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Annex F

Professional Development Concepis

I. PURPOSE. To introduce the development
period framework used throughout the study and
10 serve as a preface to the annexes which de-
scribe the seven development periods in an offi-
cer’s carcer. This annex also discusses lcarning
theorv and its relevance to PDOS and the 1978
RETO Study.

2. DISCUSSION.
a. Background.

() At the outset of its deliberations.
PDOS determined it would be essentiai to orient
on the design of an ideal or desired Officer Pro-
fessional Development System. Simultancous
with an analysis of the strengths and weakneses
of the current system and definition of the funda-
mental principles and stratcgic goals which give
purpose to the future system, the study group
began 1o explore theoretical aspects of profes-
stonal development.

(2) The scarch led to an examination of
professional development models in other profes-
sions. However it readily became apparent that
few share the unique aspects of the Army officer
corps—a well defined hierarchy. central manage-
ment of a large membership. the requisite of a
unifving corporate ethic. command. and respon-
sibility for vast public resources. Oaly other mili-
tary services sharc these characteristics. several
of which were reviewed. Each provided valuable
insights that were incorporated in the study.
However, no single theoretical foundation
emerged as being adaptable to US Army officer
professional development.

(3) Contacts with various individuals and
agencies studying Army leadership proved more
fruitful. The model described herein draws most
heavily on the work by the Army Rescarch Insti-
tute. It derives also from many discussions with
other military and civilian rescarchers in this and
related fields.

(4) PDOS has sought to develop a frame-
work for officer professional development that is
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consisterit with the actual experiences of the offi-
cer corps today and in the future. Bui profession-
al development is more than a static description
of how the officer corps is organized and pre-
pared. It is also the province of the individual
and how he acquires the skills. knowledge. and
craft to perform with competence and excellence.
A professional development framework. then.
must recommend as well as describe a system
which promotes learning and growth. These two
criteria form the basis for evaluating the PDOS
framework.

b. The PDOS framework for officer profes-
sional dcvelopment.

(I) Three key concepts lic at the heart of
the PDOS model of Officer Professional Devel-
opment:

{a) Frame of Reference: The officer’s
breadth of perspective. a measure of his capacity
to understand things and to assert control over
them. The frame of reference is the sum total of
an officer’s understanding of himself. his role. his
organization, his subordinates and cause and ef-
fect in the flow of zvents around him. all of
which determine his capacity for proactive con-
trol of his environment. his ability to deal with
uncertainty and complexity. and his perspective
in terms of time.

{b) Development Period: A phase in an
officer’s career. bounded usually by promotion.
during which he acquires a given set of cognitive
skills. cperates within specified bounds of au-
thority. bears a certain level of responsibility and
contends with some degree of complexity and
uncertainty. The development period represents
an envclope of assignments during which we can
identify general and branch or functional area
specific attributes, skills and performance stan-
dards for officers to attain based on the range of
positions they are likely to hold.

(c) Transition Point: The time between
development periods when an officer. having
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completed one phase of duties, prepares for the
next in which his frame of reference must be
broader if ke is to perform successfully. Transi-
tion points imply the need to expand an officer’s
frame of reference through intensive education
or training before he enters the new development
period. FIGURE F-1 portrays these concepts.

{2) The study group devoted a considera-
ble effort to eliciting from literature, other stud-
ies, researchers, and its own aggregate experience
just what the key transition points are within the
profession. Two “camps™ evolved, those who
identified transitions as opportunity gates (¢.g..
command and school selection) and those who
identified the transitions as being between levels
of duty performance. As the concept definitions
above indicate, the latter view prevailed, largely
because it more fully supported the study group’s
notion of the fundamental purpose of the officer
corps: to meet the needs of the Army and Nation.
The Army’s systems for selecting talented officers
for promotion, command and other key assign-
ments are related to professional development
but do not define its purpose.

(3) The PDOS framework for officer pro-
fessional development conceives of seven se-
quential, increasingly complex frames of refer-

ence, which correspond to development periods
for an officer’s career:

Pre-commissioning Colonel
Lieutenant Brigadier and Major
General
Captain Senior General
Officer
Major and
Lieutenant Colonel

(a) As an officer advances in rank and
responsibility, effective performance increasingly
hinges on the progressive growth of conceptual
and integrative skills as well as on the contextual
understanding of the officer’s role in the Army at
each stage of his career. Each officer needs a time
of training, education and reflective thought to
synthesize past experiences and expand his con-
ceptual and contextual perspective to make the
transition in frames of reference from one devel-
opment period to the next. Thus, transition
points contain a key Army school experience
targeted on the requirements the officer must
meet in the forthcoming period of development.
The school curricula of 2il development periods
are coordinated so the officer receives progres-
sive and sequential instruction in required sub-
jects. Once through the transition point and into
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the development period itself, the officer contin-
ues to develop through a variety of means to
include sclf-study, mentoring by senior officers.
actual job experience, and assistance from Army
schools via written material and computer pro-
grams. This process of phased. gencral develop-
ment is a vital precursor and complement to
functional training, education and experience.

(b) Promotion usually initiates the offi-
cer’s transition into a new development period.

(Often. however. individuals fill positions nor-
mally designated for more senior officers. and the
Professional Development System must take this
into account.) These transitions are sharp be-
cause the hierarchical nature of military organi-
zations demands of the newly promoted officer
the exercise of suddenly broader responsibilities
and authority over more complex matters than
he knew from his previous experience. FIGURE F-
2 graphically portrays progressive growth
through development periods.

. )
>
Y o |oelEE
€ 353 21333
G |y
¥ U ey < 3 q
3] 8 &n o g: Jw bt
] 2
Bk e
313 1.2 q
13 AFL <
§ (3 LRI R
gff‘ jr—
§ E WLt ] Stutiel §. b 3
< ( trear 47 Deets PP UL | SEHIE .
n ; ] H Lre m E
- <T H s v\l xr
gy < e TS Sl larrtn TS A B
st i e
3 s 1] el T
] i / L X
- v 7 X7 JG y s L Y /==
Pt;;wrmfur r crr RI-LIC cet Bé/mG  LYC /EEN
R0
Figure F-2: Progressive Growth Through Development Periods.
( EXAMPLES
STRETA
fANK ToA (PeaceTime) 1ot (Pesenme)
< Csh DIXECT'S CREATNON OF CINCUSANCUR DEVE(OP: MASTER
T g o | 6EN LIGNT DIvISIENS RESTTBNING PLAN
20 »)
Z ;f, DesLos ssmwsﬁs A DECTORATE | €pR IIT Grt) OVERSECS
o § LTG | oF PROCUKEMENT T CouTRACTING. | *PataEr Doual"LENDERSHIP CUMATE
9 ot rLPERtes TOwEeTE Dw ¢OR m%ymmrs faxel
T MG | IMPICMENTATION OF APPAWED OPRE | npyn ealr2AToN PLANS/PROGEAMS
g Q STUDY REGMAMENDATIONS . S,X,
T X[gq |usawe coure % LWID UOAVFAKT| guert ADE Cox’ ThSx SMOAGITES DVS
L |3 9] coL | PRSI BGYsen coxmestom ™ | 1 prereent -}m SUPpeRt rasSuns
T LT | ransen STRIF DEuEteps NTT gx cn;i g‘rex:o o ?:tg‘uo;lrtx
. i
% wsy | Sucoute Fu' Ymﬂ Fy Rawine ano nggp.;w 2.
€PT | rote Tmsmouerox poutisps 253y COA vair
I ‘6 ; L SV ER TRAIMNINE PROSKARL %’ ‘g’pna‘,“s,"“ig‘uu"y
s 3.! TRBIA I8 G 3¢, L
+ | 2 % NCO | qecauiTE Puwus Vitits To NED PEBINS HOITZEK SLEMIA)
= [ OU| gm| roent HisH ScHooes
=10 10

Figure F-3: Layering of Responsibilities Associated with Frames of Reference.

F-3

!‘-I

- ——




(c) Figure F-3 on previous page provides
examples of the distinct layering of responsibili-
ties associated with the varied frames of refer-
ence.

) (4) PDOS identified what an officer must
BE, KNOW and DO within each development
period. These general performance standards
{(discussed in detail in Annex K) gear the men-
tors, trainers and educators as well as the individ-
ual officer to perform appropriate roles in the
development process at each stage. Finally, the
framework includes an analysis of methodologies
to be employed by each actor, from the individu-
al officer in his self-development role through the
central Army school system (see Annex P).

(5) Diversity: Although the PDOS model
oflers a general framework for analyzing profes-
sional development, it does not advocate a
“generalist” track for all officers; nor does it seek
to mold all into one pattern. The Army’s need for
expertise in all branches and functional areas will
grow in future years. It bears repeating that the
PDOS framework is duty driven. Army require-
ments determine not only the generic qualities
and capabilites an officer must have in each de-
velopment period, they also place demands on
Army and civil educators and trainers to breed
technical and tactical experts in a wide spectrum
of warfighting and supporting roles. The Army
draws strength from the diversity of its officers.
It will continue strong by nurturing that diversi-

¢. Individual learning,

(1) During the 28 November 1984 IPR,
the Vice Chief of Staff, Army challenged the
study group to revalidate the development period
framework. In his view, PDOS, by recom-
mending that schools place emphasis on prepara-
tion of officers for a series of duty positions rath-
er than just the next job, appeared to depart from
the direction set by the RETO Study. The memo-
randum at Appendix 1 responds to this concern.

(2) PDOS considered that the develop-
ment period framework for officer professional
development would be valid only if its implica-
tions accorded well with accepted learning theo-
ry. Research into this area yielded a number of
competing theories of how people learn and re-
tain what they have learned. Appendix 1 con-
tains, in summary form, a reasonably common
interpretation. PDOS developed FIGURE F-4 to
illustrate the study group’s understanding of the
adult learning cycle. Taken together the develop-
ment period framework the learning cycle model
and the emerging education/knowledge model
(discussed in Annex P) constitute a coherent con=
ceptual framework for a professional develop-
ment system.

d. Implications for curricular structuring:
The PDOS framework offers some insight into
appropriate designs nf service school curricula.
The needs to prepare officers for a new develop-
ment period involving a broader frame of refer-
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ence and to inculcate officers with a common
core of skills, knowledge, and attributes (see AN-
NEX 0) argue for a substantial mandatory base
curriculum at cach service school. This base cur-
riculum also supports those who participate on a
non-resident basis. On the other hand, Army
schools must be the repository of technical and
doctrinal expertise from which officers can best
prepare for specific assignments. As computer
knowledge bases maintained by service schools
become available, it will eventually be possible
for individual officers to access this repositing of
technical and doctrinal expertise from remote lo-
cations. Furthermore, since the individual officer
learns best by application of previously learned
concepts, each school should devote a portion of
its curriculum to the detailed preparation of of-
ficers for their upcoming assignments, and

should assist individuals and units in the field
with exportable training packages exploiting the
most modern distributive technology. In sum,
the most appropriate curricular models will be
modular, will be exportable, will stress the com-
mon core and will provide individual assignment
preparation.

3. RECOMMENDATIONS. None.
4. CSA REMARKS. None.

Appendices

1 PDOS Underpinnings
2 Bibliography
3 Action Plan
4 Phasing Plan
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Appendix 1 to Annex F

PDOS Underpinnings

Memorandum for Director, Professional Devel-
opment of Officers Study

Subject: Underpinnings of the PDOS
Recommendations

1. PURPOSE: This paper addressess the Vice
Chief of Staff’s questions during the 28 Nov-
ember PDOS IPR concerning our philosophical
underpinnings. Specifically, he asked for the ra-
tionale behind the PDOS main thrust that the
officer professional development system should
focus “schools on (a) series of jobs rather than
just (the officer’s) next job,” and whether this was
a departure from the direction set by the RETO
study. He asked that we examine this issue from
the theoretical perspective of how people learn.

2. DISCUSSION:
a. RETO:

(1) The RETO Study’s recommendations
responded to a shift in focus in the Army’s educa-
tional philosophy from long-term general devel-
opment toward short term technical preparation
to meet identified Army requirements. Key
among RETO objectives was to respond to the
“continuing introduction of new technology” by
increasing the tactical and technical competence
of the officer corps, particularly at the junior offi-
cer level. (In actual fact, RETO identified the
need for a balance between professional educa-
tion and job-oriented training., as will be dis-
cussed later. The training initiatives, however,
received more attention in implementation.)

{2) RETO oriented much of its analysis on
duty modules—those skills required of an officer
to perform specific assignments. Many of the
RETO recommendations (increased functional
training, a longer OBC, CAS3) logically followed
from an analysis of what skills were required for
the preponderance of officer jobs at various
grades. The effort to link officer professional de-
velopment to specific Army requirements repre-
sented a rationalization of the education sys-

tern—a common sense view that an officer ought
to learn about his job before he reports to per-
form it. This was deemed all the more true given
the increasingly specialized technical demands of
most officer positions.

b. Learning Theory:

(1) The psychological basis for preceding
performance of tasks as closely as possible with
training is well established in learning theory.
The mind learns most things by first understand-
ing a concept, then by repeatedly performing at-
tendant tasks which reveal and refine the rules
governing that concept’s salient features.

(2) Motivation and methods chosen to
teach play key roles in learning and, perhaps
more important to the issue at hand, in retention,
People differ. for instance, in their abilities to
learn and retain what they have learned through
audial as opposed to visual means. Likewise, the
choice of the most effective teaching methods
depends to some extent on the subject matter to
be taught. In general, however, memory im-
proves:

(a) when multiple senses are employed in
learning,

{b) when manual skills are involved in
task execution,

(c) when the learning conditions closely
approximate performance conditions,

(d) when feedback on performance is
clear, and

(¢) when the new knowledge logically
“fits” into the broader context of an individual’s
understanding.

(3) Learning, without practice, decays
over time,

{a) This decay is exacerbated if various
unrelated learning processes intervene before
performance. For complex procedures or materi-
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al the decay (forgetting) can be quite rapid, This
is of particular concern to Army training and ed-
ucation becausc even junior officer duties have
grown increasingly complex. Yet the fact that
several months or years may intervene between
learning and on-the-job performance of a com-
plex series of tasks does not nullify the value of
the initial learning process. The recovery of once
learned material will be more rapid than learning
from scratch.

(b) The decay is less rapid for concepts
and the context of a job. Since the learning of
detailed facts or procedures 1s much faster once
onc has learncd the conceptual and contextual
base. efficiencies can be obtained in future train-
ing and education neceds (sec discussion on
Figures 1. 2 and 3) while providing a base to
build upon in the unit should it be necessary to
assign an officer to different duties than orginally
intended.

c¢. PDOS Strategy:

(1) PDOS is in full agreement with
RETO's authors regarding the need for increased
technical and tactical proficiency and closer
proximity of schooling with assignments that usc
it. Our recommendation for an carlier CAS3. for
exampie. stems directly from the recognition that
many captains serve in important brigade and
division staff positions before their eighth vear of
service. Other recommendations, such as assess-
ment programs, additional MQS levels and ex-
panded field grade and general officer education
opportunities, have as their objective improving
officer preparation for impending assignments.

(2) In an ideal world each officer would
learn all tasks and knowledge necessary for a giv-
en assignment immediately before assuming it.
Two factors mitigate against such a learning

Lo

(a) First, there are important non-techni-
cal aspects of an officer’s education—executive
skilis and officership—which require a process of
contiruing education to achieve sequential build-
ing and reinforcing. RETO explicitly recognized
the requirement for such a “Professional Military
Education.” We have expanded upon RETO’s
concern for professionalism. The recommenda-
tions regarding warrior spirit. mentoring, self-de-
velopment and professional values derive from
the same emphasis RETO placed on the role pro-
fessionalism plays in providing a common bond
for an officer corps increasingly fragmented by
the Army’s demands for specialization.

(b) The second factor concerns how the
learning process intersects with professional ex-
perience and is fundamental to our analytical
framework. Drawing on the leadership research
conducted at ARI. the PDOS model of officer
professional development conceives of seven se-
quential. increasingly complex frames of refer-
ence, which define development periods for an
officer’s career. Within each development period
the range of an officer’s potential duties require
him to demonstrate a given set of cognitive skills,
operate within specified bounds of zuthority,
bear a certain level of responsibility and contend
with some degree of complexity and uncertainty.
Transition points exist at those times (usually
promotion) when an officer completes one devel-
opment period and begins another in which his
frame of reference (as defined by prospective du-
ties) must be distinctly broader if ke is to perform
successfully. It is important to understand that
these transitions tend to be more in the nature of
quantum jumps than gradual changes. The expec-
tations we have, for example, of field grade of-
ficers and the requirements of positions normally
coded for field grade officers, are an order of

ot

strategy for the Army: magnitude greater than what we expect of cap- .
H
! CONCErr s
—_— /_C:Nr‘_e(r
{ < -
LEAMNING
AND i
LEALNING 1
DECAY (
i FALTUAL LLALIT L DELATS mORL
H Aoy THAN  SATIC Cos(LPTVAL
1 *foe.unm; vaotaseande (L.e,
| Flamt o LEtrtael )
! T
{ 3

e SCHOD [ ING sy’ #=—— PERIDD OF MNO#-USC —p

Figure 1: Non-use of information acquired through schooling.
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tains. Yet, the new major only partly has assimi-
lated a field grade perspective through his junior
officer experiences and observations of superiors.
The same is true for the other six transitions we
have identified. At each one the officer must de-
velop new technical proficiencies; acquire more
mature leadership, managerial and communica-
tions skills; expand his planning horizon; and be-
come competent within increasingly complex de-
cision-making environments.

{c) The implications of learning theory for
the PDOS development period model are illus-
trated in the enclosed figures:

Figure 1 depicts a schooling period followed by
non-use of learned information and makes the
point that factual learning decays more rapidly
than basic conceptual and contextual under-
standing (i.e.. frame of reference).

Figure 2 depicts the relative merits of two school-
house strategies in terms of total expertise
brought to a subsequent assignment. For the
same resource (time in school) the “Next Job
Strategy” produces an officer initially better pre-
pared for his assignment. Rather quickly, howev-
er, the officer schooled under a “Frame of Refer-
ence Strategy” would surpass his contemporary
by virtue of his conceptual understanding and
contextual perspective. The latter knows better
how to employ technical skills and relate them to
what others are doing. He has a basis for proac-
tive rather than reactive contributions to the Ar-
my. He will find it easier to close the skill differ-
ential than his contemporary will to gain his
perspective,

Figure 3 illustrates the situation later in a devel-
opment period when an officer changes assign-
ments. If in the past he acquired the conceptual
and contextual understanding of a job (e.g., one

EXpeaTISE

that was not his next assignment),and an orienta-
tion on fundamental skills, he can much more
rapidly become proficient by receiving a quick
refresher of the concept and the detailed facts/
procedures pertinent to the job. With new and
emerging technology it should be possible to pro-
vide these without returning to the schoolhouse
for the richer interaction useful in learning new
concepts. (Least efficient would be going straight
into the job with no schooling.)

Figure 4 is from the RETO Study and is included
as a footnote to the preceding discussion. The
PDOS model incorporates the notion of a chang-
ing mix of technical skill training and develop-
mental education from one development period
to the next. Lieutenants and Captains in particu-
lar will be intensively grounded in branch and
combined arms skills as a first priority to ensure
an Army ready to fight.

3. SUMMARY: The PDOS philosophy builds
on rather than departs from the direction estab-
lished by RETO. The PDOS goal is to prepare
officers in generic skills, attributes and frames of
reference for a series of likely assignments in
each developmental period and to ensure that
every officer is expert in branch or functional
area skills essential to each assignment. We rec-
ommend increased roles for mentoring, self-de-
velopment and computer communciatioins
based instruction to complement the centralized
school system’s efforts to accomplish these aims.
Further, we recommend more realistic simula-
tions in school curricula, expansion of modular
curricular structures and better school support to
the field in the form of training packages. Fully
implemented, PDOS will foster an officer corps
more proficient in the art and sciénce of war and
better able to meet the complex challenges facing
Army leadership in the coming decades.
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Figure 2: Schoolhouse strategies.
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Annex G

Decision Making And Cognitive Complexity

1. PURPOSE. To develop and reinforce criti-
cal decision-making and cognitive-conceptualiz-
ing skills in officers.

2. DISCUSSION.

a. Critical Need. The critical need to en-
hance decision skills in officers is evident by ex-
amining the environment—both current and fu-
ture—within which the officer must make
decisions. Not only is the need for critical deci-
sion-making skills increasing, but so too is the
required iempo.

b. Future Environment.

(1) The future battleficld will be accompa-
nicd by both high stress on American forces and
a demand for appropriate thinking skills and ini-
tiative at every level,

{2) Additionally, middle and top level de-~
cision making will be characterized by a lack of
complete information, multiple and conflicting
objectives, high levels of uncertainty, turbulent
environments and decision outcomes that tend to
be both costly and long-range in their implica-
tions.

Sy

{3) Senior leaders will continue to rely
heavily on thinking skills as they must function
as the organizational enginecr, i.c., they must in-
tegrate the elements of the command, create con-
ditions that make them work well together and
develop subtordinate leaders who are capable of
the creative, innovative and risk-taking actions
demanded by the future battlefield.

¢. Current Environment.

(1) Today’s active Army is characterized
by: a steady-state (780,000 man) ceiling: heavy
reliance on the Reserve and civilian components:
almost half the Army in the TDA: an expanding
force structure (i.e, the addition of two infaniry
divisions (light) 1o the active force structure by
1990); evolution of the COHORT and New Man-
ning System initiatives; a significant proportion

of the Army overseas and continued personnel
turbulence through key leadership positions.

{2) This means the average captain will
serve only one tour in a TOE unii, the average
officer has two 1o three jobs per assignment, and
junior officers are “force fed™ into higher-level
positions. The command climate associated with
such a turbulent environment will also tend to
focus more on immediate tasks and less on devel-
opment. There will be consistent shortfalls in
long-range and strategic planning. This in turn
increases the burden on the schoolhouse to meet
both functional skills and education necds (e.g.,
how to think) to make up for shortfalls in experi-
ence and the corresponding decrease in opportu-
nity for a mentor to assist in the development
process. As a consequence, the individual officer
frequently finds himself assigned 1o a kev posi-
tion for which he may not be adequately pre-
pared. To succeed and make the effective, timely
decision, an understanding of the decision pro-
cess is a must.

d. Decision Making. To determine how to
enhance decision skills in officers, it is necessary
to understand the nature of the decision process,
the decision characteristics of the individual and
critical decision tasks required bv organization
level (Gibson, Ivancevich, and Donnelly, 1979;
Gannon, 1977; Schroder, Driver, and Streufert,
1967; Rice and Chemers, 1973; MacCrimmon
and Taylor, 1976 Streufert, 1984):

(1) There are seven steps in the typical
decision-making process: establish goals and
objectives. identifv problems, devclop alterna-
tives. evaluate alternatives, choose an alterna-
tive, implement the decision, control and evalu-
ate.

(2) There are two basic types of decisions:
programmed (i.c., repetitive, routine decisions
with a definite procedure to nandle them) and
non-programmed (i.c.. novel and unstructured
decisions without an cstablished procedure for




handling the problem, reauiring intuition and
creativity).

(3) The naturc of decisions varies by or-
ganization level (see Appendix 1):

(a) Top Level managers/leaders shouid be
most concerned with non-programmed decisions.

(b) Middle level managers/leaders should
be most concerned with programmed decisions,
but will participate in non-programmed deci-
sions.

(c) First level managers/leaders should be
most concerned with programmed decisions.

(4) Constraints on the decision-making
process include:

(a) Level of organization (top. middie.
lower).

(b) Unccrtainty (which tends to increase
with level of organization).

(c) Tvpe of organization. to include type
power and subordinate involvement in the pro-
cess (decisions should be made in accordance
with the nature of the organizatior).

(@) Time (Managers/Leaders at all levels
work at an unrelenting pace with brief, varied
and discontinuous activities; the amount of time
spent on any particular decision varies by ievel:
the higher the level. the more time is spent on
problems that requirc decisions; at lower Ievels.
most problems are handled in under two weeks:
at higher levels, problems may require a vear or
more to resolve).

{¢) The individual's personaiity (which is
the most important factor influcncing reaction 10
uncertainty).

(5) Optimal job complexity produces the
greatest performance and satisfaction. while an
overload of complexity in a situation decreases
the performance of both high and low compiexity
leaders. with highly complex lcaders teading to
be able 1o absorb and differentiate more informa-

tion for a longer period of time before perform-

ance decrement. The facilitating cffect of cogni-
tive complexity on task performance will
increasc the more the environment calls for com-
plex forms of behavior—but oniy up to a point,
after which all behavior is debilitated watil it is
completely made inadequate fusuatiy at the point
of complete environmental chaos).

(6) Rescardh on decision stvles indicates
individuals may be tvpe categorized according to
degrec of differcn:iation and integration (c.g.. de-

cisive, flexible, hierarchic, integrative) and vari-
ous elements may be predicted: use of data, deci-
sion speed. use of contingencies, amount of
creativity and level of organization, use of infor-
mation, information search and screening, etc.
{Appendix 2).

{(7) Leader success is dependant upon a
match between the level of the leaders cognitive
complexity and the complexity characteristics in-
herent in the unit/organization task environ-
ment.

e. Developing Decision Skilis to Handle
Complexity. It is difficult at best to develop skills
required 1o handle complexity.

(1) The peacetime environment does not
teach well the decision skills required to survive
in war.

(2} The peacetime mindset (obey the
rules, leamm/follow procedures. ask for exceptions
to policy when needed) evolves from a simple
environment, characterized by iow-time pres-
sures and unimpeded communication. This
reduces problem-solving skiils, reduces innova-
tion, and produces a mechanical, slowmoving or-
ganization.

{3} Complex tasks are not done well be-
cause they deal with complex issues, integraling
functions, and acting with incomplete informa-
tion.

{4) Critical ingredients for developing de-
cision skills are:

(a) Learning through cxperiencing (i.c..
systematic, tough, realistic, and progressive train-
ing and education).

{b) Mentorship by a devciopment-orient-
ed Ieader (i.c., set the climate) whereby leaders at
all levels become tcachers so as 1o develop a
shared frame of reference.

{c) Long-icrm schoolhouse strategy char-
acterized by a meatoring faculty; maximum use
of simulations and tough. realistic training: small
group mnodalities; feedback through an assesse-
ment program; frequent use of “smart™ computer
technologies.

{d) A key factor—especially at senior
levels—is a program for assessment and feedback
{i.c.. growth comes slowly. but logically, and is
based on assessment of current capacity/needs by
level, programmed learning/experience, practice
and feedback, intcgration of lessons leamned, and
re-assessment).




‘M‘W'Ml‘ e g

(e) Other useful development tools in-
clude: coaching, wargaming, “what-if-ing,” battle
planning, simulations, TEWT's, etc.

f. Key Points To Be Stressed.

(1) The future battlefield will increase the
need for leaders at all levels to make timely deci-
sions in a highly-complex environment.

(2) Critical decision/cognition skills re-
quired varies by organization level; the need for
non-programmed (i.e. creative, innovative, and
conceptual) decisions increases with organiza-
tional level.

(3} Time frame of reference as well as
time spent on decisions increases with organiza-
tion level.

{4) The individual’s personality is the
more important single factor influencing individ-
ual cognitive conceptualizing skills,

{5) Development of decision making/cog-
nitive conceptualizing skills is difficult, and may
be accomplished only experientially through the
involvement of a leader-mentor over time in an
organization with a supportive and rational cli-
mate.

{6) Assessment/feedback is important.
(7} A comprehensive decision-skill model
of officer development is at Appendix 3.
3. RECOMMENDATIONS.

a. That ODCSPER design a phased plan to
assist in developing/using professional executive
ability and decision skills in the Army. The plan
will provide for:

(1) CGSC-assisted self-assessment for pro-
fessional and decision-skill development. Pro-
vide the officer a profile of knowledge, skills, val-
ues, temperament, and decision style to assist in
own professional growth.

(2) SSC—An in-depth assessment for pro-
fessional development using assessmeént instru-
ments and simulations to provide the officer an
updated profile, a check on professional growth,
and eventually assist in structuring a develop-
ment program for future assignments.

{(3) Upon selection 1o general offi-
cer—Evaluate and compile data to build and
provide completed profiles (experiential, duty
performance, professional strengths) of the indi-
vidual for possible use in assignment and system-
atic transition training prior to assignment.

b. That TRADOC reinforce and develop of-
ficer decision skills at all levels of the school-
house and the unit/organization through frequent
use of simulations, experiential excrcises “smarn”
computer courseware and small group modali-
ties.

4. CSA REMARKS. Approved in concept.

Appendices

1—The Nature of Decisions Varies by Level

2—Cognitively Complex Individuals

3—A Decision Skill Model of Officer Profes-
sional Development

4—Bibliography

5—Action Plan

6—Phasing Plan
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Appendix 1 to Annex G

The Nature of Decisions Varies by Level

1. PURPOSE. To identify levels of reponsibili-
ty in an organization. provide examples of criti-
cal-decision tasks at each level. and match these
decision tasks with required critical-cogniuive
states.

2. DISCUSSION.

a. Organization Level. Dr. Elliott Jacques
(1984) has hypothesized there are seven distinct
levels of responsibility in the TOE Army which
may be characterized by the nature of the time
span of the longest program/project at each level.
These levels roughly correspond to: platoon.
company, battalion, brigade, division, corps and
Army.

b. Critical-decision tasks vary by level.
(1) Platoons-cmploy the weapons.
(2) Companies-fight the battle.
(3) Battalions-integrate weapons systems.

(4) Brigades-apply comba: power to mis-
sion accomplishment.

(5) Divisions-integrate the components of
combat power.,

(6) Corps-develop organizations and
shape the future.

c¢. Critical-cognitive stales required vary by
level.

(1) Platoons-Concrete shaping (one task at
a time: leadership by demonstration).

(2)  Companies-Reflective articulation
(program a series of direct operating tasks,
choose methods for those tasks. and change pro-
gram/methods as required by the situation).

(3) Battalion-Lincar extrapolation (mold
operating tasks and methods into a functioning
system of direct work: adjustments made to the
system to cope with changes in the operational
environment).

(4) Brigade-Alternative systems (operate
paired aliernative operating systems to include
alternative modes of deploying/modifying them).

(5) Duvisions-Complex system shaping
{not only operate complex systems but can also
modify them to cope with sccond and third order
Consequences).

(6) Corps-Reflective articulation of com-
plex svstems (develop/ modifv/deploy a plurality
of complex syvstems).

(7) Armies-Strategic design for develop-
ment/deplovment of complex systems (create
strategies/context for the development or deploy-
ment of complex systems).

[
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Cognitively Complex Individuals

1. PURPOSE. To identify the characteristics
of the highly cognitively complex individual.

2. DISCUSSION.

a. The highly cognitively complex individual
is more likely to:

(1) Stress flexibility, adaptability, and the
possiblity of rule/system changes.

