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SYNOPSIS 
 
 
This report presents the results of a CRS study of Reserve recruiting.  This Evaluation Advisory Study was undertaken pursuant to 
concern expressed by the Chief of the Land Staff that a seemingly bureaucratic process risked losing many potential Reserve recruit 
candidates.  Note that this study does not have the rigour of a full evaluation, but is sufficient to make recommendations for 
consideration by senior leadership. 
 
It was observed that many incremental changes have been made to the recruiting system, compressing timeframes while maintaining 
national standards and meeting national Reserve requirements.  Through these initiatives, inefficiencies have been progressively 
reduced.  The end result is a seven-week process for a “clean” file, a reduction from twelve weeks over the last four years.  
Additionally, based on a trial, this timeframe should be shortened by a further two weeks through tentative acceptance of individuals 
who have not yet cleared a final (i.e., Part 3) medical examination – thereby culminating in a five-week processing time for a clean 
file.  The end result would be a processing time that compares favourably with our allies. 
 
The study found that the existing recruiting system for Reservists has essentially been squeezed close to its limits, without 
compromising national standards.   Substantial streamlining beyond that achieved to date will only come with fundamental changes  
(i.e., transformation) to the current system.  Current recruiting levels can be maintained with marginal improvements through 
exploiting technology and by pursuing year-round recruiting.  However, the risk is all too clear that significantly increased recruiting 
targets will stress and degrade the existing system.  This has led the evaluation team to recommend a separate study to guide the 
definition of fundamental changes to/transformation of Reserve recruiting. 
 
An existing obstacle to analysis and in-depth study is the lack of ongoing performance measurement of the system (i.e., recruiting and 
retention) – enhanced databases are required.  Similarly, there would be benefit in further researching best practices within other 
defence forces and industry as well as analyzing attrition from the Reserve Force and from the recruiting process.  Extended 
Recruiting timeframes are not the only reason that applicants may withdraw before successful recruitment is achieved.  It is also 
recommended that a policy directive be issued to facilitate transfers between the Regular and Reserve Forces. 
 
Management Action:  The study recommendations are intended to build from those actions that can be completed in the relatively 
near term, to those more fundamental initiatives that should be addressed in the longer term.  There is general acceptance, and 
certain action should be taken, respecting the need for improved information on the performance of the recruiting system, taking 
advantage of the trial on the timing of medical examinations, as well as the need to provide instruction to facilitate transfers between 
the Reserve and Regular Forces.  It is posited that an electronic recruiting initiative will supplement existing information. 
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At this time, there has been little receptivity to conducting specific studies of Reserve attrition as well as a study to develop options to 
fundamentally re-conceptualize/transform the recruiting process.  The Military Human Resource Group considers that much study, as 
well as ongoing awareness of best practices within other organizations, has already taken place.  There may also be some reluctance 
to launch major change studies/initiatives in view of upcoming reporting by the Office of the Auditor General on a major audit of 
Recruiting and Retention for the Regular Force. 
 
This CRS evaluation advisory study was undertaken to identify issues and offer recommendations for consideration.  Accordingly, this 
report distinguishes the more focused recommendations from broader “suggestions” for improvement.  Both are captured in matrix 
format. 
 
Note:  Subsequent to the completion of this Evaluation Advisory Study, and in conjunction with the larger CF Transformation 
activities currently underway, ADM(HR-Mil) has initiated a National Recruiting Campaign to meet surge recruiting requirements 
across the CF.  The recommendations in this CRS Evaluation Advisory Study should be implemented in the context of the  
ADM(HR-Mil) Campaign in order that maximum benefit can be derived from the two efforts. 
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RESULTS IN BRIEF 
 
 
This report provides an independent assessment of the Reserve recruiting process.  It was undertaken to respond to a continuing and 
long-term concern in the Reserve Community with what is perceived to be a risk-averse system, which results in the withdrawal or 
rejection of a large percentage of applicants.  A key theme in the assessment is the need to find a balance between a timely recruitment 
process and rigorous application and maintenance of appropriate recruitment standards. 
 
