasible or workable for technical tradespersons - no time availability

	3
	Continue with current 6 week course, but run on a regional basis at RTCs.
	Not feasible or workable for technical tradespersons - no time availability

	4
	One 2 week module per year, completed over three years, all at Kapooka
	Not feasible or workable for technical tradespersons - takes too long before they become "usable"

	5
	One 2 week module per year, completed over three years, but run on a regional basis at local RTCs
	Not feasible or workable for technical tradespersons - takes too long before they become "usable"

	6
	One 2 week module at Kapooka, followed and/or preceded by weekend training (unit or regional) for the balance of the 6 weeks
	Workable, but resource intensive.  Could pool unit and RTC staff, to run "joint" courses.

	7
	One 2 week module run on a regional basis at RTC, followed by weekend training (unit or regional) for the balance of the 6 weeks
	Workable, but resource intensive.  Could pool unit and RTC staff, to run "joint" courses.

	8
	One 2 week module at Kapooka, followed by midweek evening training (unit or regional) for the balance of the 6 weeks
	Workable, but resource intensive.  Could pool unit and RTC staff, to run "joint" courses.

	9
	One 2 week module run on a regional basis at RTC, followed by midweek evening training (unit or regional) for the balance of the 6 weeks
	Workable, but resource intensive.  Could pool unit and RTC staff, to run "joint" courses.

	10
	Weekend only training (unit or regional) for the whole course
	Resource intensive

	11
	Midweek evening only training (unit or regional) for the whole course
	Resource intensive, and too long

	12
	A combination of the above
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SENATE ENQUIRY

SUGGESTIONS FOR REGIONAL RECRUIT TRAINING

Assumptions

1. Regional Training Centres) RTCs would be the local repository of Recruit Training packages and would coordinate Regional Recruit Training.

2. Army Recruit Training Centre (ARTC) still holds the responsibility for Recruit Training and the provision of all training packages to RTCs.

3. ARTC would provide mobile training and evaluation teams to monitor Recruit Training provided by RTCs and units.

Philosophy

4. The provision of Recruit Training at ARTC for seven weeks or two periods totaling that time for both the Full and Part Time elements of ARMY is not sustainable within today’s employment climate.  Potential recruits cannot afford to take seven weeks off work in one year to complete this training unless they are unemployed or prepared to forgo all or most of their leave entitlements.  These personnel are then potentially unavailable to the unit until the next financial year as they have used up their 100 training days for the year.

5. Whilst the seven week program is adequate for the full time or the small number of part time recruits who can get the time off, it does not suit the majority of part time service personnel.  This Appendix will discuss a possible solution to the requirement for recruits to undergo the current Recruit Course as offered by ARTC.

6. The philosophy behind this Appendix is based on the idea that: “Recruit training can be carried out within Unit’s, incorporating Competency Log Books and Proficiency Testing by ARTC personnel”.

Outline Concept

7. The concept of this model is that Regionalised Recruit Training would be managed and coordinated by RTCs, with technical control staying with ARTC.  Whilst the lessons and training would be delivered predominantly at units by unit members, induction and proficiency testing would be conducted at RTCs by RTC/ARTC staff.  This would include introductions to all subjects at the induction phase and confirmatory Range Practices, Drill, Knowledge Tests and Field Exercise at the final testing phase.
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8. Potential recruits can be identified by the local ADFRU and passed on to the unit of their choice after passing entrance testing, or identified by unit recruiting teams and sent to the ADFRU for testing and then returned to the unit. Induction training, unit training and final testing should be synchronised across all units who are conducting the training and potential recruits can undergo pre-recruit activities until the next Induction Course starts.

9. RTCs would control the synchronisation of the training and the progress of the recruits at each unit within that region.  Units are responsible for ensuring their recruits have completed the suite of activities and lessons required for eligibility to attend the Proficiency Testing.  The time required to complete these activities at the unit is determined as part of a training agreement between the member and the unit and the unit is then responsible to nominate the recruits for induction and competency testing.

10. The training agreement is the point where the recruit and unit determine the frequency of attendance to complete the training. 

Training Delivery Methods

11. All training packages and lesson plans should be provided by ARTC to the RTCs and units, to ensure the standardisation of training.  (This standardisation should also be randomly checked by ARTC and RTC staff through visits to units).  

12. The training delivery methods available at unit level are face-to-face lessons, computer based training both at the unit and through the internet and individual paced home training activities.  The utilisation of a combination of these methods will provide flexibility to both the unit and recruit.  All subjects would be tested at the unit and these competencies recorded in the recruits Competency Log Book.  On completion of the Unit Training Competencies section of the Log Book the recruit is then ready to attend the local RTC and undergo the proficiency tests and activities required for completion of the Recruit Course (Part Time).

Timing

13. Using a combination of the training methods suggested above a recruit should be able to complete recruit training in seven months.  An outline of the training is as follows:

a. 9 day Induction  Course conducted at RTC.
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b. 6 months of every Tuesday nights and one weekend per month training conducted at unit.

c. 9 day Proficiency Testing and Confirmation Course conducted at RTC.

1. This program could be run twice a year and should be synchronised across all units, e.g. the same lessons are taught in each location at the same time.  This would allow recruits to undergo training away from their parent unit and keep up with the training their unit is conducting.  The synchronisation should be controlled by the RTC to ensure standardisation and catch-up/re-test days should be included to ensure that absences or failures can keep pace with the program.

2. To allow greater flexibility for recruits who cannot attend Tuesday night training a unit can be nominated to run the program on weekends only.  An outline of the training is as follows:

a. 9 day Induction  Course conducted at RTC.

b. 6 months of three weekends every two months, conducted at unit.

c. 9 day Proficiency Testing and Confirmation Course conducted at RTC.

Conclusion

1. The conduct of Regionalised Recruit Training at RTCs and units is a feasible option and in today’s employment climate, where it is unreasonable to expect a person to take seven weeks off to attend ARTC, an option that needs to be further investigated.

2. The concept of the model presented in this Appendix accepts that regionalised recruit training does not as readily reap the benefits gained at ARTC of esprit-de-corp and group bonding.  This is seen as acceptable, as in the long run Army has a group of trained soldiers that otherwise would have been unavailable and this concept would be very attractive to tradesmen and professionals. 

3. This type of course can also be run by one unit on behalf of a number of others to gain efficiencies in staffing and equipment usage.

4. This Appendix does not look at the break up of the current Recruit Course package and where to allocate lessons.  If the principal of this Appendix is further enhanced then the allocation of lessons and training is a function of its implementation. 

5. This concept of training GRES personnel is not designed to do away with the requirement for all soldiers to attend ARTC.  It is a concept that should 
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be further investigated to give people joining the Army greater flexibility on how they undergo Recruit Training, thus capturing that element of the population that turn away because they cannot afford seven weeks off in a year.
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