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PREFACE

Thia Oroup S8tudy Project was produced at the request of Specialty Code 21
Personnel Managers assigned to the Military Personnel Center with the coop-
eration of the Office of the Chief of Engineers. The perception exiats by
some senior officers in the Corps of Engineers that the Officer Personnel
Management System does not provide training opportunities in the field of
construction management sufficient to qualify senior engineer officers to
be district or division engineers., This Group Study Project conducted by
seven engineer officer AWC students with varied backgrounds examines this
perception and extends the purpose of the study to the development of a
general growth model for engineer officer professional development.

SPECIAL CREDIT

NData contained herein were provided exclusively by
MILPERCEN from pertinent data bsses, ORB screens, and
other internal sources.




A n T T Sy

ABSTRACT .

LIST OF FIGURES . . . .
LIST OF TABLES + . . . .
LIST OF ABBREVIATIONS.

CHAPTER I,

11,

111,

IV,

ANNEXES

N AT AR [~ RSP

TABLE OF CONTENTS

. . ) . . L L) . . L]
LI} [ .
[ [N .

e + » e

[} .
[} .
(] [
[} .

e o » =
* o e e
- o o
e + o &
> a e @
« e & =
.« o = =
* - . e

BACKGROUND REPORT ON STATUS QuUO
OPMS--Background . . . . . v « ¢ v v v e
The Status Quo--Speciality 21 (Engineer) . . . .
Profesaional NDevelopment Challenge for the 1980°
Critical Parameters . .« . « . « ¢« + « &

The Task Spectrum « . « ¢ « v v « 4 & o 1 v 4 s

FUNCTIONAL AREA ASSESSMENT

Engineer Support on the Battlefield

Engineer Support in Carrison . . . .

Engineer Support to the Nation . . .

Army Topography . . + « v v « v v

Current Issues ., . « + + v 4 « ¢ .+ o
Officer Personnel Management System
Profesaional Engineer Registration
Multiple 06 Command., . . . . « « + , +
Women in the Corps « + « v + v « v v «
Force 8tructure « Accession Methodology
Up or Qut Policy for Engineers . . . . .

Dintribution of Officers . . . . . . . .

« e
[ )
& 8 s
¢ v e
LI ]
4
[

1
+
.
[
+
.

s @ o * + o =

CONCEPT FOR PROFESSIONAL DEVELOPMENT
Section 1 Concept . + + « v « v v 00w w
I1 The Outline: A growth Model Concept .

II1 pistrict Engineer Command Positions

SEPARATE RECOMMENDANT'IONS

A - Demographic Profiles + « . . v v v v v v
B - Fully Funded Advanced Civil School Graduates

iv

a 2 e =

e ® ® ®w « o ® = e & s

P

e ® o e @ + s e ® o e =

e ° o a2 =

«- ® = ® & e o ® @ ® a« =

e & e e =

- e e e o

- e + 8 w e & + a2 e e =

Page

83

Al
Bl

sl bl A1 AR AR § STy

e i kL IRV

e g AR o (1 g s A sy 1
btal ALEAE m‘\’é. L Ei1 I L 43 .

PR A R T 7 v e




LIST OF FIGURES

o
4l
i
i
,
b
g
‘.
i
b
;

Requirements Distribution IN, AR, FA .o v riinrnirstrnnnrotnrronrsanens
Requirﬂment. Dil@tihution EN, Mp. 8C R R R N N
SCZI Strﬂngth DAL ¢ v vt e tutninas i n st otrorsesar sttt iesotanrooaserane
Bplca Pyrﬂmid Versus Continuation Rate «evererverarriiaversrniornansns
eer Speciality Tours «vvevivan.
ORLELONS oo tr ittt e i e e s
Eﬂs*ﬂﬂll‘ Flltara roovvovsanntornonusioesarnsssvnsessveoosasnonissnnns
Engineer Experience DALA ¢reverenriitiisitaresisonsercisnaiisntnsians
Requirnmenta Spectrum D N R N R N R R N R N N R N I I A A S

Becond Non-Engi
Engineer Coded

L A I R I I B BN I S S RN |

cmlnd sﬂl‘ction Filtet. LR R R R I N N I N S A I N S N N O B N N BN B N R RS A
8C21 Officer Force Management Plan
Actual Versus ldealigzed Force Pyramid

G0 65 0.0 0 0.8 80 0043 3892080800800 40480000

L I R R R I R R I I S B N U I S N S R I N B Y B O )

scll. 12. .nd 13 Utiliz.tiona.tes LRI T I B T R R TN I T I N N I I I B Y T Y B I B R B RN N B ]
SC21 Utililﬂtiﬁn RAELEBE vt vttt sttt a s ot naatoosttsssatortansonsssness
Enginﬁer Coded po.ition pyramid R AR

S 2 b R AR

Page

3
3
7

3
3
o
E
.L‘,
#

N
3

o




ANTSRYR T L

i o b A NI A/ ] s “
SRS N = e e oy g

LIST OF TABLES
TITLE Page
1-1 Utiliz.tion R‘te. L I I I I B R R IR TN RY B TN I B I Y N I I R N B B R I R O R R I N N N N A TR ) 9

Engineer Bkill Distribution ..vvvveieniiiirnrntronvionarnievionensres 12
1-3 Ofﬂ.cet‘Ln!BGl"Enginearva Atmy R R N 13

T WTEWAFRITY T
o)
?
~

2=1 8C21 Officer Bhortage by Grade ....cvvivviireriinaviriionaorrsecaeerss 23
. 2-2 Army Topographic Officer Spaces ....vveviviiiivrrsrininnornninrrensees 39
4 2=3 8C21 Continuation RALE .. .iveviorvtiiontarsansrtrionsessorastnssasosssnnses 39
2-4 TIdeal BC21 Splce BEYUCEUT® sinersirnstesnrnsrraasnoronseasnnsasssnnes 40
2=5 8021 Profile v ivrnes it siannn ittt ittt et ettt onnes 57

=Y

R

e b e




AR

RERE LS NN

Earanbary S el Faldiey

B | s

ERILEA RO RSO Y

ACSI
ARR
AUS
BA
BN
cag3
CERC
CERJ,

CGSC
CITA
CM
COE
CRREL

cY

DA
DAMPL
DE
DEH
DFAE
DMA
DOD
DOPMA
EN
EQAC
EOBC
ETL
FE

FY
INSCOM
LOC
MILPERCEN
MS
O0CE
OFMP
ODP
OPMD
OPMS
ORB
OTRA
pcs
PE
PERSACS
RA
R&D
ROTC
8C
88¢

ABBREVIATIONS

Assistant Chief of Staff for Intelligence

Army Readiness Regions

Army of the United States

Bachelor of Arts

Battalion

Combined Arms and Services Staff School

U8 Army Corps of Engineers Coastal Engineering Research Center
US Army Corps of Engineers Construction Enginearing Research
Laboratories

Command and General Staff College
Commercial=-induatrial=Type-Activity

Contract Management - Conatruction and Facilities Maintenance
Chief of Engineers

U8 Army Corps of Engineers Cold Regiona Research and Engineering
Laboratory

Calendar Year

Department of the Army

Department of the Army Master Priority List

District Engineer

Director of Engineering and Housing

Director of Facilities and Engineering

Defense Mapping Agency

Department of Defense

Defense Officer Personnel Management Act

Engineer (Branch Designation)

Engineer Officer Advanced Course

Engineer Officer Bamic Course

US Army Corps of Engineers Engineer Topographin Laboratory
Facilities Engineer

Fiscal Year

US Army Intelligence and Security Command

Lines of Communication

Military Personnel Center

Master of Science

Office of the Chief of Engineers

Officer Force Management Plan

Officer Distribution Plan

Officer Personnel Management Directorate

Officer Personnel Management System

o0fficar Record Brief (DA Form 4037)

Other Than Regular Army

Permanent Change of Station

Professional Engineer; Registered Professional Engineer

Personnel Structure and Composition System

Regular Army

Repearch and Development

Reserve Officer Training Corps

8pecialty Code

Senior Bervice College

vii




THS
TRADOC
UBAREC
USAREUR
USMA
WES
WESTCOM
w/o

YG

Transient, Holding and Student (Personnel Account)

US Army Training and Doctrine Command

US Army Recruiting Command

US Army Europe

US Military Academy

US Army Corps of Engineers Waterways Experiment Station
U8 Army Western Command

Without

Year Group

viii

B T S T T Sryae e AR YA %&-gm'g,-ﬂgq'_ e i L




CHAPTER 1

ENGINEER PROFESSIONAL DEVELOPMENT STUDY
BACKGROUND REPORT ON STATUS QUO

- o AN e

In 1972, personnel management of the officer was transitioned from 14

o P

“1‘

traditional, vertically managed branches of the Army to a concept which

g

designated a multitude of notional specialty pairings. This new concept,

Officer Personnel Management System (OPMS), like its vertically oriented

pradecessor, was horizontally designed to develop the right numbers of
officers in the proper grades with the requisite skills to meat Army require-
ments. In the review that follows one must vecognize that OPMS as a total

system is atill evolving and that policies and operating procedures are

R R S e N

being refined with a goal toward achieving consistent, long term growth

objectives as the force matures.

R 8 P oI by Wl 57 v £

Recent trends within the Engineer Specialty (8C21) have prompted the Chief
of Engineers and the Commander, MILPERCEN to question whether OPMS is
developing the right numbers of engineer officers with the requisite akills

to meet Army requirements. This study examines that proposition by focusing

on four critical aspects of a management system that, of necessity, must be

requirements driven,

@ What 1s expected of the military engineer? How does the officer support

the Army? the Nation?

o What tradeoffs, if any, should be considered as the military engineer

officer corps is developed?

® Are there any recognizable shortcomings that can be translated into or

predicted to become management or leadership riska?

o What adjustmenta to the present growth model, if any, should be

r%g:‘.-wmn} gl R

conaidered?

AT A YA I rer
A ety ey




T ST

A working understanding of the underlying precepts of OPMS is fundamental
to assessing the impact of the analysis contained in Chapter 2 of this report.
It is not the intent of this study effort to challenge OPMS, but simply to
outline the concept as originally envisioned, report on the present status
quo a8 best it can be defined and make some recommendations for fine tuning
OPMS8 toward improving both the personnel management and personal and profes-

sional growth systems for the 1980s.

QPMS~--BACKGROUND

Cunceptually NPM8 is simple. As ocutlined in a special edition of

DA Pamphlet 360-84: 'OPMS Status Report,' OPMS purpose is three-fold:

o satisfy Army requirements.
e enhance officer professionalism.
» provide officer job satisfaction,
It is the basis for developing the professional qualifications of officers

to maximize thei. opportunities to contribute to the Army and the nation,

As the original OPMS Steering Group obtained a more comprehensive

understanding of Army requirements and the demands placed on the officer
corps, it became evident that as an officer progressed in rank, the oppor-
tunity to serve in positions requiring utilization of traditional branch
skills rdecreased sharply (Figure 1-1). The most dramatic decline classically
occurs in the maneuver branches where, as shown below, branch specific jobs
at 0-6 ranged around 10 percent. Professional development of such a popu-
lation dictated radical methods to increase the level of competence and
consequently levels of contribution of the officer corps outside the combat

arms career flelds.

D e e SR
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Figure 1-1 :

The combat support branches, by contrast, had sufficient requirements
within branch specialties to permit the majority of their officers to choose
wultiple areas of concentration within an alveady broad branch career field
(Figure 1-2). To require all of these officers to devalop a second skill out :

of branch would serve to dilute their branch expertise. This population

presented an entirely different challenge to the personncl managers: that !

of generating a sufficient number of opportunities to cross-fertilize out

of branch and avoild any stovepiped development.
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In the case of engineer apeclalty it was predicted in 1972 that it would
not be possible to provide every engineer officer an opportunity to serve in
another specialty within the operative notion of dual or multiple skill develop-
ment and to simultanecusly fill branch specialty requirements, BSome officers
would either have to be exempted from & second specialty or officers would be
advised that specialty requirements pracluded or limited opportunity to serve
in other specialties. It ;as concluded that the OPMD objective should be to
provide sach engincer officer at least one assignment opportunity in his other
léecialty and that career development should work toward achieving that goal,

The firat eritical decision impucting the engineer career field involved
identification and delineation of the number(s) of engineer specialties. The
initial recommendation presented to the (then) Chief of Engineers identified
three engineer specialties, Thowse specialties, military engineering,
enginesring management and topographic engineering, were each able to support
a reasonable number of officers and provide a growth path for professional
development.

Further analysis of this recommendation led the Chief of Engineers to
conclude that the Army would be better served by an engineer population that
developed engineer expertise as well as out of branch expertise. It was believed
that multiple (three) engineer specialties would decrease assignment flexibility,
could create an image or perceptional problem with the rest of the Army, and
could work to the great disadvantage of the individual officers as selection
boards attempted to assess the relative worth of and responsibilitiea commensurate
with engineer specialty jobs outside the familiar troop arena.

One major disadvantage for a single engineer specialty was Lne recognition

that all engineer officers could not be required to develop out of branch

e R e
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specialty expertise without aggravating the shortage of engineer officers
(that situation persists today). A second serious concern that surfaced

during the 1972 decision briefing was that topographic sngineering would

suffer from lack of recognition, lack of quality officer input, and once
trained an officer would be lost to the system with little or no hope

of later identification and utilization, Priority, or lack thereof, was
troubling to those charged with execution of the topographic support mission,
There would be no career growth through 0-6.

Despite these cited drawbacks, the decision was made to structure the
engineer officer career development similar to other combat arms--a single
in-branch specialty complemented by an out-of-branch specialty. It is
important to remember that during this period the Corps of Engineers was
being redesignated a combat arm, Precisely how important it was to maintain
parallels to the other combat branches is impossible to deduce. Suffice it
to say that this perception was a critical element in the decision process.

SBince the 1972 decision, major changes have occurred in the management
of officer personnel .

e Centralized selection of battalion and brigade level commanders.

o Publication of DA Pamphlet 600-3, which formalized the dual specialty
concept.

o Centralized selection of officers attending command and staff courses,

e Specialty guidance into selection process for temparary (AUS) promotion
to colonel based on specialty quotas,

s Reorganization of OPMD to support management by grade and speclalty
rather than career branch.

o Return to career branch mansgement through 0-5 in a second reorganiza-

tion of OPMD,

ki
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e Specialty guidance to LTC (AUS) boards.

e Extension of command tours at brigade and hattalicon level to 30 months
(26).
e Promotion to LTC (AUS) by specialty (CY81),

e Bpeclalty guidance to selection boards for Senior Service College to

establish speclalty representation.