Since the year 2000, many improvements have been made to the recruitment process, while national standards have been maintained 
and Reserve Force recruitment targets continue to be met.  As well, the time required for Reserve recruiting appears to compare 
favourably with that of allied militaries.  Time for recruitment has been reduced recently from approximately twelve weeks to seven 
and each component in the process has been thoroughly analyzed for further reduction.  Other changes, such as reducing attrition by 
installing a number of incentives for retention and creating a year-round intake of recruits, as opposed to an annual springtime 
enrolment, have had a positive effect on the overall timeliness of the recruitment process. 
 
Most importantly, in June 2004, following an earlier discussion at the most senior levels, ADM(HR-Mil) directed that a year-long trial 
be undertaken to address the most contentious issue in the recruiting process, that of the Part 3 medical examination which is currently 
completed by the Recruit Medical Officer at Borden.  This phase currently adds between two to four weeks to the process and is seen 
as providing little value added.  The trial proposes a reasonable solution to the problem by speeding enrolment while not increasing 
risk and maintaining a common national standard.  It proposes enrolment after Part 2 of the medical, which is done locally.  Part 3 
would be completed after the enrolment of the recruit.  If significant medical problems were to be identified in Part 3, the recruit 
would be released.  If the trial is successful, and the concept incorporated into the recruitment process, it will result in a recruiting 
process that could reduce the recruiting time to five weeks.  As a minimum, the trial will provide quantitative data for discussion and 
allow for consideration of alternative approaches. 
 
To address future needs of the CF, and to enable any further dramatic reductions to the recruit processing timeframes, will, in our 
view, require a reconceptualization of the entire process.  This, in turn, will require a more complete database from which to make 
substantive judgements.  Reserve components should begin the process of data collection on timeframes, attrition rates, and 
recruitment as soon as possible.  The recommendations, “suggestions” and corresponding management action plans are presented in 
matrix format on the following page. 
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RECOMMENDATIONS, SUGGESTIONS & MANAGEMENT ACTION PLANS 
 
 

Serial CRS RECOMMENDATION OPI MANAGEMENT ACTION 

1. Information:  Reserve databases be constructed and 
enhanced to reflect the information required for 
performance measurement of the recruiting process. 

ADM(HR-Mil) Military e-Recruit will be released in August 2005 to 
complement existing systems/information. 

2. Medical Exams:  The proposed trial regarding enrolment 
before completing the Part 3 medical be completed and 
process be changed to reflect the results of the study. 

ADM(HR-Mil) Staffing action is ongoing.  Intend to obtain ADM(HR-Mil ) 
approval for Fall 2005 implementation. 

3. Component Transfers:  A policy directive on the subject 
of Component Transfer be promulgated for a rapid, 
streamlined, transparent system which would delineate 
new parameters for its implementation. 

ADM(HR-Mil) A complete legal review is planned.  Will obtain ADM(HR-Mil) 
approval for Component Transfer instruction implementation 
with effect Summer 2005. 

Serial ADDITIONAL ANALYSIS / STUDY SUGGESTED OPI MANAGEMENT ACTION 

4. Benchmarking:  A comparative analysis of recruiting 
processes in the Defence Departments of other countries 
and as well as within selected Canadian industries be 
completed. 

ADM(HR-Mil) The OPI is satisfied that current informal benchmarking/ 
sharing activities are sufficient. 

5. Attrition:  A detailed study of reserve attrition, including 
follow-up interviews with withdrawn applicants, be 
conducted to assess the longer-term impact of recent 
measures that are expected to reduce the attrition rate. 

ADM(HR-Mil)/
VCDS 

This recommendation is not supported at this time.  Some study 
work has already been performed in this area. 

6. Study:  In order to meet future Reserve recruitment 
needs, a study be undertaken reconceptualizing the 
approach to recruiting, using up-to-date technology and 
reflecting future demand and supply of recruits. 

ADM(HR-Mil) The recommendation is not supported at this time. 