(2) Search for more different kinds of in-
formation.

(3) Reach higher levels of strategic plan-
ning and action.

(4) Communicate more effectively.
(5) Be resistant to persuasive attacks.
(6) Be susceptible to attitude change.
(7) Use information more effectively.
(8) Be information oriented.

(9) Be better at perception.

. Extracted from Streufert and Swezey (1982), Streufert
(1984), and Wynince and Hunsaker (1975).

¥
- -

(10) Be open in their assessment of others.

(11) Display greater content knowledge.
greater delivery skills and more assertiveness
when placed into difficult sitvations.

(12) Score higher on ego identity.
(13) Becreative.

(14) Be reliant on their own integrative
efforts and are not as externally information
bound.

(15) Perform better under conditions of
low structure.

(16) Be flexible across different situations.

b. The highly cognitively complex individual
is less likely to:

(1) Stress authority and unquestioned
obedience to stated rules.

(2) Be certain when they have made a
decision.
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Annex H

Self Development

1. PURPOSE. To assist all officers in meeting
their responsibilities for professional self-devel-
opment by:

a. Providing a professional devclopment
roadmap that gives direction.

b. Expanding. validating. and articulating
standards to senve as guideposts.

¢. Providing feedback through an individual
assessment and cvaluation program which
mMonitors progress.

2. DISCUSSION.

a. The current role of the schoolhouse, that
of preparing the officer only for his next assign-
ment. is being expanded as a result of the PDOS
findings. The courses will now be designed to not
only 1cach the officer about his next assignment.
but also include how to tiink. solve probiems
and develop his decision making skills. With the
development of a “Common Core™ of knowledge.
skills and proficiencies for the officer corps (AN-
NEX O) and the limited time spent 10 a school-
house experience, there is an increased need for a
program of individual self-development.

b. An effective Army officer may be de-
scribed as one who is:

{1) trained in the skills needed to accom-
plish the mission competently;

(2) educated in the knowledge and in-
sights necessary for successful mission accom-
plishment within the context of broader organi-
zational goals:

(3) committed to faithful duty:

(4) committed to a program of individual
self-deveiopment.

¢. A program of scif-development that en-
hances education and training is particularly im-
portant in devcloping and maintaining sclf-re-
spect and confidence. If adequately developed.
cducated, and trained, the officer is more likely

to have confidence in his ability to perform satis-
factorily. Further. if the education and training
are relevant to Army needs. the officer is more
likely to feel confident of contributing directly to
successful mission accomplishment.

d. Self-development strategies implemented
for the Army officer corps will have a major im-
pact on the commitment of its members. To the
extent that such strategies improve the quality of
cducation and training and address the mission
needs of the Army, sclf-respect and confidence of
its officers will be enhanced. Further. to the ex-
tent that such sclf-development strategics are per-
ceived 1o signal continuation of an organizational
value pattern with which the individual has
found compatibility. conditions potentially
favorable 1o his success. as he defines it. will con-
tinue 10 exisl.

e. increased complexity within both the
branches and functional arcas of the Army has
made it increasingly difficult for individual Army
officers. other than through a comprehensive
self-deveclopment program. to relate their respec-
tive skills 1o a central. unifving skill and to place
these skills in a meaningful relationship to the
many and varied skills practiced by Army of-
ficers. The intensive specialization demanded of
officers is. necessarily. so absorbing that it is dif-
ficult in an increasing number of functional ar-
cas. other than through a comprehensive sclf-de-
velenment program. to find cither the time or the
conteat within which to view and understand the
overall relationship of Army career requirements
in a resident school experience.

f. The need for sclf-development among Ar-
my officers is real and cnduring. Nevertheless.
specialization and the trend to reduce the
amount of time officers spend in a schoolhouse
setting dircctly reinforces the nced to provide
guidelines to help officers establish professional
sclf-development programs.

g. It is the responsibility of an officer 1o learn
that which is necessary to perform his dutics in




an cffective fashion. It is the responsibility of the
Army to state the skills and knowledge which the
officer should learn and to provide the basic
wherewithal for him to learn. It is the responsibli-
ty of the officer’s commander to provide the offi-
cer with the opportunity. the guidance. the exam-
ple and the inspiration to learn and to become a
qualified officer. Military Qualification Stan-
dards (MQS) is one part of self-development de-
signed to support the officer, the Army, and the
officer’s commander in fulfitling those responsi-
bilities (Appendix M-1).

h. A program of sclf-development will fur-
ther enable officers to deal more effectively with
the changing nature of tasks brought about
through rapid technological changes. Tasks of the

future will tend to increase in complexity and
uncertainty. As tasks become more complex, task
activities become more unstructured, more nov-
el, and less defined. The officer corps will seek
direction. guidance, and feedback through a pro-
fessional development program.

3. RECOMMENDATIONS. (See Appendices
1 and 2).

4. CSA REMARKS. Approved in concept.

Appendices

1 Military Qualification Standards (MQS)
2 Assessmen Program

3 Action Plan

4 Phasing Plan
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Appendix | to Annex H

Officer Military Qualification Standards (MQS),
Pre-Commissioning Through Lieutenant Colonel

1. PURPOSE. To examinc officer education
and training and the establishment of branch and
functional area qualification standards from pre-
commissioning through licutenant colonel.

2. DISCUSSION.

a. The Aim of MQS. It is the responsibility
of an officer to learn that which is necessary to
perform his duties effectively. It is the responsi-
bility of the Army 1o state the skills and knowl-
edge which the officer should learn and 1o pro-
vide the basic wherewithal for him to learn. It is
the responsibility of the officer’s commander to
provide the officer with the opportunity. the gui-
dance. the cxample and the inspiration to learn
and to become a qualified officer. Military Quali-
fication Standards (MQS) arc designed 10 sup-
port the officer. the Army. and the oificer’s com-
mander in fulfilling those responsibilities.

b. MQS Content. There are currently three
leveis of MQS: MQS 1. pre-commissioning:
MQS 11, OBC throegh licutenant; MQS 111, OAC
through captain. PDOS has recommended that
MQS be expanded to include two additional field
grade levels: MQS IV through major: and MQS
V through licutenant colonel. Each MQS is divid-
¢d into two components: Military Skills and
Knowledge. those immediate skills and knowl-
cdge which an officer requires 10 perform suc-
cessfully in his branch or functional arca: and
Professional Military Education. the broader
knowledges. skills and insights which form the
basis for an officer’s continuing professional de-
velopment. A notional organization 1o support
and sustain the MQS process is at Tab B.

() MQS I: The purpose of MQS I is t0
provide the officer with the military skills.
knowledge and cducation which are required to
cmbark upon a successful career in the US Army.
MQS 1 is the same for all branches. The Military
Skills and Knowlcdge component consists of
common skills and knowledge which should be

possessed by all officers during their initial peri-
od of service. The Professional Military Educa-
tion component provides the officer with a foun-
dation upon which to develop the judgment.
knowledge and conceptual skills necessary 1o per-
form at higher levels of responsibility (Tab A).

(2) MQS II: The purpose of MQS Il is 10
provide the officer with the skills and knowledge
for initial branch qualification for the grade of
licutenant and to continue to broaden and decp-
cn his professional military education. The Mili-
tary Skills and Knowledge component consists of
the following: individual branch skills: collective
branch skills up to the platoon or equivalent lev-
¢l: administrative and logistical skills necessary
at the platoon or cquivalent level: and organiza-
tional cffectiveness or human skills. In those
branches with a high percentage of troop-leading
positions. the content of MQS II will be focuscd
on those skills and knowledge required to lead
and manage troops. In other branches, the con-
tents of MQS II will be balanced between troop
leading and staff branch skills. The Professional
Military Education component at MQS I con-
sists of a direct-reading course (Tab A).

(3) MQS IlI: The purpose of MQS ill is
to qualify the officer in his branch at the interme-
diate level for the grade of captain and to contin-
uc the broadening and deepening of his profes-
sional military education. The Military Skills and
Knowledge component will contain the same
tvpes of skills fournd at MQS I1. However. the
mix of skills. their naturc. and their focus will be
dctermined by the qualification requirements for
captains in cach branch or functional arca. In
some branches there will be heavy focus on com-
mand-type skills. In thosc branches in which
only a few officers will comtmand. the focus will
be on staff skills. with only those officers who do
command. lcarmning and validating command
skills. The Professional Military Education com-
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ponent will consist of a broadly focuscd. directed
reading program (Tab A).

(4) MQS IV and V: The purpose of MQS
IV and MQS V for the field grade officer is to
provide the officer a broader understanding of
human and conceptual skills. It is essential that
all officers acquirc the fundamentals of Army
and Joint Staff procedures and expand their basic
knowiedge of the doctrinal basis for combined-
arms employment. The Military Skills and
Knowledge component will consist of the follow-
ing: coordination and integration of cembined
arms formations, high-level s1aff skills of person-
nel management. all source intelligence collection
and evaluation. and log.stics on the modern bat-
tlefield. The Professional Military Education
component will consist of a broadly focused read-
ing program. Officcers will also be expected to
become proficicnt in maximizing analvtical tech-
niques, conceptual ski’ls, and communicative
arts (Tab A).

c. At each MQS Ievel the officer will receive
an MQS Bookict and an MQS Qualification
Card. The bookiet contains all of the tasks. ac-
complishment of which will produce the skills
required for that MQS. Task standards are crite-
rion referenced and the booklets contain lists of
applicable rcferences for self-study or review.
Tie MQS Qualification Card is currently con-
structed to show cach task wiih a space where the
commandGer/supervisor “signs off" to indicaic
that the officer or cadct has successfully validated
that task: MQS [ will siill maintain this
procecure. However, for MQS i1 through MGS V
this procedure will change to reflect each officer
“signing off™ 10 validate his own accomplishment
of the task and have provisions for comments by
his commander/sugervisor.

d. MQS Milestoncs—Implementation.
TRADOZ published the last compiete MQS
Milestonc Schedule in Feb 83. MQS I based pro-
grams of instruction were implemented by
TRADOC in school vcar (SY) 82-83: however,
MQS I will not be fully implemented untii SY 85-
86. Cadets fully MQS I trained wili begin gradu-
ating in SY 87-88. The perceptions of MQS, gen-
erated by fecedback from the field. are based on
lieutenants not fully MQS I trained. The MQS
based officer training system recommended by
RETO, and supported by PDOS. needs time to
mature before a completely accurate assessment
of its cffectivencss can be made. The Officer
Training Directorate. TRADOC has managed
the individual changes 10 that schedule on a
school-by-school basis. Current staius of MQS
implementation is as follows:

() MQS I: Depmuty Chief of S1aff, ROTC
{DCSROTC). TRADOC marnaged the implemen-
tation of MQS i. However. MQS | was imple-
mented without DA (CSA) formal approval. DC-
SROTC impicmented the MQS | as a complete
package for ROTC units beginning in Sep 82.
OCS and USMA have mtegrated MQS I material
within their training beginning in Sep. 82 and
used MQS 1 training matcnizl as a basis for their
instruction. PDOS findings revealed that the
MQS I manual coniained too man: ritical mili-
tary skills (64 stzndardized task summaries). The
goal PDOS established was to reduce the number
of standardized tasks to approximately 50 and
then designate no more than 25 of these stan-
dardized tasks as critical. This will parmit each
PMS to follow a standard procedure for certify-
ing a¥ critical 1asks.

(2) MQS II: Four MQS pilot schools (IN.
FA. MP. and MMCS)- completed a front-end
analvsis of branch specialty tasks and conducted
an MQS 11 AC/RC field evaluation in CONUS
and Germany in 1983. All other service schools
have completed a front-end analvsis for their
Lranches. Several service schools have initiated
action to integratc MQS 1l within their OBCs.
TRADOC is in the process of preparing an MQS
11 Decision Brief for the CSA. Full MQS 11 im-
plemen:ation is pending CSA decision, Feb 85.
The goal PDOS cstablished for the MQS 1l Com-
mon Tasks Manual (which contains i33 tasks) is
to designate no more than 50 of these common
tasks as critical and no more than 25 branch-
specific tasks as critical from the MQS II Branch
Specialty Tasks Manual.

(3) MQS II: While awaiting final CSA
decision to implement MQS II. TRADOC has
procceded with pilot school developmeni of
MQS 111 Pilot schools are scheduled to conduct a
field cvaluation of the MQS Il concept in Jan
85. Again, service schools are in various stages of
MQS 111 development. The goal PDOS establish-
cd for thc MQS 111 is io designate no more than
25 additional tasks from the Common Tasks
manual as critical and no more than 30 branch-
specific tasks as critical from the MQS 1 Branch
Tasks Specialty Manual.

(4) MQS IV and MQS V: A complete
front-cnd task analysis must be conducted to de-
fine both the branch and functional area tasks in
addition to thc common tasks and limit to no
more than 30 critical 1asks in cach of these cate-
gorics. A mcthod of validation and self-certifica-
tion nceds to be developed. A professional read-
ing program must also be included for these MQS
levels. A distribution plan must be cstablished
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that will insure the MQS IV and MQS V manuals
are in the hands of the field grade officers upon
promotion.

3. BASE POLICIES SUPPORTING MQS
ARE:

a. Standardize MQS manuals and Soldiers
manuals: format, content, and where possiblc the
numbering system.

b. Standardize institutional training of com-
mon skills and tasks in all schools.

c. Designate the critical standardized tasks
summaries from the Common Tasks Manuals
and limit the number of critical tasks in both the
Common and the Branch Specialty Tasks Manu-
a‘s:

d. Standardize the centification process for
each MQS level: self-centification, comments by

rater or mentor and not initially tied to the evalu-
ation system (OER).

e. Continue to test, validate and field MQS I.
I.and lIL

f. Expand MQS to field grades (MQS IV for
majors and MQS V for lieutenant colonels}).

g. Develop marketing plan.

4. CSA REMARKS. Approved in concept.

Tabs

A Military Qualification Standards (MQS)

B Notional Organization to Support MQS

C Notional Organization to Support Profes-
sional Development
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Tab A to Appendix |

Officer Military Qualification Standards (MQS),
Pre-Commissioning Through Lieutenant Colonel

1. PURPOSE. This Tab addresses the skills
and knowledge common to pre-commissioning
through licutenant colonel in terms of what most
cadets, officer candidates and officers in these
grades will do and what they need to perform
effectively.

2. DISCUSSION.

a. The extraordinarily heavy demands upon
the United States Army to do more with less is
expected to continue. The Army Office: Corps
will continue to bear the brunt of these demands
which includes such things as increasing readi-
ness and competing for scarce resources. The
ability of the Army officer to achieve and main-
tain high standards of professionalism may de-
pend on the guidance provided through a “com-
mon core” of military skills, knowledge and
proficiencies required to perform military tasks
(Annex Q). The MQS is an excellent mechanism,
that is not tied to the evaluation system (OER),
which allows individuals to become qualified
with a systematic assessment of how well they are
doing in relation to how the Army expects them
to perform. There is a “common core” of skills,
knowledge and profiencies required from Pre-
commissioning through the grade of licutenant
colonel.

b. The DA proponency and notional organi-
zational structure at the proponent schools to
support MQS is at Tab B.

¢. The levels of MQS include:

(1) MQS I: Upon entry into precommis-
sioning training, cadets/officer candidates will be
oriented on the MQS program and will receive
their MQS I Booklets and their MQS I Qualifica-
tion Cards. In the case of USMA and most
ROTC programs, some learning and validation
of skills will take place on the campus during the
academic year, with the remainder of the skills
being learned and validated during summer
training. In the case of OCS, all learning of skills
and validation will take place during the course.

Successful validation will be entered in the cadet/
officer candidate’s Qualification Card by either a
designated military faculty member or a 1actical
officer. Certification of completicn of “quahfica-
tion” in MQS I is done by the officer candidate’s
battalion commander at OCS or by the PMS of
the civilian school which the cadet attends. To
expedite the standardization of the MQS I certifi-
cation process, each OBC will validate certifica-
tion and provide feedback to TRADOC and the
institution.

(2) MQS II: Upon entry into OBC, the
newly commissioned lieutenant receives his
MQS II Booklet and the MQS II Qualification
Card. The ideal sequence for the Military Skills
and Knowledge component of MQS II is the ac-
quisition of the essential knowledge at the OBC
and validation of the resulting skills in later on-
the-job performance. In practice. some of the
MQS II skills, particularly individual and collec-
tive subordinate skills, will best be validated in
the OBC to reduce the validation load when the
officer reaches his unit. Each branch proponent
will determine which skills are best validated at
the OBC and which skills are best validated in
the units. Since all officers will not serve in initial
duty positions which will allow validation of all
MQS II skills as an integral part of their duties,
commanding officers must be given latitude in
selecting the means by which the officer validates
the tasx.

{3) MQS III: Like MQS 11 (almost all of
the Military Skills and Knowledge component is
learned in the OBC) almost all MQS 111 skills are
learned in a resident mode in the OAC. However,
MQS 11 learning will take place in either the unit
or schoolhouse. The branch proponents will de-
velop short, functional TDY courses to teach
those critical skills not learned in OAC. The unit-
based learning, on the other hand, may take
many forms: Correspondence courses, installa-
tion schools, supervised OJT, TEC lessons, in-
structional TV tapes, computer wargames and
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simulations, commander/staff-conducted classes
and seminars and simple home study. 10 name a
few. The important role which the commander
plays in supervising learning will necessitate an
extensive commander’s MQS manual.

(4) MQS IV and MQS V: Like precceding
MQS levels. MQS IV and MQS V address the
skills and knowledge common to majors and lieu-
tenant colonels in terms of what most officers in
these grades will do and what they nced to per-
form effectively. No attempt 1s made to prescribe
the methods by which those officers will gain the
required skills and knowledge. Majors and lieu-
tenant colonels have a considerable number of
common duties that are best described as staff,
administrative or managerial. These duties are
supported with executive skills requiring both
broad-conceptual knowledge and specific techni-
cal knowledge. Several of the common duties for
majors and lieutenant colonels involve staff and
management activities of a general nature. The
skills and knowledge common to majors and lieu-
tenant colonels seem to involve more mtellectual
processes; such as problem solving, decision
making and reactions to varied military, econom-
ic. political and social situations, than specific
hard skills such as fire-support planning and
weapons employment. The intellectual nature of
the skills and knowledge does not mean that hard
technical skills have become unimportant when
the officer reaches the field grade level. They
must always apply technical leadership to what-
ever organization they belong. In this sense. the
skills are oriented toward Army-relevant admin-
istration, supply, maintenance, training, and em-
ployment of troops on the battlefield. The knowl-
edge elements associated with the skills are heavy
in concepts and procedures rather than specific
details or individual facts. Obviously some spe-
cifics must be known (e.g., how the personnel
system works) to be able to apply the concepts.
However, specific facts have a limited life while
the concepts associated with decision making,
problem solving, management, and articulation
of ideas usually change very slowly. The MQS IV
and MQS V will also have a broadly focused
reading program to enhance the officers profes-
stonal military education.

d. In August 1984, the TRADOC Command-
er sought the personal view of the school com-
mandants on Army-wide mplementation of
MQS; particularly on whether the system will
provide a framework for organizing professional
development programs in units which frequently
have no organized structure. He also stated that.
although MQS I may require some additional re-
fining, the system is in place, and by year group
86 all lieutenants entering OBC will be MQS 1

qualified. At that time. school commandants will
begin to appreciate 1ts effects.

e. The second level of the system, MQS i
(licutenant’s training), has progressed through
the pilot stage. Results of the field evaluation
conducted by pilot schools form the basis for im-
plementation plans which will be briefed to CSA,
Feb 85. MQS II will include a Common Tasks
Manual, Branch Specialty Tasks Manuals for
each accession branch, and a commander’s guide
explaining implementation. A major 1ecommen-
dation of the pilot evaluation is that officers will
be certified on MQS tasks. Certification proce-
dures are described below.

(1) Branch schools will determine tasks or
skills which officers in their branch will be re-
quired to perform and to certify. Tasks/skills
trained to performance standard during OBC wili
be school commandant certified. Lieutenants
should be able to perform these tasks/skills upon
arrival in their units with no further training. The
number of tasks certified by the branch school
will be determined, but it is expected that ap-
proximately &5 percent or more of the total task
list would fall into this category. Currently the
remaining certifiable tasks would require unit
certification, however PDOS recomends self-cer-
tification with comments from the commander/
SUPETVISOT.

(2) Method for tracking and monitoring
self-certification would be through the officer’s
self-development notebook, with the unit com-
mander/supervisor commenting on the officer’s
progress 1n meeting MQS goals and objectives.
The OER support form may be one way to ac-
comphsh this tracking. A formal testing program,
similar to SQT, will not be imposed. Com-
manders would observe the officer’s job perform-
ance, or set up training situations to evaluate per-
formance on tasks/skills that the officer must
certify at his duty station.

f. RETO and PDOS initiatives that support
the MQS system include:

(I) Develop a system of interconnected
officer training courses that perform the follow-
ing functions:

(a) Define the training strategy.
(b) Standardize doctrine.
(c) Eliminate redundancy.

(d) Develop training based on job/task
analysis.

(e) Define training certification.

(2) The method used to accomplish this
task includes:
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(a) Develop an officer job/task analysis.

(b) Survey.

(¢) Commander/supervisor’s input.

(d) Proponent service schools.
—Critical tasks selection board.
—Site selection board.

(¢) Define and establish training strategy
manuals.

{(t) Develop training material.

(g) Validate concepts with pilot program
(FA, IN. MP. MMCS).

(h) CSA decision to implement.

(i) Implement traming in service schools
and units.

g. To operationalize the concepts. a training
strategy and certifi- ation matrix has been Jdevel-
oped. It identifies : 1e duty positions and the lo-
cation where the task must be taught and certi-
fied. This matrix provides each officer a
permanent record of the tasks completed and the
date of completion.

h. Standardization of Officer and Enlisted
Training Publications.

(1) On 21 Jun 84. the Commander of the
Army Training Support Center, in a memoran-
dum for the Deputy Chief of Staff for Training
(TRADOC). stated that standardization of train-
ing 1s a top priority within the TRADOC training
community. In a 1984 visit 10 ATSC, the
TRADOC IG verified a lack of training stand-
ardization between officer and enlisted training
publications. One of the reasons for the inconsis-
tency is a disconnect beiween the training format
and content found in the MQS Manuais and the
Soldiers Manuals.

(2) The difference in format and content
between MQS Manuals and Soldiers Manuals
came about when the TRADOC RETO imple-
mentation team developed the MQS pilot manu-
al. They felt that there was a significant differ-
ence in the education level and learning methods
between officers and enlisted personnel, and that
officers would not accept or use an MQS manual
that resembled an enhisted soldiers manual. This
has resulted in the development of different
training products being produced for tasks that
should be common to every individual in the
Army.

(3) The TRADOC IG recommended that
TRADOC standardize the officer and enlisted
training products by adopting a standard tasks
summary format and numbering system as cur-

rently used in soldiers manuals. The TRADOC
IG felt this would effectively satisfy MQS pro-
gram requirements while standardizing officer
and enlisted individual training products across
the Army.

(4) On 13 Jul 84, TRADOC agreed with
ATSC and further stated that standardization of
doctrinal information in training products must
come from the TRADOC proponent school. The
TRADOC proponent schools must create an at-
mosphere whereby officer and enlisted traning
developers intcract so that when required, one
common task is aeveloped for both officer and
enlisted personnel. The MQS Manuals, Soldier
Training Publications (STP), Extension Training
Materials, SMART Books, etc.. must reflect the
same task standards and performance measures
for tasks common to all. PDOS strongly agrees
with this position.

(5) To assure standardization of officer
and enlisted training products, it was recom-
mended that TRADOC adopt a standard task
summary format and numbering system. By stan-
dardizing the format, it would not only assure
standardization of content, but would realize a
number of other benefits.

(a) By standardizing the task summary
format, it would assure that the training objective
(conditions, standards and performance mea-
sures) provided to officer and enlisted personnel
in the MQS manual and STP are the same.

(b) Tt would avoid costly duplication of
effort by officer and enlisted task developers. A
standard task summary could be used for both
MQS manual and STP. This would decrease the
resource expenditures by eliminating duplication
of effort by tasks developers.

(¢) It would establish closer development
ties and improved communications between offi-
cer/enlisted task developers. Officer and enlisted
personnel would be forced to coordinate training
development activities.

(d) It would enhance the establishment of
a more effective automated management system
for managing the development of tasks by propo-
nents. A single format and numbering system
would reduce the requirements associated with
the management and assurance of standardiza-
tion of training and development of tasks com-
mon to both officer and enlisted personnel.

(6) However, on 18 July 1984, the
TRADOC DCS, Training, made the following
policy decision: Prior to final publication of
MQS manuals, the format will be changed to em-
phasize task, conditions and standards in the or-
der displayed in soldiers manuals. The remaining
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elements in the format will rcmain as they are
now shown, TRADOC believes the emphasis.
purpose. and target audience of MQS manuals
are better served by 1nis format. This change can
be made through deleting “context™ and “cues”
in the existing format or merging them with con-
ditions as task pages are updated. It will not nec-
cssarily require rewrite of task performance mea-
sures. PDOS concurs with this position.

(7) TRADOC believes there is no overrid-
ing benefit derived by a change to the numbering
system in MQS manuals. They feel numbering
would cause the schools 1o change all references
to numbers in the body of task sheets in manuals
as well as rework training support packages.
TRADOC schools were opposed 10 a numbers
change when queried on the issue in 1983. To add
other changes to the priority. other unresourced
taskings could not be justified.

(8) PDOS has determined 1n coordination
with ODCSOPS. TRADOC, and ATSC that
standardization of content. format and where
possible the numbering system will be revised
with the 1988 scheduled revision of MQS L. 11
and I11 manuals.

i. TRADOC complete review of officer and
enlisted training publications {¢.g. MQS and
Soldiers Manual of Common Tasks) and stand-
ardize format. content, and where possible the
numbering.system.

3. RECOMMENDATIONS.

a. Develop a field grade MQS 1V for majors
and MQS V for licutenant colonels.

(1) Complete a front-end task analysis.
(NOTE: The task analysis may indicate that one
MQS will suffice for both majors and lieutenant
colonels. If so. PDOS would support that conclu-
sion.)

(2) Develop both critical branch and func-
tional area tasks in addition to common tasks
with no more than 50 tasks in each category.

b. Monitor the fielding/implementation of
MQS L. (DCSROTC. TRADOC managed the im-
plementation of MQS 1. However. MQS I was
implemented without DA (CSA) formal approv-
al. DCSROTC implemented the MQS I as a com-
plete package for ROTC units beginning in Sep
82. OCS and USMA have integrated MQS I ma-
terial within their training beginning in Sep 82
and used MQS 1 training material as a basis for
their instruction.)

(1) Review the common tasks with the
cbjective of reducing the number to approxi-
mately 50.

(2) Destgnate no more than 23 of the com-
mon tasks as critical.

{3) Develop and implement a standard-
ized certification plan.

¢. Proceed with the fielding/implementation
of MQS 1. (Four MQS pilot schools (IN. FA,
MP. and MMCS5) completed a front-end analysis
of branch specialty tasks and conducted an MQS
IT active component and reserve component {AC/
RCQ) field evaluation in CONUS and Germany in
1983. All other service schocls have completed a
front-end analysis for their specialties. Several
service schools have initiated action to integrate
MQS 11 within their OBCs., TRADOC is in the
process of preparing an MQS 11 Decision Brief
for the CSA. Full MQS 1l implementation is
pending CSA decision Feb 85.

(1) Obtain CSA formal approval of MQS
IL

(2) Review, standardize and validate the
critical tasks in MQS I1.

(3) Designate no more than 50 1asks from
the Common Tasks Manual as critical.

(4) Designate no more than 235 tasks from
the Branch Specialty Tasks Manual as critical.

d. Proceed with the testing/ficlding and im-
plementation of MQS I1l. (While awaiting final
CSA decision to implement MQS Ii. TRADOC
has proceeded with Pilot School development of
MQS III. Pilot schools (IN. FA, MP. and MMCS)
are schediiied toconduct a ficld evaluation of the
MQS III concept in Jan §3. Again. service
schools are in various stages of MQS 111 develop-
ment.)

(1) Obtain CSA formal approval of MQS
I11 concept.

(2) Review. st~ndardize and validate the
critical tasks in MQS i1l.

(3) Designate no more than 25 tasks from
the Common Tasks Manual as critical.

(4) Designate no more than 50 tasks from
the Branch Specialty Tasks Manual as critical.

¢. TRADOC develop a standardized certifi-
cation process for cach MQS level.

(1) Certification process will include pro-
visions for individual self-certification of all 1asks
not certified in the institution.

(2) Standardize certification procedures
for all critical common tasks.

4. CSA REMARKS. Approved in concept.
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Appendix 2 to Annex H

Individual Assessment Program

1. PURPOSE.

a. To develop. validate and implement an
individual assessment program for all officers
and cadets to provide feedback for professional
development:

b. To provide feedback 10 individual officers
to assist them in their professional self-develop-
ment efforts:

¢. To provide the education and training sys-
tem with a data base which will facilitate devel-
opment of programs and techniques which assist
in the professional development of officers:

d. To provide the basis to develop a knowl-
edge and skills evaluation program.