This transition has been marked by revolutionary change., Personnel
managers are hard pressed to provide lotig range career planning advice
degpite the increased awaroness within the officer corps. It is thie very

fact that prompted LTG John W. Morris, oresent Chiaf of Engineers, to con-
clude that:

OPMB, as presently executed, is not necessarily preparing :
the best engineer officers to become engineer geterals. .
‘Proven troop duty does not in and of itself properly pre-

pare an engineer officer to assure the managership of

increasingly complex engincer districts. The Army needs A
engineer general officers who are proven troop commanders , o
and experienced professional engineers.

National security, the raison d'etre of the armed forcas, cannot be left

to chance. Calculatad steps are requiraed to insure that the environnent

exists to mature an officer force capable of meeting the challenges presented ;

by our adversaries. Within that broad context, the engineer officer ia

required to operate in combat, combat support, and combat service support
functions. The engineer likewise provides support to the Army on the battle- :
field and in garrison and provides support to the Nation in the form of
mobilization related tasks and other specialized missions uniquely suited
to the Corps. In the words of the COE,'"engineers are mobilized for peace
and for war,"

A fundamental dilemma has thereby been created by the number of
requirements that compete for engineer officers., ‘The incentive system

6
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(promotion and selection boards) reinforces the perception that potential

future district engineers and engineer general officers could not afford to

miss certain gates or £ilters during their developmental periods. Until (or

unless) steps are taken to relieve pressure exerted by such £ilters and until ]
functional development concepts are exercised, the Army stands to lose at an
increasing rate quality officers who otherwise would have served a total

career. )

THE STATUS QUO--SPECIALTY 21

To properly develop a comprehensive overview of the specialty at large,
it was necessary to solicit support from action officers at MILPRRCEN to i

establish a data base from which the problem statement could be refined and

upon which analysis could be accomplished, What follows is a synthasis of
that extraordinary effort.

The cross section of the ongineer population shown below (Figure 1-3)

highlights several key concerns bearing directly on the capability of MILPERCEN

to plan and subsequently execute a feasible career growth model for engineers.
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The first and most obvious concern is that there are insufficient

e

numbura of aenginesr officers to insure that all requirements are adequately

o et

filled and that aufficient flexibility exists to permit personnel managers

PPN

to execute OPMS in its purest sense. The critical figures to compare are

those officers controlled as engineers (in other words thosa selected for 8C21

s % s

assignment to any particular command) and the PERSACS requirement. With the

excaption of colonels and lieutenants, those assigned as enginesrs do not

WL

meat stated requirements. The ODP, therefore, represents the manner in

L e N T T DU G- S

é wvhich shortages are distributed.
A second factor, less obvious than the fivat, is that the existing

i population of engineer officers is not structured so as to maintain con-

s R s L Dok bt 1L

tinuity of growth., The continuation rate (Figure 1-4) describes the ideal

force required to provide the proper number of officers at the higher ranks

[

(based on the last three years experience). It incorporatas promotion points

T T

and actual losses of engineer officers to model the force structure. f
CONTINUATTON RATE | ACTUAL EXPERTENCE
(LAST THREE YRS EXPERIENCE) NORMALIZED ACGAINST CONTINUATION RATE

coL
LTC
MA)

COMPANY QRADE |

0%

ACTUAL SPACE PYRAMID

CONTINUATION PYRAMID

’ Figure 1-4
}dqnlly the space pyramid would mirror the continuation pyramid so that
the right numbers of officers would be available for selection and ldvanécment
to positions of higher responsibility. The present situation insures that
many positions are filled by officers of lesser rank and that selection boards
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will be hard pressed to select the proper number of quality officera to meet
the needs of the Army without some additional selection criteria.

A third and equally subtle occurrence resulting from this chronic under- |
alignment is the abnormally higher utilication rates for engineer officers.
Under a dusl specialty environment the utilization range should be between 33
and 67 percent. This operational band would insure that the OPMD objective of
providing at least one tour in one's other specialty was met, The critical
grades, in the judgment of the study group, are 0-3 and 0-4 whare the officer
is still in a developmental phase of professional maturity and needs to continue
a broadening experience. The rates (Table 1-1) indicate that engineer officers,
managed under OPMS as presently executed, spend a significant portion of their

careers in branch related or specialty coded jobs.

UTTLIZATION RATE®
SPECIALTY coL LIC MAJ  CPT

21 .79 .80 89 1,19

Nov 79 Inventory, PERSACS, B10930

Table 1-1

*The utilization rate is the ratio of those officers assigned in 8C21 positions to
those available for asmignment.

The principal ramifications of such rates include the following:

8, Little or no exposure to another specialty;

b. Recognition by the Army that certain jobs can only be filled by
engineers;

¢. Inability of engineer officers to compete for the various selections
in more than one specialty; and

d. Premature perception within the engineer specialty that one is "closed

out" from pursuing many job awsignments due to lack of training opportunities,
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Current experience, given the shortage of eagineer officers, indicates
that the prediction in 1972 has become a reality., All engineer officers
cannot serve in other specialties bacause the assignment pulls are too great.

A review of ORB's indicates that the objective to provide at least one assign-

ment in another specialty was not met, The results are not surprising but

2d NON-ENGINEER
SPECIALTY TOURS

CURRENT
04-08
INVENTORY

s In'78 Estimarse of
least oNe 2¢
cPatinTY TOUR
2o BAcn BNAR OPF

- LoV ACAIEVED B
SOURCE: o

* REVIEW OF
ALL ORSs

HAD MIN OF 1 2nd BPEC. TOUR
HAD NO 2nd SPIC. TOUR
Flgure 1-5%

LeGEND:

merely reinforce the fact that every engineer officer cannot be expected to
serve outside 8C21--the needs of the Army must remain top priority.

One ought not overrsact to this situation. It simply reflects one cost
of doing business, There are some jobs that can only be done by engineer
officers. 8o long as both tha development concept and the incentive snd
revard systems recognige that basic fact, the Army, the specialty and the
individual are better served.

Any developmental model must reflect the requirements for talent at

various grade levels., Figure 1-6 profiles the enpineer positions presently

included on the PERBACS,
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The bulk of‘ the developmental positions appear in troop assignments whereas

the bulk of the senior utilization assignments are in the construction management . i

type assignments. )
ENGINEER CODED POSITIONS

N
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Recogniee this actual workload is the antithesis of the situation for which
OPM8 was designed. The center band represents positions for engineersnot o
classically troop or conatruction management. Recalling the utiligation rates,
fill of all enéineer coded position shown in Figure 1-6 requires greater than
85% of the enginner officer population and therefore auggests a need to modify

the management concept,
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The population which is available to meet the above cited requirements
has undergone some subtle changes., The specialty consists of approximately

2/3 "hard skill" engineer officers, 1/6 "related" skills and 1/6 "soft" skills

distributed as below:
ENGINEER SKILL DISTRIBUTION BY ACADEMIC DISCIPLINE

Hard Skill Relaged Skill Soft 8kill
Typical o Civil Engineer ¢ Mathematics o Education
Academic ¢ General Engineer e Aercspace Engineer o Arts
Disciplines o USMA ¢ Chamical Engineer e Literature

e Architecture ® Geodetic Science e Physical Education

CoL (256) 213 25 18 (7%)w
LTC (591) 486 67 38 (6X%)
MAJ (819) 565 174 80 (10%)
cbT (1379) 912 254 213 (15X)
LT (1721) 1042 228 451 (26%)

*X soft skill within esach grade

Table 1-2

The increasing number of soft skill engineers within the engineer
population distribution highlightu the difficulties oxperienced recently

within ROTC datachments. Industry has become increasingly more attractive

to graduate enginesrs (recall that a premise of the all volunteer force was

to remain economically compstitive in the marketplace), most college o
curricula no longer require mathematics for BA students, and the decline
in aerospace industry has resulted in a shift of potential students to
other disciplines. This trend is further exacerbated as increasing numbors )
of USMA graduates appear to be opting for the softer disciplines in the
curriculum at West Point,

At this juncture it is difficult to determine whether this profile of

academic skills represents a long term steady state condition or whether it '

is a recent phenomena., One trend, however, is surfacing: a greater

Chsdegin
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percentage of soft skill engineers are remaining on active duty while the
hard skill engineers are leaving the Army for reasons yet undetermined

(MILPERCEN and DCSPER have not logged this data).

OFFICER LOSSES

ENGR vs ARMY
, YEAR
TOTAL 7" ;] o/ | REMARKS
L) ] Jo% 11% 0% > ARMY AND GOING
A ¥ " "™ "™ CONSTANT
SUBBETS
RA RETIREMENTS SAME EN 20% €N 2.6% TAIND --U0OING LUP
N v ARMY GREATER GREATER
LOSS LOSS
RA RESIGNATIONS
% EN ELIG TO RES, THAT DID 5.5% %) ? _>ARMY AND GOING VP
W ARMY ELIG TO REB. THAT DID  4.0% % CONSTANT
OTRA RITENTION
N % LO88 NO B4, 08.2% LOSE > %
ARMY % LOBS DATA M0N 31.0% LOBE < ¥
Table 1-3

The retention picture is not good. In an already critically
underaligned specialty, heavy loss rates coupled with an increasing popula-
tion of soft skill engineers will place severe constraints on the personnel
management system in the 1980's., Although no specific data is available,
sensinge gathered during fileld interviews and through informal questionnaires
at large gatherings of engineers indicate the following distractors seem to
be operative:

e loss of job satisfaction,

e increased marketability in the private sector.

e increased sensitivity to the needs of one's family,

e widespread dissatisfaction with the professional development management
systems as presently executed,

13
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e extremely high frustration levels generated by perceived inability to
influence the ;llignment process to maximize one's strangths,

e uneasy perception of ever increasing, tighter gates or hurdles for
‘ advancement, |

Whatever fine tuning is contemplated for OPMS, it is apparent that we
must involve the individual officer in career directional decisions early
and thereafter periodically review professional goals and objectivas. In
this or any other similar approach, a mutual commitment is made by the
oﬁi%fct and the personnel manager to meet the needs of the Army. Presently
the personnel manager must attempt to meet the needa of the Army without a
clear understanding of the parsonal and professional goals of the enginesr
officer,

Shifting our attention to the incentive and reward system vielded some
interesting results., Using the product of the 1979 and 1980 0=5 and 0«6
command selaction boards produced the following identifiable, shared

characteristics (among engineer officers),

MW;::~‘--h‘\h\hv
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Figure 1-7
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Of critical note is the absolute requirement for battalion command and
the nearly absolute requirement for SS8C to be selected for 0-6 command, Equally
E telling in both cases is the predominant duty with troop units at the senior
captain or major level, With the exception of CGSC, which likewise is an

absolute filter, no assignment patterns or job experience correlated to any

significant degree, including service on DA or other high level staffa (60%).

¥
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The message is clear-~the officer who concentrates on mastering the troop leader-
ship skille is the officer who advances,
No one will argue that troop duty should not be top priority for development

to insure that engineers are prepared to fight, aupport and win the first battle,

PR

The question is whether an absolute filter prevents some totally capable, fully

TP e T

qualified officer who has developed depth of experience in a field other than

PETRATET

troop comnand from selection to command an engineer district. The graphs below

provide some insight into that proposition,
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Note that 99 percent of the SSC selectees from the past three years have
heen battalion commanders and 46 percent of them have never served in either
an engineer district or in & facilities engineer organization, Conversely,
of the present district or facilities engineers, only 47 percent are 8SC
graduates and only 10 percent had no prior district or facilities experience.
One might deduce assignment patterns and succees rates (as measured by promo-

tion potential) from those factors. This aubject is addressed later in

the report.

PROFESSIONAL DEVELOPMENT CHALLENGE FOR THE 1980's

‘As the Army moves into the 1980's several key factors impact on the
flexibility of the personnel management system to develop the right numbers
of engineers in the right grades with the proper skills to meet the needs of
the Army., Among the more cruclal factors are the following:

e Current average tour lengths: 32 mo(CONUS); 36 mo(long tour 0/8)

o 30-munth command tours for 0-5 and 0-6 commanders.

e promotion to 0-5 and 0-6 by specialty.

e selection to 88C by specialty.

DOPMA, if legiaslated as presently proposed, establivhes the leading edge
of the 0-6 promotion window at 21 years of service., Research by the study

group and the MILPERCEN action officers indicates that an average of 5% years

is required for all engineer officers to become well grounded in the specialty.

This initial developmental phase, to include successful command of an engineer
company, is critical to the viability of the specialty because it insures
that every engineer experiences the role of the engineer as a member of the
vombined arms team. The challenge then is the optimum manner(s) to develop

a corps of officers in the time remaining to meet the needs of the Army.
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Question: 1Is there too much to do between designation of another

specialty and attendance at SSC?
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Figure 1=9

Question: Does OPMS, as presantly exacuted, dilute expertise across
the board and penalize the officer who is assigned in such & manner that he
develops depth of experience in a functional area?

Question: Is there a method to improve the developmental process within
PC8 constraints?

Question: What, if anything, can be left out?

These are some of the key questions that will be addressed in later

parts of this report,

CRITICAL PARAMETERS

The primary focus of this study effort is tc develop the right number
of engineer officers in the proper grades with the requisite skills to meet
the needs of the Army. At no time is the primary notion to design an optimum
system simply to get officers promoted. Belection for promotion is a by-
product of demonstrated performance and potential while satisfying the naeda

of the Army. The good of the Army must be werved first.
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A second, but equally important parameter, is that a professional

development model must work to bring the specialty closer to the Army.

Recognieing the requirements generated by the civil worke function, steps

oo T o T 4l

are necessary to alleviate the perception that 8C21 is separate from the {

e

mainstream of the Army. Throughout this analysis the study group attempted

e P i S

to analyze the situation from the Army's perspective as well as that of the
engineer specialty. .

THE TASK SPECTRUM

Prior to any assessment of how effectively the personnel system is pro-
viding engineer officers trained to accomplish various tasks, it is necessary
to determine just what engineer officers must be trained to do. The spectrum j
of engineer tasks is divided into four categories. These four categories

provide a basis upon which assignments and career plans can be plotted.

Ele

Category I is that support to the Army provided by the SC21 by furnishing
engineer officers to serve the general Army activities such as ...
e Training,
# Racruiting,
® Developing tactics and doctrine,
o Research and development, and

o Staff aussignments,

Category II is that asupport to the Army on the battlefield furnished by .