CRS Note:  It is worthwhile noting with respect to Serials 4, 5 
and 6 that the Office of the Auditor General is currently 
conducting an audit of Recruiting (Regular Force).  At this 
stage, it may be appropriate to await the AG recommendations. 
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REVIEW APPROACH 
 
 
INTRODUCTION 
 
The issue of recruiting for the Primary Reserve has been the subject of considerable concern and study essentially since 1996 as 
several attempts have been made to address apparent deficiencies in the recruiting system.  This particular review of the issue was 
requested by the Chief of the Land Staff (CLS) in response to: 
 

a. the need to make the process more cost-effective in order to implement the recent decision to increase the Army Reserve 
from 15,500 to 18,500 by 2006; and 

 
b. the continuing concern in the Reserve Community with the perceived unresponsiveness of the recruiting system and the 

subsequent delays in the process; which some have argued, results in the withdrawal or loss of many potential recruits. 
 
This latter concern also applies to the issue of Component Transfer where delays with the process result in individuals abandoning the 
idea of transferring to another component of the Armed Forces. 
 
REVIEW OBJECTIVE 
 
The objective of this study is to provide an independent review and analysis of the process involved in recruiting for the Primary 
Reserve, with the aim of assessing the efficiency and cost-effectiveness of the current process, and where appropriate, proposing 
solutions or alternative courses of action. 
 
In analyzing the Reserve recruitment process, the central issue relates to that of finding the proper balance between an efficient 
bureaucratic structure and the maintenance of appropriate standards. 
 
SCOPE 
 
This review will focus on the recruiting process related to the Primary Reserve, including all the component sections, – Air Force, 
Navy, Communications, etc., but with emphasis on the Army Reserve since its relative size, potential growth and long-term concern 
make the issues more salient.  This study will address the issues related to the recruiting process, retention and component transfer. 
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METHODOLOGY 
 
The methodology for this study involves a mixed methods approach of both quantitative data and qualitative assessment.  Emphasis 
will be on the review of relevant documentation including previous studies, files and websites, and interviews with the key personnel 
involved, including round table discussions.  Some benchmarking data will be developed from previous studies and through 
interviews. 
 
BACKGROUND 
 
As of July 2003, the Primary Reserve was comprised of just over 21,000 members, broken out in the following components: 
 
Army 14,057 
Navy 3,027 
Air Force 2,232 
Communications 1,499 
Other                                588 
Total   21,4031 
 
Note that the Army Reserves are to increase to 16,250 by 2004, and to 18,500 by 2006.  Attrition rates of approximately 20 per cent 
over the last few years necessitate an annual recruiting intake in the order of 4000-5000.  This attrition rate has recently declined, but 
the impact on recruitment will be balanced by an expected increase in the Army Reserve. 
 
The recruiting process is often perceived by its Reserve clients as being risk-averse and replete with stumbling blocks, which result in 
the withdrawal or loss of approximately 30 per cent of the applicants, i.e., those who have submitted an application form.  It is argued 
that some who withdraw from the recruitment process are high potential individuals who will not wait indefinitely for a decision on 
their fate.  The end result is negative public relations for the Canadian Forces, especially among the recruiting clientele, with a 
subsequent reduction in the number and quality of applicants. 
 
These assessments are made based on a considerable amount of anecdotal evidence, but there is very little hard data to support them, 
particularly aggregate national data.  Data collection and analysis is complicated by classification problems, the compartmentalized 
nature of the Reserves, and the Reserve management and administrative structure. 
 