2. DISCUSSION.

a. The use of an individual assessment pro-
gram for personal and professional development
in conjunction with education and training is of
substantial value. The objective of an assessment
program is to provide assessment learning experi-
ence aimed at increasing the cadets’ and the of-
ficers’ understanding of their strengths and weak-
nesses. The assessment program will evaluate the
level of knowledge. skills and proficicncies at
each professional development level and provide
feedback to both the individual (10 assist in self-
development i.e., tell him where he stands in re-
lation to established standards) and the system.

b. The individual assessment sysicm is de-
veloped as a feedback mechanism in response to
a greater emphasis on each officer’s responsibili-
ty for self-development and the development of a
“Common Core™ of skills, knowledge and profi-
ciencies for the officer corps (Annex P). This as-
sessment program will be developed and de-
signed to prevent duplication of effort and to
help standardize the selection and screening of
the numerous different assessment instruments
currently being ultilized. For example. at the se-
nior officer level, emphasis is on self-assessment
with confidential feedback on onc's approach to

life. work. goal clarification and some reorienta-
tion of personal and/or professional objectives.
At the junior officer level emphasis is on the
common individual and collective military skills
and knowledge which all soldiers must possess.
such as those identified in MQS (Appendix | to
Annex M). Currently. there is no logical process
to provide feedback to the officer as he progress-
es from heavy skill assessments techniques used
at the junior officer level to self-assessment tech-
niques used at the senior officer level. nor to
determine the proper mix of methods or area of
cmphasis. To preclude a reduction in the effec-
tiveness of the valuable feedback that the assess-
ment process offers. assessment will not be linked
to the present evaluation system (OER). Howev-
er. it may be used 10 assist the officer in setting
his objectives and goals (e.g.. an individual offi-
cer could elect to provide his assessment results
to his mentor 10 be used in this process).

c. As the life experiences of the individual
being assessed increase. the assessment becomes
more meaningful. However, assessment instru-
ments must be admimstered early in each profes-
sional development period to enable the individ-
ual to benefit from the feedback and initiate
change based on the profile of himself as revealed
by the assessment process. The form of assess-
ment used must be relatively simple to adminis-
ter because of the large number of officers in-
volved. For example. currentlv. at the SSC, a
series of pencil and paper instruments are used
from which the assessce receives feedback. which
is designed to provide personal insights in areas
such as interpersonal relations, problem-solving
ability. likes and dislikes. leadership style and
ability to conceptualize.

d. The “assessment centers™ recommended
by PDOS are administrative and serve primarily
as control and data collection and analysis agen-
cies. The assessment centers currently being ef-
fectively used in the Army’s executive/general of-
ficer training. conduct a much more intense and
cxtensive assessment process than is envisioned
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initially under the PDOS individual assessment
program (for all officers [0l-06} and individuals
in pre-commissioning programs) as they are very
expensive from a resource (time, personnel and
dollars) perspeci:ve. However. should experi-
ence indicate that it is cost effective. this tyvpe of
assessment center can aid the Army 1 the carly
identification of officer potential and in the diag-
nosis of individual officer development needs so
that an effective training and development pro-
gram can be initiated. Centers can also act as a
powerful stimulant to an officer’s development.
providing self-insight into possible problem areas
and identifying possible corrective actions. As-
sessment centers differ greatly in length. costs,
conients, and staff and administration depending
on the objectives of the center. the dimensions to
be assessed and the size and composition of the
officer population.

e. The assessment data control cells or cen-
ters recommended by PDOS will review the mis-
sions, requircments and status of all agencies cur-
rently engaged in individual assessment and
testing programs. The initial programs will be
administered at the schools for case of control
and administration. This will allow for maxi-
mum use of resources of organizaiions and agen-
cies currently engaged in assessment programs by
providing guidance and direction to ensure
standardization and to prevent duplication of ef-
fort. The assessment cells or centers will deter-
mine the Army’s assessment nceds. categorize the
requirements. develop and validate the new pro-
grams through a pilot test. The assessment ccll or
center will direct the research effort to validate
and revise the gencral assessment categories and
determine which skills and profiencies can be
placed in cach assessment category (Tab A). After
extensive research. a recommendation will be
made regarding the possibility of expanding the
assessment program to include an evaluation
program. The assessment data control cell or
center must be established early so that the data
from individual learning instruments can be syn-
thesized into a composite that represents the pro-
file of the Army officer at various ranks and years
of service. Given this composite profile. the offi-
cer being assessed can then compare his specific
profile with the Army profile for that rank. year
group and specific learning instrument 1o see
how his responses compare to that of other of-
ficers of similar grade and experience.

f. The short-term goal of the assessment pro-
cess is to provide the individual the result of the
assessment instruments for use in his personal
and professional development. In addition, the
data coliccted from these assessment instruments

will form a data base 10 be used as the basis 10
restructure school POls and develop remedial
training programs. This includes providing per-
formance data (not tied to specific individuals) 1o
pre-commissioning sources to enable them 10
track their graduates in comparison to an cntire
vear group.

g. One long-term goal of the assessment pro-
cess is to afford the Army an additional measure-
men instrument to better assist in determining
whe an individual best fits and what his poten-
tial performance may be in positions of increased
responsibility. It will provide a uniform evalua-
tion of the mental. physical and medical qualifi-
cations of the officer corps and the Armv’s pre-
commissioning programs.,

h. The proposed assessment program will be
implemented in four phases:

Phase 1

o ODCSPER designated individual as-
sessment program coordinator: close coordina-
tion with ODCSOPS. TRADOC and ARI.

® Develop mission and scope of the indi-
vidual assessment program.

e Establish assessment data collection
and control cell(s) or center(s).

e Validate general assessment categories
{Tab A).

Phase 11

e Group assessment instrumentes) and
procedures under general categories.

® Group skill. knowledge and proficien-
cv requirements and standards under general cat-
egories.

® Develop and define “core™ skill re-
quirements.

Phase 111

e Validate and implement initial indi-
vidual assessment program.

® Begin development of individual eval-
uation program.

® Determine which of the “core™ skill
and knowledge requircments will be evalvated
initially.

e Develop and validate remedial train-
ing programs to be used in conjunction with as-
sessment program.

¢ Implement individual assessment pro-
gram.
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Phase I'l”

® Validate individual evaluation pro-
gram.

e Implement remedial training program
to be used in conjunction with the assessment
and evaluation program.

i. At the beginning of Phase IV of the assess-
ment program. a review will be conducted to es-

tablish the feasibility of developing and imple-
menting an individual knowledge and skilis
evaiuation program in conjunction with the as-
scssment program.

3. CSA REMARKS. Individuai assessment
policics approved in concept:
Tabs

A Individual Assessment Concept




Author: MAJ Lumpkin
Team Chief: COL Johnson

Tab A to Appendix 2

Individual Assessment Program

1. PURPOSE. To cxamine the need for an as-
sessment program that supports the proposed of-
ficer cducation and training system. The objec-
tive of this assessment program is to provide a
lcarning eaperience aimed at increasing the offi-
cer's understanding of his strengths and weak-
nesses. Such an experience will facihitate the offi-
cer’'s personal and professional development
thereby leading 10 a greater long-term profession-
al contribution.

2. DISCUSSION.

a. As the assessment coordinator. ODC-
SPER. in coordination with TRADOC and ARIL.
must develop. validate and implement an indi-
vidual assessment program for officers. cadets.
and officer candidates to provide feedback for
professional development. One example of a as-
sessment 1y pe instrument is the test being admin-
istered to students in pre-commissioning. OBC
and OAC to measure basic 3R’s skill ability.
TRADOC implemented this program to insure
standardization, c¢stablish a data base. and to de-
velop an officer corps profile in regard to the
3R’s. The following tests are being used:

-Nelson-Denney Reading Test published
by Riverside Publishing Co.

-Missouri College English Test pub-
lished by Psychological Corp.

-Stanford Math Test published by the
Psychological Corp.

b. Tests arc administered for two purposes:

(1) Diagnose deficiencies in basic skills.
and dircct students to take remedial training if
deficiencies are identified.

(2) Build an assessment data base which
will he used by Army Research Institute (ARI)
for the Behavioral and Social Sciences in devel-
oping officer profiles.

¢. TRADOC has determined that these tests
will be used for diagnostic purposes with the fol-
lowing guidclinces:

(1) Tests wili be scored locally 1o provide
immediate feedback to students and to begin re-
medial training if deficiencies are revealed.

(2) TRADQOC has developed the following
interim standards that may be adjusted as test
data is analyzed:

(a) Auainment of 12th grade reading level
on Nelson-Denney Reading Test.

(b) Attainment of 50th percentile on Mis-
souri College English Test.

(¢) Siandards have not been established
for the Stanford Math Test.

d. Officers who do not meet the above stan-
dards will be required to take remedial training.
Remedial training will not be included in the
POI. but will be accomplished after duty hours.
The program -will be set up 1o make maximum
use of existing resources—Educational Service
Centers. cortespondence courses. programmed
texts. local colleges. and contract training. Stu-
dents will remain in remedial training until they
have met the standards described above. or until
course completion.

¢. Tests will be readministered to students
who did not initially attain standards necar the
completion of OBC or OAC to dctermine im-
provement. When students are not able to attain
standards when retested. they will be counseled
10 continue a remedial program during their reat
assignment. Commanders of receiving units will
be notified by letter of the need for the officer to
continue remedial programs. Letters for National
Guard members will be sent 1o the NGB Operat-
ing Activity Center. who will forward them to the
appropriate unit.

3. RECOMMENDATIONS.

a. Establish individual asscssment control
mechanisms.

(I} Review missions, requirements and
status of all agencies currently engaged in indi-
vidual asscssment and testirg programs. Making
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maximum use of the resources of organizations
and agencies currently engaged in the programs.,
develop an organizational structure consisting of
assessment cells and/or center(s). Develop mis-
sion. reso. ree requirements and an implementa-
tion plan for the new individual asscssment cells
and center(s). Revise and assign missions 20 cur-
rent agencies based on the mission and imple-
mentation plan for the new assessment cells and
center(s). Examine. and revise as required. cur-
rent data base composition and control proce-
dures.

(2) Devclop a tracking system to provide
institutions feedback on the status of their gradu-
ates as they progress through the Army. The
tracking system will not be iied to a specific indi-
vidual by name, but only track by hrancih. func-
tional arca. SSN and vear group. Data will only
be displaved and analyzed by branch. functional
arca and vear group (c.g.. high. low ang average
scores for their graduates by branch and vear
group compared 1o thosc of the entire Army in
the same categorics).

b. Validate. and revise as required. the fol-
lowing as general assessment categorics.

(1) The categorics are:

(a} General Knowledze Familiarity gained
by actual eaxperience required by all officers (c.g..
current events, strategy. leadership. and commu-
nication).

{b) Military knowledge Specific mission-
related know-how (professional reading pro-
gram).

{c) Abilitics Power to perform (e.g.. physi-
cal. moral or intellectual).

{d) General skills Ability to use one’s
knowledge cffectively through a broad range of
actions (c.g.. tcaching. speaking. writing and
counscling).

(¢) Milnary skills Specific mission-related
actions acquircd and maintaired to be combat-
ready and competent (MQS skills).

(f) Other.

{(2) Include the following requirements
when validating and revising gencval assessment
categorics:

{a) A review of all assessment instruments
and procedures currently being used. or under
review, and group undcer onc or morc of the gen-
cral assessment categorics.

(b) A review of all current, or proposed.
skill. knowledge or proficiency requircments or

standards and group under one or more of these
assessment categorics.

(¢) Evaluate maich of assessment instru-
ments and procedures with requirements and
standards to determine the requirements for ad-
ditional assessment or evaluation instruments.

(d) Develop and define the “core™ skills.
knowledge and proficiencies required of all of-
ficers and cadets.

¢. ODCSPER is designated individual as-
sessment program coordinator.

(1) Overwatch for the professional devel-
opment system.

(2) Responsible for OPMS implementia-
tion. the ROTC Studyv and the Towal Warram
Ofiicer Study.

(3) Overwatch for the ROTC Siudy and
the Total Warrant Officer Study.

(4) Select and assign officers to schools.

(5) Acccession. retention and scparation of
officers.

{6} Officer distribution.

(7}  Address professional development
problems (MILPERCEN).

(8) Lecad agent for the Army Leadership
goal (to align the personnel system and the train-
ing system).

d. Develop and definc the “core™ skills.
kaowledge and proficiencies required of all of-
ficers and cadets. Ensure that the critical skills in
MQS (Appendix 1) and the common core (Annex
0) of the service schools arc consistent with these
“core™ requirements and standards. TRADOC.
in conjunction with the review and development
of MQS common tasks. ensure linkage and com-
paubility with the development of common core
skills, knowledge and proficiencies through each
professional  developent  level (c.g.. vertical
linkage between MQS 1T and 11T common tasks
development and compatibility with OAC and
OBC common core development).

¢. Sclect the critical assessment instruments
10 be used 1o provide feedback 1o the individual
officer at cach professional development level.
Validate the instruments and implement pilot in-
dividual asscssment program.

(1) Pre-commissioning

(a) Leadership assessment program
(LAP).

{b) 3R’s achicvement testing program (pi-
lot test).
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(2) OBC

a) Piot test 3R’s achievement testing
program.

{b) Leadership styles (limited use).

(3y OBC

(a) Pilot test 3R’s achievement testing
program.

(b) Leadership styvles (limited use).

(4) CSC “Army Leadership Assessment
Program™ (ALAP).

(3) SSC Setf-Assessmant Program.

Myers Briggs

Health

Values and Attitudes
Interpersonal Relations
Leader effectivencss

16y General Officers and Senior Exccutive
Service assessment centers (limited attendance in
the past).

f. Implement the individual assessment pro-
gram.

g. Develop. validate and implement an indi-
vidual knowledge and skills evaluation program.
Determine which of the “core™ skills and knowl-
edge requirements and standards will be evalu-
ated. Assessment cells or center(s) will recom-
mend when assessment instruments have been
deemed sufficiently accurate to be used to vali-
date standards and are suitable for use in either
the cvaluation or selection process (competency
testing). Verify or develop assessment or evalua-
tion instruments and procedures to be used. Ven-
fy institutions to participate in the individual
cvaluation program test. Develop information
plan to publicize the effort to the officer corps.
Implement initial individual evaluation program
asatest.

h. Implement individual evaluation pro-
gram.

i. Expand remedial training program to in-
clude individual evaluation program.

Enclosure-Notional Assessment Organization
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Annex |

A Mentorship Based Development Strategy

1. PURPOSE. To propose a mentorship based
strategy to develop an officer corps that possesses
the knowledge, skills, abilitics and character to be
able to both think about the conduct of war in
broad terms and adapt to the demands of a fast-
paced tactical environment.

2. DISCUSSION.

a. Challenge. The challenges facing the Army
through the remainder of this century and into
the next mandate that officers be educated and
trained in sufficient numbers, capable of thinking
about the conduct of war in broad terms and
adapting to the demands of a fast-paced. highly
stressful tactical environment.

(1) New Challenges. General William R.
Richardson describes in his Kermit Roosevelt
Lecture the disturbing cnvironment the Ameri-
can officer faces today: the increasing tempo in
the rate of advance in weapons systems, organi-
zation, and doctrine; the increased scope and
complexity of operations; the accelerated tempo
of battle; the rapid change in technology: the
proliferation of nuclear arms: worsening world
disorder; diffusion of terrorism; growth of techni-
cally sophisticated armies: and our increased de-
pendence on foreign markets and materials.
General Richardson also cites the formidable
military force possessed by the Soviet Union -a
country with idealogies and purposes imcompa-
tible with those of the United States.

(2) Future Challenges: Colonel Huba
Wass de Czege identifies in the June 1984 Mili-
tary Review the challenges that face the American
officer in the future: changing missions, changing
threat, changing society, changing force structure.
accelerating rates of technological change, and
changing competencies. This delta requires an in-
creased emphasis on Iower-level leadership
caused by the requirements for both battlefield
dispersal and the need to rapidly concentrate
forces to conduct high speed attacks.

(3) New Battlefield Challenges: FM 100-5
Operations. cites the new battlefield challenges
that will face the American officer: blurred dis-
tinctions between front and rear lines; require-
ments to rapidly concentrate and disperse forces:
nuclear proliferation: need to understand/employ
sophisticated information acquisition devices:
growth of ability and willingness of adversaries to
use chemical weapons; increasingly disruptive ef-
fects of electronic warfare; wi~e-ranging environ-
ments within which American forces are ex-
pected to be able to fight; longer and more
vulnerable supply lines: and a generally enlarged
battlefield perspective at all levels.

b. Characteristics Needed to Meet the Chal-
lenges. In the face of the severe challenges identi-
fied above, the orchestration and synchroniza-
tion of warfighting assets have become too
complex to ignore the need to develop officers
wk  know how to think, rather than what to
think: whose action-oriented decision skills in-
clude an ability to conceptualize. 10 innovate, to
synthesize disparate information so as to assess a
situation, to adapt to the unexpected, and. while
understanding doctrine, be able to temper this
with the willingness to take the measured risk
when necessary to wrest victory from almost cer-
tain defeat. These characteristics—what a leader
must BE. KNOW, and DO—are ably described
bv the late LTC Bovd M. Harris in FM 22-100.
Leadership. To develop sufficient numbers of of-
ficers who possess these characteristics will not
be casy.

c. Educating and Training Officers in
Schools. Recent studies suggest that Army educa-
tion and training instituions can and must do a
better job in developing officers. New methods
and a new orientation toward officer education
and training are required. For example:

(1) The 1979 RETO Study, in particular.
focused on the need to enhance staff training
(CAS3 is a premicr legacy of this study) and de-
velop critical-thinking skills in officers.




(2) The 1982 Mcloy Studs (a report to
CSA General E. C. Mever that updates 1933 criu-
cisms of Leavenworth by Gencral Marshall) finds
too much crammed into the one-yvear CGSOC
curriculum. a faculty inadequate in number and
only marginally qualified 10 teach. a student
body with diverse needs. a slack method of evalu-
ation. and a situation where the talented students
are kept very busy. but only marginalhy chal-
lenged.

(3) The 1982 Strategic Studies Institute
report entitled “Operation Planning: An Analy-
sis of the Education and Development of Effec-
tive Army Planners™ recognizes sertous deficien-
cies in all Joimt and Army planning systems.
Specific deficiencies in wdentification. education.
and development of operation planners are not-
ed. Additionally. the inadequatc teaching and use
of planning logic and associated frameworks (i.c..
decision-making process). as well as a need for a
highly experienced faculty with sufficient time to
gwide students toward meaningful alternative so-
lutions to problems are discussed.

(4) The 1982 LTG Trefrey Report io CSA
on Probiems of the Army School System points
out the belief that a school assignment is no long-
er desirable. that perhaps officers should be as-
signed directly to units for training rather than
attending a basic coursc: that 26 weeks is insuffi-
cient time to teach officers the principles of com-
mand. Icadership. and management at the ad-
vanced course: that OAC standards should be
raised: that all should attend CAS3: that the win-
dow of eligibility of attendance at CGSC should
be extended to 18 YOS and class size reduced 1o
450 with an 18-month curriculum plus attend-
ance at AFSC so as to provide an caacting and
detailed education: similar recommendations are
made for the Army War College.

(5) The 1983 Army Siaff College level
training study conducted by Colonel Huba Wass
de Czege analyzes CGSOC's ability to train and
educate the officer corps. finds that an education/
training gap exists and recommends: that CAS3
continue and that CGSOC become more rigor-
cus. be taught with more appropriate methods. to
a less heterogenecous student body. by a first-rate
faculty in adequate humbers.

(6) The 1984 ARI study entitled “Training
Needs for OAC Curriculum”™ identifies:  the be-
lief that an OAC instructor assighnment is not ca-
reer enhancing: that instructors lack the requisite
grade and relevant experiences 1o be credible 1o
the students: that more experiential training is
needed with simulations that force students 1o
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apply schoolhouse knowledge to real world situa-
tions.

(7) The 1984 Professional Development of
Officers Study Survey finds that while the school-
house is not perceived to be broken, and CAS3
receives high grades. the advanced and basic
courses are seen as lagging in instructor expertise
and methodology. Additionally. officers cite the
value of practical experience as key to the learn-
ing process. and identify a requiremem for in-
creased emphasis on learning operational level
wiarfighting skills within the context of a develop-
ment-oriented climate.

d. A Mentor-Based Schoolhouse Strategy. All
the studies above suggest that a renewed en:pha-
sis on warfighting is nccessary in educational in-
stitutions. Conscquently. new teaching and Iecarn-
ing methods arc necded (based on an updated
education/knowledge theory (see Annex P) to de-
velop officers with the expertise and fleaibility in
thinking required to outthink a potential adver-
sarv.

(1) The following recommendation of the
1983 Army Staff College Level Training Study is
applicable to all Army schools with the exception
of CAS3 and AMSP. Spccifically. the Army
School System:

an

. needs a fundamental reorientation of
teaching philosophies and methods. The ap-
plication of the “syndicate method™ to the
‘main effort” curriculum has alrcady been
mentioned. Concurrent with the develop-
ment of the new curriculum. new and more
effective teaching methodologies need to be
adopted which feature less student/faculty
contact in the classroom and more usc of
wargaming as well as morc time outside the
classroom. Students should be challenged to
solve case study type problems cither indi-
vidually or by small groups with less “spoon
feeding™ of facts in class. Students should be
required to consult references to acquire
those facts. Evaluation should be more in-
tense and personal.™

(2) To achieve the reorientation men-
tioned above. a new schoolhouse strategy is
needed. Specifically. the faculty must assume the
role of a mentor to the student while simultane-
ously serving as the doctrine writer and course/
courscware developer. The instructor must be the
subject matter eapert in fact as well as name.
Consecquently. a long-term schoolhouse strategy
is nceded that: modifies staffing guides 1o ac-
commodate the role of the faculty mentor: re-
views allocation of officers to service schools 1o
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ensure appropriate seniority and cxpertise for a
“mentoring™ faculty: provides school comman-
dants the flexibility to selectively extena a hmit-
ed number of key. experienced starf a.nd faculty
members to function as “mentorss 1o the faculiv’.
and provide stability and credibility. Finally. cur-
rent OAC faculties must be transitioned from the
model based on current instructor staffing stan-
dards to onc with a full-time faculty which teach-
¢s/leads only one small student group at any time
in addition to writing doctrine. course. and
courseware development.

¢. Educating and Training Officers in Units
and Organizations. The mentor-based school-
house strategy is only onc part of the cquation.
To succeed in developing the professional. com-
petent. and thinking officer a similar “mentor-
ship™ approach is needed in umits and organiza-
tions. A review of recent studics on meniorship
and a corresponding strategy for unit application
is as follows:

(1) Rudi Klauss (1981) describes the men-
tor relationship as one of the most complex and
developmentally important relationships an indi-
vidual can have in ¢arly adulthood. Ad¢itionally.
he provides a useful background to the term
mentor—a term that conveys the image of the
scasoned. senior cxecutive/lcader who can ofter
the wisdom of vears of experience from which 10
counsel and guide younger individuals during ca-
reer progression.

(2) Kathy Kram (1983) reports that the
mentor relationship can significantly enhance de-
velopment in early adulthood and also in the
midcareer stage of the more experienced individ-
ual. She also identifics the four piases of the
mentorship relationship: initiation. cultivation.
secparation. and a redefinition phase during
which time the relationship evolves into a new
form that is significantly different from the past -
or the rclationship ends completely. Memoring
functions may be either career functions (c.g..
sponscrship. exposure and visibility, coaching.
protection. and challenging assignmienis) or
psychosocial functions (c.g.. role modeting, ac-
ceptance-and-confirmation.  counscling. and
friendship).

(3) Mentorship is a critical career training
and devclopment tool. In a review of the litera-
ture. Hunt and Michacl (1983) demonstrate that
it is an important tool for upward professional
progression in organizations: that most corporate
presidents have had mentors who were ~ital 1o
their success: that mentors have an important
influence on promotion decisions: that serving as
a mentor also may be professionally rewarding

v m———— g -
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and that mentorship is equally important for the
career success of women.

(4) The Woodlands Group (1980) reports
that while the mentor relationship depends upon
a rich interpersonal relationship. it also relies up-
on such systems as performance appraisals. ca-
reer planning. and assessment centers.

(5) In a military context. officers desire to
be on the receiving end of a mentoring style of
leadership. For example. PDOS survey results in-
dicate that 88 percent agree that the officer
should first be 2 mentor and a role model who
instills Army values and develops subordinates:
96 percent agree that commanders should be
evaluated on the eatent they develop the officers
serving under them, Also. general officers strong-
ly state thai the leader is responsible not only for
misston accomphishment. but also for the simul-
tancous development of subordinates. However.
59 percent of all officers do not perceive them-
sclves as having a mentor in their current assign-
ment. and leadership related instruction in
schools 1s not seen (o be very effective (i.e.. not
sufficiently experienuial nor tanght by exper-
wenced faceity).

{6) T. C. Jacobs. zn Army Research Insti-
tute Scientest. explains how the thinking skills
required by the futurr battleficld constitute the
longest growtk requircment in officer develop-
ment. To impart the requisite skills. certain
changes to the current system for educating and
training officers in units and osrganizations are
nceded: Ieaders at all levels myust become teach-
ers (.. adopt a "mentorship” stvle nf leadership)
who foster a climate of command o encourage
voung leaders to think for themselves during
peacelime. when logic errors can be coached
away.

f. A Mentor-Based Sirategy for Units/Orga-
nizations. The specific mentor-based stratcgy for
cducating and training officers in units requires a
paraliel approach to the onc recommended ir the
schooltiouse—and vet it is one which will be per-
haps the more difficult 10 achieve. To kave a
chanece for success at developing thes  critical
ihinking and warlighting skills required by the
challenges of the future battlefield. the junior of-
ficer must bave the time. opportunity. and cli-
mate 19 develop them, The experiential mentor-
ship-based teaching model reeommended for the
school is exactly the same model needed in the
unit or organization. Senior leaders must teach
and mentor junior officers. Learning in the unit
must Be systemaiic. progressive. and experien-
tally hased. Traiming the ofticer 1o fight and
think voives the mavimum usc of simulations.
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realistic training, TEWT’s, battle planning, and
just plain old-fashioned sessions of “what-iffing.”
Practice and feedback are key ingredients. ac-
complished in an environment where an officer
1s challenged to experiment without fear of fail-
ure. For these things to happen requires that
commanders acknowledge and claim responsibli-
ty for the mentorship role. adopt experiential
learning/teaching methodologies. and establish
the necessary developmeprtal climate within
which constructive feedback is provided to the
individual officer.

g. Key Points 10 be Stressed.

(1) The challenge to educating and training
the oificer through the next century is to develop
those kncwledges. skills. and abilities that will
provide the officer the capability to be flexible. 1o
innovate. 1o be able to think and adapt to the
demands of a fast-paced rapidly changing envi-
ronment.

(2) A renewed emphasis on warfighting is
necessary in c¢ducational institutions: this re-
quires ncw. small group oriented. experientially
based strategies with an caperienced faculty ca-
pable of providing a mentorship based method of
instruction.

(3) A parallel emphasis is required in edu-
cating and training officers in units~—u.e., cxperi-
cnually based teaching by mentoring lcaders at
all levels who provide a developmental climate in
which the officer has the optimum opportunity to
develop those critical thinking and warfighting
skills needed to win on the battleficld.

3. RECOMMENDATIONS. To develop an
officer corps characterized by an ability to think
and adapt to the demands of a fast-paced tactical
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situation requires that a long-term “mentorship™
strategy be adopted—both in the schoolhouse
and in units. Specific reccommendations include:

a. Allow Comander. TRADOC and Com-
mandant. AWC 1o create a very limited number
{notionally 25 total) of extended tour senior men-
tor faculty positions at service schools.

b. TRADOC commit to a long-term “school-
house™ strategy which:

(1) Establishes positions of faculty men-
tors (teacher. advisor. guide. role model. small
student group leader. doctrine writer. course de-
veloper).

(2) Modifics staffing guides to accommo-
date the mentor role.

(3) Develops a plan to transition OAC
from current model 10 one with full-time faculty
mentors (teach only one small student group at a
tire in addition to doctrine writing/course and
courseware development responsibilities).

¢. TRADOC and ODCSPER review alloca-
tion of officers to service schools insuring appro-
priate maturity and experience for a “mentoring”
faculty.

d. Commanders at all levels apply a mentor-
ship based strategy in developing officers

4. CSA REMARKS: Approved in concept.
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Appendix 1 to Annex |

Former Battalion Commander Distribution

1. PURPOSE. To provide recommendations
concerning priorities for assignment and utiliza-
tion of former battalion commanders (FBC) to
meet Army-wide requirements.

2. DISCUSSION.

a. The Army has had an ongoing effort to
establish a formal distribution plan to capitalize
on the unique skills and future potential exhibit-
ed by former battalion commanders. Since 1977
various options have been implemented based on
guidance by the CSA or VCSA. Their policies
have ranged from various floor-percentage con-
cepts to minimum numerical goals for selected
organizations and activitics. Tab A provides an
historical synopsis of major actions taken to dis-
tribute former battalion commanders to the pres-
ent. The primary issues for use of FBCs have
centered around the fact that these individuals
represent a small percentage of the total licuten-
ant colonel population and are normally avail-
able for only one utilization tour as a licutenant
colonel before being sclected for Senior Service
College or sclection for promotion to the rank of
colonel. In the case of the former, only a few
individuals are selected for Senior Service Col-
icge who are not FBCs: in the latter case, statis-
tics indicate that 95 percent of FBCs will be se-
lected for promotion to colonel. These two
quality indicators. plus the fact that FBCs have
developed exicnsive command and lecadership
skiils. make them highly desirable assets for any
unit or organization. Currently, the Army pro-
duces an average of 425 FBCs a year. This num-
w~r can vary significantly due to a wide range of

.
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b. At Tab B is the FBC distribution as of first
qu.rter FY 85. It should be noted that the Army
stafi” and its FOAs. TRADOC, FORSCOM. and

JSSAREUR. have the largest concentrations of
£BCs in terms of gross numbers. This distribu-
tice 1s based on priority guidance which was de-
veened hy MILPERCEN derived from a series
7f scanior officer decisions and guidance. This
pidirty is:

1. USAREC - 28 (I/2 of number of bat-
talions)

2. TRADOC Leavenworth

3. Corps/Division Staff and other
TRADOC schools

c. Although the data displaved in Tab B indi-
cates that 142 FBCs are assigned to TRADOC (85
are LTC not in a promotable status). 45 are as-
signed to Fort Leavenworth with 35 being dedi-
cated to CAS3. A sampling by the PDOS group
indicated that as of the beginning of FY 85 the
following numbers of LTC FBCs were being uti-
lized in instructor-related positions at various
service schools:

Infantry 6 sC o0
Armor 4 QM 0
FA 0 AG O
ADA 1 FIN 0
ENG O ORD 0
Chem 1 MP |

d. Data developed by various studies (Meloy
and Trefrey Reports) indicate that officers who
are assigned as instructors in Army Service
Schools have an unsatisfactory level of expertise.
CAS3 is the only company grade cducational ex-
perience that is perceived as being heavily staffed
by “quality™ instructors. The lack of real or per-
ceived quality on the platform in the Army’s
service schools is a matter which demands fur-
ther attention and solution by the Army Staff and
TRADOC. Such an action should be part of a
total effort to redefine the assignment/distribu-
tion priorities for FBCs among compcting claim-
ants within the total force.

3. RECOMMENDATIONS.

a. The assignment/distribution of former
battalion commanders should be made according
to an overall Army plan based on realistic priori-
tics. Since the Army has an immediate require-
ment to deploy and fight in a span of time much
shorter than any in our history. it would scem

I-1-1
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that a priority should go to providing FBCs to
serve as principal staft officers at the division
and corps levels. Secondls. the Army has a re-
quircment to develop and train icaders for the
immediate tme frame and for the future: there-
fore. another priority should go 1o the use of for-
mer battahon commanders as teachersimentors/
coaches for the immediate and future develop-
mert of our officer corps. Thirdly. we have a
requirement to develop doctrine and policy 10
mamntam the Army 1n peace and in war. In the
vast majortty of instances. successful battalion
command 1s a prerequisite for advancement to
scnior leadership positions that include respon-
siblity for providing overail direction in terms of
Army doctrine and policy. Accordingly. former
battalion commanders should be assigned to po-
sitions relating to this cffort. Restated. the Army
priority for use’assignment of FBCs should focus
on three arcas:

(h Operaticnal staff officers at the divi-
sion and corps levels.