8C21 by providing engineer units., This involves ,,,
e Training engineers,

e Developing engineer requirements for material,
e Manning engineer units and staffs,
@ Developing engineer doctrine, and

o Developing the rationale for an adequate engineer force structure

including reserve components. 18
d
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Category III is that support to the Army provided by $C21 in garrison

through, .,

o Facility engineering and

s Planning and programming of facilities for the Army.

Category IV {s that support to the Army and the nation provided by 8C21

through special engineering tasks,,,

Civil works and military construction,

Engineering support and services to other (friendly) nations,
Mobilisation and emergency planning,

Tapography, and

Enginear laboratories and research and development.

19
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CHAPTER II

'
;
B

FUNCTIONAL AREA ASSESSMENT
Chapter I of this study described the current status of the US Army
Corps of Eugineers officer development. It is a snapshot of the force in )
the £ield after saven years of OPMS operation. This portion of the study
provides an analysis of each of the Corps of Enginaers support functional

aroas in isolation of the other funations. Enginear support on the battle-

field, as an example, is one major function. Career developmant objectives

are structured to develop an officer with a background optimiced for this

function. 8imilarly, career developmant objectives are outlined that will

L

optimize an officer's background for performance in the function of engineer %
aupport for the Army in garrison, and for special engineering support including
topography.

This process was designed to force conflict rasolution. Each area ie %
presented as an entity in and of itself with professional davelopment objec-
tives cited to support that field of expertise. Tradeoffa in terms of breadth

versus depth of axperience, specialization versus generalization, flaxibility

and use to the Army will be incorporated into recommendations for fine tuning ' f

the praesent: profassional growth model, in chapters 1IT and IV,

b
ENGINEER_SUPPORT ON THE BATTLEFIELD 1 f
g
Task 4 -';
The task is to assess the effectiveness of OPMS in supporting the Army é

on the battlefield,

20




Analysis and Current Status

General. ?

Engineer officers, in troop units are capable of supporting the peace-
time Army in the field and are currently capable of providing adaquate come
bat enginesr support on the battlefield when called upon, Much of the suc-
cess of enginesr support on the battlefiald emanstes from the can-do at-
tituda and traditional enthusiasm displayed by enginesr officers while over-
coming the obstacles associated with inadequate doctrine, obsolete eguip-
ment and serious shortages of angineer captains and field grade officers.

An understanding and confidence in the personnel management system which
governs the officer corps is affecting the ability of enginesrs to provide
battlafield support. A sensing surfaced indicating a general lack of under«
standing and confidence in the OPMS throughout tha enginaer officer corps in
both company and fiald grade officers. Thia feeling is manifested in the
following areas:

esitrong perception of "excessive sidetracking" into other assignments
which have no relation to the officers' personal interests, strengthe or
desires to serve with troops, and,

sea growing frustration with their inability to develop a long range,
logical progression of assigmments that includes periodic reassignment to
troop units;

seconflicting career guidance received from a multitude of sources
(MILPERCEN, commanders in the field, eto.) and the apparant inconsistencies

with promotion or selection board results;

21
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o oMILPERCEN assignment officers percelved as being guided solely by
requirements and quotas with little flexibility or concern for individual
officers' preferences; and

sono single vocal proponent for angineer support on the battlefield,
While these perceptions may or may not be true, a large number of junior
field grade officers believe that the perceptions are true. These officers
are frustrated by the difficulty they experience in getting to whare the
action is (troop assignments), while being forced into meeting alternate
specialty requirements.

Apsignment Priorities.

The Chief of Engineers has repeatedly stated that troop duty is "priority
number one.' Although he fully supports troop duty as the first prerequisite
for qualification as an engineer officer, assignment priorities for troop
units remain relatively low. Fill of majors to troop unite ranga from 80
percent to 86 percent while captain assigmmants to troop units rangs from
33 percent to 57 percent of ODP authorired strength.

The Officer Distribution Plan (ODP), which reflects the Department of
the Army Mastor Priority List (DAMPL), does not recognize the importance
of troop assignments, GShortages are distributed to the f£fiald commands.

For example, when comparing the CY 1980 ODP against authorirations, the
five major fiold commands are short significant numbers of captains through
colonals as shown in Table 2-1,

The DA Staff, various Joint Activities, Senior ROTC Inastructor Groups,
Recruiting Command, and OCE-Civil Works, as designated activitios, are sup-
ported at 100 parcent of authorization by grade, Not only are thosa activities
supported at 100 percent of authorimation by grade but they also include only

officers whose demonstrated manner of performance falls within the upper and

22
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5021 OFFICER SHORTAGE AS PERCENT OF AUTHORIZED

GRADE

" COMMAND 0-6 0-3 04 0-3.
USAREUR 20 17 14 %)
BUSA 33 18 16 42
WESTCOM 0 29 27 48
PORSCOM 28 22 18 47
TRADOC 36 27 27 39
DA STAFF 0 0 0 0
OCE«CW 0 0 0 0
USMA 0 0 0 0

Table 2-1

middle third'of the officer corpy. Consequently, lower third officers
(captains through ligutenant colonels) are generally distributed to the
major field commands rather than equitably throughout the entire Army.
Given that the field commands provide officers for troop units and are also
rasponsible for manning the service schools (TRADOC) which train engineer
officers and soldiers and develop doctrine, assignment priorities do not
optimize support to the Army in the field.
off .

The Engineer B8chool (USAES) at Fort Belvoir has the responsibility for
developing engineer doctrine and for training engineer company grade officers
in combat and construction angineering, USAES conducto a portion of the precom-
mand course for sngineer battalion and brigade commanders. UBAES has maintained

a reputation among engineer officers in the field for lesa than dynamic
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leadership in most facats of engineer support to the battlefield., Thare

is the perception by many fiald grade officers that '"Belvoir" does not

have a strong image and that the BEngineer School is not adequately staffed

to be a cruedible leader in the engineer community or in the Army. Assign=
ment priorities reinforce this perception. As an example, of the 12 majors
assigned to the Staff of Fort Belvoir who fall in the primary zone for pro-
motion to lieutenant colonel (AUS) in FY 1980, ten have baen praviously non-
selected for promotion to lieutenant colonel (AUS). There is no intent to

in an& way lmpugn these officers or their performance, but only to reinforce
the assigument priority afforded Fort Belvoir,

Many of tha Engineer officars trained at Fort Belvoir will serve in troop
units in USAREUR or in Reforger unite scheduled to reinforce Europe. However,
tha USAES has no priority for ex-battalion commanders who have commanded in
Europe. It is essential that the Engineer School have officers with the
requisite experience in combat engineer operations in USAREUR if the UBAES
is to have cradibility within the Corps and the Army. Assignment priorities
to tha USAES are inadequate to support the Army on the battlefield,

Another important aspect of training SC21 officers to support the Army
on the battlafield is the exparience they obtain in troop units. The ideal
preparation for battalion command 1im to serve in a variety of positiona at
diffarent levels within the battalion., Thaese assignments provide the dapth
of experience and expertise needed by a battalion commander to confidently
and imaginatively command hias unit, 1t just stands to reason that the
liesutenant colonel who has successfully commanded a company and served

satisfactorily as a battalion opsrations and executive officer at the
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appropriate grade is better cqualified for battallon command then an officer
who has not served with troope as a senior captain or major.
Stryoturs.

Only approximately 30 percont of the sngineer structure is in the active
forca. This, coupled with the fact that the Army is critically short engineer
officers, has created a dangerous situation when considering assignment priore
ities to troop units, Troop units are forced to absorb a disproportionate
share of the sngineer officer shortage.

Assignmant Realities.

There is universal agreement that all engineer officers should start
out as platoon leaders and successfully command angineer companies in order
to gain speaialty qualification and to understand the engineer role on the
battlafield., From this point on there is considerable disagraeement. Many
senior field grade and angineer general officers do not consider a troop
assignment as a senior captain or major a necesssry prerequisite for bat-
talion command. Thaey consider it more important foxr a senior captain or
major to gat a training tour with an Engineer Distrioct or Facility Engineer
activity than to serve with troops at that level. The logic of this career
development advice is often contrary to the advice given by assignment and
personnal management officors at MILPERCEN who are driven to some extent by
the type of duta shown in Figure 2+2, which emphasizes the importance of
troop experience to promotion and selection boards. There is strong evidence

that engineer officers understand this "gate." They beliave that an engineer

25

L B I T TP TP R T T




L e ok
7 * i persttpe ooy taipisint Lt o

who does not serve successfully in a troop unit as a senior captain or major

jeopardizes his chances for selection to command am a lieutenant colonel,

IOUl
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Figure 2<Q

Conclusiv Su ") t
a. There is significant dissatisfaction with OPM8, This dismatisfaction

is caused primarily by the shortage of SC21 officers a£ the captain and major
level. The Corps of Engineers has not in the past accessed and retained
adequate numbers of engineer officers to satisfy roquirements. There ia
strong officer dismatisfaction over their inability to influence their owm
career development.

b, Specialty Code 21 officers are doing an adequate job of providing
combat engineer support to the Army in the fiald in spite of significant
shortages of captains and majors, The large number of designated activities

vhich ave filled to 100 percent of authorized grade with upper and middle

third officers results in troop units and service mchools bearing a diapro-

portionata share of the officer shortage.
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c. Many senior engineer officers consider that troop experience at the
0=4 level is not necessary for successful battalion command, DA Command
Selection Boards, however, continue to select based on the parametars they
conaider to be best for the Army, e.g., recent troop experience. The
conclusion of this study is that support-on the battlefield is enhanced my
duty with enginesr troops at the senior 0-3 or 0-4 lavel.

d. Engineer officers receive conflicting career guidance from a variety
of sources, which in wany instances, has little correlation with assignment

realities and selection board results,

e, Fort Belvoir is not a credible leader in the engineear community or
in the Army.
£. Thers are too many "pulls" on an sngineer officer resulting in
significant frustration, disillusiomment, confusion and a retention rate that
is worse than the Army average.
P D 0
&, Access and designate adequate numbars of 8C21 officers to meet the

Army's needs.

b, Insure a utiliration rate for 8C21 officers that allows for cross-
fertilization within the Army.

c¢. Adjust tha DAMPL and ODP in order that the quality and number of
SC21 assets are distributed equitably throughout the Army.

d. Provida trocp experience to include successful company command.

e, Training and doctrine personnel must have been successful practioners.

f. Battalion commanders should have had troop experience as a senior captain
or major,

8. Designate non-accession 8C21 officers at mix years of service for early
introduction into the engineer environment.
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ENGINEER SUPPORT IN GARRTSON
Iask

The task is to assess the effectiveness of OPMS in supporting the Army

in garrison throughout the world. In order to obtain a more detailed view
of the future of the facility engineer the concept of turning away from the
professional civilian force toward maintenance by contract is examined.

A C 8
Gensral.

In the opinion of most installation commanders,facility engineers are
providing the bast support possible in view of current limitations. The
general perception throughout tha Army is that the quality of the officers
assigned to the facility engineer has been improved somewhat by the recent
‘high level of interest of tha Chief of Engineers and by the significantly
improved stability of assignments. Unfortunataly these improvements have
been offeet or aroded by civilian personnel reductions both in numbers and
the concomitant raduction in grades and a continuing minimum level of
Washington executive concern. Thase funoctions are often passsd to the
eniginasr troop units and special duty personnel. These problams. are likely
to be exacerbated by the move toward Commercial-Industrial Type Activitias
(CITA) which results in further reductions in quantity and quality of per-
sonnel in the facility enginear office. The gensral perception among
angineer officers is that an assigmment with the facility engineer is un-
desirable even though it can provide an engineer officer at any level with
valuable experience in contract management, construction management, and

personnel management.
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Avoidance of FE assignments by engineer officers creates a dicotomy
for the Army. In an era of shrinking resources, management of the Army's

physical plant bscomas increasingly important. The Army is compelled to

A T e -

cause the rewards of FE assignments to be commensurate with tha difficulty
of the task.
2 Mot ko be overlooked ars the bunefits derived from the FE contacts with

) a lavge and varied segment of officers from other branches of the Army. Unfortunate-

ly the oppportunity for junior officers to serve in the facility enginesring
é offices appears to be eroding. The number of thess officar spaces has con~
tinuoualy decreased over the past decads, The assignment opportunities have

been further sroded by a lack of officers to fill many of the slots that do

exist, Thare are varying percaptions among captains and majors regarding

the opportunities and job satisfaction involved in facility engineering, :
This is brought about by assignment pollicies in the past that assigned only ‘
those officers who were noncompetitive in the command arena as the facilities
engineer, Sevaral officers suggested a change in the acronym DFAE which
suggests the name of a cartoon character rather than that of a professional

{ angineer organization.

There is a general perception among both engineers and installation
commanders that there is not enough customer involvement in the master
planning process. Within both engines? and commander functions is too mush
ghort range planning and not enough long range thinking input to the master
planning procees. Part of the problem stems from the fact that an indivdual i
doing the master planning will not be in the same position by the time the

facilities are budgeted and constructed some five to eight years latar.
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f; The master planning function may be taken over by a contractor under the ;.
(ﬁ CITA concept. This will result in a further degradation of skills and grades ? g
;i within the facility engineer organization, ; g
%f The maintenance, operation and development of installations in USAREUR ; %
’ is a particular problem. Each DEH in USAREUR must deal with mon-English %
ﬁi speaking employees and marginal parformance contractors, Generally the DEH E

B

g organization is only one men deep in each key position, USAREUR has numerous

procurement exceptions not found in other theaters. OFM8 does not develop

e, e

trained individuals for the Director of Engineering and Housing (DEH).

Yet in the view of many senicr engineers, it 1s within the DEH that the

BT Tt e

need for engineering expertise and leadership is greatest.

e opbwdcy

Civilian Personnel.

The civilian personnel force at most installations is suffering an - i

ominous decline., The strength of the civilian force is now insufficilent i

to handle the demands of the job being undertaken. With this reduction in ;f

forca levels comes the accompanying reduction in the grades of the super- & ;
visory staff. This grade reduction naturally results in a decline in the §
experience level of key individuals, Thus the civilian staff at many posts ‘ j 1
has grown too thin to provide any overlap within the office and any true
depth of experience among the professional staff, The reasult at bLest is
patchy performance. _
Conclusio Support i o § é
a. The foregoing discussion suggests that the experience opportunities
for angineer officers within the Faclility Engineer offices are not being
maximized becausa of the reluctance of quality officers to sauk assignments

there.
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b. Increase the number of slots that must be filled in the DFE area
at the captain and major level in order to provide transferable experience
to be able to better support the Army in the years to come with experienced
contract construction managers.