                                                 
1 There has been some discussion on the actual numbers of Reservists.  These numbers reflect data available from the pay system.  While this may not be 
reflective of those actually on strength, these are the only data available that are applicable to all Reserve Units. 
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Currently, Reserve recruiting is a seven to fifty-two week process, depending upon the nature of the issues that arise, with 30 per cent 
completed within seven weeks.  Although there are long-standing concerns over the process, Reserve-recruiting requirements are 
currently being met.  The ratio of applicants to enrolees has remained steady over the years at 2 ½ to 1, which might suggest that 
duration of the process is not the determinant variable in an individual’s decision to join the Reserves.  Isolating the impact of the 
enrolment/recruiting process on recruiting efforts is inherently difficult because joining the Reserves is often a profound life decision 
dependant upon a large number of factors.  Moreover, DND has not consistently tracked key information necessary to evaluate the 
impact of a particular variable on that decision.  Nevertheless, this paper will examine the logic and utility of the current process, 
examine the proposals for change and where appropriate, suggest potential recommendations and alternative courses of action. 
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RECRUITMENT PROCESS 
 
 
CURRENT RECRUITING SYSTEM 
 
The process for Reserve recruiting is as follows: 
 

a. Employment applications are sent from the Reserve Units to the Canadian Forces Recruiting Centre (CFRC), or are 
completed and submitted directly to one of the 36 CFRCs, or are completed on line. 

 
b. Early in the process, personnel and employment reference checks are conducted, personnel data is validated and 

appropriate credit checks are completed. 
 
c. Applicants then complete the Canadian Forces Aptitude Test (CFAT) and a physical training test (PTT).  Approximately 

10 per cent fail the CFAT, and if so, must wait three months to reapply.  The number of those failing the PT test has risen 
dramatically over the last few years.  The CFRC in Toronto calculates that the first-time failure rate is over 40 per cent.  
Applicants may reapply after a one-month waiting period. 

 
The standards for both these tests are set by DND.  The aptitude test reflects a grade 10 capability, and is used for trade 
selection.  The physical fitness standards are those that are developed for entry and annual testing in the Regular Forces 
except those for the Army, which are more demanding. 

 
d. Concurrently, in the application process, an Enhanced Reliability Check (ERC) is completed, using an RCMP database.  

This is normally completed in one week.  However, there can be large time delays in completing this clearance if data are 
unavailable (records outside of Canada, for example) or if there are problems.  If there is a criminal record or citizenship or 
credit issues, the applicant must resolve the issue before the application is processed.  The standards in use are those in 
place in all other Federal Government Departments. 

 
e. Medical Testing determines if the applicant meets the minimum medical standard for the Canadian Forces.  It is completed 

in three parts.  Parts 1 and 2 are completed at the recruiting centre and are administered by a Canadian Forces Physician’s 
Assistant.  If there are anomalies such as a history of asthma, for example, applicants are required to submit a family doctor 
report.  This requirement turns out to be the case for approximately 40 per cent of the applicants.  This process can take 
weeks or months, depending upon the nature of the problem and family doctor availability and responsiveness.  If a 
medical specialist is required, delay can take considerably longer. 
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Once Parts 1 and 2 of the medical are completed, the application is sent to Borden for medical review, i.e., Part 3.  The 
same individual doctor reviews all files.  This approach/policy is based on the assumption that a medical standard can be 
maintained only if one doctor who is familiar with DND’s physical requirements sees all the files.  The current turn-around 
time on Part 3 for a “clean file”, i.e., no identified medical problems in Parts 1 and 2, is between eight and 20 days.  This is 
considerably longer if problems exist.  In the end, approximately 20 per cent of all applicants are judged medically unfit. 

 
Among the identified delays in the recruiting system, the process and logic regarding the Part 3 medical has generated 
considerable criticism and discussion, and has been considered the most cost-effective to address. 

 
f. When the files are returned from Borden to the local recruiting office, they are merit listed, and forwarded to the Reserve 

Unit, who contacts the applicant, sets up an enrolment date, and finally does the actual enrolment.  This adds another 15 to 
20 days to the process. 

 
In this system, approximately 30 per cent are clean files.  Delays and problems affect the remaining 70 per cent of 
applicants.  The average time to process a clean file has decreased from 59 days to 35 days.  “Clean” means that the 
individual passes the aptitude test on the first try, is assessed as suitable by a Military Career Counsellor following the first 
interview, is found medically fit on initial examination, has no criminal record or credit issues, can be granted enhanced 
reliability status on initial review and passes the PT test on the first attempt.  In short, there are no issues that delay 
processing.  There is only limited aggregate data on the time to address the concerns, issues and problems of the other 
70 per cent, although CFRG statistics show that currently 87 per cent of new enrolees completed the process within 
45 working days. 