(2)  Teachers/instructors/coaches within
the education and training systesi,

(3) Doctnine and policy developers for
maintaiming and sustaining the force.

b. Assignment of FBC in the areas of priority
Iisted abov ¢ would serve to enhance the readiness
of our Army. Additionally. it would provide a
leavening effect for further development and
commitment by our junior officers.

¢. The following general policy should be im-
plemented for action by the Army staff:

DCSPER review requirements for for-
mer  battalion/brigade commander expertise
throcughout the Army. Emphasis shouid be on
utilization of their experience in celis of quality
throughout the Army as operational staff ofticers.
instructors/coaches. and doctrine. combat and
policy developers. Determine an appropriate dis-
tribution method to provide equitable distribu-
tion based on Army prioritics and mission re-
quirements. The ODCSPER review should
remain cognizant of the fact that quality is not
limited to former battalion and brigade com-
mandecrs as there are significant nembers of other
officers who. due 1o sharply constrained opportu-
nities. were not selected to exercise formal com-
mand.

Tabs

A Historical Information
B Samplc Distribution Display

1-1-2

Go—— -

E R L’




Author: MAJ Meriwether
Team Chief: COL Dunn

Tab A to Appendix 1

Historical Information

Apr 1977 VCSA directed MILPERCEN 10 cs-
tablish a former batialion com-
manders” distribuilon plan using the
80% floor concept.

May 1¥79 VCSA abolished plan based on con-
clusion that the plan created false ex-
pectations for field commanders and
unfixed supply of officers in the pop-
ulation madc plan impossible to
mceet. VCSA directed that an infor-
mal floor of 70% be used internally
as a guide.

Feb 1980 (SA extended command tour length
to 30 months. further reducing the
population.

Scp 1980 DCSPER stopped 70% “informal
floor™ and directed where possible
meet following goals of: USAREC
57. ARMR 27, USMA 4, RG BN 2.
TRADOGC schools 100. total of 190.

i —— —— -——-
0

Aprl981 VCSA established individual qualifica-
tion as the primary assignment consid-
cration for matching an FBC to a par-
ticular job. Priority of FBC assignment
should be given to corps and division
staffs and TRADOC schools (not nec-
essarily in that order).

Aug 1982 CSA reaffirmed policy of Apr 8 in
message to Gen Smisih.

Jul 1983 CSA reduced cmd tour from 30 to 24
months.

Jul 1988 CSA excepted Ft Leavenworth for
quality.

Sep 1983 MILPERCEN commiiment of 435 for-
mer battalion commanders to Ft
Lcavenworih initiated.

—-—
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Annex J

Warrior Spirit

1. PURPOSE. To define the Warrior Spirit and
demonstrate that it is an essential part of every
officer’s professional development.

2. BACKGROUND. The Warrior Spirit 1s an
essential part of being an Army officer. Every
officer must have the Warrior Spirit. but it is not
necessary for every officer to be a full ti ..: warri-
or. Understanding this difference is key to under-
standing the concept of the Warrior Soirit and
providing the leadership the Army needs today
and tomorrow as it prepares for future war.

a. Simply stated, the Army’s mission is pro-
tecting the Nation from external aggression. The
cfficer corps provides leadership for the Army; so
each officer must be ready, willing, and
able—even eager—to accept this responsibility
for protecting the Nation.

b. When officers enter the Army they are
eager to do their jobs as well as possible. .0 icad
soldiers, and to provide their part of the national
deterrence. They have accepted the characteris-
tics for the Warrior Spirit as an essential part of
becoming an officer. As officers progress through
their careers, the majority of assign~ - are 10
staffs, taking them farther and f~..ner  Lm the
field Army focus. Increased pressure in a
managementoricnted environment makes 1t
much more difficult to re wember the basic rea-
son the Army exists. Devuoping a program to
reinforce the Warrior Spirit throughout an offi-
cer’s career recogaizes these pressures and assists
each officer in maintaining the proper focus. For
if an officer loses sight of the Army mission and
his full role 1 supporting it, he can have a degen-
erative effect on his subordinates. Those officers

THE STATE OF MIND AND PREPAREDNESS REQUIRED
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who are skilled in their functionai areas on high
level staffs, for example, may not consciously
think about the Warrior Spirit. Although it is
very easy to regain this focus once they return to
“the field”. while they are relearning it they may
“turn off” some of their subordinates. doing
damage over time rather than keeping all officers
and soldiers “up to speed” in understanding the
Warrior Spirit.

c. Soldiers and subordinate officers look to
their more senior officers for the example of what
to do, tor guidance on how 12 do it, and for the
resources adequate to accomplish assigned and
implied tasks. This requires that officers be com-
petent in their profession, as appropriate to their
branch, functional area and grade level. In addi-
tion to branch and functional area knowledge
and skill, each officer must know the tools of the
soldier’s trade—weapons, tactics and doctrine.
By the very nature of the military profession,
every officer is a soldier first. He must under-
stand the Army and how it operates at several
levels of conflict in various theaters of war. He
must understand contemporary threats, how to
accomplish his tasks in those threat environ-
ments and how to protect himself and his soldiers
from the threat while carrying out his missions.
The reality of today’s and tomorrow’s threats to
the Army and the Nation range from terrorism
through low and high intensity conventional con-
flict. to theater and strategic nuclear war. Officers
with the Warrior Spirit understand the threat and
are prepared to counter it. For example. they pro-
tect themselves and their organizations from ter-
rorist attack: they understand the implications of
deep thrust attacks into rear echelons and how to
organize contingency defenses and plans to ad-
dress this threat; and they realize that their pro-
fessional education requires continuing effort to
ensure that they remain current in their profes-
s'on.

d. While every officer needs to be a soldier
first, not every officer needs to have frontline
warfighting as his primary focus. The Army is a
team, and every officer must understand his role
in optimizing the overall team effort. He is an
expert in the duties of his present position and in
other positions appropriate 1¢ his branch, func-
tior.al area and grade level. He provides the lead-
ership needed to keep his part of the Arn y func-
tioning as an efficient part of the Total Army
effort. He understands and can endure the rigors
of combat and approaches his duties confidently.,
willing to accept the challenges they present and
motivated to take those actions recuired to ac-
complish the mission,

¢. The Warrior Spirit is a “'state of mind and
preparedness” that does not develop overnight.

(1) It requires steady and continuing prep-
aration to develop physical and mental tough-
ness.

(2) It requires practice and dedicated ef-
fort to handle stress calmly and courageously.

(3) It requires vision and seli-discipline to
seck to exceed standards.

f. The Warrior Spirit concept applies to com-
bat support and combat service support officers
as well as those in the combat arms; to women as
well as men; and 10 doctors, lawyers, nurses, and
chaplains. In other words, the Warrior Spirit ap-
plies to all officers, in all branches and functional
areas, at all grade levels, and during all assign-
ments worldwide. The Warrior Spirit happens
“between the ears” and in the heart of each offi-
cer. Officers in the Infantry, Armor and Artillery
must have the Warrior Spirit and must be war-
riors as well, leading soldiers in combat. The
Warrior Spirit does not require each officer to be
a full-time warrior, but does require each officer
to have those attributes, qualities, ¥nowledge and
attributes th-ot allow him to be a contributing
leader on the Total Army team and to be a warri-
or when circumstances require him to be one.

3. Definition and Characteristics.

a. Definition. The Warrior Spirit is the state
of mind and preparedness required of each offi-
cer which blends all the physical, mental, moral
and psychological qualities essential for an offi-
cer to successfully lead the Army in its mission of
protecting the Nation.

b. Characteristics. Officers with the Warrior
Spirit are:

(I} Physically and mentally tough.
(2) Self-confident.
(3) Motivated to exceed standards.

(4) Skilled in the fundamentals of weap-
ons, tactics and doctrine.

(5) Calm and courageous under stress.

(6) Eager to accept responsibility for pro-
tecting the Nation.

(7) Action-oriented.
4. Warrior Spirit Aim and Major Thrusts.

a. Aim. The aim of the Warrior Spirit pro-
gram is to develop officers with the Warrior Spir-
it and its characteristics.




b. Major Thrusts. The major thrusts 1o ac-
complish this aim are:

(1) Develop an understanding of the War-
rior Spirit concept at the beginning of cach offi-
cer’s career.

(2) Internalize and reinforce the Warrior
Spirit throughout cach officer's career.

(3) Provide periodic reminders of the Ar-
my mission (protecting the Nation) and how each
officer’s branch and functional area fit into this
mission, using understated. subtle reminders and
reinforcements.

5. RECOMMENDATIONS.

a. The Army trains the Warrior Spirit and
develops it in each officer by:

(1) Developing and implementing a pre-
commissioning Warrior Spirit program.

(2) Reinforcing  the  Warrior Spirit
throughout each officer’s carcer.

b. This is accomplished by providing:
(1) Common blocks of instruction and
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readings during school expericnces and for indi-
vidual development programs.

(2) The means to bwid confidence and
competence in basic tactics. current doctrine and
weapons employment,

(3) Challenging and stressful training ex-
periences (c.g.. Air Assault, Airborne, and Rang-
er) for all officers who volunieer and quality.

(4) Continued emphasis on physical fit-
ness.

(5) Opportunities for annual weapons fir-
mng.

6. CSA REMARKS. Approved in concept.
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Appendix 1 To Annex J

Warrior Spirit: The Need And Characteristics

1. PURPOSE: To develop the rationale for the
Warrior Spirit program and to establish its defi-
nition and enumerate its characteristics.

2. DISCUSSION.

a. Background. Some of our carliest colonial
beginnings grew from a thirst for independence.
Many early immigrants sought religious freedom.
Others sought the profit they believed existed in
the New World. As generations took root and the
colonies expanded, our practice of self-govern-
ment and our desire to rule ourselves flourished.
We formed a confederation to stand up for our
rights and win our independence when our mas-
1ers attempted to continue 1o rule by tyranny.
When we declared our independence, we stated
our right to do so by force:

“But when a long Train of Abuses and Usur-
pations. pursuing invariably the same object,
evinces a Design to reduce them under abso-
lute Despotism, it is their Right, it s therr
Duty, to throw off such Government, and to
provide new Guards for their future Securi-
n:".' (Emphasis added).

We further asserted our right ” . . . 10 levy
War, conclude Peace, contract Alliances, es-
tablish Commerce, and to do all other Acts
and Things which Independent States may of
right do”.? (Emphasis added).

(1) After we earned our independence. we
drew up a constitution that acknowledged the
need to “Provide for the common defence [sic] . .
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(2) Each officer swears allegiance tc the
Constitution in his oath of office.

(3) Thus, the principles established carly
in our national history provide the basis for our
Army today.

b. There is no reason to make an exhaustive
review of U.S. history here:

(1) Every officer knows the salient events
of our history and the Army’s role in maintaining
our freedom from the War of 1812 through the

Civil War, two world wars. and the limited wars
and conflicts of the second half of the 20th centu-
v

Y.

(2) Every officer understands that the na-
ture of our Army has changed from essentially a
militia backing up a small regular Army. through
various phases of conscription. to today’s all-vol-
unteer standing Army:

(3) Every officer realizes that industrial
modernization has greatly increased the mobility
and firepower of our modern Army compared to
any other previous phase of our history:

(4) Every officer realizes that today’s
equipment modernization and doctrinal develop-
ments are essential to carrying out our mission of
protecting our Nation at several levels of conflict.

¢. While every officer needs to know these
essentials, the overriding consideration in each
officer is the understanding of the Army mission
and how each officer himself fits into the total
Army as an aggregation of individuals, groups.
and systems comprising a total team effort. Each
officer today is learning that material and doctri-
nal modernization will continue 1o require intel-
ligent. capable. committed leadership at every
echelon to make the Total Army work at its opti-
mum efficiency. Those officers who have already
learned this lesson are teaching it to others. help-
ing all to understand the need for dedication and
selfless service 1o protect our Nation and its peo-
ple. Officers:

(1) Dedicate themselves to this team ef
fort in their oath of office.

(2) Follow the policies of the national
leadership.

(3) Accept an unlimited liability contract
with the Nation and its people for their services.

(4) Dedicate themselves to the leadership
of the Total Army team.

d. While each ofticer positior requires a pri-
mary day-to-day focus to ensure that his or her
part of the Army 15 running weli and co..trtbuting




to the overall tcam effort. each officer must also
be prepared to do more than this current focus
requires:

(i) More. in terms of providing a greater
level of effort. a greater amount of work. and a
greater breadth of focus:

(2) And more. in 1erms of changing and
expanding the current focus. to incliéde providing
the leadership required to lcad and support
soldiers in combat.

e. Army officers are professionals who accept
the need for special values such as integnty. dis-
cipline. dedication, competence. and compas-
sion. They realize the need to be proactive lead-
ers of soldiers who are also dedicated to our
Nation. its ideals, and its people, but who look to
the officer corps for guidance and competent
leadership. especially leadership under the stress
of combat. Officers who understand their posi-
tion as officers in this light carry this understand-
ing forward into action. These officers begin to
appreciate their duty not only to carry out the
Army mission of protecting the Nation but of the
need to embrace the full ramifications of what
carrying out this mission entails. These ramifica-
tions include the need to be professionals with a
sense of the values inherent in the profession,
and a practical sense of purpose acknowledged in
such ways as physical readiness to perform their
duties during the rigors of combat and the com-
petence to perform the duties of at least their
current position if the Nation were to enter com-
bat. But there is something more that pervades
the profession of arms and overlays itself onto
the duties of all officers.

f. Officers arc commissioned and appointed
to be leaders—Ileaders who know their trade, who
can perform it under stress. and who can teach
others to perform as well. Soldiers and officers
junior to them look for leadership and guidance.
This mantle of leadership is a responsibility that
cach of us accepts. It may weigh heavily at times.
but it is a requiremient of our calling that we
develop the moral and mental fiber needed to
carry it and the stamina to carry it well. While
our lcadership may develop and grow in peace-
time, every officer knows the true measure of his
leadership is not in a pcacetime Army. The
“sound of guns™ provides the ultimate test. and it
is the need to perform our duties to the utmost of
our ability under the stress of leading or support-
ing combat action that overlays itself onto the
dutics of each officer. Understanding and ac-
cepting this requirecment to lead soldiers in time
of war requires that cach officer approach his or
her dutics with a state of mind and preparedness
to provide the leadership the Army requires. This
understanding pervades the officer corps. It 15 a

spirit that 1s understood, felt. and acknowledged.
but intangible and difficult to measure.

g. This spirit that pervades the officer corps
1s called the Warrior Spirit. While not every offi-
cer leads soldiers directly in combat. each officer
realizes that current and future doctrinal devel-
opments. combined with recent events, require
officers to be alert, proactive. action-oriented
leaders who perform their duties professionally
and lead their subordinates intelligently.

h. The Army and the Nation look to the offi-
cer corps for leadership and direction within the
scope of the goals and policies established by our
national leaders. We must provide this leadership
at all levels of conflict, in all areas of the world,
and n all assigned positions. Officers must be
alert to protect themselves and those they lead in
a world in which terrorism is the weapon of
choice for some. We must make ourselves and
our soldiers physically and mentally prepared to
perform under the stress of combat. We must
particularly be alert to the threat of deep thrust
tactics which might find highly trained and dedi-
cated enemy soldiers striking deep into our lines
of communication. our support units and instal-
lations, and our means of command and control -
officers leading soldiers in these areas accept the
double challenge of performing not only their
normal team role of providing the “muscle” be-
hind the mailed “fist™ of our combat units, but
also of picking up the sword themselves for self-
defense while continuing to function in their
team role.

1. This Warrior Spirit that permeates the of-
ficer corps must be the state of mind and state of
preparedness that blends all the physical. mental,
and moral qualities essential for an officer to suc-
cessfully lead and support the Army mission of
protecting the Nation. To require any lesser stan-
dard of all of our officers would not allow the
Total Army team 1o work as efficiently as 1t
should.

j. As we look 10 the future, the need for this
Warrior Spirit wll grow. The recent OPMS
Study Group estimates of ihe effects of current
trends in force structure, futurc missions, and
materiel and doctr:nal development indicate that
the number of coldiers in direct conflict with the
enemy will decrease and the number of soldiers
supporting himn will increase.* All soldiers must
pull together as a 1cam to provide the strongest
combat power punch possible. sustaining it over
time. The leadership to %ecp \he Army focused
on the mission and to inspire the feats of superla-
tive effort required of all. regardless of physical
locat:on on and off the battlefield. requires a con-
tinwing understanding and appreciation of the
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Warrior Spirit among all members of the officer
corps.

k. Characteristics. There is neither the need
nor the opportunity for all officers to be “war-
riors™, that is. leaders of soldiers at the cutting
edge of battle. There is. however. a need to pos-
sess the spirit of dedication to the Army mission
that supports the frontline. The platoon leader,
battalion staff officer. and brigade commander of
a division in contact with the enemy obviously
have The Warrior Spirit if they perform the du-
ties of their respective positions well and to the
utmost of their ability. Moreover. those officers
and soldiers supporting the combat forces must
possess no less a dedication to mission accom-
plishment for the divisions in contact to carry
out their tasks. The need for dedication in those
supervising the repair and replacement of com-
bat equipment is obvious, as is the need for med-
ical, fcod service. pastoral and administrative
suppor: of soldiers and their leaders.

(1) Officers who do not permit obstacles
to block their progress possess The Warrior Spir-
it. The company commander who maneuvers his
platoons under fire. integrates mortar and artil-
lery fires. makes the best use of the terrain. and
employs smoke effectively. all in a coordinated
effort to accomplish his mission, has the Warrior
Spirit.

(2) The maintenance shop officer who su-
pervises the repair of the combat equipment sys-
tems, integrating repair parts with workload
scheduting, repairman time under expert supervi-
sion ersuring the job is done properly the first
time. and fabricating necded parts when standard
ones are not available. has the Warrior Spirit.

{3) The medical doctor serving as division
or corps surgeon, who. before the battle is joined.
thinks through the problems of providing medi-
cal care and evacuation services for all soldiers in
his arca of responsibility and takes appropriate
action to optimize medical care within available
resources has the Warrior Spirit.

(4) The matcrial and systems developers
who dedicate their organizations to the tasks of
thinking through the exigencies of combat before
the campaign begins. thereby providing system
redundancy and robustness in support of soldiers
on the ground. have the Warrior Spirit.

{5) These examples begin 10 characterize
the Warrior Spirit in an acuon-oriented frame-
work. and it must necessarily be so for appropri-
ate thoughts without appropriate actions do not
change the world.

I. Competent, properly motivated officers
are eager to accept the responsibility for working

to accompiish the Army mission—protecting the
Nation. They know the details of their current
jobs as well as the skills required for their branch,
functional area, and professional development
level. This results in not only confidence in them-
sclves. because they are as comfortable as possi-
ble with their own responsibilities: but they are
also able to exude that confidence and inspire it
in others to result in a synergism that makes the
whole greater than the sum of its parts. This con-
fidence . as well as practice and experience. helps
to develop officers who can handle the stress and
tension of important positions during both peace
and war. As indicated in the examples above,
officers with the Warrior Spirit are action-orient-
ed and obtain results. While not as clear. howev-
er. these officers also understand the range of
contemporary threats (e.g.. terrorism and deep
thrust attack forces) that require skill in the fun-
damentals of weapons. tactics and doctrine to
protect themselves and their o:ganizations from
these threats and can plan to counter them ap-
propriately. The physical and mental stress of
leadership requires officers who are physically
and mentally tough. Officers with the Warrior
Spirit seck to exceed established standards—they
view the standard as the minimum acceptable
goal, the minimum qualification that they try to
better rather than the result to be content with.

m. Officers with the Warrior Spirit are:
(1) Physically and mentally tough.
(2) Self-confident.

(3) Motivated to exceed standards.

(4) Skilled in the fundamentals of weap-
ons, tactics and doctrine.

(5) Calm and courageous under stress.

(6) Eager to accept responsibility for pro-
tecting the Nation.

(7) Action-oriented.

1. “The Declaration of Independence™. p.1. The
Declaration of Independence and The Constitu-
tion of The United States of America. House Doc-
ument No. 92-328. US Government Printing Of-
fice. Washington. D.C.. 1972,

2. 1bid.p4.

3. *The Constitution of the United Siates of
America in Preamble™, p. 11. The Declaration of
Independence and The Constitution of The United
States of America. House Document No. 92-328.
U.S. Government Printing Officc. Washington.
D.C. 1972,

4. “OPMS Study Group After Action Report™.
Commander’s Cail. DA Pam 360-883. Scptem-
ber-October 1984, pp. 28-30.
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Appendix 2 To Annex J

Warrior Spirit: Supporting Policies

1. PURPOSE. To provide Warrior Spirit sup-
porting policies and rationale.

2. DISCUSSION.

a. Background. The following policies are de-
signed to maintain a proper mission focus for the
officer corps:

(1) Develop a pre-commissioning Warrior
Spirit program.

{2) Reinforce the Warrior Spirit through-
out cach officer’s career.

b. The pre-commissioning Warrior Spirit
program. The intent of this policy is to introduce
the Warrior Spirit concept carly in each officer’s
professional development. This provides a solid,
common basis for all officers and ensures cach
officer has a clear understanding of the Army
mission and its ramifications for all branches
working together as a team to protect the Nation.

(1) Officers with the Warrior Spirit are
physically and mentally tough. sclf-confident.
motivated to exceed standards. calm and coura-
geous under stress. and action-oriented, among
other characteristics. Officers can learn and de-
velop these attributes if we provide the proper
environment and opportunity for self-motivation
so that cadets and officer candidates understand
the Army mission and embrace it. Solid pre-com-
missioning training provides the basis for contin-
uing positive professional development through-
out his career or term of service. The following
supporting policies develop and enhance these
Warrior Spirit characteristics:

Continue physically challenging/training cx-
periences (e.g.. obstacle courses, confidence
coursces, and leader reaction courses).

Examine the feasibility of allowing airborne
and/or air assault training for all cadets who
voluntcer and qualify for entry (standards
for entry and graduation will remain high).

Examine feasibility of implementing other
challenging and stressful training cxper-
iences (e.g., escape and evasion training.
mountaineering, rappeling,  patrolling,
RECONDO, combatives, and combat
sports} during precommissioning programs.

(2) Officers with the Warrior Spirit are
skilied in the fundamentals of weapons, tactics,
and organizations, eager 10 accept responsibility
for protecting the Nation, motivated to exceed
standards, calm and courageous under stress and
action-oriented. Cadets and officer candidates
can learn these characteristics in appropriate
training environments. Therefore, the Army
must create these environments to ensure appro-
priate education and training prior to commis-
sioning. The following supporting policies do
this:

Develop and implement a common block of
instruction for all pre-commissioning pro-
grams which defines and emphasizes the
Warrior Spirit concept (Policy J-80D).

e Ensure cadre training includes instruction
on Warrior Spirit.

® Select readings which reflect the Warrior
Spirit and ensure that they are part of profes-
sional development readings.

¢ Instruction will reference readings.

¢ Ensure current service school POI includes
readings and instruction on the “threat.”

e Examine feasibility of implementing famil-
iarization firing program with foreign small
arms (e.g.. British Czech, Soviet. and
CHICOM) during all pre-commissioning
programs.

e Train/continue to train cach cadet/candi-
date in the fundamentals of tactics. camou-
flage, and the employment of individual and
crew-served weapons for the express purpose
of gaining confidence in their use and em-
ployment.
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e Train/continue to train each cadet/candi-
date to qualify with a rifle or pistol (prefera-
bly both) at least once prior to commission-
ing.

— Review ROTC POI (including Basic and
Advanced Summer Camps) to ensure that
training reinforces Warrior Spirit character-
istics (Policy JROE).

e Intent is to review steps of policy J80-D
after changes have been in place for about
one year to ensurs the system fits together
well.

— Rceview USMA and OCS POls to ensure
that training rcinforces Warrior Spirit char-
acteristics {Policy J8OF).

e Intent is to review steps of policy J80-D
after changes have been in place for about
one year to ensurc the svstem fits together
well.

¢. Reinforce The Warrior Spirit During Each
Officer’s Career. It is not enough to introduce the
Warrior Spirit prior 1o commissioning and ex-
pect it to continue through an officer’s career.
Warrior Spirit characteristics, appropriately rein-
forced. are essential to each officer regardless of
his branch, functional area, or professional devel-
opment level.

() Officers with the Warrior Spirit are
physically and mentally tough, self-confident.
motivated to exceed standards, calm and coura-
geous under stress and action-oriented. The Ar-
my begins developing these attributes by tough
training experiences during pre-commissioning
programs. It is appropriate 1o enhance the Warri-
or Spirit characteristics with formal school. unit
and organization programs for all officers. The
following supporting policies provide these for-
mal programs;

Continue semi-annual physical fitness test-
ing (Policy J81A).

Examine the feasibility of permitting all of-
ficers who volunteeer and qualify for Air-
borne, Air Assault. and/or Ranger to attend
(Policy J§1B).

e Course standards for entry and graduation
will remain high.

Examine the feasibility of implementing
challenging and stressful training exper-
iences (e.g.. obstacle courses, confidence
courses. leader reaction courses, escape and
evasion training. mountaincering training.
rappeling. combatives. combat sports, pa-
trolling. and RECONDO) during the resi-

dent portions of each school experience
(OBC., OAC, CGSOC, SSC) (Policy J81C).

(2) It is important to remind officers of
what the Warrior Spirit is, the latest information
on the threat, and emerging concepts in force
modernization, doctrine. weapons employment,
and wargaming. Such training and refreshers sup-
port the Warrior Spirit characteristics of skill in
the fundamentals of weapons, tactics. and doc-
trine, build self-confidence, and help promote an
action-oriented attitude.

(3) Keeping up to date in the military
profession should be an intellectually enjoyable,
as well as a physically challenging program.
Learning via wargaming and simulations in
schools, units and organizations with individual
and team play during duty time is an excellent
way to promote continuous professional develop-
ment. Discussion seminars on aspects of the
threat (especially as appropriate for each officer’s
time and place in the Army), the art and science
of war, possible wartime contingency missions
and the ethics required of “warriors™ all enhance
the Warrior Spirit in a positive way. The follow-
ing supporting policies focus on the intended re-
minders and training:

Ensure the professional development read-
ing program (e.g.. MQS) contains readings
on the Warrior Spirit and the “threat™ (Poli-
cy J81ID).

® Readings should be appropriate for combat
arms, combat support and combat service
support.

¢ Give each officer the books and reading for
his professional development level.

Develop and implement blocks of instruc-
tion and readings on the Warrior Spirit in all
schools (OBC, OAC. CGSOC, SSC) (Policy
J81E).

e Incorporate readings and instruction on
the “threat.”

¢ Examine the feasibility of implementing
familiarization firing with foreign small
arms (e.g.. British. Czech. Soviet, and
CHICOM) at all service schools (OBC
through SSC).

oo |f resource constraints preclude this,
consider selective implementation (e.g.. all
infantry officers during OBC, then OAC).

Ensure that seminars and lectures highlight-
ing Warrior Spirit are included in school and
unit/organizational professional develop-
ment programs (cover the ways Warrior
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Spirit is applicable to the officers of each
particular branch and organization at their
particular place and time in the Army) (Poli-
cy J81G).

e Ensure service school instructor training
programs include instruction on Warrior
Spirit.

e Begin Warrior Spirit lectures and seminars
in all service schools.

o Prepare Warrior Spirit discussion leader
packages suitable for export Army-wide for
all type units to facilitate these discussions.

® Begin Warrior Spirit seminars in all unit/
organizational professional development
programs worldwide.

J81G: Build and reinforce individual confi-
dence and competerce during each school
experience through study and practical exer-
cises involving basic tactics. current doc-
trine, and weapons emplovment.

® Develop a series of “how to” books to
teach/refresh the basics of weapons. tactics,
doctrine, and organizations.

e Develop wargames for individual and/or
group use.

®¢ For use in schools and/or units/organi-
zations.

o To reinforce principles of doctrine. en-
courage experimentation and innovation,
and build individual and team skills.

(4) If we believe current and projected
threat estimates concerning, for example, terror-
ism and deep thrust attacks into rzar echelons, it
is important to recognize that individual

marksmanship skill is fundamental to our profes-
sion. As leaders, officers must set the example for
their subordinates to follow and must know the
basic skills he expects of his soldiers so he can
properly supervise and teach. Therefore. it is es-
sential for officers to maintain current weapons
qualification.

Examine feasibility of implementing annual
weapons qualification firing (with at least a
rifle or pistol. preferably both) for all of-
ficers.

¢ Examine and implement in phased man-
ner:

®e Phase 1: Provide the resources to do
the firing now required by regulation.

ee Phase 2: Add officers during the resi-
dent portions of all school experiences
(OBC., OAC. CGSOC. SSC)

o Phase 3: Add all officers in all forward
deployed organizations.

e® Phase 4: Add all officers in CONUS
organizations.

Consider adding Reserve Component (RC) of-
ficers in troop program units (TPUs) for familiar-
ization firing.

RC officers in Individual Ready Reserve (IRR)
will conduct weapons qualification or familiari-
zation when mobilized or within one year after
assigned to a TPU.

ee¢ Phase 5: Add all officers worldwide in
all organizations not vet included in the
program.

3. CSA REMARKS. Approved in concept.
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Appendix 3 To Annex J

Warrior Spirit: Concerns With The Concept And The Policies

1. PURPOSE. To address concerns with the
Warrior Spirit concept and the supporting poli-
cics.

2. DISCUSSION. The following issues con-
cerning the Warrior Spirit concept and support-
ing policies arose during PDOS discussions.
briefings and staffing of cmerging study results.
They are consolidated here as a ready reference
source for the intent behind the Warrior Spirit
concept and as an aid to understanding the ratio-
nalc behind the recommended policies.

a. Definitions. Why use the word “warrior™
Why not “soldier™?

(1) Soldier: A man or woman serving in
an army: member of an army: an cnlisted man or
woman: a person of military experience or mili-
tary skill: a person who works for a specified
cause: a skilled warrior: a militant lcader. foliow-
er. or worker.

(2) Warrior: A person engaged or exper-
ienced in war. warfare. or batile: a fighting man:
soldier. serviceman. militars man: brave fighting
man. legionars. man-at-arms. rifleman: warri-
oress. Amazon.

b. Alternatives.

(1) Alternative 1. Use the word “soldier™
in licu of “warrior.”

e Advantages:

—Less threatening across entire officer
corps than “warrior™.

—Immediate conteat of military service
as part of an Army (implies teamwork).

—Direct reference to military skills and
experience.