¢, It is desirable to better aducate the Army community on the require-

ments for master planning,

;ﬁ . d. Consideration should be given to selection of 0-5 and 0-6 officers

f % to key FE and DEH positions by engineer selection board, Improved credi-
§Si bility would provida additional incentive for individuals to try to obtain
é é experience in these jobs at the 0-3 or 0-4 level,

%i e. Increase the assignment opportunities for junior engineer officers
E g in the DFAF type organizations in order to gain contract and contruction
"§ exporience that could be appliaed to later asasigmments.

ofageio

&, Access sufficient numbers of 8SC21 officers to allow each officer to

obtain sufficient training particularly in the fields of construction and

contract management, thus providing him with the background to adequately

support the Army in Garrison.
b, Adjust the DAMPL and ODP to inorease tha probability for assigmment

in the DFAE organizations, .
c. Enhance the imagas of all of the jobs within the DFAE field in much

the same way as the current DFAE positions have been upgraded. )

d, An officer's first tour should be with troops and should includa a

successful company command tour,

1




e. An officer should be assigned to an DFAE organization while a company

grade officer.

£f. An officer should be assigned as a DEH or DFAE as a junior field
grade officer,

g« Utilization tour should include duties as DEH or DFAE and engineer
staff officer at MACOM or higher level.

ENGINEER SUPPORT TO THE NATION

General
Engineer support to the Nation is one of the major functions of the
Corps of Engineers. Considered in this function are! .
a. Civil works new construction, operation and maintenance, to include:
(1) Flood control,
(2) Water resource development, and
(3) Navigation;
b. Civil Works regulatory program, to include:
(1) Section 9 and 10, Rivers and Harbor Act of 1849,
(2) Section 404, Faderal Water Pollution Contrcl Act Amendments of
1972, and
(3) Section 101, Ocean Dumping Act;
¢. Real Estate acquisition and disposal;
d, Engineer renearch and development;
e. Emergency relief actiona} and

f. Mobilization support.

3
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The subject of this study arises from the perception of the Chief of
Engineers that Corps oﬂ!ic.rn are inadequately trained in the field of con-
struction management to perform this function adequately. The risk inherent
in the assignment of 1hlu than fully trained district engineers and facilities
angineers is considered by the Chief of Engineers as unaccaptable. It should
be noted that only 10 percent of the current district and facilities engineers
have no conatruction managsment experience but statistica show that in the
future a greater number of highly competitive officers will not have CM
experience, Examination of the FY 78 and 79 06 selection results, shows
29% of the officers on the qommlnd liet, 41% of the officers on the 06
promotion list, and 46% of the officers on tha senior service college liut
do not have OM expeviance. Although 36 percent of all current lisutenant
colonels have construction managemant experience, the population that will
satisfy tha battalion command and §8C filter in the future will have con=

sidarably lces CM experience.if current aystem remains in force.
Support to the Nation, Officer Training

Zaek

The task is to access the effectiveness in training the Corps of Engineers

officer to Eulfill his role in supporting the Nation.
A s and C Btatus

a. Assumption., The role of the Corps officer in supporting the Nation
is assumed to be primarily in the civil works as opposed to the other func-
tions of supporting the Army. 1In the business of civil works, an expertise
in construction management is explicitly required at least to some extent.

b. Perceptions of District Employees. District employees interviewed
during the study preferred, almost unanimously, that the DE not involve hinself
in the day to day engineering operations of the dimtrict. He has aexpert
enginear advisors. 1t is essencial that he involve himself in the political

aspects of the distwict (interface with the external environment) and with
Kk}
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the financial, personnel, and procurement management functions of the district.
He will, however, be required to make a few very major engineering decisionsa
that may result in litigation. Therefore, sound judgement and broad management
ability are qualities necessary for day to day district engineer operations.
Engineering qualification is necessary to substantiate those few major
engineering decisions that must be made and to give the district enginaer
crudtbility internally and externally.

c. Perceptions of General Officers. The majority of the general officars
interviewed felt that tha selection procoss was 9o discriminating that only
the best Corps officers were salected to ba district engineers. Thus their
native capability and experienca permit them to perform the district engineer
functions well. Because of the major engineering decisions that a diastriot
engineer might be‘callod upon to maka, they feel that tha officer should
attempt to become a registerad professional engineer. This is desivable for
aredibility purposes, not for day to day functioning. They feel that it
would ba extremely useful for young'offtcorl to be mesignad for a ''training
tour" in a district or facilities enginaer organization even if that tour
were substituted for the engineer officer basic or advanced course. This
tour would provide an invaluable opportunity to develop a nucleus of officers
capable of executing mobilimation or other major conatruction tasks. A major
source of concern is that no one is effectively managing an individual's
career., Engineer careers should be monitored by engineers. The major problem
with the Corps officer structure is strengthe-accessions and losses. No
genaral officer interviewed balieves that the engineer specialty should be

split into a construction-sapper spacialty, A non-engineer specialty

3
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is essential to provide engineer officers through out the Army. As an
objectiva, a division enginear should have served as a distrioct enginaer.

d, Perceptions of Senior Field Grade Officers. Parceptions in this
group ware pretty much in agresment with the general officer perceptions.
The greatest difference in perceptions was the valus of the cxpnrionoclgninod
at the 0-2 to 0-3 leval in a district versus the experience gained as a
deputy district engineer, 0-5. This group, as oppossd to the general officers
considers that the exparience gained at the 0-2 to 0-3 lavel ls of little
valus. A great deal of value is gained if tha experience is at the 0-5
level. This group believes that battalion command is a valid prerequisite
for district command. Thay also feel that FE experience is transferable to
distriot activities.

¢, Parceptions of Junior Field Grade Officers. The 0-4 8C21 population
at the CGSC was interviewed. Interestingly, tho group seamed to ba divided
about equally regarding preference of future career assignment to main-
stream Army and to oivil works, Their chief complaint focusss about the
lack of career development model and their perception that there is no manager
of the 8021 career field, They favor carefully paired specialty codas with
8C21, such that skills ara transferable batween their specialitiaes.

f. Construction Management and OPMS, At face value, assignment prior-
ities do not enhance the training of officers in Construction Management.
The deficiency is easy to explain. Central selaction boards do not identify
with Corps construction management jobs, Advancement to command ia based on

performance with troops. Selection for enginesr division command is based on a
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successful district command, District command depends upon SSC completion
(97%) and (100%) successful battalion command, Battalion command depends

in large part upon a troop assignment at the 0-4 leval (70%). See figure
1-7, With today's alternate specialty requirements, stabilized tour
policies, and Corps of Enginaer assignment priorities, there ie little time
for a conatruction managsment assignment during the course of a 'SUCCESSFUL"
careor.

8. Professional Engineer Registration Considerations. Although not
direotly related to OPMS, the Professional Engineer (PE) registration is
considared here. In order to adequately man the enginser force, nonenginsers
muat be accessad to the Corps. Of the currant population of lisutenants,

26 percent are non-engineers., The population decresses to 7 parcent of the
currant colonels. It must be remembared, howavar, that the current population
of O=4 and above were accessed during the ers of a draft. It seems reasonable
that the ratio of "soft disciplined' Corps officers to engineers will increase
since the job mariket is more attractive for the trained engineer.

It is generally accapted that a PE license for a DE or any enginser
officer is highly desirabls., The PE does not necessarily relate to hia day
to day funotions but rather to those rare coritical decisions of an engineer-
ing nature that he must approve. The PE adds to the DE's cvedibility in
dealing with employees and contractors and is critical in litigation with
respect to DE decisions, Therefors, effort is necessavy in ovder to make the
nonengineer population eligible to acquire the PE license or direct them
towards aseignments commensurate with their background (see the expanded

discussion in a later section,)




Ban

Conclusions (Support to the Nation)

i a. Officers generally perform well as district engineers even with a

lack of construction management axperlence hacause the sselection process is

g b T R R

so disoriminating that only suparior individuals are selected. Prioriexperience,
however, enhanaes compotaéco and increasss the probabilitiss for sound
executiva level contribution while decreasing learning time required.
% b, Individuals may have a secondary, non-enginesr specialty but care
§ should ba exercised in ite selection to insure that akills ave mutually
? reinforeing.
: e,

Attempts should be mada to have a training tour in a distriect or
. sn F¥ organisation for junior officers.
d,

An engineer organization must monitor engineer officer oarmers.

e. Programs should be instituted to assist "soft~disciplined" officers

to acquire engineer skille. PE registration should continue to be encouraged, 2
Rrofessicnal Davelopment Obiectives (Support to the Nation) -
a:. Junior officers must have troop experience to inolude successful %
counpany comuand. F
b, Junior officers (0-2/0-3) should have a facilities engineer training 1
tour,
a. Officors should have a tour with an engineer district at the 0+4/0-5
lavel.
d.

) The district engineer should have an M8 degres in an engineering
{

discipline, be a graduate of COSC and 858C, and have a PE license.
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ARMY TOPOGRAPHY

Task

The task is to assess the effectiveness of OPM8 in supporting tha
requirements of the Army Topography function. The analysis incorporates a
discussion of the purpose of OPMS as it relates to Army Topography, the
structure which determines officer requirements, the current status, or
health, of the function measured against the objectivea of OPMS, and an

attempt to exsmine its future dirsction.

Analysis and Current Statua
General.

OPMS wae created, in part, to better sccommodate personnel requiramentas
in specialised areas. Specialized areas had become increasingly complex, and
assignment of the senior level (0-5/0-6) generalist produced by the parsonnel
management system often resulted in less than professional performance and
less than personal satisfaction of the officer concerned, The OPMB concept
provided for narrowed specialty area emphasis, formal training, education, and
experience at multiple levels. Army topography today has evolved with all of
the characteristice of a very specialized area.

Officer Requirements Btructure.
The Defense Mapping Apsncy (DMA) is charged with providing support to

the Secretary of Defense, the Military Departments, the Joint Chiefs of Staff,
and other Departmant of Defense (DOD) componants as appropriate, in matters

concerning mapping, charting and geodesy and military geographic information

and documentation,
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Army officer requirements to staff this function are predominately
all 8C21 (Engineer) and are coded 21D (Engineer Topography) in the Personnel

Structure and Composition System (PERSACS)., Table 2-2 summarizes all PERSACS
21D positions in the Army structura.

ARMY TOPOGRAPHIC OFFICER SPACHS

Grade Topographic Officer Requirements (Spaces)

0-6 gw :

0=~5 28 i

O~4 24 :
0~3 36 P

0~1/0-2 16 :
Total 110 :

*Thres positions are rotational.

I S PO

Table 2-2

Examination of the 8C2' continuation rate derived from data from the

wlezat L 20

past three years, shows the number of £C21 0-5's necessary to satisfy 0-6

requirements, tha number of 0-4's necessary to satisfy 0-%5 requirements,

and so on, Results are shown in table 2-3.

8C21 CONTINUATION RATE

Grade | 8C21 Continuation | Rounded Rate f
0-6 1 1

0-5 2,95 k]

0=4 4,03 4

Co. Grade 13,14 13

1
§
Table 2-3 i
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Ideally, the spaces pyramid should look like the faces (continuation)
pyramid, Table 2-4 ghows the number of 21D spaces required by the continua-

tion pyramid and compares that "ideal' to the existing space structure from

Table 2-2,

IDEAL 21D BPACE S8TRUCTURE

Co. Grade

Table 244

Table 2-4  illustrates the fact that there are insufficient spaces
available at the lower grade levels (Company Grade, Major), considering the
average SC21 continuation rate, to provide a sufficient numbnt:of trained
and experienced senior officers., Additionally, this type analysis assumes
un axtremely efficient officer managoment system-~inefficisncies in the

identification, training, education, and assignment process will compound

the effacts of the space availability problem, Adequate numbers of potential
junior officer topographic spaces exist within the civilian structure of DMA.
Topography as s Carser Fleld.

Certain elements of the officer management system which staffs the
topographic structure of the Army can be addressed objsctively, Unfortunately,
other alaments ave intangible and assessmant is the subjective interpretation
of perceptions which may or may not be pervasive, resulting in conclusions f
which are subject to quentions of validity, Much of the succeeding discussion
rosults from the latter,

Although strong individual voices were encountered during the study which

argued to the contrary, a consensus of parceptions waas sensed which suggests:
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a. Management of officers to staff topugreéhic positions (identification,
training, education, career development) is done poorly or not at all.

(1) system is reactive and does not consider officer preferances;

(2) requirements are filled with officers available for reassignment
almost regardless of background; and

(3) "topographic officers" are not developed.

b, A Topographic Officer stigma exists; topography represents a
tortuous career and once assigned to a topography position, continued
reassignment follows,

Agreement is widespread concerning educatlon requirements for officers
who pursue topogruphy. Officers who access with a technical background, and

who are selected for advanced civil schooling, should obtain advanced degrees

in geodasy, cartography, or photogrammetry, On the other hand, many positions

L B Rl T
2 e e TR R

exist in Army Topography where related disciplines such as geology, geography,

forestry, agronomy and hydrology are appuopriatae. f ¥

iy o

The Army Education Requirements Board validation aystem for designating

iUl

those positions requiring advanced degrees was accepted as adequate and
working well, Conversely, the uystem for selecting officara to attend
civilian universities to f£111 validatad shortage discipline positions is b

perceivad to ba hoavily dependent on demonstrated performance (not necessarily

topography related) and officer availability, aud lightly dependent, if at all, v

on officer performance and future cpreer development implications. Evidence ;
exists to support these perceptions based on the designation of officers to
aoquire topography related advanced degrees who have little personal or
professional interest in the field,

There is little provision under the current OPM8 for officers with

BT CPRIRIE- S

related specialties and with personal interest or educational background to
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to participate in Army Topography without acquiring SC21 as an additional
specialty. Such a system causes participants to be vulnerable to assignment
to dozens of 8C21 positions for which they are not interested or not quali-
fied, B8C35 (Tactical and Strategic Intelligence) is considered to be a very
closely related specialty and easily substitutable in many 21D positions;
however, less than 50 officers possess that specialty combination, A greater
potential officer skill base exists if the system would allow such officers
to participate in topography without becoming encumbered with the total
spectrum of 8C21 responsibilities and assignments,

Officers who do spend repetitive assignments in Army Topography have
insufficient time to accomplish the other career '"pulls," such as attaining
and maintaining proficiency in another spacialty, becoming qualified in other
8C2L activities (combat engineering, construction menagement . . .) and
serving in other Army assignments (DA Btaff, Recruiting, ROTC or USMA
Instructor . . .). Topographic akills are, however, considered to be
generally transfaerrable to other sunginesr, intelligence, and technical
specialty areas, wheress other technical skills, except as noted, are not
genarally transferrvable to Army Topography.
Proponency.