 
COMPONENT TRANSFER 
 
Component Transfer is an integral part of the Reserve recruiting process.  It accounts for approximately 20 per cent of the annual recruitment.  
This issue was identified in the interview process as a major source of concern.  A preoccupation with process and time delays, appear to 
override the logic of the “Total Force” concept.  The policy basis behind Component Transfer dates back as far as 1995, as follows: 
 

“In the spirit of total force, active members of the Primary Reserves requesting transfer to the Regular Force will be 
given preference over civilians requesting enrolment, and, in the total force context, members of the Primary Reserves 
are already recruited and enrolled members of the Canadian Forces and, therefore, should not require further processing 
by the recruiting system.  The aim of the new procedures is to permit a direct transfer for Primary Reserve members to 
Regular Force bypassing Canadian Forces Recruiting Centres (CFRC).”2 

                                                 
2 CANFORGEN 062/95, ADM(Per) 076/95, 261725ZOCT95, CF Component Transfer Procedures – Primary Reserve to Regular Force, 26 October 1995. 
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However, the very success of the program caused a number of changes to be made to make Component Transfer a 
recruiting event subject to all the process attached to the recruiting system as outlined below: 

 
“The unanticipated and overwhelming volume of transfer requests have exceeded the capacity of DPCA to process 
them within acceptable time frames.  It has also become apparent that the aims of the new component transfer 
procedures could be met more effectively and efficiently by the Canadian Forces Recruiting System.”3 

 
There is consensus among senior management that a component transfer from the Regular Force to the Reserves or from the Reserves 
to the Regular Force should be as simple as a posting message.  An adequate process has not yet been established to address the issues 
of component transfer consistent with a total force concept.  A number of administrative issues and established performance measures 
related to time in rank, courses completed etc., have to be resolved before the “seamless web” of the total force concept can be put in 
place.  Until these issues are resolved, Component Transfer will continue to be treated as a recruiting event rather than the 
administrative process that it should be. 
 
As for regular recruits, information is required on education, qualifications, expertise, security clearance and medical category.  There 
is a history of anecdotal evidence detailing problems that have arisen in supplying and transferring this information.  For example:  
personnel files were on retirement, sent to the archives where they are virtually irretrievable; there was no way of assessing 
commonality of previous course qualifications, making rank determination difficult; security clearances have often lapsed or are not 
accepted as current; medical approval must be re-established; and in some cases, members are still asked to supply their high school 
marks.  All of these data issues, which are all internal to DND, have made component transfer a longer-term process than it need be.  
Nevertheless, there are approximately 1000 component transfers per year. 
 
In the future the component transfer process should become easier, as common databases and standardized courses, affecting an 
increasing percentage of the Forces take effect.  This will make it easier to establish qualifications and rank, and to assess medical and 
security status.  There are indications that the process is improving, for example, the issue of Verification of Former Service (VFS), an 
integral part of the component transfer process, took approximately four months in the year 2000.  Three to four weeks is now the 
average turn around time for a VFS.  What is needed is a new policy directive delineating the parameters of what is to be accepted and 
what is required in the component transfer process. 
 