® Disadvantages:

—Definition specifies enlisted man or

woman and cxcludes commissioned and warrant
officers. although contemporann normal usage

encompasses commissioned and warrant officers
as well as enlisted personnel.

—Only indirect reference to wartime/
warfighting skills and/or experience.

—No direct connotation of tenacity and
audacity in battle (either in definition or in nor-
mal usage).

—Normal usage infers plodding work
rather than innovation.

v

(2) Alternative 2. Use the word “warrior.”

¢ Advantages:

—Immediate and direct connotation of
an indivudal skilled and/or experienced in war-
fare/warfighting/battle.

—Directly includes service as part of an
Army (implies teamwork).

—Specifically includes idea of women
as fighters (but does not require womean to be
included as fighters).

—Context/normal  usage gives direct
connotation of tenacity and audacity in battle.

—Doces not specifically exclude com-
missioned and warrrant officers.

¢ Disadvantages:

—Less immediate acceptability to the
officer corps than “soldier™.

—May never be acceptable 15 part of
the officer comps.

—sjome middic to senior grads officers
(LTC through MG) unconfortable with this
term. possitly because they “eel it w<cludes them.

—Many contexts imply skilled individ-
uval combatant rather than skilled memter of a
well-orgamized and cfficient team.

(3) Ccnsideration of Alternatives.
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e Both “soldier™ and “warrior™ refer to
an individual.

® “Warrior™ 1s the stronger word and
includes (either directly or by imphcation and
normal usage) the 1deas of:

—Skill and/or eaperience in warfare/
warfighting/ battle.

~Tenacity and audacity in battle.
—Tecamwork. as part of an Army.

e “Warrior™ requires clear articulation
to reach a general level of understanding and ac-
ceptability among middle to senior grade of-
ficers.

e ~Soldier™ 1s the more readily accept-
able word and includes:

~—Durect reference to military (but not
warfighting/wartime) skills and experience.

—"Soldier™ lacks the connotation of au-
dacity. tenacity. and innovation.

e “Warrtor™ is the right word in its
broadest context. 1t is what we (the members of
the officer corps) are.

* Some middle and senior grade officers
(LTC through MQG) feel threatened by the word
“warrior.” perhaps because they:

—Have lost sight of the Army mission
{protecting the Nation).

—Don’t completely unc erstand the Ar-
my mission.

-—Are afraid of what the Army mission
requires of them (e.g.. “unlimited hability con-
tract”™ for thetr services with the Nation).

® The Warrior Spirit concept does not
engender the same negative reaction as the word
“warrior” itsclf.

—Warrior Spint refers to a “state of
mind and preparedness” rather than a state of
being and therefore is less threatening to the offi-
cer corps as a wholc.

c. Discussion of alternatives:

(1) Is the “Warrior Spirit™ a turn-off for
the officer corps?

{a) The concept of Warrior Spirit does not
engendcr the same ncgative reaction as the word
“warrior” itself. Warrior Spirit differs from war-
rior in that it is a “state of mind and prepared-
ness” rather than a state of being and therefore is
less threatening to the officer corps as a whole.

(b} If we reject Warrior Spirit in favor of
Soldier Spirit. we are not using a strong enough
phrase and are excluding such current contexts as
skills and knowledge required of ali officers be-
cause no area of the world or battle field i ex-
cluaded from the violence of terrorism (in peace-
ume as well as wartime) or decp thrust aitacks
(during war).

(2) Does the Warrior Spirit apply to wo-
men? Does it apply that the special branches
{Chaplain Corps. Judge Advocate General Corps,
Medical Corps. Medical Service Corps, Nurse
Corps. and cther medical branches)?

{(a) The Warrior Spirit applizs to all of-
ficers regardless of gender or branch (whether the
branch is *OPMD™ or “special™).

(b) The Warrior Spirit is a “state of mind
and preparedness™ rather than a state of being. It
requires certain minimum common skills and
knowledge so that officers can perform the duties
of their branch or functional area as well as possi-
ble as a true tcam member and can provide the
leadership for the enlisted soldiers and other of-
ficers under their charge.

{c) We do not intend to lay unaccepiable
burdens on any officer o~ soldier. however. For
example. some officers sincerely believe it is
wrong to carry and/or usc a weapon (rifle or pis-
tol) even for self defense or for defense of those
around them. We do not intend to force these
officers (or enlisted soldiers) to carry and/or use
individual weapons and/or crew-served weapons.
We must recognize the dignity and sincerity of
those who make such courageous and open deci-
sions (c.g.. chaplains and medical personnel) and
remain flexible in the cxecution of the policies we
advocate to give appropriate recognition 1o indi-
vidual concerns as well as 10 the needs of the
Army and the mission assigned to various Army
organizations worldwide.

d. Decision. Accept Alternative 2—use the
word “warrior.” especially in the sense of Warri-
or Spirit.

¢. Why do vou advocate “Challenging and
stressful training experiences {(¢.g.. Air Assault,
Airborne. Ranger)™

(1) The specific policies are as follows:

Examine the feasibility of allowing Air-
borne and/or Air Assault training for all
cadets who voluntcer and qualify for en-
ry.

—Standards for entry and graduation
will remain high.
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Examine the feasibility of permitting all
officers who volunteer and qualify for
Airborne. Air Assauit, and/or Ranger to
attend.

—Course standards for entry and gradu-
ation will remain high.
(2) The rationale for these policics is that
they:
(a) Extend ofiicers beyond normal stress
found in training.

(b) Assist officers in understanding that
they arc capable of doing more than they may
have thought possible.

(c) Provide the opportuniiy to carn a
“success™ under recognized conditions of duress.

(d) Develop the pridc and self-confidence
that accompanies the wear of a special tab or
badge that not ali soldicrs are privileged to wear.

f. What is the current status of Ranger., Air-
borne. and Air Assault courses?

(1) The total cost and affect of these
courses on the officer corps and the Army are
under review by the ARSTAF (Dcc 84).

(2) Ranger.

(a) Course expansion from 2100 ATR 10
3000 ATR by FY 87 approved by DA (Ncv 84).

(b) Number of rangers to produce is un-
clear ARSTAF is working this issue.

Requirements include light infantry di-
visions (LIDs). Ranger unit expansior.
and long-range surveillance units.

{c) Other issues currently uander review by
the ARSTAF:

—Course length (7. 8. or 9 wecks).
—Desert phase.

—How to incorporaie (add | week or
take out of current course).

—Where to conduct (Ft Bliss or
Dugway).
—Improve the instrucior-to-student ra-
tio (from L:15 10 1:9).

—Improve the Officer-10-NCO in-
structor ratio (from l:13 to 1:6).

(d) All officers who volunteer as ILT-CPT
attend.

—Current MILPERCEN priority is to
cnlisted Rangers and LID.

(¢) In Dec 1984. HQDA approved adding
130 military and 20 civilian spaces to the Ranger
Dept in FY 86.

(3) Airborne.

(a) Currently enough course spaces to
send all officers who volunteer.

Heavy summer training load may pre-
clude some officers who are not going to an air-
borne assignment from attending.

(b) Basic Airborne training conducted ai
Ft Benning.

(c) Because of summer training load.
ROTC cadets taking basic Airborne training take
it at Ft Bragg in conjunction with ROTC Ad-
vanced Camp.

{4) Air Assault.

{a) Courses available at Ft Campbell. KY.
and Schofield Barracks. HI.

Conducted as mission-oriented schools
for soldiers assigned to 10Ist Div and 25th Div.
respectively.

(b) TRADOC has proponency for POL.

(c) Training allocations are not centrally
managed at DA level.

g. We live in a real world of limited re-
sources. Supposc we make the realistic assump-
tion that resources are not available to train ail
officers in Ranger. Airborne, and Air Assauit
schools. How does this assumption affect zour
policy?

(1) Resource constraints are undersiood.

(2) Training an officer carly in his caresr
pavs dividends to both the officer and the Army
throughout his service.

(3) We do not intend to send all officers to
all courses or even all officers 10 any one of these
COurscs.

(a) Ranger. Airbome. and Air Assault
training should remain voluntary.

{b) Making it mandatory for any group
detracts from valuc gained from the course and
takes course spaces away from volunteers.

(4) Standards for entry and graduation
remain high.

(5) According to MILPERCEN. few of-
ficers who volunteer for these training courses as
ILT-CFT are turncd down.
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(6) Ranger course expansion from 2100
ATR 10 3000 ATR approved by DA (Nov 84).

{a} Intended to Hil LID. Ranger battalion.
and similar needs.

(b} ‘Today. up to 300 Ranger training
spaces per vear are unfilled because of “no-
shows.™

{7) First priority for Ranger quotas should
go to Infantry officers regardless of follow-on as-
signment. However. intent is to allow officers of
all branches. including CS and CSS. to volunteer
and have as many as possible atiend and gradu-
ate from at least ore of these courses.

g. Why do we have to use the Army School
System to provide challenging and stressful train-
ing? Doesn’t the Army train hard in units?

(1) The benefits of hard. stressful training
in units arc recognized. Combat sports. orientser-
ing mects. NTC. REFORGER. EDRE. and
ARTEDP all build cohesion and leader confidence
(Sce policies J80C and J8IC).

(2) Officers need to lecarn what they can
do. how far they can push themselves and others
if needed.

{3) Officers need to Iearn skills and leader-
ship in a setting that is not threatening to their
positions ir their units. Officers arc human and
make mistakes. but the fewer made “in front of
the troops™ the better troops do not need to be
gyrated or experimented with unnecessarily.

(4) Officers need periodic reminders of
therr role as leaders of an Army dedicated to
protecting the Nation.

{a) Update their skills.

(b) Check their own reactions under stress
periodically.

h. Why do vou advocate annual weapons
qualification for all officers? Isn’t that unrealis-
tic in view of himited resources?

(1) The specific policy is as follows:

Examine feasibility of implementing an-
nual weapons qualification firing (with
at least a riflc or pistol. preferably both)
for all officers. Examince and implement
:n phascd manner:

—Phase 1: Provide the resources to do
the firing now required by regulation.

—Phasc 2: Add officers during the resi-
dent portions of all schoo!l eaperiences
(OBC. OAC. CGSOC. SSO).

—Phase 3: Add al officers in all for-
ward deploved organizations.

—Phase 4 Add all officers in CONUS
organizations.

—Consider adding Reserve Compo-
neni (RC) officers in troop program
units {TPUs) for familiarization fir-
ing.

—RC officers in Individual Ready
Rescrve (IRR) will conduct weapons
qualification or familiarization when
mobilized or within one vear after as-
signed tca TPLJ.

—Phase 3: Add all officers woridwide
in all organizations not vet included in
the program.

(a) Build confidence in the use. employ-
ment. and maintenance of smalil arms.

(b) “Threat™ requires improved confi-
dence with weapons.

—Terrorism,

—Low intensity conflicts with “no front
lines.”

—Deep thrust™ forces artacking rear
echelons.

(c) As lcaders. officers must set the exam-
ple for their subordinates.

—Similar to physical fitness and weight
control.

—Do as I say and as I do—Follow me!

(d) Phascd approach over scveral vears
allows logical implementation (FY 87-93).

{c¢) Initial phascs provide greatest pavoft.
1f resource constraints preclude full implementa-
tion. we should still institute as many phascs as
possible and increase our capabilitics over what
they arc today.

i. Weapons. ammunition and time may not
be available for all students to familiarize with
forcign small arms.

(1) The specific policics arc as follows:

Examince feasibility of implementing fa-
miliarization firing program with for-
cign small arms (c.g.. British. Czech. So-
viet. and CHICOM) during all
precommissicning programs.

Examine the feasibility of implementing
familiarization firing with forcign small
arms (c.g.. British. Czech. Soviet. and
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CHICOM) at all service schools (OBC
through SSC). If resource constraints
preclude this. consider selective imple-
mentation (e.g.. all infantry officers dur-
ing OBC. then OAC).

(2) Rationale.

(a) Special constraints of this particular
policy are recognized.

(b) This is a goal. To the degrec that avail-
ability of wecapons or time preclude this. then
only implement for sclected officers (c.g.. all in-
fantry officers during OBC. then OAC).

J. The Warrior Spirit is altve and well. espe-
cially at 0-3 and below. These initiatives
strengthen 1t, But the buzz word “Warrior Spirit”™
could embarrass us. Cnitics could use a Warrior
Spirit program as proof of Army recognition that
we lack this quality. when in fact it has never
been stronger. Recommend deleting the term
“Warrior Spirit™ but keeping the warfighting ori-
cniation.

(1) Agrce the Warrior Spirit lives among
comypany grade officers.

(2) However. some middle and senior
grade cfficers (LTC through MG) take issuc with
the use of the term “warrier™ and feel threatened
by it. perhaps beczuse they:

(a) Have lost sight of the Army mission
{protccting the Nation).

(b} Don’t complctchy undersiand the Ar-
my mission.

(c) Arc afraid of what the Army mission
requires of them (c.g.. “unlimited hiability con-
tract™ for thieir services with the Nation).

(3) Warrnor Spinit refsis to a “state of
mina and preparcdness™ rather than a state of
being and thercfore s less threatening to the offt
cer corps as a2 whole thaa the use of the term
“warrior” by itsclf.

{4} The Warrior Spirit program is ticd to
the Common Core of knowlcdge. skills and
attributes capected of an officer at cach profes-
sional development lev. .,

(3) The Warrior Spint program provides
subtle. understated. but cffective reminders to
the officer corps of cach officer’s commitment 10
leadership for the Army 1t i3 no! a whole new
program to answer critics but rather an adjust-
ment of what the Army is aircady doing. building
on what we're doing well. and providing fiaes
where required.

k. PD materials are available without 2 mas-
sive publication/distribution cffort. The specific
policy is:

Ensurc the professional development
rcading program (e.g.. MQS) contains
readings on the Warrior Spirit and the
threat.

—Reading should be appropriate for
combat arms. combat support. and com-
bat scrvice support.

—Give each officer the books and read-
ings for his professional development
level.

(1) The policy in question is coordinated
with the Self-Development system wide issue and
is part of the overall professional development
program.

{2) This is not a duplication of programs
now in effect or recommended elsewhere but
rather is an acknowledgement of the program.

(3) PD matcerials wili be provided during
service school eaperiences (OBC. OAC. CAS3.
CGSOC. SSC) and at other times as needed.

(4) Effort will be to do away with all the
other publications or articles in them. to focus
attention on ihree basic documents: PD
rcadmap. PD periodical. and PD notebook.

. The Army already has an excolient family
of HOW TO FIGHT manuals. Why does PDOS
rccommend a “scries of "how to” books?™ The
specific policy is:

Build and reinforce individual confi-
dence and compeicnce during cach
school cxperience through study and
practical exercises involving basic tac-
tics. curren? doctrine. and weapoiis cm-
plovment.

—Develep a scries of “how to™ books to
teach/refresh the basics of weapons. tac-
tics. doctrine. and organizations.

—Develop wargames for individiual
and/or group usc:

—For usc in schools/or units/organi-
zauons.

—To reinforce principles of doctrine.
cncourage cxperimentation and inno-
vation. and build individual and tcam
skills.

(1) This policy docs not address HOW 7O
FIGHT manuals.
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(2) The “how to” books are envisivued as
short (perhaps pocket-sized) summuries giving
the fundamentais of single, narrowly defined sub-
jecis, such as;

(a) MI16AI rifle-e.g., nomenclature, safety
procedures, loading unloading, clearing, operator
maintenance, immediate action for misfires, how
to inspect, setting battlesight zero, firing posi-
tions, qualification firing on a range, use in live
fire exercises/combat, and range cards.

(b) Infantry platoon-organization under
various TOEs (light, mechanized, airborne, air
assault, Ranger), organic weapons, organic com-
munications, transportation available, and mis-
sions typically asigned at various levels of con-
flict (low, mid, and high intensity; offense,
defense; front line, reserves, rear area protec-
tion).

(¢) Direct Support-(DS) maintenance
company organization under various TOEs (non-
divisional; light, mechanized, armored, airborne,
air assualt divisions), organic weapons, organic
communications, transportation, available capa-
bilities, missions typically assigned at various
levels of conflict (low, mid, high intensity), typi-
cal location on the battlefield (offense, defense)
and typical contigency missions (rear area protec-
tion, counterattack, local security).

(3) The intent is to provide succinct sum-
maries of specific topics in a readable, factual
form for review during lulls in ficld exercises,
during professional reading periods, riding to
work on the bus, or enroute to a school or new
assignment,

m. Why use the term “Warrior Spirit”-why
not replace it with “combative”, “warfighting”,
“warfighting orientation”, or “military history
and warfighting” in discussing Warrior Spirit
policies?

(1) The use of the term “Warrior Spirit” is
appropriate.

(2) Every officer needs the Warrrior Spirit
even though not every officer is a full-time warri-
or. Warrior Spirit refers to a “state of mind and
preparedness™ rather than a state of being.

(3) The Warrior Spirit program is tied to
the Common Core of knowledge, skills, and
attributes expected of an officer at each profes-
sional development level.

(a) It provides subtle, understated, but
effective reminders to the officer corps of each
officer’s commitment to leadership for the Army.

(b) It builds on what we are already doing
well and provides fixes where required.
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Appendix 4 To Annex J

Glossary

ATR—Annual Training Requirement
IRR—Individual Ready Reserve

PDOS—Professional Development of Officers
Study

RC—Reserve Components (i.e.. US Army Re-
serve and National Guard)

Soldier—A man or woman serving in ar Army;
member of an Army; an enlisted man or woman;
a person of military experience or military skill; a
person who works for a specified cause; a skilled
warrior; a militant leader, follower. or worker.

TPU—Troop Program Unit

Warrior—A person engaged or cxperienced in
war, warfare, or battle; a fighting man; soldier.
serviceman, military man; brave fighting man,
legionary, man-at-arms, rifleman; warrioress.
Amazon.

Warrior Spirit—The state of mind and prepared-
ness required of each officer which blends all the
physical, mental, moral. and psychological quali-
ties essential for an officer to successfully lead the
Army in its mission of protecting the Nation.

Warrior Spirit Characteristics—Officers with the
Warrior Spirit are:

¢ Physically and mentally tough
o Self-confident
® Motivated to exceed standards

o Skilled in the fundamentals of weapons, tac-
tics, and doctrine

¢ Calm and coviageous under stress

¢ Eager to accept responsibility for protecting
the Nation

® Action-oriented
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Annex K

Be-Know-Do Concept

1. PURPOSE. To define and discuss the de-
sired attributes for each officer at the end of each
development period in terms of what each officer
must BE, what he must KNOW, and what he
must be able to DO.

2. DISCUSSION.

a. Background. FM 22-100, Military Leader-
ship (October 1983), develops a philosophy of
leadership and describes that philosophy in terms
of the attributes desired of Army officers. These
attributes build a model of an ideal officer in
terms of what he must BE (his personal attrib-
utes), what he must KNOW (his perspective of
the military profession) and what he must be able
to DO (the proficiencies he exhibits).

(1) PDOS used this general philosophy of
leadership and expanded on it to define the de-
sired attributes for each officer at the end of each
professional development period. PDOS used the
BE-KNOW.DO framework because it not only
provides an excellent analytical basis for specify-
ing officer attributes, but facilitates following
their growth through the various levels of the
system as officers progress in maturity, knowl-
edge and experience. These attributes serve as
guides for individual officers, as well as their
leaders, commanders and the Army school sys-
tem in their roles in developing and improving
officers as leaders.

(2) The PDOS desired system acknowl-
edges that as officers advance in rank and respon-
sibility, the tasks they are assigned at each level
are more complex in nature and require a differ-
ent frame of reference or operational perspective.
The expanded frame of reference for each offi-
cer’s next series of possible assignments in each
of the seven development periods is achieved
with formal schooling.

(3) The officer BE-KNOW-DO attributes
help to define the required frame-of-reference
shift at each transition point and outline an offi-
cer’s development through his career by building

on the qualities, knowledge and proficiencies
during each development period. This model rep-
resents a set of attributes to serve the officer
corps as proper goals for eaci officer to strive to
attain. Recording and publicizing these attributes
assists the Army in striving for the ideal.

{4) The specific BEEKNOW-DO attributes
for officers during each professional develop-
ment period are discussed briefly in Volume 1
(Chapter V) and are listed in the spread sheets at
Volume 1 (Annex A).

b. Leader Attributes. Competent leaders ac-
complish their missions and are concerned with
the well-being of their soldiers. The leadership
framework in Figure 7-1, adapted from FM 22-
100, summarizes the general attributes for com-
petent leaders in terms of what he must BE,
KNOW, and DO.

(1) What a leader must BE. Beliefs, values
and ethics are the foundations of leader compe-
tence. They guide leaders as they lead. The BE
attributes enumerated by PDOS include officer
commitment to the high ideals and values of the
officer corps in serving the Nation. They also
describe attributes that are sometimes taken for
granted, such as physical fitness, mental prepara-
tion for war and plain old coramon sense judge-
ment. It is important to acknowledge these quali-
ties to provide guidance to individual officers
and to indicate possible fruitful projects for lead-
ership research organizations in the future,

(2) What a leader must KNOW. Leaders
must understand the four factors of leadership
and their affect on each other, as well as know
himself his unit, his job and human nature. The
KNOW attributes enumerated by PDOS describe
the depth and the breadth of the knowledge and
perspective an officer must possess by the end of
each development period. This knowledge is ex-
tensive. It develops over the several years an offi-
cer spends in each development period, begin-
ning with the expansion of his frame of reference
in a service school and continuing through his

O P mmy] e

A




3 *
¢ st v ——— - — - i < - .
- R A 3 e e n + o B . [ s . N

I R vt W e e e s e D T RS el LTI T a ¥ vy e R R T T T T ST T

i ¢ e oz

assignment experience, coaching from his leaders
and his own self-development efforts. The
bread:h and depth of knowledge required of of-
ficers are an acknowledgement of the growing
complexity of the Army as it continues to vperate
in a complex, high-technology world. Army of-
ficers must be experts in their branches and func-
tional areas to provide the informed leadership
the Army needs to operate successfully in this
environment.

(3) What a leader must DO. The leader-
ship action skills are directing, implementing and
motivating. The DO attributes enumecrated by
PDOS describe the action proficiencies officers
must exhibit as leaders. Even though the knowl-
edge expected of an officer is extensive if he is to
perform well in his branch and/or functional
area, an officer is a leader and leaders take ac-
tion. As experts in their branches and/or func-
tional areas, officers make decisions, provide gui-
dance, develop individuals into teams, integrate
the work of others and take responsibility for the
performance of their part of the Army.

(4) FM 22-100, Military Leadership, sum-
marizes its discussion of the BEEKNOW-DO con-
cept as follows:

“Taken together, the definition, the factors,
and the required be, know, and do leadership
attributes provide a philosophy or concept of
professional leadership that will help you de-
velop yourself, your subordinates and your
unit. It will also help you address the chal-
lenges that every leader faces.”

“The leadership principles were developed
by soldiers many years ago to train and de-
velop their subordinates. Those principles
have withstood the test of time and the fore-
most test—the battlefield. These principles
are guideposts.”

3. RECOMMENDATION. PDOS recom-
mends that the Army accept and act upon the
leader attributes enumerated and discussed in
Appendix 1.

4. CSA REMARKS. The Chief of Staff ap-
proved in concept.

Appendices

1 - Discussion of Attributes and Growth
2 - Glossary
3 - Bibliography
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Appendix 1 To Annex K

Discussion of Attributes and Growth

1. PURPOSE. To discuss the BE-EKNOW-DO
attributes for each professional development pe-
riod and to show their growth through th= Officer
Professional Development System.

2. DISCUSSION.

a. Background. PDOS developed the desired
Officer Professional Development System in part
by using the BE-KNOW-DO attributes. These
attributes describe the officer at the end of a par-
ticular development period in terms of his person
(what he must BE), his perspective (what he must
KNOW), and his proficiencies (what he must
DO). PDOS used the BE-EKNOW-DO framework
because it provides an excellent analytical basis
for specifying officer attributes and follows their
growth through the various levels of the system
as officers progress in maturity, knowledge and
experience. These attributes also help to define
the required frame-of-reference shift at each tran-
sition point and outline an officer’s development
through his career by building on these qualities,
knowledge and proficiencies during each devel-
opment period. PDOS developed this set of
attributes to serve the officer corps as proper
goals for each officer to strive to attain. Record-
ing and publicizing these attributes assists the
Army in striving for the ideal.

b. What a leader must BE. Beliefs, values
and ethics are the foundations of leader compe-
tence. They guide leaders as they lead. The BE
attributes enumerated by PDOS include officer
commitment to the high ideals and values of the
officer corps in serving the Nation. They also
describe attributes that are sometimes taken for
granted, such as physical fitness, mental prepara-
tion for war and plain old commos sense judg-
ment. It is important to acknowiedge these quali-
ties to provide guidance to individual officers
and to indicate possible fruitful projects for lead-
ership research organizations in the future. Tab
A summarizes the BE attributes in general terms.

() Commitment to the professional Army
ethic begins during pre-commissioning and grows

throughout each officer’s professional develop-
ment. The commitment begins with an officer
understanding and accepting officer professional
values and his role in carrying forward the Army
mission of protecting the Nation. The commit-
ment expands as officers exhibit appropriate be-
havior and seck substantive excellence rather
than a superficial veneer on top of hollow capa-
bilities. Substance will shine through to the sur-
face. The commitment develops into internalized
behavior and an ever-cxpanding understanding
and appreciation of the Army mission and its
interrelationship with other branches and func-
tional areas. other services. and other nations.
The specific attributes that indicate this commit-
ment and its growth through each development
period are at Tab B.

(2) The development of the professional
officer characteristics begins early in an officer’s
professional  development and  continues
throughout his career. Officers learn these attrib-
utes through experience. They learn to handie
stress well and 1o model this capability for their
subordinates. They enter the Army physically fit
and dedicated to a philosophy of total health and
fitness, and they sustain this outlook throughout
their careers. They develop tenacity of purpose.
focusing on assigned and implied tasks. More-
over, because they understand their command-
er’s intent. they are able to retain a flexible out-
look and are courageous enough to modify their
actions and orders as required by the situation.
As they grow in rank and responsibility, they de-
velop and retain the capability to exercise practi-
cal judgment and common sense. These attrib-
utes develop earlier in some officers than in
others, but all officers need to possess them early
in their professional development and retain
them throughout their service. The specific
attributes that indicate these traits across the
seven development periods are at Tab C.

¢. What a leader must KNOW., A leader
must understand the four factors of leadership
and their affect on cach other, as well as know
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himself, his unit, his job and human nature. The
KNOW attribuies enumerated by PDOS describe
the depth and the breadth of the knowledge and
perspective an officer must possess by the end of
cach devclopment period. This knowledge is ex-
tensive. It develops over the several years an offi-
cer spends in each development period, begin-
ning with the expansion of his frame of reference
in a service school and continuing through his
assignment experience. coaching from his leaders
and his own sclf-development efforts. The
breadth and depth of knowledge required of of-
ficers are an acknowledgement of the growing
complexity of the Army as it continues to operate
in a complex. high-technology world. Army of-
ficers must be experts in their branches and func-
tional areas to provide the informed leadership
the Army needs to operate successfully in this
environment. Tab D summarizes the KNOW
attributes in general terms.

(1) Officers learn leadership doctrine early
in their carcers and practice it throughout their
service because every officer is a leader as well as
an expert in his job (sce paragraph c (4), below.
for “KNOW his job™ attributes). Subordinates
look to their officers for lcadership, guidance, di-
rection and help. Leadership is central to the
practice of officership. Officers lead by example,
and that example must demonstrate sincere emu-
lation of professional values and care for subordi-
nates. The understanding of professional values
becomes an integral part of all officers early in
their development. That understanding matures
by the colonel level in an understanding of how
various value systems develop. Care for subordi-
nates requires the knowledge to help them with
their genuine concerns, therefore demanding fa-
miliarity with both the Officer and Enlisted Per-
sonnel Management Systems (OPMS/EPMS) and
both the Officer and Enlisted Professional Devel-
opment Systems (OPDS/EPDS). The specific
attributes that address this development across
the seven development periods are at Tab E.

(2) Lecaders understand themsclves. They
know their own strengths and weaknesses and
understand the professional development system
well enough 10 use the tools provided by the Ar-
my to assess and improve their professional qual-
ifications. The self-development and individual
assessment programs arc discussed in Volume 3,
Annecxes H. These annexes provide additional
details on the professional development (PD)
roadmap and asscssment program as they relate
to individual sclf-development responsibilities.
The specific attributes that address this develop-
ment across the seven development periods are
at Tab F.

(3) Officers are leaders who work with
and through people. It is essential for officers to
understand human nature. human needs and
emotions and the impact of actions (or lack of
actions) on subordinates and those in other orga-
nizations who are iikely to be affected by actions,
orders and guidance. The specific attributes that
address this development are at Tab G.

(4) As leaders, officers must know their
jobs, including all tasks for their branch, func-
tional area and/or skill, as appropriate to their
grade and organizational level. The Military
Qualification Standards (MQS) system provides
an excellent guide to officers in defining many of
the specific job and branch/functional area im-
material requirements by grade level. PDOS ex-
panded the MQS system from three levels (MQS
I, II and 11 for pre-commissioning, licutenants
and captains, respectively) to five levels (adding
MQS IV and V for majors and lieutenant colo-
nels, respectively). The MQS system is discussed
in detail in Annex H.

(a) Officers expand their professional ho-
rizons through an aggressive professional reading
program appropriate to their grade level, branch,
functional area and skill. They understand the
concept of the threat and know threat strengths
and vulnerabilities appropriate to their grade and
organizational level. Officers develop an under-
standing and appreciation of terrain early in their
careers and expand it as they continue in the
profession. They analyze terrain and use it well
to protect soldiers and accomplish their missions.
This view and appreciation of terrain expands to
a knowledge of the geographic variations among
prospective theaters of war at various levels of
conflict; and the capability to integrate Army or-
ganizations with terrain to maximize its use to
accomplish missions appropriate to their branch,
functional area, grade and organizational level.

(b) Officers of all branches and functional
areas know the fundamentals of employing crew-
served weapons, maneuver and supporting fires
and integrate these with terrain to execute defen-
sive missions. Every officer must know these fun-
damentals and have at least a minimum level of
competence in them. This confidence and com-
petence is required by an understanding of con-
temporary threats, specifically: terrorism: low in-
tensity conflicts with “no front lines”; and “deep
thrust™ forces attacking rear echelons in mid to
high-intensity conflicts. As leaders, officers must
set the example of this competence in defensive
tactics for their subordinates to emulate as well
as to protect themselves and their soldiers while
accomplishing their missions.
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(c) Officers learn specific grade level skills
as they progress through their careers. such as the
abiiity to use application software on various
electronic systems. appropriate branch and func-
tional area doctrine and combat developments. a
working knowledge of PPBES and knowledge re-
lated to their responsibilities involving the Re-
serve Components and civilian work forces. The
specific attributes that address this development
across the seven Development Periods are at Tab
H.