The Chief of Engineers 18 the proponent for Army Topography.
The link of topography to the Corps of Engineers is topography's relation
to the traditional function of land surveying, That link exists almost
exclusively through history and tradicion; land surveying is seldom used
toaay for topographic control., Like other functional areas, the responsi-
bility for Army Topography has now been disseminated by assignment of sub-
functional responsibilities through the Army Staff. The ACSI is reaponsible
for General Staff suparvieion and the COE supports other Army Staff agencies

b2
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with coordination and the technical supervision of mapping, charting and
geodesy.

Exnmiﬁution of the recont past indicates considerabla interest from
the intelligence community in Army Topography and a perceptible shifting of
portions with intelligence applications away from the Corps of Ekngineers.
Examples include the recent action placing the 652d Enginesr Battalion (Topo)
of WESTCOM under operational control of INBCOM, and the doctrinal debates
concerning potential assignment of the terrain detachments from the topo=

graphic battalions to the forward divisions. Because the mix of strategic

versus tactical mission requiremants may ba different in the Pacific Theater
from those of aimilar units in Burope, the precedent now established for
operational control may not be a valid basis on which to establish doctrine.
Thp‘more central argument sesms to center around the terrain detachment--

ite principal purpose and mission, who owns it, and where it will live.

The Eundamental question raised by this discussion, for the purpose
L b of this study, goes beyond the near-term mechanical manipulations and seeks
3 to address where Army Topography should ofﬁwill g0 in the future~-and the
f;? best way to support it with qualified officers., The scope of such an effort

is prohibitive from the standpoint of the Engineer Professional Development
Study, but in;ightl can be obtained by development of a simplified scenario
for the future of curr;nt topographic functions.

Survey. Survey support for weapons systems may largely disappear in
the nexat decade as an Army Topographic requirement if proposed systems
become oparational as planned. Field Artillery can bacome self-sufficient
for survey support. Other survey requirements, which will certainly exist,

could be accomplishad by topographic units or by other means such as adoption

—




of doppler systems (2d order accuracy) by other type engineer battalions,

5 The next decade will see revolutionary advances in navigation and positioning

[ S Y

capability,

Map Reproduction and Distribution. neprodpction for map utocﬁnge is
accomplished by DMA rnd through host nation agreements. However, it will be i
essential to retain the capability in the field to support contingencies and §
provide back-up capability for po:entinl map losses via long lines of communi-

cation, Requirements for map distribution will not change appreciably in the

PR B A T T

next decade and the capability for distribution probably will not ba sub-
stantially improved. Map Distribution Platcone at Corps and Army lavel i

establish depots, and they, or similar organigations, will continue to be

3 TR

veyuired, A . g
Terrain Analysiu. Users of terrain analysis and ralated products

(orienting at division level) include the Engineer (Torrain reinfurcemant,

PP e Y

barrier planning . . .), Bupport Command (logistics, LOC plauning . . .), ﬁ
Int.lligonce (enemy orientation), Aviation (routes of ingress and egress . . .),
and others, Fundamental use is, and will continue to bw, in support of npera-
tions of all types; future propunancy must consider, as it has in the past,
broad operational applications and orientation,

Assassment suggests that the production fuuctionas (map reproduction,
;imited map update, distribution, survey) cleariy remain engineer oriented
and, with the exception of survey requiiements in support of weapons eystems,

will not change radically in the foreseeable future. The survey function

T - T
'3 -

posseasus the greatest potential for change, and without attempting to qual-

e

ify precisely how it will change, it is safe to project radical change in

Ean
SR

|

the decade of the 1980s. Terrain analysis has broad operational gpplications,

and its totul integration into the combined arms system is essential., 1In
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general, topography will become an increasingly technical function and will
demand a higher level of tachnical skille from the Officer Corps.

Army Topngraphy, and the personnel system to support it, must position
itvelf to support Army requirements without asubstantial change for the next
five years. It appears that the 1985~1990 time frame will be a period of
transition whose direction will be indicated by aevolutionary and revolu-
tionary technological developments in topography itself and the requirements

generated by the Army of the 1990s,

genolusions (Topogyaphy)
8. The forsgoing discusaion suggests that in a broad context, the
objactivas of OPM8 are not being met,

(1) Officers are not being developed and trained in the right
numbers and with the right skills to satisfy Army Topography requirements,.

(2) Army Topography assignments are not perceived to capitalize
on the individual's competence and desires.

(3) The dual specialty professional development system is too
disciplined and restrictive in terms of utllizution of the intervest or
skills of the maximum segment of the officer corps and not eufficiently
disciplined to lupporf-the job satisfaction which leads to professionaliem,

b. Army Topography meets the essential requivements for a separate
speclalty=-~"a grouping of duty positions whose wskill and jub requirements
are mutually supporting in tha developmant of officer competence to perform
at the grade of colonel in the specialty."

¢, ‘Thers are insufficlent Armny Topography company grade and junior
field grade spaces in the structure to properly develop the required numbers

of senior grude (volonel) officers.

4%

r O s Al n e Ly Tm L m

et i e i W, i nt e




— Ay [
A AR X ows 1 o1om 18 kmar s < eeuega et

d. Sufficient civilian wpaces exiat in the Military Topographic
Community structure to convert £o military spaces as.required.

e. OPMS does not currantly group Army Topography ahd.r01QCed pduitionl
which share common skill and job reqsiramcnt-. to fauilitute maximum q:L‘tnn-
tion of qunlificd officetl., ' ' '

£, OPMB should conuidcr that Army Topography will probably not. chanso

lubl:antially through the next fivo years, but heyond chut it will trlnniuion‘

to an activity in the 1990. which may rtquize a dtf!crcnt or broader skill

base from the c!ficcr corpl.

¢ anisnal Develobs chisativs (1 by
Y P;qvide ingulto=Army ibpogrnpﬁy'qnd reintdd'npa;oo té train !ﬁl
iighé numbers 6£.o££1ctri in right nﬁtlll to iuppore 0ub rcqutr-mcntn;'
©. Provide system which: .

(1) publicizes topography and related fislde at officer eutry ievol;

(2) providnu well defined éaruot developmant patteru (preferably
for hard and sofc skill officers);

(3) identifies officers with porlonﬁi and professicnal interest,
to maximum pbnlible extent, for entry into the field;

(4) supports Job eatistaction and professionalism, well deiined
career pattern plus rewards (training, e&ucn:ibn. promctiou),

{3) absorbs officers with otlier relatad spucialties; and

(6) allows for |pucilli:|:16n in topography and talated fields

And provides for essential cross fe.tilisation.
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CURRENT ISSUES
General
During the course of this study numerous issues cutting across the spectrum of

profassional development waere surfaced. This section disousses these issues,

“which significantly affeot support in the functional areas.

a. Officer Personnal Management System (OFMS),
(1) ZEProblem. There is & widespresd dissatiefaction with OFMS, as pre-

‘1'llﬁﬁly ixlnutcd. througﬁout all ranks of angineer officers.

. (2) Disguseion. OPMS has been discussed in some detail earlier in this

chapter. However, field interviews indicate such a pervasive dissatisfaction

- within the force, that it may represent the most emotional concern of avery grade.

Ag‘ptﬂViOﬂlly noted, OPMS 1s not adequately praparing engineer officers in the

”fiold»of éotiatruction management. Not enough experience in Construction Manage-

ment is gaing§ prior"tolntcnndcncc at a Senior Service College. At the opposite
end of chﬁ‘hpoetrum. th; dissatisfaction among company grade officers atems from
a lack of confidence in the system., At the mid-range level, Battalion Commanders
are reluctant to offer carcer advice to officers that may be inconsistent with
what they perceive to b..‘ radically changing environment. Majors who aspire te
battalion command are torn Beewuon accepting assigmments In thair alternate -
spaciality, civil works, high level staff, or battalion level troop positions,

The dilemma is best illustrated by a recent occurrence in USAREUR, A MILPERCEN
team advised enygincer majors to seek troop duty for career enhancament, expecially
1f that major had not had troop experience as a field gradea officer. These were
the very same engineer majors who had been receiving assignments to other than
troop positions, despite extraordinavily high utilisation ratea (89%) for engineer
majors.

Another dissatisfaction voiced by engineer majors was the perception that
fully funded civil school allocations had declined over the yaears, This

perception Js supported by the quotas in racent years. From 1968
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through 1979, advanced civil school graduates have declined significantly.
Graduates in all engineering disciplines have declined from a high of 328
in 1971 to a low of 105 in 1977, 1In oivil snginesring alone there were
69 graduates in 1969 compared to 27 in 1977, (See Annex B)

For tha junior and middle ranks the dissatisfaction with OPMR appears
to be related to unsatisfied personal and professional goals, coupled with
a distinct perception that no one is managing engineer officer development.
The perception of the CGSC engineer students is that OPMS simply fille
requiraments, with little regard for experience or preference of the indivi-
dual officer. Although this perception is not new to the officer corps,
& key difference may lie in thg perception that under the old branash system
2 cnfoér manager appeared to guide the officer along a path designed to ful-
£111 Atmy.roquiromontl as well as the officer's potential,

The reasons for the lack of universal acceptance of those assignments
necassary are many, but one of the strongest appears to be a general lack
of confidence in assignment policies and the asubsequent development process.
Many officers, not knowing what they need and how best they can contribute
to the Army are not willing to accept MILPERCEN advice. Officers thereforas
bacome disgruntled because they do not receive the assignments that thay
wvant for job satisfmction and advancement. The sensing was that about half
of the current CGSC engineer students prefer duty totally within the enginser
troop or sivil works spheres, even if that means a cap at the 05 lavel for
career progression. The other half desired the flexibility of f£illing other
than 8C 21 jobs. At the time of the interviews MILPERCEN had not announced
the reorganisation into speciality offices designed to better serve a specific
spaciality code. The perception that there is once again an engineer 'branch"
managing engineer officer careers may dispel much of the present lack of econ-
fidence in OFMS,

48

i
:
]
{
t
i

g’:

pr




Daspite the la‘ck of confidence in OPMS, the reasons that engineer officers
give for leaving the service are in most casas not related directly to OPMB,
but to the elasticity of the times we live in, As the attractivenass of
military service declines, tha pay decreases, and the benefits are eroded,
engineer officers are among the first to look other places for job satisfac-
tion and remuneration.

Additionally, some dissatisfaction is attributed to OPMB by senior
officers who must operate with untrained engineers in jobs whare there is
little room for error., In peacetime, the most serious cause for concern is
the lack of training for construction managers in civil works and in faocility
enginesring assignments. All District Engineers and Facility Engineers ine
terviewed indicated that it 4s as important for a DE or an FE to have had
prior exparience in the field of contract construction management as it is
for a Brigade Commander to have had oxperience with troops. Yet less than half
of the SSC selecteas have had that expariance. BSanior Service College
selecteas from the 77, 78, and 79 lists all had battalion command experisnca,
but only 54 percent had any construction management experience in either a
district or facilities engineer orgnaixation. However, of the current
District gnginsars and 06 Facility Engineers, 90 percent have had construc-
tion management experience prior to their assignments (but only 47 percent
were S8C graduates). 8ince 97 percent of the command selecteas from FY's

77, 78, and 79 were 98C graduates, but ounly 71 percent had prior CM experience,
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it appears that the Army is placed in the position of drawing from a nar-
rTower population of experienced, proven performers than is optimal.

Analysis of the time available for construction management experience
betwaen CGSC and 8SC shows time for only two or three PCS assignments.
If one of thess assignments is Battalion Command, as it now muat be to
qualify for selection to District Engineer, then it is obvious that require-
ments for construction management experience, alternate speciality, troop
unit, and other army requirements cannot be fulfilled. BEvidence shows
that utilismation ratas for enginesr officers have all but eliminated chances
for an assignment {n an alternate spaciality, and that construction manage-
wmont aasigmments are either left unfilled or occupied by officers who
probably will not gain the opportunity for battalion command,

(3) Censlusien.

ODillltllfeﬁtion with OPM8 on the part of engineer officers is wide
spread. Some oan be ateributed to misinformation and misperception rather
than to valid complaints.

& Shortage of officers and the circumstances of the times we live in may con~

tribute more to the dissatisfaction than OPMS actions.

# Establishing better career devalopment modals for use by the officar,
MILPERCEN, and career advisers throughout ths army, and the reinstitution

of a semi~branch system in MILPERCEN should give officers a sensing that
there im someone looking after their careers in the Corps.

e Creating nleornnto.‘fonltblo. logitimute career patterns that flow through

06 will alleviate considerable frustration,
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b. Professional Engineer Registration
(1) Exgblem; Although professional registration is neither a require-
ment for engineer officers, nor a written prerequisite for any assignment in
the Corps, there is a perception in the field that registration may be a
positive but unwritten requirement for advancement imposed by the Chief of
Engineers,

(2) Disgussion. The present Chief of Engineers has been more active
than other Chiefs in reacent memory in promoting the desirability of Profes-
sional Engineer Registration., Although the Corps has always advocated pro-
fessional registration as being one of the hallmarke of the professional
officer, never has registration been so implicitly linked to carser svccess.
Since the majority of the company grade officers and many field grade officers
in the Corps do not now have, nor seem to be orianted toward profassional
regiotration, the issue is highly emotional and a very real source of concern
to Corps officers, This study examined the situaticn from the standpoint
of the current status of registration in the Corps and in terms of reaction
by enginesr officers.

(a) B8tatus: Army-wide and engineer specific personnel policies
for the past 10 = 20 years have produced a Corps of Engineers which has not
put a premium on professional registration. Current data show!

=0f 41 District Engineers, 29% are not professionally registered.

=0f 107 Facilities Engineers, 34% are not professionally raogistered.

=0f 78 enginecr selectess from the 1978 and 1979 06 promotion boards,
39% were not professionally registered (but 88% had battalion command).