                                                 
3 CANFORGEN 052/97 ADM(Per) 036/97, 161545Z May 1997, CF Component Transfer Revised Proceedings, 16 May 1997. 
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Severed under 
Section 13(1)(a) 
of the AIA 
Information 
obtained in 
confidence 

COMPARATIVE ANALYSIS 
 
This study did not analyze raw data, with which to make some comparisons with other nation’s Armed Forces recruiting processes, or 
those of other government agencies.  This could be done as part of follow-on work.  However a number of recent studies have done 
some comparative work.  For example, a study done by Canadian Forces Recruiting Group (CFRG) for the Minister of National 
Defence in August 2003 when the Canadian recruiting process was assessed at seven weeks for a clean file, showed the time 
requirements for the recruiting processes for other country’s Armed Forces as follows: 
 
……  4 weeks 
….  8 weeks 
…… 10 weeks 
……… 14 weeks 
 
Note that the ………. system is completely contracted out, yet the time required is listed as twice that of Canada.  Other studies 
showed that Canada also compared favourably with regard to processing costs.  Recruiting costs per recruit are approximately $4,000 
for Canada4, which compare with the …. costs of $16,000 (Both figures are in Canadian dollars).  Advertising costs per recruit are 
$160 in Canada, which compares with $1,900 in the …. 
 
Intuitively it may be expected that due to economies of scale, the …. cost per recruit would be lower than Canadian costs.  Although 
one can’t draw too heavily on the limited assessment above, it appears that from both a time and cost perspective, the Canadian 
process is within the range as compared to those of other nation’s Armed Forces. 
 
 
 

                                                 
4 In our view, the Canadian Reserve recruiting costs are somewhat understated, as they do not include local costs. 
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PRINCIPAL OBSERVATIONS 
 
 
RECRUITING DEVELOPMENTS 
 
What data and information that do exist indicate progress towards an increasingly responsive recruiting system.  It appears that 
concerns about the process are gradually being addressed, but within the context of maintaining the current national standards.  For 
example, the average time to process a clean file has dropped from 59 days to 35 days.  Within this context, time for a Part 3 medical, 
again on a clean file, has dropped from 20 days to eight days.  This improvement to a more responsive process is due to a number of 
factors as follows: 
 

a. Continuous Pressure.  Over the past few years, there has been constant pressure to reform and improve the efficiency of the 
system.  There has been continuing attention and visibility on this issue throughout the Department over the last three or 
four years right up to and including the ministerial level.  This pressure/visibility has led to the proposal of a number of 
alternative solutions to the current system, some accepted, some rejected.  But it has created the consensus that the 
problems in the system needed to be addressed, and that the status quo was not acceptable. 

 
b. Annual Recruitment.  Last year the Army Reserve changed its intake loading program from once a year in the spring, to 

three times a year, in effect, creating a continual flow of applications instead of a yearly springtime bottleneck.  The 
bottleneck problem was compounded by the fact that at this time of the year the system is severely stressed with other high 
priority recruitment such as the annual Royal Military College intake.  Year round recruitment and enrolment with a 
constant flow of applicants should continue to produce time savings in the system. 

 
c. Reduced Attrition.  An increased emphasis on reducing attrition has also produced positive results.  Obviously, a reduction 

in the rate of attrition will reduce the requirement for new recruits, which should in turn reduce the time required for the 
remaining individual enrolments.  In this regard, a number of programs have recently been put in place or are about to be 
put into effect and are expected to reduce the attrition rate.  These include dental coverage, Reserve pensions, Reserve 
retirement gratuity and education cost reimbursement. Better training, equipment and meaningful employment are all 
recognized as essential ingredients in reducing attrition. 

 
A new awareness of the impact of attrition on recruitment, coupled with these incentives, has reduced attrition from the 
30 per cent range to below 20 per cent.  Note, not all Reserve components have the same attrition rate.  The Air Force 
Reserve, which draws heavily on component transfer from the Regular Force for 70 per cent of its recruitment, has a 
markedly lower attrition rate than the Army Reserve and is currently at 14-16 per cent.  Since the 20 per cent figure 
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includes transfers to the Regular Force, the actual attrition from the total force concept is approaching 15 per cent.  Given 
the structural nature of the Reserves, in that it relies heavily on students who have a four-year horizon, attrition at 
15 per cent is getting close to the bottom limit.  Further dramatic reductions are unlikely unless  
one changes the recruiting base, from students looking for a summer job, to those seeking a part-time career.  However, the 
reductions in attrition that have occurred should reduce the time required for those remaining in the recruitment process. 