(5) As leaders, officers know their units
and accept responsibility for unit and organiza-
tional success regardless of their position in the
organization. They assess and develop unit esprit
and discipline as they ¢nsure a mission-oriented
focus for their subordinates. They know the
threats that impact on their units and how to
develop appropriate measures to counteract the
threat. The specific attributes that address this
and other development across the seven develop-
ment periods arc at Tab 1.

d. What a leader must DO. The leadership
action skills are directing, implementing and mo-
tivating. The DO attributes enumerated by
PDOS describe the action proficiencies officers
must exhibit as lcaders. Even though the knowl-
edge expected of an officer is extensive if he is to
perform well in his branch and/or functional
arca, an officer is a leader and leaders take ac-
tion. As experts in their branches and/or func-
tional areas. officers make decisions, provide gui-
dance, develop individuals into tcams, integrate
the work of others and take responsibility for the
performance of their part of the Army. Tab J
summarizes the DO attributes in general terms.

(1) Officers provide direction by taking
action and making decisions. They expand their
decision-making capability from simply using
standard techniques (such as giving a piatoon op-
erations order) to the synthesizing and conceptu-
alizing processes used by senior-level decision
makers and combat and materiel developers.
Their role model qualities as leaders and patriots
become measurcable outside the Defensce estab-
lishment for senior field grade officers. They syn-
thesize the lessons of history and integrate na-
tional political-military capabilities to achieve

national goals. The specific attributes that ad-
dress this development across the seven develop-
ment periods are at Tab K.

(2) As leaders, officers implement and fol-
low through once decisions are made. They en-
sure understanding of their commander’s intent
by integrating and coordinating staff functions
throughout the Army and the Defense Depart-
ment. Officers are teachers and ensure high stan-
dards for the instruction in the Army service
school system. The specific attributes that ad-
dress this and other development across the
seven development periods are at Tab L.

(3) As leaders, officers motivate them-
selves and others to accomplish assigned tasks.
They develop a hecaithy organizational climate
that encourages development, initiative, innova-
tion and mission accomplishment. The specific
attributes that address this development across
the seven development periods are at Tab M.

¢. Conclusion: The BE-KNOW-DO attrib-
utes enumerated by PDOS and listed in the ta-
bles of this appendix provide guidance to indi-
vidual officers. their commanders and leaders
and the Army school system as an aid to building
the high quality officer corps needed to lead the
Army to meet the challenges of leadership today
and tomorrow.

TAB A - Leadership Framework - What A Leader
Must Be

TAB B - Be - Committed To The Professional
Army Ethic

TAB C - Be - Possess Professional Character
Traits

TAB D - Leadership Framework - What A Lead-
er Must Know

TAB E - Know - Four Factors Of Leadership And
How They Affect Each Other

TAB F - Know - Himself

TAB G - Know - Human Nature

TAB H - Know - His Job

TAB I - Know - His Unit

TAB J - Leadership Framework - What A Leader
Must Be Able To Do

TAB K - Do - Provide Direction

TABL - Do - Implement

TAB M - Do - Motivate
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Tab A to Appendix 1

LEADERSHIP FRAMEWORK — WHAT A LEADER MUST BE

Each leader must:

Examples:
l.  Becommitted to ¢ Loyalty to the Nation's ideals
the professional ¢ lovyalty to unit
Army ethic ® Selfless service
® Personal responsibility
2. Possess e Courage
professional e Competence
character traits ¢ Candor
¢  Commitment
® Integrity

(Adapted from FM 22-100, Mili:ary Leadership, p. 49).
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Tab B to Appendix 1

BE — COMMITTED TO THE PROFESSIONAL ARMY ETHIC

As a leader at the
end of Development
Period:

Pre-Commissioning

Licutenant

Captain

Major - Lieutenant
Colonel

Colonel

Brigadier and
Major General

Senior General
Officer

Each officer musi be committed to the professional

Army ethic:
1-01 Accepts officer values of integrity, selflessness, hones-
ty, special trust, loyalty and care for soldiers
1-02 Accepts responsibility for protecting the Nation
1-01 Exhibits integrity, seiflessness, honesty, special trust,
loyalty, care for soldiers and families
1-02 Accepts excellence in performance of all dutics as his
part of executing the Army mission of protecting the
Nation
1-01 Internalizes moral, ethical, and professional standards
and care for soldiers and families
1-02 Behaves consistent with professional values
1-03 Appreciates what the Army mission of protecting the
Nation entails for his branch and/or functional area
1-01 Behaves consistent with high moral and ethical values
1-02 Appreciates what the Army mission of protecting the
Nation entails for his branch and/or functional area
1-01 Behaves consistent with high moral and ethical values
1-02 Appreciates what the Army mission of protecting the
Nation entails at the highest Ievels of responsibility in
the Army
1-0t Epitomizes a life-long commitment to the Nation, to
Army values and to soldier welfare
1-02 Appreciates what the Army mission of protecting the
Nation entails at the highest levels of responsibility in
DOD
1-01 Epitomizes a life-long commitment to the Nation, to
Army values and to soldier welfare
1-02

Appreciates what the Army mission of protecting the
Nation entails at the highest levels of responsibility in
national and international affairs

K-1-B-1
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Tab C to Appendix 1

BE — POSSESS PROFESSIONAL CHARACTER TRAITS

As a leader at the Each officer must possess professional character traits:
end of Development
Period:
Pre-Commissioning 2-01 Is physically fit and able to perform under stressful
conditions
Lieutenant 2-0] Is physically fit and performs well under stressful con-
ditions
2-.02 Is a role model and coach for subordinates and peers
2-03 Has single-minded tenacity to accomplish the mission

and the flexibility to change when necessary

Captain 2-01 Prepares physically and psychologically for the rigors
of war
2-02 Is a role model and mentor
2-03 Has single-minded tenacity to accoemplish the mission
and the flexibility to change as required by the situa-
tion
2-04 Has practical judgment and solid commor sense
Major - Lieutenant 2-01 Prepares physically and psychologically for rigors of
Colonel war
2-02 Is a role model and mentor
2-03 Has single-minded tenacity to accomplish the misthe-
sion and the flexibility and courage to chac-ge as re-
quired by the situation
2-04 Has practical judgment and solid common sense
Colonel 2.0l Prepares physically and psychologically for the rigors
of war
2-02 Is a role model and mentor
2-03 Has single-minded tenacity to accomplish the mission
and the flexibility and courage to change as required by
the situation
2-04 Has practical judgment and solid common sense
Brigadier and 2-01 Prepares physically and psychologically for the rigors
Major General of war
202 Is a role model and mentor
2-03 Has single-minded tenacity to accomplish missions
and the flexibility and courage to change as required by
the situation
2-04 Has practical judgment and solid common sense
K-1-C-1
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}
Senior General 2.0l
Officer 2-02
2-03
2-04
b
1
‘, / K-1-C-2
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Pre physically and psychologically for the rigors of war
Epitomizes the Army officer role model

Has single-minded tenacity to accomplish missions
and the flexibility and courage to change as required by
the situation

Has practical judgment and solid common sense




Tab D to Appendix 1

LEADERSHIP FRAMEWORK — WHAT A LEADER MUST KNOW

Each leader must:

Examples:
3. Know the four ® Follower
factors of leadership ® cader
and how they ¢ Communication
affect each other ®  Situation
4. Xnow himself ® Strengths and weaknesses of his character, knowledge and
skills
5.  Know human nature ® Human needs and emotions
®

How people respond 1o stress

® Strengths and weaknesses of the character, knowledge and
skills of his people

6. Know his job ® Technical and tactical proficiency

7. Know his unit ¢ How todevelop necessary individual and team skills

How to develop cohesion
® How to devclop discipline

(Adapted from FM 22-100, Milirary Leadership, p. 49).
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As a leader at the
end of Development
Period:

Pre-Commissioning

Lieutenant

b Captain

Major - Lieutenant
Colonel

Colonel

Brigadier and
Major General

Senior Geaeral

b

- ——— e —————— - ~

Tab E to Appendix 1

KNOW — FOUR FACTORS OF LEADERSHIP AND HOW THEY AFFECT

EACH OTHER

Each officer must know the four factors of leadership (follower,
leader, communication, situation) and how they affect each other:

3-01 Relationship of officer behavior to professional values

3-02 Limited preparedness to lead small units in combat

3-01 Relationship of officer behavior to professional values

3-02 Basic !eadership doctrine. reinforced by practical expe-
rience

3-03 Basic military writing and communication skills

3-01 How to plan for and manage limited change

3-02 How OPMS/OPDS and EPMS/EPDS function

3-03 Military communication skills

3-01 How OPMS/OPDS and EPMS/EPDS function

3-01 Historical. philosophical, soctological bases for value

system development
3.02 Interrclationships among OPMS/OPDS, EPMS/EPDS
and other military systems

3-01 How values and behavior in the highest echelons of the
Army affect all of its elements

3-02 Intps among OPMS/OPDS, EPMS/EPDS and other
military and societal systems

3-01 How values and behavior in the highest echelons of the
Army affect all of its clements

3-02 Interrelationships among OPMS/OPDS, EPMS/EPDS
and other military and societal systems

K-1-E-1
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Tab F to Appendix 1

KNOW — HIMSELF
Asaleader at the Each officer must know himself:
end of Development
Period:
Pre-Commissioning 401 Basic cducation skiils
4-02 Principles of inaividual responsibility relating to the
requirements for officer sclf-development
4-03 Familiar with “professional development (PD)
roadmap”
4-04 Familiar with officer career individual assessment pro-
gram
Lieutenant 4-01 PD roadmap and its importance and role in self-devel-
opment
4-02 How 10 usc assessment system feedback results (c.g..
PT. diagnostic. achievement. MQS) to guide self-devel-
opment
Captain 4-0i PD roadmap and its importance and rolc in self-devel-
opment
4-02 How 10 use assessment system feedback results and
other sources to guide self-development
Major - Lieutenant 4-01 How 10 use PD roadtnap for continued self-develop-
Colonel ment
4-02 How to usc assessmens system feedback results and
other sources to guide self-development
Colonel 4-01 How 10 use assessment system feedback results and
other sources to diagnose strengths and weaknesses and
guide sclf-development
Brigadier and 4-0 How to usc assessment system feedback results and
Major General other sources to diagnose strengths and weaknesses and
guide sclf-development
Senior General 4-01 How 10 usc assessment system feedback results other
Officer sources to diagnose strengths and weaknesses and
guide sclf-development
K-1-F-1
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As a leader at the
end of Development
Period:
Pre-Commissioning

Lieutenant

Captain

Major - Licutenant

Colonel

Colonel

Brigadier and
Major General

Officer

Tab G to Appendix 1

KNOW — HUMAN NATURE

Ezch officer must know human naturc:

5-01
5-02

5-01

5-01

Basic military leadcrship and communication skills
Human needs and ecmotions

Human dimcasions of units and organizations and the
impact of his own dccisions on soldicrs and familics

Human dimensions of units and organizations and the
impact of his own decisions on soldicrs. familics. DOD
civilians and lower level organizations

Human dimensions of units and organizations the im-
pact of his own decisions on soldicrs. familics. DOD
civilians and organizations

Human dimcnsions of units and organizations and the
impact of his own dccisions on soldicrs, familics. DOD
civilians, organizations and systems

Human dimensions of orgznizations and the his own
decisions have on soldicrs. familics. civilians and the
Total Army

Human dimensions of organizations and the impac his
own dcecisions have on soidiers. familics. civilians (gov-
emment and non-government) and the Total Army

K~-1-G-1
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As a leader at the
end of Development
Period:

Pre-Commissioning

Captain

Tab H to Appendix 1

KNOW — HIS JOB

Each officer must know his job:

6-01 MQS I tasks
2 Practical approaches to military problem solving

6-03 Introduction to military history

6-04 Introduction to professiona! military literature pertain-
ing to experiences at individual and small unit level

6-05 Gencral concept of the “threat™

6-06 How 10 usc a map and compass 10 navigatle cross-
country

6-G7 Fundamcnials of infantry tactics. weapons and camou-
flage at the individual. squad and platoor: level

6-08 How 10 maintain a personal weapon and equipmen?

6-09 How 10 firc individual weapons (rifle or pistol, prefera-
bly both)

6-01 In-depth capert in branch skills at platcon or
cquivalent jevel and below

6-02 Fundamenials of Army organization and doctrine ap-
propriate to his branch and level. reinforced through
practical experience

6-03 MQS II 1asks

6-04 How 1o usc applicaticn software programs on com-
puters

6-05 Professional reading program that cmphasizes general
military history. including readings at the platoon and
company level

6-06 Practical terrain appreciation analyzes terrain

6-07 Fundamcnals of cmploving machine guns. anti-tank
weapons. mancuver, and fire support and how to inte-
gratc with testain in a defensive role

6-01 In-depth expert in company and battahion of
cquivalent level branch skills, procedures, doctrine and
tactics

6-02 Interrelationships among combat/combat suppost!
combat service support arms in conducting combined
arms opcrations

6-03 MQS Ml tasks

6-04 How to usc application software on computers

6-05 Branch qualificd

6-06 Fundamecntal proficiencies associated with his desig-
nated functional arca or skill

K-1-H-1
e e+ e e - C - -

e

-
..¢"
-

S o




Major - Lieutenant

Colonel

Colonel

4

6-07

6-08
6-09

6-10

6-11

6-01
6-02

6-03
6-04

6-05

6-06
6-07

6-08

6-09

6-10

6-11

6-12

6-01

6-02

Professional reading program that cmphasizes general
military history to include readings at company, battal-
ion and brigadc/rcgimental levels

Threat strengths and vulnerabilities at tactical levels
How to visualize and analyze terrain and maximize its
use to accomplish missions appropriate to his branch
and/or functional area

Fundamentals of employing machine guns, anti-tank
weapon., maneuver and fire support and how to inte-
grate with terrain in & defensive role

How to work with and evaluate Reserve Components
(RC) during their annual training and inactive duty
training periods

“Expert” in branch and/or functional area; capab of
applying expertise on Army. joint or combined staffs
Operations and support doctrine at the corps level and
below

MQS IV and V tasks

“How the Army fights” including how other branches,
functional areas, Army as a whole and other Services
work together to multiply combat power and attain
national and operational objectives

“How the Army Runs” functions: structure, station,
man, equip, train, manage, mobilize, deploy, sustain
and manage info

Working knowledge of PPBES

How Army fits into current economic and political
environment and implications of public interest to the
Army

Professional reading program emphasizes the opera-
tional level of war and the impact of CS and CSS
integration on the total battlefield

Reading includes an overview of the subjects which
impact on the Army and potential Army missions (e.g.,
political and economic systems; human and organiza-
tional behavior)

Threat strengths and vuinerabilities at the operational
and tactical levels

How to visualize and analyze terrain and maximi its
use to accomplish missions appropriate to his branch
and/or functional area for each assignment
Fundamentals of employing machine guns, anti-tank
weapons, maneuver, fire support and air defense sup-
port and how to integrate with terrain in a defensive
role

Civilian personnel management procedures

How the Reserve Components (RC) differ from the
Active Component (AC) and appreciates the difference
between the two

Role as an integrator and functional expert in leading
and staffing Army and Defense organizations at the
highest levels of responsibility

Interrelationships among combat arms, combat sup-
port and combat service support systems on the cur-
rent and future battlefield
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Brigadier and
Major General

Senior General
Officer

6-03

6-04
6-05
6-06

6-07
6-08

6-09

6-10

6-11

6-12

6-01

6-02
6-03
6-04
6-05
6-06
6-07

6-08
6-09

6-10

6-11
6-12

6-13

6-01

Operations and support doctrine at the theater level
and below

How Army and other Services integrate their capabili-
ties to achieve national strategic objectives

“How the Army Runs” in relation to society and the
national defense establishment

National and military (all Services) implications of the
full spectrum of conflict

Working knowledge of PPBS and PPBES

Professional reading program that emphasizes the stra-
tegic level of war and the challenges involved in mobil-
izing, training. deploying, sustaining and integrating
Army forces in joint and combined operations
Readings include political, cconomic. social systems
and military interrelationships with these systems
throughout the world

Threat military. political and economic strengths and
vulnerabilities at the strategic level and below
Geographic variations among prospective theaters of
war and their military, political and economic implica-
tions

Rear area defensive tactics (e.g.. integrating the em-
ployment of crew-served weapons. maneuver and sup-
porting fires with terrain)

How Army and other Services integrate their capab to
achieve national strategic objectives across the full
spectrum of conflict

Operations and support doctrine at the theater level
and below

How to integrate logistical constraints

and opportunities in warfare

Army/DOD organization and their relationships with
major American institutions

Implications of force modernization plans for the fu-
ture battlefield

Working knowledge of PPBS and PPBES

National defense strategies

Evolution of US and adversarial alhances

Professional reading program that emphasizes the stra-
tegic level of war and the challenges involved in mobil-
izing, training, deploying, sustaining and integrating
Army forces in joint and combined operations, particu-
larly the “nation at war*

Readings include political, economic and social sys-
tems and military interrelationships with these systems
throughout the world

Threat military, political, economic and technological
strengths and vulnerabilities at the strategic level
Geographic variations among prospective theaters of
war and their military, political, economic and techno-
logical implications

Rear area defensive tactics and how to integrate com-
bat support and combat service support organizations
with combat arms for rear area protection

How to envision application of landpower in multiple
scenarios within the context of national strategy
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6-02
6-03

6-04
6-05
6-06
6-07

6-08

Global operations and support doctrine

Army/DOD organization and their relationships with
major national and international institutions

How Army and other Services integrate their capabili-
ties to achieve national strategic objectives across the
full spectrum of conflict

Working knowledge of PPBS and PPBES

Professional reading program

Threat military, political, economic and technological
strengths and vulnerabilities at the strategic level
Geographic variations among prospective theaters of
war and their military, political, economic and techno-
logical implications
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As a leader at the
end of Development
Period:

Pre-Commissioning

Lieutenant

Captain

Major - Lieutenant
Colonel

; Colonel

Tab | to Appendix 1

KNOW — HIS UNIT j

7-01

7-01

7-02

7-03

7-04

7-01
7-02
7-03

7-04

7-01
7-02
7-03

7-04

7-05

7-01

Importance of discipline and esprit to unit perform-
ance

Need for individual and small unit physical condition-
ing

Basic teaching skills |
Tactical threat strengths and vulnerabilities impacting

on his unit and how to prepare countermeasures (€.g.. |
physical security, counterattack plans and exercises) to ‘
counteract the threat

How to build discipline and esprit 1n small units

Role of physical fitness in the Army \

Teaching and coaching skills ‘

Threat capabilities and limitations appropriate to his

time and place (organizational level and geographic

location) in the Army and knows how to prepare coun-

termeasures (e.g., OPSEC, SIGSEC, physical security

and counterattack plans and exercises) to counteract

the threat ‘
How to build discipline and esprit in company size
units

Role of physical fitness in the Army

Expert teacher, coach and mentor

Threat capabilities and limitations appropriate to his
time and place (organizational level and geographic
location) in the Army and knows how to prepare coun-
termeasures (e.g., OPSEC, SIGSEC, physical security
and counterattack plans and exercises) to counteract
the threat

Installation (i.e., post, camp and station) and commu-
nity operations

How to assess and affect discipline and esprit in battal-
ion size organizations and on staffs

Expert teacher, coach and mentor
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Brigadier and
Major General

Senior General

7-02

7-03
7-04

7-01
7-02

7-03
7-04

7-01

7-02

Threat capabilities and limitations appropriate to his
time and place (organizational level and geographic
location) in the Army and knows how to prepare coun-
termeasures (e.g., OPSEC, SIGSEC. physical security
and counterattack plans and exercises) to counteract
the threat

Community and installation management

How to assess and affect discipline and esprit in battal-
jon size organizations and on staffs

Expert teacher, coach and mentor

Threat capabilities and limitations appropriate to his
time and place (organizational level and geographic
location) in the Army and knows how to prepare coun-
termeasures (e.g., OPSEC, SIGSEC, physical security
and counterattack plans and exercises) to counteract
the threat

Community and installation management

How 1o assess and affect the state of readiness, disci-
pline and esprit in large organizations

Threat capabilities and limitations appropriate to his
time and place (organizational level and geographic
location) in the Army and knows how to integrate sys-
tems and procedures 10 counteract the threat

How to assess and affect the state of Army-wide readi-
ness, esprit and discipline
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Tab J to Appendix 1

LEADERSHIP FRAMEWORK — WHAT A LEADER MUST BE ABLE TO DO

Each leader must:

8. Provide dircction
9. Implement
10. Motivate

Examples:

Goal setting
Problem solving
Decision making
Planning

Communicating
Coordinating
Supervising
Evaluating

Applying principles of motivation. such as developing mo-
rale and esprit in his unit

Teaching

Coaching

Counscling

(Adapted from FM 22-100. Military Leadership. p. 49).
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Tab K to Appendix 1

DO — PROVIDE DIRECTION
As a leader at the Each officer must provide direction:
end of Development
Period:
Pre-Commissioning 8-01 Applies clementary decision making techniques
Lieutenant 8-01 Applies analytical decision making tools and tech-
niques
8-02 Leads and instructs platoons and platoon level organi-
zations
8-03 Takes bold, decisive action
8-04 Maintains personal weapon and equipment
Captain 8-01 Commands at company level (or in organizations
headed by captains)
8-02 Puts together and programs a series of direct operating
tasks at company or equivalent level
8-03 Uses military-oriented thought process: establishes
goals and objectives; identifies problems; develops,
evaluates. chooses alternatives; implements the deci-
sion; controls and evaluates the results
8-04 Takes bold. decisive action
Major - Lieutenant 8-01 Commands, leads, dirccts, organizes and units and or-
Colonel ganizations at the battalion or equivalent TDA level
8-02 Molds operating tasks/methods into functional systems
8-03 Adjusts systems to cope wth changes in the environ-
ment
8-04 Applies guantitative techniques and sophisticated ana-
lytical skills to military problem solving
8-05 Takes bold, decisive action
8-06 Develops doctrine and supports R&D to assist long-
term growth of the Army and to build on the synergism
of light and heavy force trains
Colonel 8-01 Commands, leads, directs, organizes and trains bri-
gades or equivalent level TDA organizations
8-02 Shapes the environment for the development of per-
sonal and unit values congruent with Army values
8-03 Models officer actributes within the Armed Forces and
in public
8-04 Deploys and modifies interrelated operating systems
8-05 Uses synthesizing and conceptualizing processes for
non-programmed decision making while improving an- ,
alytic skills developed earlier
K-1-K-1
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Brigadier and
Major General

Senior General
Officer

8-06

8-07
8-08
8-09
8-10
8-01

8-02

8-06

8-07

8-08

8-01

8-02

8-03

8-04
8-05

Assesscs, allocates and integrates forces required to ex-
ecute tactical and operational plans

Synthesizes the lessons of history

Formulates Army positions on national policy
Develops doctrine and supports R&D to assist long-
term growth of the Army and to build on the synergism
of light and heavy forces

Takes bold, decisive action

Commands, leads, directs installations and operation-
al/tactical organizations

Models officer attributes not only within the Armed
Forces but with the media, other government activi-
ties. academia, industry and the public

Operates and modifies complex systems and copes
with second and third order effects

Uses cognitive synthesizing processes for decision
making

Uses conceptual skills to formulate policies in response
to and in anticipation of global political-military situa-
tions

Synthesizes the lessons of history

Supervises and directs doctrine development and R&D
to support long term growth of the Army and to build
on the synergism of light and heavy forccs

Takes bold, decisive action

Commands, leads, dirccts major commands, opera-
tional organizations and high level staffs

Develops and deploys a multitude of large, complex
systems

Integrates national and multinational policy and diplo-
macy with military, technological and economic capa-
bilities to achieve US national policy goals and objec-
tives

Synthesizes the lessons of history

Takes bold. decisive action
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As a leader at the
end of Develcpment
Period:

Pre-Commissioning

Lieutenant

Captain

Major - Lieutenant
Colonel

Tab L to Appendix 1

DO — IMPLEMENT

Each officer must implement:

9-01
9-01
9-02

903
9-04

9-05
9-06
9-07
9-08
9-09
9-10

9-
9-12

613
9-01
9-02
9-03
9-04

9-05
9-06

9-07
9-08
9-09

9-01

Uses common operational language to direct actions
and conduct planning in small unit operations

Works directly with soldiers

Integrates weapon systems, other equipment or infor-
mation relating to smail unit activities and operations
Coordinates and supervises in a staff section

Uses judgment and common sense in practical prob-
lem solving

Inspects personnel and equipment

Conducts drills and ceremonies

Trains platoon level organizations in defensive tactics
Supervises platoon/section level maintenance

Uses common operational language to direct actions/
conduct planning in small unit operations

Uses company orders and issues patrol/platoon orders
and estimates of the situation

Drafts military correspondence

Writes information and decision papers and after-ac-
tion reports

Conducts briefings

Supervises other officers and delegates authority
Participates in combined arms and services operations
Integrates operations and activities of company-size
units and individual battalion level staff elements
Provides high quality instruction in units and within
the Army education system

Uses common operational terms and graphics
Develops intent of commander in terms of estimates
and orders at company, battalion and brigade levels
Performs detailed staff operations and procedures on
combined arms and services. installation and higher
staffs

Applies functional area expertise to meet Army needs
Drafts, reviews, edits military correspondence

Integrates, coordinates, directs staff functions as prin-
cipal or member in any staff position at tactical/instal-
lation level and above, 10 include joint and combined

staffs
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Colonel

Brigadier and
Major General

Senior General
Officer

9-02
9-03
9-04
9-05

9-06
9-07

9-01

9-03
9-04
9.05
9-06
9-07
9-08
9-09

9-01

9-02
9-03
9-04

9-01

9-02

9-03

9-04

Provides and supervises high guality instruction within
the Army education system

Uses. manages and articulates requirements for com-
puter systems applications in military organizations
Applics operational terms and graphics as appropriate ‘
to both branch and functional area !
Writes plans. orders. estimates at all levels
Articulates commander’s intent {
Translates commander’s intent to direct functional ac-
tivitics

Integrates. coordinates and directs staff functions as a
principal or a member in any staff position at tactical’ 4
installation level and above. including joint and com- ‘
bined staffs

Provides and supervises high quality instruction within

the Army education system

Integrates advances in specialized fields into Army sys-

tems and missions

Recognizes. analyzes. articulates US policy impact on

national security and other nations

Applies operational terms and graphic :

Writes plans. orders. estimates at all levels

Articulates commander’s intent

Translates commander’s intent to direct functional ac-

tivities

Speaks publicly on military subjeccts

Integrates staffs and large organizations and/or com-
plex systems within the combined ar:is, support and
staff arena at MACOM through joint/combined and
JCS levels

Supcrvises and directs high quality instruction within
the Army cducation system

Applies and enfcrces the use of operational terms and
graphics

Speaks publiciy on military subjects

Accepts final responsibility for the of the Army 10 ac-
complish missicns. including specific responsibilities
for: force structure. modernization. sustainability,
readiness, personnel and integrating forces to take ad-
vantage of the synergism of light and heavy forces
Accepts final responsibility for the honor and reputa-
tion of the Army; to that end: insures self-correcting
mechanisms are present and functioning, identifies
and corrects system flaws and establishes and main-
tains relations with the media and public
Coordinates and integrates operations and support
functions in multiple theaters ndfficerceptsability
Acts as Army spokesman with Congress. American so-
ciety. other Services and other nations

K~1-L-2




As a leader at

end of Development
Period:
Pre-Commissioning

Lieutenant

Captain

Major - Lieutenant

Colonel
Colonel
Brigadier and
Major General
Senior General
Officer

T ~ T

Tab M to Appendix 1

DO —

MOTIVATE

Each officer must motivate:

10-01

10-01
10-02
10-03
10-01

10-02

10-03

10-04

10-01

10-02

10-03
10-04

i0-01

10-01

10-02

10-01

Practices peer leadership

Exhibits basic leadership skills
Builds and sustains teams
Develops subordinates

Establishes an organizational climate which produces
initiative, trust, coaching, self-development and physi-
cal fitness

Establishes and maintains unit discipline. heaith and
welfare

Motivates subordinates to sct common purpose, direc-
tion and commitment to establish responsive channels
for disseminating intent

Teaches and coaches small unit lecaders

Establishes an institutional climate which produces ini-
tiative, trust, coaching. self-development and physical
fitness

Motivates staffs and subordinate echelons to set com-
mon purpose. direction and commitment and to estab-
lish responsive channels for disseminating intent
Develops coaching skills in subordinates and students
Rcinforces appropriate role model behavior in subor-
dinates

Establishes an organizational climate which produces
initiative, trust, coaching, self-development and physi-
cal fitness

Establishes an organizational climaie which produces
initiative, trust, coaching, self-developmen. and physi-
cal fitness

Motivates staffs and subordinate echelons to set com-
mon purpose. direction and commitment and to estab-
lish responsive channels for disseminating intent

Establishes an institutional climate for the develop-
ment of subordinates
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Glossary

AC - Active Component.

Assessment - The measurc of the growth or de-
cline in educationat or skill attainment that takes
place over time in key learning areas. PDOS spe-
cifically intends that assessment not be used as
part of the format cvaluation system (OER) nor
tied to a selection process. Its purpose is to pro-
vide feedback to the individual and to the system
for recalibration. (PDOS)

Attribute - Any belief, value, ethic, character
trait, knowlcdge, or skill possessed by a person.
(FM 22-100)

Beliefs - Assumptions or convictions that a per-
son holds to be true regarding people, concepts,
or things. (FM 22-100)

Character - The sum total of an individual’s per-
sonality traits and the link between a person’s
values and his behavior. It allows a person to
behave consistently according to individual val-
ues, regardless of the circumstances. (FM 22-100)

Coaching - A form of teaching that involves com-
municating detailed instructions and on-the-spot
feedback in a way that helps one learn a skill or
accomplish a task. (FM 22-100)

Cohesion - The memal, emotional, and spiritual
bonding of unit members that results from re-
spect, confidence, caring, and communication. It
is intertwined with discipline and is necessary for
a unit to work as a smoothly functioning team.
(FM 22-100)

Communication - The exchange or flow of infor-
mation and ideas from one person to another.
The process involves a sender transmitting an
idea, information, or feeling to a receiver. (FM
22-100)

Coordination - Bringing into a common action,
movement, or condition; regulating and combin-
ing in harmonious action. (FM 22-100)

Counseling - Talking with a person in a way that
helps that person solve a problem or helps to

create conditions that will causc the person to
improve his behavior, character. or values. (FM
22-100)

CS - Combat support.
CSS - Combat service support.