«0f 68 engineer 06 command selecteas from the 1977, 1978, and 1979
1ists, 45% were not professionally registered (but all had battalion

command. )
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=33% of the enginaer company grade officers (17% of the engineer
officer corps) do not possess engineer or related degrees; their ability
to obtain professional registration is problematical at bast,

(b) Parceptions: Interviews conducted across a wide spectrum of
engineer officers, including District Engineers, revealed tha following
views were held almost unanimounly:

=Recent COE communications convey the message that the opportunity to
be assigned as a District Engineer may well depend upon the possession of
PE registration.

=District Enginear success is not pradicated upon the technical engineer-
ing compatence whioh PE registration validatas.

«PE registration does give credibility to officers assigned as District/
Facility Engineers, and enhances the position of the DE/FE in dealing with
contractors and civilian subordinates.

=PE ragistration is not essential to the successful performance in any
engineer assignment and should not be mada a prervequisite for particular
asaignmants,

«If PE vegistration were made a requirement, accassions would become
even more difficult and retention would suffer.

Field grade officers tended to bsliave that enginaer officers should be
both professional military officers and professional enginsers. While
younger offlcers were inclined to view registration as a porsonal goal which
should be kept as an option instead of a requirement (the latter view
tempered, perhaps, by the large population of junior officers who do not

possess an enginear or raelated degree).
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(3)  Genglusion,
¢ PR registration is not essential to successful performance in snginaey

assignments, but is highly desirable for credibility and professional standing.
o Encouragement by the COE for inoreased professional registration within
the specialty reinfioraas a desiveabls objective for caresr development.
o If profeassional registration is to be a requirement across the board or
48 a prerequisite for pavticular assignments, a significant change is
required in policy in assignment patterns, and in the number of graduate:
level school quotas. A change of this magnitude should be studied and care-
fully managed in its implementation over time.
¢, Multiple 06 Command,
(1) Ppoblem; Present policy precludes 06 engineer officers from
serving in more than one command assignment,
(2) Digcussion; In the past, certain highly qualified engineer
Colonels were given the opportunity to command a troop unit and also sarve
a0 a District Engineer. This practice culminated the broad background
experience that is oonsidered to be extremely valuable.for snginesr general
officers. Current policy prevents an engineer officer at the 06 level from
both a troop unit and an engineer dig-cict. This policy tends to add credence
to fh‘ Chief of Engincers' concern that OPMS is tending towaxrds not qualifying
the best engineers to becoma general officers.
Although officers at the 06 lavel have essentially completed their
caree? development assigmnents, a dilemma arises for the 06 troop commander
selected for 07, who has not had previous engineer distriat experience.
This dilemma is rainforced by the logic that suggests a prerequisite for
suacass as & Division Enginesr is experience as a District Bngineer, A
different situation, but similiar dilemma, occcurs for the 06 command selectes

who 1is assigned as a Distriot Enginaer and has littla or no exparience in
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that activity, Both situations are represented as a statement of 'riek"
by the Chief of Engineers. These dilemmas are caused by the Amrmy's central

selection system and priorities.

Assignment as a Facilities Engineer (FE) at the 06 lavel offers a par-
tial solution for the 06 troop commander who lacke sxperience. Tha FE
designees are not command selected and while it is debatable that such as-
signments provide all of the desired construotion and contract management

experience gained as a District Engineer, cartainly a portion of the akille 1

and experience are equivalent. The 06 Distrioct- Engineer Command designee .
on the other hand, qualified for selection principally because of pravious
success as a troop commander., The lack of opportunity to command soldiers 3 g
at the 06 level may be perceived by cantral selection boards as lack of f

sufficient qualification for further advancementa. i

(3) Conclusion, i

o Currant policies notwithstanding, the opportunity to serva as both a ’

DE and a troop comander ia extremely valuable to the Army and the officer. :
o This study conoludes that decoupling the district engineer position .
from the command salesction procass allows the opportunity for officers to better |
serve the Army.
d. Women in the Corps
(1) BProblem. The Army's combat axclusion policy precludes the 5C 21 %
female officer from camplete developmant as an Army engineer. ‘
(2) Disoussion. Women officers in the Corps of Engineers present

special challenges to OPMS, 8ince the Army's combat exclusion policy
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pracludes femalaw from serving in 21A, Category I units, a female engineer
officer does not have every training opportunity or every career option
available to a male officer. Without a substantiva change to that policy,
either in the case of the guidelines of DA Phamphlat 600-3, or under the
concept of professional development cutlined in Chapter 3 of this study, a
woman would not be permitted to sarve as a Battalion Commander in any of
the combat battaliona,

This exclusion policy exacerbates the professional davalopment probtlems
for the relatively small numbers of female officers in the cbrpl. As of 18
January 1980, the number of 8C 21 female engineer officers totalled 1.7
percent of the Corps' officears. All femals officers are in the grade of
captain or lisutenant. For the female officer looking ahead to promotion
to 06 or selection for 85C, ¥he chances of gaining battalion command are
nearly nonexistent, As long as the present status quo remains unchanged,
battalion command represents a prerequisite for selection to 06 and to
880,

Ag verified by tha field interviewe, most enginesr officers believe that
the time tested way to advancement is by following the troop track, Yet
female officers are excluded from the combat unit troop track entiraly,
and face tough competition in the noncombat units, 1If all 18 of the present
8021 female engineer captains werae to stay in the Corps and he promoted to
lisutenant ocolonel, they would be compaeting with ten times as wany mala

officers for the limited numbar of noncombat battalion command positions.
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Although it 1is not envisioned that the combat exclusion policy will
soon ba changed, special instruction to salection boards regurding female
angineer officern could allow fuller career development in other angineer
areas. For example, 80 21 females could fulfill theiy troop experience
requirements for the first five years of service, including company command,
and then focus their caresr patterns in the arem of oivil worke, facility
enginearing, or topography. If battalion command were not a constraint to
advancement, there would then be no institutional barriers to the female
offiaer for saelection to 880 and district engineer. As it stands now, even
the best SC 21 females have no more chanae for full caraser development than
a male vho was nonselect for battalion command.

Considering the facts that the Corps continues to experience severe
officer shortages, that the manpowar pool shows a trend downward, while at
the same time women ara graduating from West Point and more women are enter-
ing engineering disciplines in collaege, women do represent a potential engineer
officer resource. Howaver, givan that the axclusion policy ie expected to
be maintained, the present OFMS policies for engineer career development
muet be modified if the femaleo officer is to have the same opportunities
to fulfill her potential as her male counterpart. Once a female officer
has served for enough years to understand what a future in the Corps could
mean, she could only view her chances for advancement as an argument to
separate from the service. 1If she is a competent officer, her separation
is a loss to the Corps. In addition, after a few years of separated enginesr
female officers veturning to campuses, accession of female officers would ba

aven more diffioult,
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(3) dQonclusions,

5 ¢ Under thu combat axclusion poligy, OFMS does not allow the 5C 21 female
to fully develop to her maxismum potantial,

e Given the current and projected shortages of angineer officers all
available sources of potential engineer officer talent, to include females,
k: must be exploited,

- s, Force Structure = Accassion Methodology.
(1) Zzoblem, Current accession methodology doss not provide suf- ;
ficent engineer offiicers in the proper grades to satisfy force structure
ﬁ requirements.
(2) Disgugsion. The existing force struoture presents a unique
challenge to the force planner. The profile of the engineer speciality !
a8 shown balow demonstrates some serious anomalies,

8C 21 Profile

CATROORY. [+[0) LIS MAJ 414 LT
. Designated 256 501 819 1379 1721
i Gontrollad 238 408 588 B29 | 1213
PERSACS AUTH 235 533 738 1610 | 1015
opbp 196 422 58l 809 | 1429 ,
THS 16 33 98 226 392 o
| Table 2-5 %
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In the eritical phasas of development and into the initial phases of

utilization, there are insufficient assets to maet the basic space require-

ments (PERBACS); Additionally, the present schame attempts to expand a
smaller number of 02~01 positions into a larger number of 03 training op»
portunities. The hidden difficulty, however, is that such a plan assumes

an accession rate and a retention rate higher than presently experienced.

actual force ~ ldealized force

, /(4
3131 COMPANY GRADE 4313

Figure 2-2

The Officear Force Managemaent Plan (OFMP) develops an idealized force

structure oparative in conjunction with the OFMS philosophy. Tha accession

plan, under OFMP, shown in figure 2-2, would provide an angineer force whose

utilization rete at every grade would approximate 50 percant and thus be

comfortably within the objective range for utilization rates (33-67%).

- Une difficulty, howaver, with the OFMP force structure is that it includes

as one of tha key assumptions u planned force strength discontinuity &t the

eightli year (figura /-3).
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Since OPMS Lagan, 160 officers have besn designated nonaccession 2 11

; enginears. The target for YG73 is 151; a number nearly equal to the 8 i fg
s prévtaua year groups; an ambitious undertaking at best., Without hard data, ; ‘%
% it is impossible to deduce the impact of this decision on quality, capability é
| and later retention of thuse designuted, . fﬁ
é “ (3) Conclusions. gf
%. ®. Numbers of engineers even under the recent accession policy and i

distribution plans are inadequate to man the force and to grow the proper

numbers of senior grades.
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®' Absolute numbers of engineers are grossly inadequate if OFMP
establishes the base requirement,
e A force structure mbdol with a plnnnad discontunity whose attaine '
ability is questionables, dcmundl‘rcdvdlunetun and possible rethrust,
® Accassions (aven taking the most optomistic f£igures) have
eontinueously fallan short of the goal, the numbars of non accession enginesrs
have not comensurated for tho-dcficinncy at the 8th year point, and losses
are increasing.
4. #, "Up or out" policy for engineers.
(1) Rroblem, Under the present "up o out"poltcy.'tho corps is
lowing many trained dnsinncrl who could continue to contribute, For 8C 21,
this policy exacerbates the critical probleme caused by officer shortages.
(2) JRissuspign, The Study Group supports the 'selective continuation
program for non-selsct reservist, Under this program, that bagan earlier

this year bescause of a congressional divective, rassrve officers on active

duty twice non-salect for promotion may be voluntarily extended for three

years if thay have a skill in short supply and are recommended for retention
ty the board,

The logie for this program has ite roots in military history. Theras
are numerous examples of elite military units which possessed a cadre of
long tarm, small unit leaders. In all these military units it was recognirzed
that an officer might wall be a superb company commander for Sil entire ccreer,
Little prassure existed to forae him to prove that ho wod a potential fiald
marshal. It was not uncommon for an officer to sarve his entire caruur an a
compuny leader, either dying in battle or paseing quietly into retirement as
a captain or major after twenty, thirty or more yaars of ssrvica.

The current shortages of captains and field grade officers maka it
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difficult to justify separating from the Army officers wio may not appear to
have the potential for positions of increased rgsponnlbility,qnd“hance
pramo':ﬁm, but who have demonatratad the -ab!.uty to sarve in trl:mir current
sudg. It is difficult to justify separating the "'b‘ro‘!uui.onll"'(!mpany
Commandar when we are forced to p‘i.icd mmwﬂuhéia Liiutunmtu 'lintoxomﬁnd
positions. w. should not discard an officer for meraly hnmz tq be prmond
on scheduls, but ‘should capitaliza on his .quruu and cxpcrtcnco if in shore
supply in the Army. _ »

There are numerocus examples of officers, eopacially at ?h@ --!i‘e“.d Btl{h:
‘lavel, who_ have developed a depth of oxpuruu".‘ 1_n a lpaoihp.fﬁhecﬁmi u'-"n~.
but because of some blemish on an efficiency fap‘brt ox Aﬁ .aicigmncht qizlitk

they will nct be promoted, Thesa of.ficen aem have mch cé offn' in thon'

speciality. Tha Army cannot afford: to looma’ tho tuchn!.ul cxpcrtin ot chno :

officars, since in many cases there :l.n no one to un thl vasarey crutad.

(3) Gomglusion. In view of aontinund and prcjm?ad ‘angineer
officer shortages, the Army should no 1un3¢r uupport ‘an "up o out™ policy
for 8C. 21. ;

8. Distribution of officers.

(1), JRroblem; Officer diwributio‘n‘Ii-):ioxitti,gln(u reflected by
the Department of Army Master Pricrity List (DAMPL) an Officer Distribution
Plan(ODP) do not equitably distribute engineer o.“.‘fi«ﬂ to. adequataly support
tha Army across the specttum of requiremunts.

(2) Dissusaiug: MILPERCEN nﬂﬁ:mnt policies for captains
through lisutenant colonel are a product of special distribution guidance
from DOSPER reflecting VOSA directed assignment priorities foeo "provan
performers.’" The term "proven perfarmers" is an indication of quality and

ig determined by a subjective categorisation of demonstratad manner of
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of performance by thirds (upper, middle, lower) reflecting an officer's
relative standing among his paeers,

MILPERGEN uses a predetermined dismtribution goal based on manner of
performance to distribute officer quality. Thie performance model reflects
dosired organization and aativity performance contant as a norm against which
‘performance distribution clﬁ bs controllad. Each command is lupfornd with
& winimm (floor) mumbar of upper third (U/3) and middle third (M/3) officers
and a mx&mun'(«iitns) number of lower third (L/3) officers. "Designated"
organizations and activities, Department of Defense, The Army Staff and
Fiald Operating Agencies, ROIC Senior Instructor Groups, USMA, USAREC,
MEPGOM, €SO and TAG, have a quality model composed of one~half U/3 snd one-
half M/3 for given ranks, LIC-CPT, 'Designated" organization and activities
do not receive L/3 officers.

In addition to excluding thae assignment of L/3 officers to
"duignlnt:od" organizations and activities, the current ODP supports ‘'designated"
activities at 100% of suthorization by grade. The shortage of S§C21 officars
(O0L=CPT) and L/3 officers is distributed to such '"non=dasignated" organiza-
tions and activities as USAREUR, EUSA, WESTCOM, FORSCOM, TRADOC, and OCE-
Military, These units bear a disproportionate share of 8C21 shortages and
are forced to accep® a significantly less percentage of '"proven performers,"

(3) Somglustons:

¢ Reexamines the number of "designated" organizations and activities

with a goal of eliminating this discrimnation.