 
d. Information Technology.  Increased application of information technology (IT) from electronic application to the use of 

national databases for ERCs has had and will continue to have a positive effect on reducing the time required for the 
recruiting process.  The Naval Reserve’s experience with the creation of their own version of the Human Resources 
Management System, called TORIS, has allowed it to create a more time-sensitive personnel management system which 
tracks personnel and identifies recruiting requirements by MOC.  The system has had an important impact on reducing the 
difficulty with regard to component transfers.  This system as a management tool would be ideally transferable to some of 
the smaller components of the Primary Reserve.  While there is an investment cost to be absorbed, increased use of IT will 
allow for better tracking and management of the process and provide data with which to assess proposed alternative 
courses of action. 

 
e. Increased Personnel Resources.  In response to efforts to make the process more responsive, a greater number of military 

personnel and a broad range of additional resources have augmented the recruiting organization.  It now includes 39 
recruiting centres and over 1000 personnel, of whom 30 per cent are Reserve members.  The number of people employed 
in the recruiting system has been increased by approximately 30 per cent over the last five years.  In addition, most Reserve 
units have created “attractors” or facilitators who do local recruiting for their unit and who help applicants prepare the 
forms, collect their documentation and assist in application preparation.  In spite of the augmentation to the Reserve 
recruitment strength, which has been a contributing factor to improved timeliness, it is still not known with certainty the 
number or reasons why as many as 30 per cent of applicants withdraw or do not continue with the recruitment process. 

 
f. Medical Screening.  Over the past few years, the most contentious issue in the Reserve recruiting process has been that 

relating to the time and value added of the Part 3 medical.  The rationale behind the requirement for a centralized and 
consistent standard ensured by having one doctor review all the medical files has been challenged from logical, time, and 
professional perspectives.  How realistic is it to expect a single medical authority to scrutinize and make recommendations 
on 18,000 medical applications annually (both Regular and Reserve Forces) without seeing an individual?  Numerous 
proposals/options to this approach have been suggested over the last few years.  These include; dropping the Part 3, 
registering civilian doctors to conduct Reserve Forces medical recruit examination, having family doctors complete Part 3, 
having a doctor on staff at each Reserve unit, moving the medical officer to NDMC from Borden so that he/she could 
receive backup support when required, and finally, use a “conditional enrolment policy, i.e., applicants would be enrolled, 
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trained, and paid conditional upon passing the Part 3 medical.  All of the above solutions have been rejected on practical, 
logical or legal grounds.  In the interim, the pressure resulting from continuing concern and criticism of time delays and the 
value added related to Part 3 medical have driven down the time required considerably to approximately 20 days.  Recent 
data collected by CFRC in Toronto shows that this time frame has dropped to eight days, determining whether that is a 
short-term anomaly or long-term trend will require additional data. 

 
g. A New Approach.  Concurrently, beginning June 2004, following an earlier discussion involving the most senior 

leadership, ADM(HR-Mil) directed that a year-long trial be undertaken on a new approach to the issue.  The trial directive 
can be found at Annex A of this report.  The aim of the trial is to establish the feasibility of enrolling applicants into the 
Primary Reserve with a Part 2 medical which would be conducted as it currently is at the local level, while waiting for the 
Part 3 medical approval, which would still be granted by the Recruit Medical Officer (RMO) at CFRG in Borden.  If there 
were sufficiently significant medical issues, the enrolled individual would then be released.  The trial would apply to “clean 
files” only.  Currently, the Part 3 screens out 3 per cent of clean files. 

 
Given that there is currently an eight to 20 day turn around time for completion of the Part 3 medical, implementing this trial should 
reduce the number of days in the overall process to somewhere between 27-40 days.  In essence, this trial will allow the applicant to 
be enrolled, paid and trained before receiving final medical approval.  Terms of Reference for this trial are attached as Annex A. 
 