Dircciing - The thinking skills of leadership, in-
clud.ng setting goals. problem solving. decision
makirg and planning. (FM 22-100)

Discipline - The prompt and effective perform-
ance of duty in response to orders, or taking the
right action in the absence of orders. A disci-
plined unit forces itself to do its duty in any
situation. (FM 22-100)

EPDS - Enlisted Professional Development Sys-
tem.

EPAMS - Enlisted Personnel Management System.

Esprit - The spirit. the soul. the state of mind of
the unit. It is the overall consciousness of the unit
that the soldicr identifies with and feels a part of.
(FM 22-100)

Ethics - Rules or standards that guide individuals
or grouss to do the mora: or right thing. A code
of ethics is a set of morsi principles or values.
(FM 22-100)

Evaluat on - Judging the worth, quality, or signif-
icance o0~ people, ideas, or things. (FM 22-100)

Evaluation - A systematic process of determining
the effectiveness of educational endeavors in
light of evidence. It includes appraisal of achieve-
ment, diagnosis of learning and assessment of
progress. PDOS specifically intends this term to
be pant of the formal evaluation system (OER)
and selection processes. (PDOS)

Human Nature - The common qualities of all
human beings. (FM 22-100)

Implementing - The action skills used to achieve
goals, including communicating, coordinating,
supervising and evaluating. (FM22-100)
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Leadership that implements - Communicating,
coordinating. supervising. and cvaluating. (FM
22-100)

Leadership that motivates - Applving the princi-
ples of motivation. tcaching. coaching, and coun-
seling. (FM 22-100)

Leadership that provides direction - Goal setting;
identifying. analyzing. and solving problems: de-
cision making; and planning. (FM 22-100)

Military ethics - Guidelines that help leaders lead
in a professional manner. (FM 22-100)

Military leadership - The process by which a sol-
dier influences others to accomplish the mission.
He carries out this process by applving his leader-
ship attributes (beliefs. values. ethics, character.
knowledge. and skills). (FM 22-100)

Morale - The mental, emotional. and spiritual
state of an individual. It is how a soldier feels -
happy. hopeful. confident. appreciated, or worth-
less, sad, unrecognized, depressed. High morale
strengthens courage. energy. and the will to fight.
(FM 22-100)

Motivating - The skills necessary to influence
human nature. and to guide motivated people to
carry out plans and programs. including applying
the principles of motivation (such as aligning
unit and individual goals and rewarding behavior
that leads to the achievement of unit standards
and goals), teaching and counseling. (FM 22-100)

Motivation - The combination of a person’s de-
sire and encrgy directed at achieving a goal. It is
the cause of action. Influencing pcople’s motiva-
tion means getting them to want to do what you
know must be done. (FM 22-100)

MQS - Military Qualification Standards.
OER - Officer cvaluation report.

OPDS - Officer Professional Development Sys-
tem.

OPAMS - Officer Personnel Management System.
OPSEC - Operations security.
PD - Professional development.

PDQOS - Professional Development of Officers
Study.

PPBES - Planning, Programming. Budgeting and
Execution System

Professional Army Ethic - The basic professional
beliefs and values that should be held by all
soldiers: loyalty to the ideals of the Nation, loy-
alty to the unit, personal responsibility. and self-
less service. (FM 22-100)

Professional Development (PD) Roadmap - An aid
describing and providing guidance for the officer
professional development system. (PDOS)

Quality - A trait or characteristic of a person.
(FM 22-100)

RC - Reserve Components. i.c.. US Amy Re-
serve and National Guard.

R&D - Research and development.

Self-Development - The process by which each
individual officer accepts primary professional
development responsibility to progressively grow
in mind. body and spirit to meet his individual
potential. (PDOS)

SIGSEC - Signal security.

Stress - Pressure or tension. It is any real or per-
ceived demand on the mind. emotions. spirit. or
body. (FM 22-100)

Supervision - Keeping a grasp on the situation
and ensuring that plans and policies are imple-
mented properly. (FM 22-100)

Teaching - Creating the conditions that cause
someone to learn and develop. Coaching, coun-
scling, rewarding and taking disciplinary mea-
sures are all part of teaching. (FM 22-100)

Trait - Any distinguishing quality or characteris-
tic of a person. A person demonstrates that he
possesses a trait, such as moral courage, by con-
sistently behaving in a morally courageous way.
regardless of the situation. For a trait to be devel-
oped in a person. the person must first believe in
and value that trait. For example, before a person
can have moral courage. he must believe in and
value moral courage. Therefore. moral courage
must be a belicf and a value of a person before it
can become a trait of that person. Traits must
first be believed in and valued before a person
can possess them as traits. (FM 22-100)

Values - 1dcas about the worth or importance of
things, concepts, and pcople. They come from a
person’s beliefs. (FM 22-100)
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Mastery Of Art And Science Of War

1. PURPOSE. To describe the art and science
of war and its application to every Army officer.

2. DISCUSSION.

a. Background. The art and science of war is
the body of theoretical knowledge and a set of
practical skills which accompany such knowledge
as it applies to the military profession. Since pro-
fessional expertise is more elusive and expansive
than merely that of armed combat, the mastery
of the art and science must include all officers
and not just those who manage violence. Every
officer has the responsibility to focus his atten-
tion and expertise to accomplish the wartime
mission of the Army. This single factor is that
which differentiates an officer from a civilian
with a similiar skill. This includes:

(1) The logistician who must supply, evac-
uate, repair, overhaul, refit, and sustain a theater
with industrial mobilization.

(2) The transportation officer responsible
for planning road movements.

(3) Civil Affairs officers responsible for
solving problems with local governments,

(4) Medical Corps officers responsible for
taking care of typical war injuries, evacuating
wounded and getting medical support to the
front lines.

(5) Judge Advocate General officers re-
sponsible for dealing with problems in such areas
as confiscaiing supplies and the law ¢ f land war-
fare.

b. Definitions.

(1) Due to the broad spectrum of missions
assigned the Army, it is first necessary to define
the term “war” to gain a complete appreciation
of what the art and science incorporates. As you
will notice this term is defined in very broad
terms to capture all the “conflict” situations and
the preparation for conflict the Army becomes
involved in, and includes the roles of every offi-
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cer. Therefore, the term “war” can be interpreted
as:

(a) Organizing, equipping, supporting,
and training the force.

(b) Planning its activities.

(¢) Directing its operations in and out of
combat.

(d) Combating terrorism.

(e) Deterrence.

(f) Nation-building.

(g) Revolutionary development.
(h) Civic action or pacification.
(i) Rescuing people.

(j) Overseeing the withdrawal of hostile
forces from occupied territory.

(k) Training and advising the armed
forces of other countries.

() R & D and doctrine development for
equipment, organization and personnel duties.

(2) Flowing from the definition of war will
fall the definition of “mastery of the art and sci-
ence of war” and its components. Therefore,
mastery of the art and science of war is a progres-
sive state, moving through transitions in a career
pattern requiring mastery of required skills di-
rected at that point. It is the possession of:

(a) Appropriate theoretical knowledge and
a set of practical skills/proficiencies at each level
of responsibility.

(b) Knowledge of the human dimension of
combat.

(c) A historical perspective of war.
(d) The ability to envision future war.

¢. Theoretical knowledge and practical skills/
proficiencies.




(1) The theoretical knowledge and practi-
cal skills/proficiencies vary by level, duty, and
unit or organization. A common core exists
which includes a set of terms, phrases, and deci-
sion logic which can only be at best partially un-
derstood by the layman. As part of the common
core, all officers must know at a minimum:

(a) How to prepare for and conduct war at
each level.

(b) The Army functions and systems at
each level, to include:

Structure Mobilize/Deploy Communicate

Man Station Sustain

Equip Command Manage

Train Control Manage information

(c) The organization, structure and peo-
ple, and their interface.

(d) The interface of organizations and
their respective capabilities.

(e) The tactics, operations and strategy
associated with their organization.

(2) This common core must be supple-
mented by branch, unit, and duty specific profi-
ciencies. These grow over time and, where major
shifts occur, tend to signal major education/train-
ing requirements for officers.

(3) The body of knowledge and practical
skills are not static. The responsibility for the
perpetuation, dissemination and future develop-
ment of the skills and knowledge reside with the
schools. However, it is essential that field practi-
tioners provide input on new requirements.
ideas, and techniques.

d. Human dimension of combat.

(1) The human dimension includes base
values, leadership, character traits and man-ma-
chine interface.

(a) Base-value developmeni is the inculca-
tion of the foundation values, espoused by the
warrior spirit, necessary to perform in a military
environment and form the fabric of the officer
corps e.g., loyalty to the Nation, institution, and
others; personal responsibility; selflessness; and
dedication, which breeds committment, compe-
tence, courage and candor. While generally held
as ideals by laymen, those who make the military
a profession are asked for something vastly dif-
ferent from any other group in society. Their part
of the bargain is, quite simply, the willingness to
forfeit life at the direction of the country. The
teaching of a higher standard is essential to en-
suring that this harsh, lopsided bargain will be
kept.

(b) Leadership character traits, which pro-
vide the guidance and support to accomplish
missions under great pressure and against all
odds, maintain unit cohesion in the process. An
extensive study by USMA revealed five personal
characteristics that were present in every success-
ful officer in combat:

—Terrain sense
—Single-minded tenacity
—Audacity

—Physical confidence and health
—Practiced. practical judgment

(c) Man-machine interface is the applica-
tion of men to equipment, to get the most of the
system. As weapons and command and contro!
systems become more complex, it is crucial that
leaders know how to train and lead soldiers to
achieve the design specifications of this technolo-
gy

(2) Base-value development is now ac-
complished somewhat in schools, but much more
is needed in the units similiar to that developed
at the Center for Army Leadership. For example.
the Center for Army Leadership has developed a
circular on military professionalism designed for
different levels in the Army (platoon/squad, com-
pany/battery, battalion). The purpose is to pro-
vide easy-to-use “off the shelf” instruction as part
of an overall professional development program.

e. Historical development.

(1) Historical development helps identify
and illuminate the character traits and leadership
skills that tended to make the difference in suc-
cessful combat. It also provides an appreciation
of historical development of force, use of force,
lessons learned over history and theory. It is hard
1o replicate “combat” (the pressures, unexpected,
fears, friction); therefore, we must identify/ab-
sorb lessons learned and capitalize on others ex-
periences.

{2) We do some historical development in
schools, little in the field and need to do more
and better in both places. Reading lists and MQS
are supporting, but we need an overall program
as a part of longrange professional development
which is embraced in the warrior spirit program.
We must teacl. how to study history and how to
use history in unit/organizational situations by
developing a “level” oriented historical program.

f. Vision of future wars.

(1) Vision of future wars is a key compo-
nent of doctrinal and combat development {only
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a few people are involved in the formal develop-
ment of Army doctrine; however we must im-
prove the mechanism to take advantage of the
ideas of the professional soldiers who are exper-
iencing the day-to-day needs and application of
our doctrine and equipment).

(a) All professionals should routinely con-
sider the application of their organization in the
next war, identify changes needed and ensure
that all in the organization understand how they
should be employed if necessary.

(b) Permeation of the warrior ethic rein-
forces this vision.

(2) Within operational security con-
straints, unit training should include exercise/re-
hearsal of real contingencies at the lowest levels
to reinforce the committment of the unit.

3. RECOMMENDATIONS.

a. The aim of the art and science of war core
is to ensure all officers are technically competent
for their grade and branch, and/or functional
area, and understand the application of their
skills to support the Army mission.

b. The major thrusts of this program are to:

(1) Develop an art and science of war-
common core component to ensure it is progres-

sive through a career and used to support unit
training.

(2) Ensure the Army continues to focus on
its wartime mission.

(3) Provide realistic fighting simulations/
exercises designed to exercise all components.

c. The base policy was: there will be a com-
mon core component 1o provide officers the road
map to progressively master the art and science
of war. The map will show transitions in a career
pattern which require mastery ¢f common-core
skills needed in that period.

L-3
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(1) The core skills will include as a mini-
mum:

(a) Appropriate theoretical knowledge and
a set of practical skills/proficiencies at each level
of responsibility oriented on “how the Army
fights” and “how the Army runs.”

(b) The knowledge of the human dimen-
sion of combat.

(c) A historical perspective of war,
(d) The ability to envision future war.

(2) The common-core component will be
the basis which the primary Army schools will
use to support the development period experi-
ence. This common core will be used to support
training and professional development at units
and organizations.

d. The following subordinate policies imple-
ment the base policies by affixing responsibility
for implementation.

(1) Develop exportable simulations (war-
games) for units/organizations which can be used
during small unit training or off duty by the offi-
cer.

(2) Commanders will have a program of
warfighting seminars at units and in organiza-
tions focusing the officers attention on the unit/
organization’s mission in a wartime situation.

(3) Service school commandants will have
a program of warfighting seminars focusing stu-
dent attention on the branch/functional area mis-
sions in a wartime situation.

4, CSA REMARKS: Approved in concept.

Appendices

1 Glossary

2 Bibliography
3 Action Plan
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Glossary

ATR: Annual Training Requirement.

Audacity: The willingness to take reasoned but
enornious risks.

IRR: Individual Ready Reserve.

PDOS: Professional Development of Officers
Study.

Physical confidence and health: Vigorous. de-
manding physical activity, physical well-being
and the self confidence engeneredby regular
physical activity regardless of age. Physical confi-
dence also enhances the self-image.

Practiced, practical judgment: An ability to de-
termine the vital from the unimportant, the im-
mediate from the casual, and truth from decep-
tion, whether deliberate or accidental. It is
improved by experience.

RC: Reserve Components (i.e.. US Army Re-
serve and National Guard).

R & D: Rescarch and Development.

Single-minded tenacity: An imaginative. driving
intensity to accomplish the mission using every-
thing that was available or could be created.

Soldier: A man or woman scrving in an army:
member of an army; an enlisted man or woman.
as distinguished from one holding a warrant or
commission: a person of military experience or
military skill: a persen who works for a specified
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cause: a skilled warrior; a militant leader, follow-
er, or worker.

Terrain sense: The ability to quickly. almost in-
tuitively, tactically judge terrain.

Warrior: A person engaged or experienced in
war, warfare, or battle; a fighting man; soldier,
serviceman, military man; brave fighting man.
legionary, man-at-arms, rifleman; warrioress,
Amazon.

Warrior Spirit. The state of mind and prepared-
ness required of each officer which blends all the
physical, mental, moral, and psychological quali-
ties essential for an officer to successfully lead the
Army in its mission of protecting the Nation.

Warrior Spirit Characteristics Officers with the
Warrior Spirit are:

® Physically and mentally tough
o Scif-confiden
® Motivated to exceed standards

e Skilled in the fundamentals of weapcns,
tactics. a::d doctrine

e Calm and courageous under stress

e Eager 10 accept responsibility for protect-
ing the Nation

e Action-oriented
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Annex M

Expert Integrator

1. PURPOSE. To dcal with the problem of
developing sufficient numbers of officers with
the proper mix of skills and knowledge to mcet
Army requirements.

2. BACKGROUND.

a. All officers arc expected to achieve profi-
ciency in their basic branch. Subscquently, the
officer prepares 1o become cither an “expert™
whosc responsibilitics. duties and professional
contributions arc in a single branch. functional
area or area of concentration—or an “integrator™
whose primary responsibilitics. dutics and pro-
fessional contributions will cross branches. func-
tional arcas or areas of concentration. The goal is
to develop an officer corps that is capable. com-
petent and committed.

b. On the whole this goal has been met. In
thosc instances where the Army has fallen short,
this failure has not gonc unnoticed. Articles in
two magazines asked the question: “Where have
all the warriors gone?” and cach reccived much
aticntion. Both of these articles made the argu-
ment that scnior officers were oriented too much
on managerial techniques and not enough on de-
velopment of warfighting skills. Another sct of
concerns were addressed in numcrous articles
critical of the militany’s ability to manage the
procurcment of weapons and sparc parts. Criti-
cism from the academic community is typified
by a remark of Tdward Luttwaks® that: “The
technological managerial cducation given to our
young officers has become less and less useful if
not actually counter-productive.™ While one
may disagree with the criticisms. they challenge
the Army to develop an officer corps that can
deal effcctively with an increasingly complex cn-
vironment and a varicty of missions. With that,
we¢ can all agrec.

c. Scveral institutional distractors ¢xist
which affect the Army’s ability to dcvelop of-
ficers with the needed skills. These distractors are
not the result of the Army’s failure to recognize
the demands of incrcasing specialization and
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complexity. Rather. they represent improper re-
sponses by the various management systems to
meet these demands. In other words. most of the
distractors result cither from information the sys-
tem needs but does not have. or from routines
cstablished by the systcm whose outputs are dvs-
functional. A listing of some of the key dis-
tractors illustrates the thrust of this argument:

(1) The present authorization system
(TAADS) docs not accurately reflect require-
ments (absence of information).

(2) Critcnia for assigning functional arcas
to officers is imprecisc (absence of information).

(3) There is no commonly agreed upon
definition of what constitutes “branch qualifica-
tion™—particularly after the grade of captain (ab-
sence of information).

(4) The role of proponents within OPMS
is not clear {dysfunctional routinc).

(3) Officers do not always reccive re-
quired training prior to an assignment (dysfunc-
tional routinc).

(6) Timc limitations and compcting ca-
reer requirements often preclude officers from
mastering beth branch and functional areca skill
requircments. (dysfunctional routinc)

{(7) Branch and functional arca pairings
vary widcly in common skills and compatibility
thus hampers cflective deveiopment in both for
somc officers (dysfunctional routine).

(8) The Ammy school system docs not de-
liberatcly and progressively tcach the skills re-
quirced by officers (dysfunctional routine).

(9) Sclection for key cducational cxper-
icnces (CSC and SSC) has too often been viewed
as a quality cul. rather than bascd on need (dys-
functiona! routing).

d. Tnc particular mix of cognitive skills (ana-
Ivtical, conceptual and integrative abilities) that
an individual cfficer will require varics by spe-

e
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cialty, assignment and by where the officer is in
his career. These cognitive skills serve as a “cata-
lyst.” The combination of them that an officer
applies to a situation will impart a particular per-
spective or definition of the situation—and ide-
ally lead to appropriate action. Thus it is not
enough that an officer possesses these abili-
ties—but also that he or she is proficient in their
application. A distinguished scholar. Dr Elliott
Jacques, defines the application of thesc abilities
as cognitive power. In a recent paper he explains
its significance:

*Cognitive power is of course not the only
component of the competencies required in
work. A person must also possess the psycho-
logical tools—the knowledge. cxperience.
skill. temperament. character and valucs re-
quired by particular types of work. But cog-
nitive power is of special importance when it
comes to assessing the level of work. or re-
sponsibility, that a pcrson might be capable
of carrving in the present or at some future
point.”

e. Therc has becn considerable conflict and
debzte over “matching-up™ the most compatible
mix of skills required between a branch and func-
tional area, meeting individual officer desires
and satisfving Army requirements. There arc in-
formally identified branch/functional arca pair-
ings which have a high level of compatibility with
one another and which allow officers to acquire
he skills they need. For example a pairing of 12/
54 (Armor/ Opcrations. Plans and Training) is
much more compatiblc and more casily mastered

thao a pairing of 12/48 (Armor/Foreign Area Offi-
cer). The problem identified by this study and
others is the lack of information which would
identify:

—commonality of skills required

—number and complexity of unique
skills required

—time required for training and educa-
tion

—peacetime versus wartime require-
ments

—ability to alternate assignments be-
tween skills and still remain competitive in both
categorics

f. Equally important as identifving what
skills are needed is the issuc of identifying re-
quired levels of proficiency which must be main-
tained. Early in an officer’s career he acquires a
set of branch skills which are almost immediately
uscd. Afterwards. as shown in the figure below,
opportunitics for branch assignments and utiliza-
tion of field gradc officers decline sharply. This is
particularly true for combat arms and combat
support officers in the field grade ranks.

Even so. the officer is frequently reminded of the
need 10 maintain “branch qualification.” This
latter term is ill-dcfined and mecans different
things to different individuals. It would seem
prudent that a requircment to maintain profi-
cicency should be based on a rcasonable expecta-
tion that these skills will be used. The thrust of
several OPMS Study Group recommendations
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and this study have been in that direction. For
example. the OPMS Study Group recognized the
key role that proponcnts should play in validat-
ing branch skiil requirements, developing a uni-
form branch qualification structure and ensuring
that the qualification structure addresses branch
skill requircments. Conscquently. they recom-
mended that the branch/functional area propo-
nent concur with any changes to TAADS docu-
ments. The CSA approved this reccommendation
and the result should be the development of ap-
propriate definitions of what constitutes branch
qualification.

g. While there has been an emphasis on se-
quential balanced skill development. priority has
been given to the development of integrative
skiils. These skills arc cssential to the Army offi-
cer in his role as a decision maker. Why? Integra-
tive skills:

(1) Assist the decision maker in under-
standing relationships between and ameny vari-
ous operating levels.

(2) Focus the decision-makers’s attention
on mission z2icomplishment through optimum
utilization of all resources.

(3) Providc opportunitics to combine ca-
pabilitics to achieve synergistic results.

(4) Secnsitize decisien makers to the im-
pact of cxternal influences.

h. Requircments for integrative skills cxist
throughout the Army at all opcerating levels. For
the “woulG-be intcgrator™ the level of detail be-
comes progressively less as the officer progresses
in rank. As the officer assumcs higher rank and
greater responsibilities. there is an iacrcase in
complexity he is called upon to manage across
the entire oiganization. The development of in-
tegrative sxills begins shortly after commission-
ing. The young cfficer quickly lcarns the need for
coor’ination and thc valuc of tcam-building
which arc the initial steps towards acquiring a
mastery of integrative skills. The integrator
comes to fill 2 contextual fuaction: sceing the
interrelationships between the various parts of
the orgaaization and utilizing this undersianding
to accomplish the mission. Key issucs in the de-
vclopment of integrative skilis arc:

(}) Idcntifving individuals with cxcep-
tional integrative abiliiy to mect Army needs.

(2) Dectermining the best means of im-
parting intcgrative skills.

{3) Devcloping asscssment techniques
that will effectively measurc integrative ability.

of
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i. Mastery of these skills becomes critical in
preparing officers for command since at battalion
level/equivalent and higher the commander has
as his most important role that of being an inte-
grator. As noted clsewhere in this report concern
has been cxpressed regarding the professional
preparation of officers for command. This is re-
flected in the PDOS General Officer Survey.
Asked 10 identify the weakest area of professional
developmeri for cach grade level the response
most typically given was that lieutenant colonels
and colonels lacked essential operational skills
(c.g.. integration of combined arms elements.
management of battleficld resources)—in short. a
lack of integrative ability. An obvious and simple
solution to overcoming these deficiencies is to
create more opportunitics for achieving “systems
proficiercy.” In this Lase. “systems proficiency™
means nothing more than identifving and provid-
ing ihose skills nceded at cach level and practic-
ing their usc until they are mastercd. The more
time spent in practice and repetition. the greater
the level of proficiency. Once this is achieved an
officer wiil know how to get the maximum out of
the soldiers. machines, and resources for which
he is responsible. On the battleficld this will
mean a svacrgistic cmployment of battle systems
and the soldiers who employ them.

j. The nced for intcgrative skills is not re-
stricted to commandcrs. These skills are also
needed in functional arcas—--which would first
appear to be the domain of “the expert.™ This is
true only in a few cases. The majority of these
officers arc really “functiona! generalists.” (c.g..
individuals whose dutics are primarily of an in-
tegrative naturc within the functional area). The
president of the 1986 Project Manager Sclection
Board (LTG Robert L. Moore) recently noted
that. “Wce are looking for top notch acquisition
managers. not just engincers...” additional recog-
nition of the need for intcgrative expertise. Simi-
larly. other ficld grade officer assignmeais in-
volve tasks and responsibilitics that cross
organizationat boundaries. Field grade officers
are frequently involved in actions where success
is dependent upon “sclling™ an idea/proposal io
somconc outside their immediate organization.
Integrative skills help impart an understanding of
the other individual's point-of-view—thus make
success more likely. Recognition of the impor-
tance of devcloping integrative skills is apparent
in several PDOS recommendations.

3. RECOMMENDATIONS. As PDOS group
developed policics in their respective arcas. they
also dcvcloped poiicics addressing the issue of
“expert integrator.” Similarly, the OPMS Study
Group researched the problem with .mphasis on
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functional expert requirements. Their recom-
mendations, pertinent to this issue, proposed
conducting a “scrub” of authorization documents
(define requircments), returning to the branch
concept of management (simplify the manage-
ment process) and identifying specific require-
ments for single and sequential tracking of select-
ed officers (provide flexibility in meeting Army
requirements). PDOS also examined this facet of
the issue but focused on the development of “in-
tegrator” skills. The PDOS recommendations fall
under four broad headings:

a. Identify skill rcequirements by job: Identi-
fy in TDA and TOE units what skills are required
by branch, functional area, grade et..

b. Emphasize sequential, progressive devel-
opment: Priority is given to ensuring all officers
first become branch qualified and then subse-
quently receive training in a functional area as
appropriate. Efforts will be made to “pair up”
branch skills and functional areas that are most
compatible with one another. Assignment of a
functional area will consider the officer’s branch
skills, complexity of the functional area, the offi-
cer’s preference, Army requirements and any
available assessment data.

c. Establish standards of proficiency that can
be understood by all: Clarify for officers what
branch proficiency they are expected to maintain
when serving outside their branch, especially if
for an extended period of time, i.e., in a function-
al area or as a senior officer in staff/integrator
positions.

- o — ————————————— e W mASm g mmee w42
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d. Increase opportunities for development of
integrative skills: Policies under this heading
provide increased opportunities for MEL | and
MEL 4; provide improvement to general officer
transition training and consolidate management
of General Officer Education and Training. (A
complete listing of OPMS and PDOS recommen-
dations are at Appendix 1 and 2 respectively).
These policies and recominendations seek to fos-
ter the development of officers, in the appropri-
ate numbers, with the skills and abilities needed
by the Army. Several factors impact on the Ar-
my’s ability to accomplish this. Most significant
is the absence of information which would iden-
tify officer skill rcquirements, required levels of
expertise and development opportunities. Other
serious deficiencies include a lack of consistency
between existing requirements, imprecise defini-
tion of key terms and a failure to clearly define
responsibilities of key participants in the officer
professional development process. PDOS recom-
mendations, along with those of the OPMS Study
Group, propose solutions that seek to overcome
these shortfalls and will provide the Army with
the experts and integrators it needs.

4. CSA REMARKS. Base policies were ap-
proved in concept

Appendices

1 Supporting PDOS Policies.
2 Supporting OPMS Recommendaions.
3 Bibliography.
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Appendix 1 to Annex M

PDOS Policies in Support of “Expert-Integrator” Issue

Development Period |
Policy #

J-19
J-11

Development Period 2

Policy #

J-20
J-21
J-22
J-23

101
112
113
114
115

117

Development Period 3

Policy #

102
106
107
116
1:0
Development Period 4

Policy #
SOl
S02
S03
S04

Development Period §
Policy #

S31
S32

834

M-1-1

SUBJECT

Officer Basic Course
Assnt of Lieutenants

SUBJECT

Officer Advance Course

Officer Advance Course

Branch Qualification

Utilization of Former Battalion
Commanders

CAS3

Eligibility Jor Advanced Civil Schooling

Branch Qualification

CAS3 (Reserve Components)

Utilization of Former Battalion
Commander

CAS3 (RC Correspondence Option)

SUBJECT

MEL 4 (Required Completion)

MEL 4 (Alternative Opportunities)

MEL 4 (Emphasis on Warfighting Skills)
MEL 4 (Emphasis on Warfighting Skills)
MEL 4 (Advanced Military Studies Program)

SUBJECT

MEL 1 Opporturnities

MEL ! Opportunities

MEL 1 Wariighting Module
Curriculum Coordination (AWC/CAC)

SUBJECT

BG Transition Program

Consolidation of GO Professional
Development

GO Professional Development
Opportunities




Development Period 6

Policy #
S51

Art and Science of War

Policy #

I81
182
183
184
I85
186
187

Mentor

Policy #

081
082
083
084
085
086
087
080

Self-Development

Policy #

J91
J93

Decision Making

Policy #

F91
F95
159

Common Shared Operational Language

Policy #

190
191

Control and Coherence

Policy #
095

M-1-2

SUBJECT

LTG Transition Program

SUBJECT

Professional Development Roadmap
Use of Wargames/Simulations
Warfighting Seminars (units)
Warfighting Seminars (service schools)
Revision of Military Courses

Civil Schooling Opportunities

RC Fuli-time Support Officers

SUBJECT

OER entry re: Potential for Instructor Duty
Instructions to Promotion Boards
Progressive Training

Strategy for Army School System

Facuity Mentors

Senior Mentors

Mobile Training Teams

Core Military Skill and Knowledge

SUBJECT

Professional Development Program
MQS System

SUBJECT

Officer Distribution
Emphasis on Decision Making Skills
Army Civil Schooling Policies

SUBJECT

Deveiopment of Standard Terms
Use of Technology

SUBJECT
Assessment Program

x -
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Appendix 2 to Annex M

Summary Of OPMS Study Group Recommendations In
Support Of “Expert-Integrator” Issue

STRUCTURE:

That ODCSPER approve the establishment of
three imimaterial position codes to identify offi-
cer positions.

That ODCSPER coordinate a one-time review by
the proponents, with input from the HQDA staff
and the MACOMs, to determine which battalion
staff positicns shouid be branch coded and which
should be functionally coded, for each type bat-
talion.

That the ODCSOPS develop guidance for and
direct a detailed review and update of all com-
missioned officer positions in TAADS.

That a detailed review and update of ail commis-
sioned officer positions in TAADS to identify
commissioned officer positions.

That ODCSOPS develop procedures to lengthen
the time between submission of future changes
and the effective date of those changes, so that
they are submitted prior to the POM for effective
dates in the first program year or later.

That ODCSOPS change AR 310-49, TAADS,
and establish procedures requiring the branch/
functional area proponent to concur/nonconcur
with any changes to TAADS documents prior to
submission to HQDA for approval.

That once proponents are identified for each
skill, ODCSOPS direct a review of all skill re-
quirements by the proponents, aliow top loading
of document where neccssary. and then require
proponents to monitor changes to the docu-
menting of skills.

PROFESSIONAL DEVELOPMENT &
SELECTION:

That ODCSPER approve a policy change which
will prohibit the designation of a branch-related
initial entry specialty as an additional specialty
and substitute a policy of single tracking a por-
tion of the officer corps. Force Alignment Plan

111, approved by the Chief of Staff of the Army in
Mar 84, will utilize branch transfers (involuntary
if necessary) to assist in solving the authoriza-
ticns inversion problem.

That ODCSPER direct MILPERCEN that of-
ficers selected from below a board initial “best
qualified” determination, solely to satisfy floors,
will be thereafter single tracked in that branch/
functional area.