® Spacial officer distribution guidance should be modified to

insure!

oo Officers are asesigned based on ability to do the job,

oe Upper third and lower third officers are uniformly
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assigned throughout the Army. . .
ee All organizations and activities share proportionataly [

the 85021 shortage. -4
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CHAPTER 111

i CONCEPT FOR PROFESSIONAL DEVELOPMENT

)

This chapter presents in three sections a concept for engineer officer
;; professional development and suggests a structure for developing the personnel

management system required to implement it, The conceptual framework

Elaalatel o S SRR ), PR O T

3 developed in Section I is transformed in Section Il to a model that displays
the engineer requirements spectrum and eatablishes professional development
and utilization objectives. No attempt is made to prement a detailed design
of the personnel management system required to initiate and sustain the

?b professional development concept, but taken together, Sections I and 1I
provide the direction, rationale, and essantial parameters of the system,

With the exception of numbers of 0~6 commands and proper support of Army

Bl L YL F L NSRRI PRTS "SRCIRSIIEY S8 T 15 -3 Py

*;; Topography, transition into such a syatem is feasible without significant

discontinuities or changes to the current management system, The topographic

[ P S

dilemma was discuseed in detail in Chapter 11, and the recommended changes
are incorporated herein, Thia proposed professional development concept
requires significant change to the current 0-6 command policy and selection j %

process; scction 111 outlines the details and rationale for the recommended

AT,

adjustments to the existing poliey.

S e

At this point it is beneficial to review the engineer officer requirements

A Hnilis -

ks L i

structure for which the system musat develop officers., The OPMS is designed
to manage officers within a set of requirements that conforms to the clasaic

pyramid structure, Figure J-1 indicates that the utilization rate for 8C11,

e ¢ i ot e e = A

12 and 13 field grade officers in their primary specialities is 30 percent to

50 percent=-<as planned,
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Figure 3-1, 8Cl1, 12, 13 Utilization Rates

Figure 3~2 presenta the same data for 8C21, Speciality Code 21 raquire-
ments at all grades are nearly aqual to the officer population available to fill
them, (The requirements exceed the population for the gradr of 9=3), Note that
there is no parallel in senior officer utilirzation rates for enginecers as com-
pared to the 8Cl1l, 12, 13 officers.

Chapter 1 identified three virtually absolute filters through which an
officer must pasa to qualify for 0-6 command and potential selection to 0-7;
€G8C (100%), battalion command (100%), and Senior Service College (97%),

FPigure 3-3 displays how engineer officera are assigned in the structure by
grade., The danger of an officer concentrating in troop assignments to qualify
for the "0-5 command gate," at the expense of qualification in construction
management and other jobs, is obvious; over 60 percent of the 0-6 level HC21
requirements are in construction management for which he has not been prapared

during the developmental phase ot his career,
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ENGINEER CODED POSITIONS(PIRCINT)

Figure 3-3,

Engineer Coded Positions (by grade)
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The concept that follows emphaesizes the importance of troop assignments
while permitting quality engineer officers to gain axperience during the 3
davelopmental period by alternate patterns that may exclude battalion level

command without caresr penalty. =
[3

Bection 1 i
CONCEPT .

General §
The concept developed in this section is based on the spectrum of engineer 1

requirements facing Lhe military enginear and the collective judgmunt of the
s tudy :tdup. The foundation is developad nequentially from three discrete sets

' of information-~the requirement base (what is desired); a set of observationa |

and assumptions regarding the expectations of the institution and the officer;

and the characteristics of a system dictated by a need to aatisfy thesae

e o e i Lt

E requirementns.,

j: Requiraments of a Professional Development Model

Characteristics and objectives of any professional developmont concept

: 3
svalve from a statemant of purpose. 1In general terms, the system of personnel by
K

management must provide sufficient compatent and well-motivated engineer

officars to meet Army and national security needs. More specifically, a system : AQ
is required that: ;
E @, provides sufficient competent and well-motivated personnel to man o
organizations which van provide adequate support to the Army across the total Coy

spectrum, ranging from battlefield support to special engineering tasko; [ ,%

b, provides an officer corps with adequate depth of experience and

EE

i training to maximisze the opportunities for leadership of angineer organizations

phase of their career of service;

;

!

. ! ."
':é that demand special skills and competence, particularly during the utilization : %
: 1

i
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¢. retuins the versmatility, hence flexibility, of the Corps of Engineezs
by insuring its mambers remain broad-gauged and able to contribute judgemsnts
and perspectives which transcend a more narruw functional expertise; and

d, permits the management of officer carser pattarns so as to maximime

their personal satisfaction and increass th; propensity for a full Army career.

Observations and Assumptious

It is essential to meld certuin characteristics of the officer corps
as well ap those of tho Army in combinatien with the requitemente of the
system, Conflicting objectives occuv and are recognised within the oxpec~
tations of the body of the Corps of Enginears officers, and to some extent
between the officer and Ehu institution, but most of the oxpoctaiionu can
and should be accommodated within the eystem. 1t is also recognized that
while some of tha conflicts may vitimately be irreconcilabla within the current
and projected environmont, a ralatively well defined professional development
plan will highlight those at the outset. Given the broad spectrum of require~
ments facing the Corps of Enginoers officer, the casential cbservations and
assumptions that must be conaidered are as follows,

&, Not all officers huve the ability, educational background, or thm
necessary trainiug to do all jobs equaily well,

b, Not all cfficors want to do all jobs in all spectrunms of Army
vequirementa,

¢, Some officers'interests and talents align along the general military
and comhcot angineering side of the spectrum while some officers' interests
and talents align along the more technical engineering akills side of the
spectrum,

d, Many officers are willing to accept reduced opportunity for

promotion to and above 0-6 provided they have achieved satisfaction from a
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meaningful career that permitted them to develop and contribute their skills
in alignment with their intereats and talents. :

e, Job satisfaction is known to result from doing & meaningful job
compatible with personal interests, talents, and professional goals, and
receiving recognition for doing it well,

f. Experience at different levels of assignment is necessary to achiave
maximum development of executive level akills in areas such as combat engi- i
neering, command, contract construction munagement, or tacilitieas engineering,

It is possible for an officer to "survive" the management and leadership of a

complex organiration or task without prior experience., 1t is evident, how-

ever, that experisnce at mult{ple levels improves judgment, enhances leader- % -
ship skills, veduces the learning times involved in the tasks, and increases :
the quality of the contribution of service.

g It is extremely important to the Engineer Officer and the Army to
ineure a balanced axposure for all officers across the spectrum of Army
activities during the initial or "developmental" periods of service in order
to provide a qualified and versatile Corps of Engineer Officer,

h, There must be career development opportunities which shunt the
existing absolute filters and provide reasonable growth patterns to 0-6,

1. All officers must be provided the opportunity to acquire an addi-
tional specialty, It must be recognized that utilivation rates as engineers
will remain extvemely high. Officer accession programs never have and are

not projected to provide sufficient engineer officers to allow much more

than 1% percent of the engineer officers to serve outside the engineer

specialty at any time, The career Jdevelopment model muat therofore be

structured to develop an engineer population qualified to perform predominantly
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engineer tasks,

Characteristice of the System

The professionul development system must possess tha characteristics
yhich satisfy the engineer officer raquirements of the system and optimize
the development and utilization of the talents, skills and personal and pro-
fessional expectations of the engineer officer corps. Career opportunity
options must be available to permit some officers to concentrate in certain
activities and develop depth of knowledge in these activities. S8imilarly,
officars who demonstrate the talent, desire, and performanca to operate across
the entive spectrum should be permitted to do so, Succensful accommodation
of these objectives retains and revitalizes the initiatives and diverse
challenges that have for so long characterized the Corps of Engineers and
drawn talented officers to its ranks., Implicit in this discussion is the

understanding that no penalty should be incurred by selection of either

manner of professional growth. Penalties, whather actual or perceived, may
cause quality officers to prematurely terminate service to the country in a
uniformed capacity.

The charactaristics of this proposed system are ma follows.

8. The majority of senior Corps of Engineers Officers must be broad-
gauged and versatile, experienced in both Army matters and enginearing to
support the Army and the nation. Their judgements and perspectives,
espacially at the senior grade lovel, must transcend their functional
engineering expertise, They must be mainline military officers, capable
of executive lavel contribution to provida engineering wsupport to the Army
in the context of national security,

(1) officers must perform productively and gain experience acroas

the spectrum of engineer requirements during the developmental period (the

70




initial 14-16 years of service, hereafter referred to as the developmental
period), Engineer requirements are categorized as support to general army
activities, battlefield support, support to the Army in garrison, and
special engineering support to the Army and the natiom,

(2) All officers in this developmental period must receive troop
assignments to include company command and a certain amount of forced
exposure to at least three of the four military engineer requirement areas.
This procedure insures that the officer has an adequate background and a i
sufficiently broad experience base to prepare him for senior level decisions. %
In other words, the developing junior officer must learn about the Army and
about how engineers support the Army with engineering.

b. Some Corps officers will wish to concentrate their development and
latar maximize their contribution to the Avmy in that particular area of the
spactrum, Personal interests and a desire to increase depth of knowladge
generates a tradeoff with narrowed breadth of experience, 1In terms of career ;.f

dovelopment, this concentration represents a second assignment in a particular

areu prior to the 14-16 year point, Thereafter, within the established Army
? ; requirement base, these officers should be allowed to receive the majority of

% ; their assignments beyond the 14-16 year period (hereafter referred to as the

utilization phase) in their chosen area of concentration,

(1) The benufits of such concentration would include a limited
pool of officera with depth of expertise, and personul satisfaction for those
officers who knowingly choose a career of depth instead of breadth,

(2) Career opportunity tradecffs are generated, By chouvsing a

career pattern of concentrated effort, there will be a tradeoff of oppor-
tunities mince the majority of the top leadership of the Corps will continue

to be selectad from those officers who have demonatrated the ability and

71 ¢
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willingvees to perform well all thu jobs of the military engineer, 1If an
-oificer it ¢learly capable nf commanding a tactical unit, working as & key
meamber .of the Army Staff, and executing district or division engineer
aspignments, that officer should not be denied those qpportunitien because of
nrﬁittnrylreatwictionc.baaad on prior experience, The nfficer who choosen to
concentrate can expect ta recaive the majority Ofigil isiigﬁment opp;rtunities
_from & nur&a&er npéctfﬁm. Off icers whose pri- cipal aaaignmente are with

englnee“|un1tn and ia the trazning and development of combat enginee:a will

‘compete for the assignment opporuunitieu at. battdlicn and brigade level with

EAS-ERPNCEE R - NSRS,

:rno'e officara who have not elezted to concentrate but whoae records demon-
strate the requisite qualxty, desire and - performtnce. Similnrly, those
offxcerl whoue intazesta legd them to conccnufate on the, itore technical

anginaor;ng'ouppart of the Army can expect to compets for qsaignmqnt oppcr-

e Lo A e G e bl

'tuni :ies in angineer \echnicrl activitiew.

(3) Rewagd for thone who choose to concentrate ‘must conaist of

i e S AR

assurance of oppertunities to ndvanca to the grade of 0-6, to compate for ;

leadership positions within their chosen area of axpertise, and recognition
and respect from the system for their incre;sed depth and compatence;

¢, Career develnpment opportunities neceasary to accommodate both
concentrated and broad spactrum career development roquire a positive bypass
around the current battalion command selectinn gate to 0U-6 troop command and : "i
district commands. Decoupling disetrict engineer positions trom command E

designation and central command gelection accomplishes both requirements. ;

d. Designation or selcction of un additional specialty for engineer

officers may be an academic exercise. Requirements for engineer officers will

ot e imee "
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continue to place such extraordinary demands on the aviilable population that

service outside Lhe enginecr specialty will be severely constrained, Management

72
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of such & pojulation requires considerations which include:

(1) Requirements external to the engineer specialty do exist creating

i~

& nerd fov a personnel management device that identifies an officer's personal

rial

PP = e e~ e T

strengths or iptereaiafoutaide the enginear sphere,

(2) To insure that specialties are mutually reinforcing, specialty

e

- X N

sclactions ah&uld be paired in such & manner that knowledge gained in each

specialty is transferrable, to some measurable extent, to the other. This

will permit a balance between sfficiancy and broadening the officer‘s horirons.

e

(3) Most importnntly. however, is a recognitiou that until the

actual force sttucture aufficiantly approximates the ideal force as outlined

_liu the Officer Force Mannggment Plnn (utililation rates well within ehe 33-66% : ; jﬁ[

band), engineer off‘eorn do not hiive the opportunity and therefore cadhot be

et it

required»to develop or maintain qualifications in two specialties.

(4) The Army muut not allow engineer officers to be penalirzed for

B - =

doxng a succesiyion of thone éoba which can only be done by engineers,

D .

Section II . - ;
THE QUTLINE: A GROWTH MODEL CONCEPT .

Introduction 1

This section provides an outline of a proposed carecer development concept
upon which a management system can be based, The outline deviates somewhat
from the career devalopment concapt currently in being. During the develop- N
mental phase engineers will be broad based, learning how to best support the
Army an¢ the nation. Provisions are made to permit an engineer to develop
depth of exporience for maximum utilization in the later portion of his career,
A procadure is recommended that will allow an officer to aspire to meaningful
jobs even if he is not selected by & DA board for a competitive school or S
command, thereby missing the absolute gates in the present OPMS situationm. oy

The model requires each BC2l officer serve initially with engineer soldiers

71 i \ ‘ 2
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':,- and successfully command an engineer company to complete the initial phase of rg g
8C21 qualification,

- - - The Model
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Section IIl i
& ELIMINATION OF COMMAND DESIGNATION OF ?
) DISTRICT ENGINEER POSITIONS ‘q

o W

The Problem 1
From the early phases of the Engineer Professional Development Study, :
i it was evident that the current central command selection process, coupled :

with command designation of DE positions, had manifested itself into some

-5 22 -

. undesirable aberrations within the Corps of Engineers, 8eleoction for
. A

(engineer) division command is based to some degree on a successful district % :
command. District (or 0-6 troop) command depends 100 percent upon success- :

4 ful battalion command and 97 percent upon 88C graduation: 100 percent

of the battalion commanders wara CGSC gruduates and 70 percent had

battalion exporience as senior ceptains or majors.