Obviously, there will be some administrative, and potentially, some public relations costs associated with this trial, as a few 
individuals are enrolled and then subsequently and rather quickly released.  The trial will also put additional pressure on the Physician 
Assistants who conduct Part 1 and Part 2, and this may result in the number of clean medical files being reduced from the current 
40 per cent with a subsequent increase in the workload in Borden.  However, the trial should provide the data to assess the plusses and 
negatives of this approach.  It will run for a one-year period or 1000 clean files.  The trial and the approval process inherent in 
implementing it are important major steps in addressing this long-time concern.  Essentially, it is an innovative attempt to find a 
balance between the need for maintaining a medical standard, while reducing the time required for enrolment. 
 
It should be pointed out that these recent improvements follow on a number of earlier incremental changes to the system in the 2000-
2001 time frame.  For example, a briefing note for the Minister of National Defence, dated May 2001, from the Chief of Land Staff 
stated:  “The Minister should be aware that we have reconciled many of the Recruiting Process bottlenecks.  The Recruiting processes 
were examined and significant improvements have been made to simplify the enrolment process.”  The briefing note highlights areas 
where improvements have been made, i.e., “The medical examination process has been streamlined and added resources were 
augmented to the recruiting services, making medical examinations more efficient, the aptitude tests have been adjusted with no effect 
on standards, and the interview has been streamlined for reservists, making it shorter.” 
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As noted earlier, in spite of the significant improvements that have been made recently, it is still not known with certainty, the number 
or reasons why approximately 30 per cent of applicants withdraw from the process before recruitment is achieved.  Routine follow-up 
interviews and feedback from withdrawn applicants would likely contribute significantly to gaining better insights into this 
phenomenon and potentially lead to action to diminish the problem. 
 
ALTERNATE SOLUTIONS 
 
A number of alternative solutions have been proposed with the objective of further shortening the process by changing or abandoning 
the current standards.  For example: 
 

1. Conditional Enrolment.  This proposal would involve enrolling the individual conditionally, pending completion of the 
process.  If there were irresolvable issues, the individual would not be formally enrolled.  This option has, so far, been 
rejected, as it would require changes to the National Defence Act (a very lengthy process), and has been overtaken by the 
trial on enrolment after the Part 2 medical. 

 
2. Dropping the Interview from the Process.  It is argued that there is very little value added from this interview, yet 

scheduling often involves considerable delays.  The proposal has been rejected on the grounds that the interview is 
necessary as a screening mechanism and as a career selector. 

 
3. Fitness Testing.  It has also been proposed that the fitness test should be dropped.  This argument is based on the 

assumption that the applicant can become fit after enrolment, and secondly, that the current fitness standards reflect a 
common entrance standard for both Regular and Reserve Forces, and could be lowered for the Reserves. So far, the counter 
argument, that recruits must be in sufficient physical condition to complete basic training without serious health risk has 
been widely viewed as a credible response. 

 
4. Recruitment Personnel.  There have also been a number of proposals concerning the way we have employed our personnel 

to do recruiting.  For example, at the present time, basically each Reserve Unit has its own personnel, tasked full time with 
attracting recruits and facilitating their way through the acquisition process.  It has been argued that employing these 
individuals in the Recruiting Centre, (concentrating the mass to achieve economies of scale), would make the process more 
cost-effective and time responsive.  Reserve Units, which fund their own recruitment facilitator, have shown little interest 
in this proposal. 
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5. Aptitude Test.  There is also an argument to drop the aptitude test from the recruitment process.  It is argued that since the 
test is based on a grade 10 standard, then why not merely accept a grade 10 achievement as sufficient confirmation of 
academic ability.  The counter to this argument is that the aptitude test is important in determining career classification, i.e., 
Communications vs. Army, and trade selection, and is used in developing an initial merit listing. 

 
From the above, it appears that there is little likelihood that there will be a withdrawal from a national standards approach.  While 
there has been over time some pressure to adopt a decentralized approach to recruiting, where local Reserve Units would do their own 
testing, this has not been accepted.  It appears that there is no consensus within the Department for any reduction in standards. 
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