Analysis

The aberrations are manifested in frustration, Colonel troop commanders
are frustrated because they are not provided the opportunity to perform in
an important and sought after DE assignment--one to which they had aspired
and prepared. Lieutenant colonels who are not selected for battalion command
fully understand the implicatione: they are virtually excluded from district
Q engineer assignments and no options are available to change their future
‘ sitvations. Not only is there no opportunity for service as a district
engineer but aleo potential for selection to 0-6 becomes increamingly doubt-
ful, These gates are absolute and final,
1t is the perception of the Study CGroup that this finality is becoming i
the single most important cause in the premature retirement of talented

and capable engineer officern, For every officer selected to command, 3
there ia a like number of equally qualified officers not selected %

79
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for command., Availability for assignment, background, previous jobs, levels
of competence notwithstanding, only about 12 percent of the non-commanders
will be promoted to 0-6 and none will command soldiera or be district
anginaeers. Additionally, the 30 to 36 month command tour policy exacerbates
the inability of the non-battalion commander to visualire a reasonable route
to the grade of 0-6, The result is premature retirement of significant
numbers of quality officers who have not yet reached peak utiligation,

A fallout of this investigation was to evaluate whether engineer
districts should continue to be designated as brigade level commands thercby
requiring DA centralized selection of district engineers. The Study Group
accepted this problem as one of the m&ot important and the most agonizingly
complex which had to be addressed, The advantages and disadavantages
apsociated with evaluation of this problem are highlighted below.

a, Advantages of eliminating command designation of district enginear
positions.

(1) For a few select officers, it provides an alternate route to
0-6 which circumvents the 100 percent battalion command filter; a filter
that is shrinking with the 30 month (%) command policy.

(2) The quality officer is provided an opportunity to serve both
as troop commander and a district engineer; an advantage to the Army as well.

(3) There will be a greater population available from which to
velect the district engineer.

(4) It shunts the potential certainty that 0-5 diatrict engineers
will not be recognized by central selection system for 0-6 command,

(%) It provides the capability to incorporate the senior FE into
DE population thus upgrading the quality of FE supporting the Army

comnunity,

B e PRI

IS P INTIF X SRURUPS TSI GRS

ot e

PRI DT

L N

i ot -




(6) It brings 0-5:0-6 command ratio into line with other combat

Eg arms (6:1 vs. 1:1). g_
'E (7) It more closely approximates the Army's view of 0-6 command é
i; and treats the district engineer with the prestige associated with a project é
11 manager, é:
‘é% b. Disadvantages. _ !
'E%‘ (1) COE salection of DE and senfor FE can potentially revive the éi
{%% "old=boy-net." | fi

fF: (2) Engineer officers may develop a pﬁrcuption of the "old-boy-net"

even it it does not exist,

i e e A B

(3) More difficult for 0-7 selection board (or any other officer I8

quality) screen. DE no longer command equivalent,

A R

(4) Division engineer may not have been a district engineer, (a
disadvantage under the curraent system as well), e

(5) Loss of prestige associated with the reduction of engineer

0-6 "command" positions (~31 to ~10),
As the absolute numbers of opportunities to command 0-5 and 0-6 troop
. B units decreases, a greater portion of the aengineer population will be

N distributed across the spectrum of requirements., Those quality officara

who under previous policies would have commanded plus those equally qualitied

officers not selected for command, represent a segment of leaderahip critical
to the Army and the Nation. Continued loss of that nucleus will have a

debilitating impact on the future of the Corps of Engineers. Alternate,
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attainable routes for promotion to 0-6 must be duveloped that racognice the

4
!
:
%
I
:
3
.

reality that depth of experience may become an increasing norm, ;

The Study Group concluded that the advantages accrued to the Army and

P S

the specialty outweigh the disadvantages. Eliminate command designation of all

i
.
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] district engineer positions, It is essential, however, that adoption of this

~ BT

recommendation be accompanied by a DE/FE selection process perceived-by the i

E Army and the Corps to be completely objective. A strong apprehension exists 5
; among EN officers regarding the first two listed disadvantages, :
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CHAPTER IV

RECOMMENDATIONS

Gensral

This chapter presents study recommendations. Development and structure
of thc'ltudy were designed to avoid specific recommendations until all
analysis was complete,

Chapter I presented background information on the status of the Engineer
Branch. Chapter Il contained analysis of individual functional areas, in
isolation, and a discussion of key iasues which impact across all functions
of the Corps, Within this rigid framework, conclusions were drawn and where
appropriate, professional development objectives were developed,

Chapter Il defined the fund;mencll‘:equirementn of the Army and the
characteristics of the system needed to develop an engineer officer corps to
satisfy those requirements. Professional development objectives were
incorporated to the maximum degrea possible; tradeoffs were necessarily made
in terms of officer qualification, specimaliration versus generalication,
officer assets available, and dozens of others. The rationale and essential
parameters incorporated into the davelopment model, and the model itaelf,
constitute the principal recommendation of the study, Specific recommendations
which contributed to or resulted from the growth model are summarized in six
categoriea:

¢ Career Development

e Army Topography

o Accessions

e Officer Distribution

e Facilities and District Engineer Belection

o Facilities Engineer Structure
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Career Development

» With the exception of Army Topography, do not establish other specialty %
codes within the broad field of engineering. :
» Adapt current engineer officer personnal management to incorporate the ;
direction, rationale, and characteristics of the professional davelopment ;
] model presented in Sectiona I and II, Chapter III,

¢ Require all engineer officers to acquire an additional specialty after six
years of service, subject to these conditions:

se Until the actual force approximates the ideal force, enginaer ;

officers should not be required to develop or maintain qualification in two

specialties,
se The additional specialty will serve principally as a management
tool for identification of personal and-profesaionél interest outside Sdﬁl.

’e The additfonal specialty should be parallel and compatible with 8c21,

with mutually reinforaing elamentas.

T e i o et L AR e, o

se The Army must recognime that presently only approximately 15% of 8C21

officers will be available to serve at any one time in non-engineer npocialtiél.
e The incentive system must not be allowed to penalisze engineer officers for
performing a succession of jobs that only engineers can do.

» The personnel management system must be able to identify officera who posacss

a concentration of individual skills or other special talents by use of a

specialty code suffix or other identification means, not another specialty code,
o An enginver organiation must monitor engineer career development.

» Assuming the combat exclusion policy for female 8C21 officers remains unchanged,

se Female officers must be (are) accommodated within proposed career

development patterns outlined in Chapter I11, ,

-

84

5, . .
YN 2T o Bt e O WL G £ty Tt ol T




p

e

» e Appropriate guidance to selection boards may be required (lack of

troop assignment and command opportunity above company level) to articulata ]

- .’FWMNE;»'-'. ]

the professional development alternatives for any given year group,

G e g

o Support for all categories of 8Cil officera, the '"selective continuation i
program'" for nonselect reservists.
o Reverse the downward trend of fully funded civil school quotas to assist in
retention and qualification of junior officers,
s Institute and expand programs to assist "soft disciplined" 8C21 officers to
) bocome 'mharder disciplined" engineers (Funded Civil ﬁchool; CGS8C Cooperative j _3
Degree Program; Degree Completion Program; ACPRD, Annex B, B=2). A il
slncorporata in the EOBC curriculum, 1ulaonq'oﬁvpro£oucionnl development to : N
explain the totality of ong{neer requirements and career development options
in each of the four categorius of engineer uuppért. ; o
Army Topography é e

¢ Establish Army Topography as a separate nonsccession engineer specialty b

3 under the proponency of the Chief of Engineers, . n

o Designate officers into Army Topography betwean four and six years service. .j

; e Provide adequate Army Topography and related spaces to develop the right |
numbers of officers in the right skills to support 06 requirements (align 03
and 04 Army Topography spaces with the Ideal Space Requirecment as generally
established in Table 2-4, page 40.

. o Designate one or one plus Army Topography officer 06 commands, E

I3 s Select commanders using the Army central selection system. i k-

so Candidate 06 command positions are Director, DMA Hydrographic ‘ :

Topograhic Center (rotational between Army and Navy); Director, Engineer

T R I

Topographic Laboratory; Director, DMA Inter-American Ceodedic Survey.
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o Incorporate the following requirements into the Army Topographic personnel

management aystem!

seEstablish and revitalize programs to publicize topography and related
fields at officer entry level (Officer Basic Courses, Engineer, Intelligence,

ee)s

= T R

oo ldentify officers with personal and professional interest, to the

maximum possible extent, for entry into the specialty.

ey
P i

e Absorb officers with other related specialties.

ee Provide well defined career development patterns~-preferably for
"hard" and 'related" skill officers.

seSupport job satisfaction and professionalism with well dafined career
patterns and other rewards (training, education, promotion).

sePermit specialization in topography and related fields and provide
for essential cross fertilization,

Accessions

s Access and designate adequate numbers of hard skill engineers to be 8C21
officers to meet the Army's needs and to insure a utilization rate that allows
cross=fertilization,
o Do not attempt to force-fit drastically underaligned specialties into the
current OPMS until actual force structure approximates the ideal force structure
under OFMP,
o Establish a vigorous and coordinated 8C21 accession program with objective
of accesaing at least 85% hard skill engineers (not at the expense of
shortfalls),
¢ Designate nonaccession SC21 officers at 6 years time in service.
¢ Reevaluate the logic and advisability of OFMP (Idealized Force Structure)

to acquire 40% of the 8C21 officer requirements at the eight year point by

nonaccession designation,
86




ANNEX A

Engineer Professional Development

S

i 1. Demographic Data

3 a. Accession Source 18 il 80
(1) usMA 100 122 105
(2) roTc 341 344 349
Accemsion Skills 18 19 8o
(1) usMa 22 25 23
(2) Hard Skill 59 49 48
(3) Related Skill 9 13 13
(4) Soft skill 10 13 16
Retention Rates 78 yi)

(1) EN Losses Total  11(9) 12(9)1/

(2) RA Retirements 2.6 3.6 2/

(3) RA Resignations 5.5(4,2) 5.7(4.2)3/

(4) OTRA Retention  43,5(65.2) 44.8(69,0) 4/

Projected Total Engineer Officer Strength 80 81 82 83 84
4789 6969 5142 5299 5444

AUS Promotion Statisties (77-79)

BB
(1) 06 39(20.2) 36(28) Engineer (Total Army) in
% of those eligible.
(2) o5 54(48.1)  54(52)
(3) o4 57(60,8) 64(60.2)
(4) 03 89(90.1) 91(93.,5)
Military Education Statistice 18 19 _80
(1) SSC Selection Rate 4,9¢4.8) 5.8(4.6) 7.7(6.3) Engineer (Total
(2) CGSC Selection Rate 15.3(14.,5) 22(21.7) 13,4(15.0) Army) in % of
those eligible,
Professional Engineer Registration
(1) Current Population 67% registered.
PE ELT
(a) 06 - 54% 2% of total 256 officers
(b) 05 - 35% 6% 591 ‘
(c) 04 - 21% 10% 819 |
(d) 03 - 8% 9% 1379
(e) 02/01 - 5% 3% 1721

(2) Current District Engineers, 71% registered,
(3) Current Facilities Engineers, 45% registered.
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2. Military Education Potential

Course Eligibility Window Selection Procedure
Basic Course 0+ All Attend
Advanced Courses 3-8 All Attend
css (7-9)
y CGSC Resident 8-15 Central Board
| AFSC
88c 16-21 Central Board f

} Speciality Courses (not all inclusive) See DA Pam 351-4

Combat Operations :
Cost Estimating !
Engineer Construction Contracting !
Facilities Engineering Management

Mapping, Drafting and

Nuclear and Chemical Target Analysis

] Engineer Equipment Officer

4 Atomic Demolition Munitions

' Ranger

Airborne

/ Engineer (Total Army) in % of total officer force.
/ Greater than total Army in %,

/ Engineer (Total Army) in % of those eligibe.

/ Engineer (Total Army) in % retained.

1
2
3
4

A2




3, Opportunities for Assignments (authorized positions)

a, Functional Authorizations

Phases of Army Engr Support Support to Support to
TOTALS Development Activities | to the Battle- Army with Nation with TOPO
4 (Cat 1) field (Cat II) Garrison Engineering
: (cat 111) (cat_IV)
235 06 16 32 77 10
533 05 51 158 315 22
738 04 79 297 335 27 :
1410 03 5% 722 619 16 ,
1015 02/01 47 202 b4 22 ’

b, Command Equivalent Positions

(1) Colonel :
Brigade 10 ;
District 32 .
Facilities Engineer &% '

(2) Lieutenant Colonel

Battalion 63
District 9
Facilities Engineer b¥

“a+bwl(b
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ANNEX B
Fully Funded Advanced Civil Schnol Graduates

a, The following is a liat of the number of engineer graduates, by year, who
were fully funded under the Army's Advanced Civil Bchool Program,

Year
Engineer Codes*
8 0 1 32 13 1 15 16 17 18 19
CFX 8 10 9 22 16 14 6 3 3 & 6
CAA 1 1 2
. CKL 2 1 8 4 3 3
b CEX 1 4 2 4 1 4 3 2
cex (civil) 32 65 69 850 49 46 39 37 27 32 30
CHX 9 6 16 1% 13 8 2 31 4
CHA 3 4 23 23 33 31 3% 22 17 20 10
CE CYX 3 5 15 17 9 14 5 2 1
B CMX 1
i3 CKX 15 13 16 22 22 15 5 5 1 4 3 !
R CCF 1 1 1 '
5 CNX 1
1 WX 1 3 1 1 1
cPX 1
DL CRX 1 6 9 1 2 4 1 2
Y CCE 1 2 1
CHB 1 1 ~
b CKP 4 11 21 14 5 15 6 2 2
{ CFB 2 1
' DED 4 2 4 14
CKRF 1
CHE 1 1 b 9 1 31 1 11
i CKB 1 2
. CLA 11 7 8 14 1 1 2 2 1 2
‘ CLX 2 14 10 19 7 5 8 2 2 2
L‘:' CsX 2 1 6 1 1 1
CHD 4 3 1 1
CNC 33 58 63 53 49 48 9 26 32 37
ceX 1 8 10 11 22 6 1 2 1
CCM 3
ie 1 2 3 2 1 3
CNA 6 4 7 8 19 13 11 6 9 1115
. CCL 1 1
. CK4 3 2 1 1 1 2
¥ CLX 1 1
; CNX 3 2 1 2 1 1 1
i CHJ c3 2
(o]0} 5
CXX 5 5 8 3
TOTAL 162 231 328 312 259 263 168 137 105 120 121

*All engineer civil school options not displayed.
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b, Other options available to insure requisite graduate level achooling.
(1) The Degree Completion Program.
(a) Undergraduate degree completion program, 18 months.
(b) Advanced degree completion program, 18 months,
(2) ACPRD - Advanced degree program associated with a three-year tour at
the granting univeraity or an ROTC instructor.
(3) Cooperative Degree Program - Advanced degree program taken while attend-
{ng CGSC or 88C., Up to aix months may be spent on station in excess of 8$8C or

CGSC requirements,
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