That ODCSPER change policy concusrent with
the impliemntation of the OPMS Study recom-
mendation to restore primacy and instruct sel.c-
tion boards to meet floors only with officers des-
ignated prime in that branch/functional area.

PROPONENCY:

That ODCSPER designate proponency as appro-
priate for each functional area and skill. Delete
any skill for which there is no proponent avail-
able or identifiable.

That ODCSPER require the proponeats to con-
cur/nonconcur with anyv changes to positions in-
volving their branch. functional area, or skill in
TOE. MTOE, or TDA organizations.

That ODCSPER expand AR 600-3 to clarify the
relationship between MIL PERCEN and the pro-
poneats for professional Development, strength
management, and assignment of officers. Pro-
posed updated AR 600-3 is attached to finding.

That ODCSPER revise the definitions in the ap-
propriate regulations to reflect the elimination of
specialty codes and the establishmen: of branch,
functional area, areas of concentration, and skiil.

That MILPERCEN develop policies which desig-
nate branch as “primary” for each officer initial-
ly: later allow some dual tracked officers to hold
their functional area “primary” to meet the needs
of the Army and coincide with their qualifica-
tions and preferences.

That ODCSPER substitute branch, functional
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area, arca of concentration. and skill for specialty
code, specialty skill identifier. and additiona!
skill identifier.

That MILPERCEN manage officers. to include
identification of positions, officer skills, qualifi-
cations, schooling, and officer assignments at the
branch and/or functional area.

That MILPERCEN develop officers in different
career patterns to mcet Army requirements
through single. dual 2nd sequential tracking.

That ODCSPER limit each branch to only one
entry designation window for combat arms, com-
bat support arms, and combat service support at
different points to meet group needs and when
the Army requirements dictate the designation be
made.

That MILPERCEN designate functional areas
only when the officer becomes qualified through
education, training, or experience, normally after
initial assignment and no later than at promotion
to lieutenant colonel.

That MILPERCEN prohibit functionai area des-
ignation into another branch.

That MILPERCEN designate officers in func-
tional areas to meet Army requirements.

That ODCSPER and MILPERCEN include in-
formation regarding branch and functional area
compatibility in appropriate Army Publications
as guidance for proponents and Army officers
(i.c., DA Pam 600-3, LOI regarding functional
area designation process).

That ODCSPER survey the proponents and of-
ficers regarding branch and functional area com-
patibility on a periodic basis in support of recom-
mendation 11.

That ODCSPER approve the revised Officer
Classification System.

That MILPERCEN review their internal man-
agement organization to determine which
changes should be made to adjust to the ap-
proved OPMS changes.
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Annex N

Common Shared Operational Language

1. PURPOSE. To outline the need for in-
creased emphasis on a common shared opera-
tional language in military decision making, op-
erations, and education and training.

2. DISCUSSION.
a. Background.

(1) Common shared operationai language
is those doctrinal terms and processes such as the
estimate of the situation, operations plans and
order format, and radio ielephone procedures,
which provide a clear and rapid transmission of
the commander’s intent. It is a tool of the profes-
sion by which a commander or leader expresses
his intent or needs in action-oriented terms to
conduct the art and science of war. In doing so he
relies on a broad base of proficiencies, knowledge
and expertise in himself and others. The ultimate
goal is to allow the commander to express his
intent in clear terms to achieve victory in battle.

(2) Future war will be very rapid and com-
plex. requiring clear and concise identification
and analysis of requirements, and communica-
tion of the commander’s intent. Commanders
and staff must share a common understanding to
operate quickly enough to stay inside their oppo-
nent’s decision cycle. A body of doctrinal terms
and processess currently exists in our Army to
aid this need. These terms and processes tend to
facilitate and expedite communications and ori-
entation. However. some are not always applied
universally to the same standard and some defi-
nitions are inconsistent from one publication to
another.

(3) Training observations from the Na-
tional Training Center have indicated that all
echelons rarely understand the intent of the com-
mander. While some subordinates may under-
stand, it is rare that all subordinates will have the
same distinct understanding of those actions nec-
essary to successfully accomplish the mission.
The resuit can be confusion and poor execution.
Without clear understanding by subordinate
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commanders. command and control is compli-
cated and degraded during the heat of battle. Or-
ders do not generally indicate a clear picture of
the operation.

(4) The speed and complexity of future
war points to a need to improve and refine the
Development and use of a common shared oper-
ational language. However, 2 caution is in order
since excessive control or regimeutation of com-
mon operational terms and graphics can stifle
imagination and innovation and make it easier
for enemy forces to template our expected
courses of action.

(5) Common shared operational language
should facilitate and support decision making at
all echelons. It should support distributed deci-
sion making as outlined in Senior Leadership
(working papers) ARI. A common shared opera-
tional language should foster correct decision
making by a large number of leaders throughout
the command in consonance with the intent of
the commander. In the context of distributed de-
cision making, a common shared operational lan-
guage should directly support:

(a) A shared sense of purpose.

(b) An agrecemient between shared and op-
erating values.

(c) A commonsense orientation.
(d) Shared frames of reference.

(6) To continue to develop and refine a
workable common shared operational language.
schools, units and organizations should use the
same doctrine. terms, and frames of reference.
Commanders should be taught and should be ex-
pected to establish a common understanding
within their organizations to support distributed
decision making. Commanders and staffs should
write and speak about all plans. orders ~nd other
directive communications in a common format
with a common language. Testing for proficiency
in the art and science of war at all levels should




be done in common operational terms. Common
shared operational language should serve as a
supporting tool for a systematic and progressive
program that is appropriate for cach professional
Development period.

b. Findings.

(1) The system is not broken but does
need emphasis and continuing attention.

(2) There is a body of doctrinal terms and
processes in our Army which facilitate and expe-
dite communications and orientation.

(a) Terms and processes are not always
applied universally to the same standard.

(b) Some definitions are inconsistent.

(c) Desire for results (substance over
form, use of initiative) may inhibit a common
language.

(d) A rigid operational language may in-
hibit initiative and inventiveness.

(3) A “common language™ is taught in
schools.

(a) Based on doctrine. common thread.
integration in common scenario.

(b) Varied interpretations sometimes oc-
cur.

(4) The aim of a common shared opera-
tional language should be to allow the command-
erto:

(a) Establish the mission context and a
framc of reference.

(b) Communicate his intent in clear, con-
cise terms to all concerned (up. down. laterally).
Thereby units and individuals will know and un-
derstand the concept. be able to adjust rapidly to
changes, and continue successfully in the absence
of further instructions.

(5) Major thrusts for the Army to follow
in the refinement of a common shared operation-
al language are:

N-2

(a) Doctrine/terms/frames of reference
cordinated between schools.

(b) Emphasize basic educational compe-
tencies to achieve a firm foundation for effective
communication.

(c) Be consistent with Joint/Combined op-
erational language.

3. RECOMMENDATIONS. The following
base policies will be established and implement-
ed in order that the aims and major thrusts listed
above are met and continued as part of an on-
going, long-range action.

a. Doctrine, standardized terms and frames
of reference to support a common shared opera-
tional language will continue to be developed and
refined by TRADOC.

(1) Emphasize the Development of com-
mon frames of reference and shared operational
language at each level throughout formal Devel-
opment systems.

(2) Emphasize common understanding
and use of estimates of the situation. operational
plans and orders, and action-oriented operational
terms and graphics that enable the commander to
clearly and quickly express his intent.

(3) Common shared operational language
will be integrated with the Joint Operation Plan-
ning and Execution System to facilitate joint op-
erations.

(4) Proficiency testing in the art and sci-
ence of war will be done in terms of the common
shared operational language.

b. New tools will be developed to exploit the
use of latest technology in automated systems to
enhance communications and decision making in
terms of a common shared operational language.

4. CSA REMARKS. The base policies were ap-
proved in concept.
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Annex O

Common Core

1. PURPOSE. To describe a commoa core or
officer attributes, skills and knowledge which can

be incorporated throughout all professional De-
velopment levels,

2. DISCUSSION.

a. A common corc of officer attributes, skills,
knowledge and preliciencies cxtends through all
levels of professional Development. From the
time an individual makes a decision to pursue a
career in the military, he begins to adopt certain
characteristics that exemplify the Army officer:
high professional values; a warrior spirit; a mas-
tery of the art and science of war; leader/mentor;
an action-oriented thought process: and a broad
base of general knowledge. All of these character-
istics are components of the common core. The
professional Development system must support
the officer with training and education 10 nurture

{13 Professional Values:

-Loyalty to the Nation

-Lovalty to the Army and the unit
-Worthy of special trust
-Courageous

-Seif-disciplined

{2) Warrior Spirit:
-Physically and mentally tough

-Sclf-confident
-Exceeds standards

-Calm and courageous under stress
-Action-oriented

{3) Mastery of the Art and Science of War:

-Knows how the Army fights
-Has historical perspective
-Envision what war would be
-Skilled 1n tactics

this common core so that 1t can grow as the offi-
cer’s career progresses.

b. The common core should be based on the
PDOS developed Fundamental Principles of Of-
ficer Professional and Lcadership Development.
This common core is best initiated and rein-
forced dunng a resident-schooling experience
and serves as the common base for further,
specilized Development of officers. Definition of
the common core provides officers with a profes-
sional Development guide for what they must be,
should know and should be able to do.

c. The grouping of these attributes. skills,
knowledge and proficiencies into common-core
components identifies the general arcas of con-
centration to be further refined over time. Initial-
ly. the following components and suggested sub-
elements should be addressed in the Develop-
ment of the common core.

-Character and Integrity above reproach
-High cthical standards

~-Commitment to excellence in their profession

-Exhibits selfless service

-Skilled in fundamentals of weapons and iac-
1Cs

-Accepis responsibility for protecting the na-
tion

-Knows how the Army runs
-Recognizes human dimension
-Technically competent
-Skilled in strategy

e wa

NP

- —




{4) Leader/Mentor:

-Develops and cares for subordinates
-Is a Role Model
-Coaches

(5) Action-Oriented Thcught Process:

-Intellectual agility
-Expands cognitive skiils

(6) Broad Basc of General Knowledge:

-Knows national heritage
-Xnows environment

d. These components of the common core
must be introduced to all military courses from
ROTC/USMA’OCS through OBC. OAC, CAS3.
CSC. SAMS and SSC. The common core is the
thread that ties together the things that all of-
ficers should Be. Xnow and Do.

¢. As programs recommended by this study
are implemented. a relationship must be estab-
lished between common-core components and
individual assessment program categories via re-
quired skills, proficiencies. knowledge and attrib-
utes to ensure that the school evaluation process
and individual assessment program are comple-
mentary. In addition, the Sclf-Development pro-
gram and its rclation to the common core must
be addressed. Specifically, the critical common
tasks defined by the MQS system (MQGS 1
through MQS V) must be incorporated in the
common core so that MQS is coordinated within
and between all professional Development levels.

f. The aim for the common core is to identify
those fundamental clements common to all of-
ficers. regardless of branch or functional arca.
and ensurc that they serve as the common core
for the education and training system.

g. The major thrusts in this area arc to:

Identify for each development period the
knowledge. skills and attributes expected of an

0-2

-Teaches
-Guides
-Advises

-Makes timely decisions
-Takes bold and decisive action

-Knows potential enemies
-Remains current in world events

officer — i.e., those things he must BE-KNOW-
DO.

Incorporate a common-core curriculum
throughout the school system.

Instituie Self-Development/individual-as-
sessment programs to support the common core.

3. RECOMMIENDATION. The bzsic policies
developed for the common core are to:

a. Develop and define the content of the
common core. identifving the attributes. skills,
knowledge and proficiencies which provide for
what an officer must be, should know and should
be abl: to do across all Development levels (see
Appeadix 1).

b. Incorporate common-core curriculum in
all levels of schooling from pre-commissioning
through SSC (sce Appendix I).

4. CSA REMARKS. CSA approved. in con-
cept. the base policies for the common core.
Appendices

1 Common Core
2 Action Plan
3 Phasing Plan
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Appendix 1 to Annex O

Common Core

1. PURPOSE. To provide supporting policies
and rationale to support the recommendations of
this annex.

2. DISCUSSION.

a. At the current time, there is no common
core of instruction that is included in cach course
in the officer education/training system. Prior to
January. 1985. there was no requirment for com-
monality at any one level of military schooling
such as at the entrv level (OBC) and definitely
not between CSC and SSC. As of January. 1985.
the new 20 week OAC resident course is required
to have a common core so that OAC graduates
will have received comparable training in those
areas initially identificd as common to all officers
at the captain level. This is a positive step in the
right direction and the common-core concept is
being further rcinforced by the introduction of a
common core in OBC.

b. The approach thus far has been a good
start but it does not go far enough and it does not
address the total education and training system.
It also 1s being approached in different manners
by different proponents. ¢.g.. some schools are
presenting the OAC common core in modular
form while others have interspersed the learning
objectives of the common core throughout the
course. The oest method of presenting the com-
mon core must be determined and instituted in
courses at ihe same leved (¢.g.. OBC or OAC)and
musi be consistent with courses presented at dif-
ferent levels (c.g.. OAC and CSC level). Further.
the actual atiributes. skills. knowledge and profi-
ciencics that extend throughout an officer’s ca-
reer must be identified for all levels and an over-
all system. tied together throuzh a common core.
and must be implemented.

¢. The common-core approach. especiaily in
the modular format. will greatly facilitate educa-
tion and training for officers that branch transfer
after attendance at their first branch OAC. They
necd only to take those courses particular to their
ncw branch 1o bring them up to a comparable

level with their peers. It also facilitates educa-
tion/training for Reserve Component officers
who take the OAC in a non-resident mode. Com-
mon-core modules can be transported to the RC
officer or can become a part of the required resi-
dent portion of the course.

d. The first step in establishing a common
core is to iden:ify the components of the com-
mon corc that extend through all professional
Development periods. Thus. the following potlicy:

Devclop/define the content of the common
core, identifving the attributes. skills. knowl-
edge and proficiencies which provide for
what an officer must be. should know and
should be able to do across all Developmeit
levels.

(1) The common core must save a stable
foundation that is constant and consistent over
time. Thercfore. the common cors will be de-
signed so that it incorporates the fundamental
principles of officer professional and leadership
Development.

(2) Not all aspecis of the common core
need to be tied to the resident school system so it
must be determined which elements will be part
of the common-core curriculum at each of the
branch schools. CAS3. CSC and SSC and which
will be part of the self-Development process.
Thosc critical common MQS tasks thai link the
MQS system together between the various MQS
levels will become part of the common core.

(3) The common core will be coordinated
with the individual assessment program but not
every aspect of the common core must be as-
sessed. Therefore, those elements of the common
core that shouid be incorporated into the individ-
ual assessment program must be identified.

¢. After the contents of the common core
have been identified. implementation within the
schoo! system must be accomplished. Thus the
following policy was developed:

0-1-1
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Incorporate common-core curriculum in all
levels of schooling from pre-commissioning
through SSC.

(1) Implemenmtation of the common core
will require a coordinated effort over a period of
about five years. In order to properly direct this
effort, a single responsible staff agency will be
given the implementation mission. In this light,
the following actions are felt to be necessary for a
successful program.

(2) To ensure that the common core is
introduced uniformly, the responsible staff agen-
cy will monitor and direct the development and
implementation of the common core. This will
ensure continuity between courses from pre-com-
missioning through SSC and will ensurc continui-
ty between the common core. Self-Development
and individual assessment programs.

(3) The responsible staff agency will also
determine the best method of presenting the

common core—modular, integrated or a combi-
nation of both—and ensure that the common
core is presented :niformly for each course level
and is coordinated between course levels.

(4) To ensure that this will be a living
system, responsive to the changing needs of the
officer, the responsible staff agency will develop
and publish a method by which a common-core
component can be added or deleted from the
€Ommon core.

(5) To provide a guide for the officer as to
what he should be, should know and should be
able 10 do, the common-core concept will be in-
corporated in the professional development
roadmap and will be periodically updated.

f. The detailed implementation plan with
supporting actions, responsible agencies and re-
quired completion times is at Appendix 2.
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Appendix 2 to ANNEX O

Action Plan

684401 9

0ARiDm '@

Joavii ‘g

J0avyL e

*330) UOWWOD Y3 OJu}
paivraodioduy saw 5 SOR ysnoay

1 SOW 203 PajjIIvuapul ex9Ey UOWMOD

1e233130 @s0Y) Iwy) sansu3y o

‘uea803d JuINAOTIABP TR Y 3O
3494 #Q 1AM YITYA puw asnoyrooyds
Y3 U} WNTNITIIND 220D UOWEOD

ya 30 1awd aq TN 940D uowwO)

Y3 O MIUIWITI YOIYA PUTEINIIQ ‘'Q

‘¥833034 IYySnoyl paAIVeTI0 LD IV~
*afpataocuy 1eadue) pwoig-

*awp 3O BOUBFIS PUP JaY-
*SutiouaR/diysaspea..

*31234S 307330M4-

‘sanyep [RUOISSdJOId~
tWHETUTE ¥ AR APNTIUT T1TA

2305 UOWwWO) Y3 jO sIuauodwoy ‘v

s3uamdn 13A9Q (PuUOLe

-003034 39331330 jo sdldyduyly
1vausmepungd aud esv3iviodioduy
31 I3yl o9 si0) uommo) ulisaq

*813A8] JuandO AP

11® 880328 Op 03 ¥1qw 39 pinoys

pu® AOUY PINOUS ‘ag ISNE 23JV1]30 uw
JWyA 307 9p1AO3d YOITUA 1DUITIFj0ad
pus aSpatacux ‘sriins 'e2InqQiidle
ssoy3 Buyk313IVapY 230D uoWRO)

30 s3uslu0d BUIFap/doldAdy OLf

0-2-1

NOIL3dWOD
334IN0O3Y

9834 AHVWIHG-(d)
SIONIOV

(S)INOILDV ONILHOddNS

NOILVONIWKIOD Zxe




Appendix 2 to ANNEX O

Action Plan

06A3DT O
(RASDY °6
(8AIDY @
68A301 °°

J0QV¥lL 2
J0avdl  °q

J200Vd1 °®
J0QvY¥L  °?

*STIA3[ 981N0D uUIIAIq

P3IVUIPICOD ST pu® TIAIY IF200D
yowd 103 L (clojjun pIajuasaad 91
210) UOWWOD Y IBYI I8NUI pUF -
yiogq jo uoyIwujquod 10 pARIwiBIug
‘aenpom--310) fowmo) Iy Sujauasaid
JO Spoyidm 38aq duFWIANIQ D

°JSS puw

20892 ‘€SY2 *2vo 'dg0 ‘sweiBoad
SuTuO T8 IHEOIIIJ—-8I8IN0OD
u’a9a1aq £1jnurIuod IINBUI

03 @mazsls [ooyds 3roydnoayl
8104 310) uow®mO) 103 Juom

03 Aduale arqisunisrx ysvl °q

‘221848 TUOYDS IYI OJUJ IL0) UOWWOD
ay3 jo uojyIwjuadwa[dwj Y3 IPujpioOd
01 £dua8e arqreucdeax ¢ 33vuBisag e

“pea8oid

Julmesasse [PNPFATPUT Y3 oju}
paiexodiodul.aq pInoys 230) uoumo)
Y3 3JO SIUIWITI YOjym IuJWIIIQ 2

+55§ yBnoiayl Sutuotes iwmodaad moay
Sutrjooyds IO $12A] 1T® Ul wWNND
-1130) 310) UOWBO) 23waodaodur L r

H:01L 3 8W0D
J549iNO3Y

"dS3Y AYVWIHG-(d)
S3ION3OVY

{SINOILDY ONLI HOJdNS

NOILYON3WINODSE:

0-2-2

——

v e P




Appendix 2 to ANNEX O

Action Plan

‘S3LON

062401 "3

*op 03 3rqe 3q pInoys

pue amouy pinoys ‘3aQq Isnm 13dDI3jO
ue 1eya 103) ap1n8d v aojaoid o031 dey
peoy judwdoyaaaq TEUOISE3jold ® UY

200VdL ‘3 3daduod 210) uounuo) ajeiodioduy °3
*310) uowwOy) 3IYI WO1J PIIITIP A0
pappe 3qQ ued juaucdwod 310 uowmo) e
yoyya 4q poyilaw ysyyqnd nue doraaap
064301 -2 20aQViL '3 03 Aius8e ayqysuodsaa jsel °23
*£313nuluod 31nsud 03 sjudwdaInbaa
310) uouwwo?) IudWSOTIAIP-3JYIS PuUC
asnoyyooyss jo dyysuojieyaz lojjuom
L8A3DY P 20avdrl cp 03 AouaBe 3yqysuodealr jysel °p
»wJ . [
4 a3yIND3y S3ION3OV

0-2-3

——— — g - -

——

e

wts &
e ™




Appendix 3 to ANNEX O

PHASING PLAN

<0’ | 89 s | s9
SNOITIN $-39NVHD val
A15/TIN=A LINOVS ONV_ 43VLS
AN/ZYN SIN3ONLS
96 Ad|S6AI|PEAI|E6AI|26Ad]|1S6 >..Lom A3|6Q A4]|8Q A3|20 A3|96 X358 Ad
$328N0S3Y
Aantaowv
S{n3IIIN3 FI9HNI4SRY
qu.l‘uqm pot X AauNIAT ALENASAT
YANRRERRKDURRERREDERE]
U] ASHES
49/3%0
S6Ad|lSeAd|ve Adlce Ad|zerd|ie Ad|o6rd|6Q Adj88 AJd|L8 Ad|98 Ad]|S8 A

*GG HOROHML
ONTHOTISSINWOD-34d HONJ SN{I00HIS J0 $13AN
1 NI WNINDIBYA) 30D NOWHOD) 33 vYBOJbOIN]

e

"IN3H4013A3Q 1YNDISSI30dd
LERIRE) 10 $IVJIINTYY IVLNIWYANA ] IHL
SIIVYOJYOOINI 11 1LYHL OS 350) NOWHO) NOISIQ

"S13IAIT INIWIOTIIAIQ
My  SSO¥dY 00 012 338y 38 01IAChT  CNY
"MONY OTNOHS °28 ISAW ¥3I213340 NY LYHH ¥03
JOIAO0¥d HDOIHM SIIIN3IJ1408d ONY 39G3TMONX

*SIMYS  *S$IINGIYIIY  3ISOHI  ONIASILIN3QI
J¥0Y)  NOWWOTY G SINIINGD  INIJ3G/ U 1IA3Q
ot

WD NOWHO

0-3-1

o —




Jiy w—

Auihors: COL DUNN/COL POLO/
LTC STOUT/DR PENCE
Team Chief: COL Dunn

NOTE: The reader is encourged to rcad Chapter 4
of Main Report (Vol 1) prior to reading
this Annex to obtain the background on
Adult Learning and Decision Making
Theory.

Annex P

Education and Training Methods

1. INTRODUCTION.

a. The officer corps is faced with ever more
complex challenges. The trends of increasing
complexity and rate of change are not likely i0
decrease in the foreseeable future. Today, officer
professional development, and more specifically,
the education and training components, are driv-
en by where one learns—at a service school,
through occasional excursions into correspon-
dence courses. or civil schooling to obtain a de-
gree or added training. As the complexity of an
officer’s environment increases, so does the stress
of living in that environment. The pressures to
keep-up, stav current and comprehend the proper
utilization of more complex systems, all add to
time pressures which make it difficult to ponder,
reflect and draw insights about the profession.
We are approaching a state of “undcability.”

b. It is no longer realistic to think that a few
years of college or graduate school 1s an adequate
foundation for a lifetime of service. There is too
much to learn and retain for the status quo edu-
cation and training system 1o remain intact. A
thoughtfully created and executed program of on-
going, continious training and cducation is re-
quired of every officer to avoid having his knowl-
edge become obsolete. A lifestyle of life-long edu-
cation is a must, not an option. An officer must
be expected to study, not just allowed r0.

¢. The PDOS desired professional develop-
ment system secks to meet today’s education and
training challenges through an evolutionary
movement toward an “cducation and training
life-style model.” The principal ways this is
achieved is through active involvement by all
major actors in the professional development
process—the individual officer, the mentor in
the school and in the unit, the unit and organiza-
tion and the school. These players usc an array of
methods io achieve the desired BEEKNOW-DO
outcomes. Collectively, these methods must help
make success at education and training achieva-
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ble. Successful methods are defined as those
which:

(1) Provide a disciplined way to group
knowledge and skills so they can be effectively
learned.

(2) Help the officer learn the knowledge
and skills faster and retain them 'onger.

(3) Make things simpler so officers make
smart decisions at the right time.

d. The PDOS education and training meth-
ods strategy sceks to provide the major players
the means to successfully meet roday’s and to-
morrow’s challeriges. These means use both tradi-
tional education and training technologies as wel!
as clectronic methods. The mentorship portion of
the study (VOL III, Annex [) will deal in some
depth with this vitally important method to aid
in professional development. Other important
“non-electronic” methods are addressed through-
out each development period [e.g., field training.
exercises at the National Training Center and
throughout the Army, professional reading. case
studies, face-to-face seminars, etc.}. The intent of
the PDOS cfiort is to stress both the proven con-
ventional methods and those advanced computer
technologies which are determined to be most
promising in assisting officers to meet today’s
and tommarow's challenges. As advanced com-
puter technologies are less developed than non-
computer techniques, the major focus of this an-
nex is directed toward the “tech™ applications.
These must be used to their full potential in mak-
ing success achievatle on the batilefield.

2. PURPOSE.

a. To describe which computer technologies
and non-clectronic methods should be empha-
sized during cach officer development period in
support of the professional development roles of
all major participants and the varied training and
cducation needs of officers.
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b. To define what new initiatives and poli-
cies are necessary which. when implemented, will
enhance the efficient and effective use of com-
puter technologies in support of the overall
PDOS education and training strategies.

3. Discussion.
a. Background.
(1) Definitions:

(a) PDOS education and training methods:
Are those which should be emphasized to sup-
port the individual officers. units and organiza-
tions and unit and school MENTORS in per-
forming their professional devclopment roles
during each development period.

(b) TRAINING: Involves lecarning some
specified pattern of behavior. The result is per-
formance involving a skill. Training teaches
someone how to perform a task. It transmits past
experience or “known” knowledge.

{c) EDUCATION: Involves how 1o think
and decide. It involves new concept formula-
tions. The result is development and growth of
the individual. A result of education is the acqui-
sition of insights——an understanding of the
meaning of concepts: an understanding of how io
articulate one’s intent and frame of reference:
and, an understanding of context. The distinec-
tion between training and educaticn is important
in that it permits a comparison of present with
future needs for the Army and this distinction
underlies the general thrust of this annex.

(d) COMPUTER COMMUNICATION-
BASED INSTRUCTION (CCBI): Is the umbrel-
1a term used in the PDCS analysis for the family
of electronic technologies used in training and
education. The word “communication”™ is added
to the more common term, CBI. as communica-
tions technologies are now inseparable from
those associated with the more traditional educa-
tional uses of the computer.

(¢) COMPUTER LITERACY: Is the
knowledge of what a computer is and the func-
tions it may perform. One who is computer liter-
ate has the ability to apply computer-related
terms, concepts and capabilities 1o one’s job.
Computer literacy skills equate to oral and read-
ing skills. The concept of computer literacy in an
education sctting is not simply learning to ma-
nipulate a word processor or spread sheet nor is
it learning how to program a computer. Those
tasks are skills-based which are learned through
training. Within an educational context. comput-
er literacy refers to the capability to use the com-
puter ax a too! for gathering. processing and com-
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municating information related to the learning
process. In cne's organizational setting, it refers
to using it for intelligent application and amplifi-
cation of lcarned knowledge and skills.

(Y ARTIFICIAL INTELLIGENCE (Al):
Is the science of giving human-like learning and
thinking qualities to machines. Although there
are¢ a number of sub-ficlds in Al the major focus
of the PDOS education and training methods
analysis is on the use of Al for knowledge acqui-
sition and retention and the application of Al to
provide a new level of speed and simplicity to the
decision-making process.

(2) Assumptions:

(a) We are at the lcading edge of the elec-
tronic technology revolution. Electronic technol-
ogy is not now sufficiently advanced to prolifer-
ate its development and use in an organizational
environment, however. Computers have been in
wide use for only about 25 years. The first decade
in which computers were used saw supplementa-
tion of accounting and clerical functions. In the
1970’s, the emphasis was moved up in the organ-
ization to aid first-line operational personnel.
The earliest attempts to use computers for educa-
tional purposes werc fledgling trials that had only
limited success. In the 1980’s, a third wave of
complex applications has begun which has assist-
za users in higher-level functions such as learn-
ing, concept acquisition and development of de-
cision-making stategics.

(1) It is appropriate, therefore, to pursue
the development of computers to assist in officer
professional development in the school environ-
men:.

{(2) The PDOS computer development
stategy proposes a three-phase process for the im-
plementation of a typical development cycle for
advanced education computer tehnology. The
process begins in one or more schools as a pilot
project, goes through an assessment phase and
then reaches a decision point where expansion
options are considered (e.g., to other schools, to
special branches, to Reserve Componeits, collab-
oration with civilian higher education, with other
services. and even to individual officers’ homes
for their personnal (and family use). See Figure
P-1.

(b) We must invest in technologies which
increase our human capability. We are not limit-
ed to simply teaching officers how to use technol-
ogy to learn subject material faster. Rather, we
assume that we must make technology a natural
expansion of the officer’s environment in a
peacetime or wartime setting.
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(¢} We must use CCBI to assist com-
manders. staffs and key decision makers in mak-
ing sound decisions in a high-stress, fast-paced.
rapidiy-changing. complex environment. With-
out some aids being made available to discipline
the officer’s decision process. the officer will take
many “short cuts”™ in that process. If aeveloped
properly. CCBI will help discipline that process
and thereby minimize an officer’s imprudent
short cuts while increasing the tempo of decision
making in the combat and peacetime decision-
making cycle.

(d) Resource assumptions:

(1) In those cascs where it carnot be objec-
tively shown that losses 1o effectiveness will out-
weigh gains in cfficiency. there will be heavy
DoD and Congressional pressure 1o consolidate
among the services these functions and tasks not
unique to the land. sea or air battle. The expenses
and long-term commitment associated with com-
puter technologies will be particulariy scrutinized
for pooled resource opportunities.

(2) Th-- various services will be expected to
look to civilian institutions of higher learning
and 10 their service research agencies 10 assist in
$ the orderly transition from the existing “book
and oral-based™ educational models to an educa-
tional system based on the addition of compuier
and other technologies.

(3) Pressure will increase to provide Re-
serve Component units and personnel with rapid

. TYPICAL ADv £D TECH (Y(LE

OCNRRRERRNURRRRNNRANRRRNEREDYN

Pliot »choot(s) Phase

s

P-3

and effivient training and education assistance
using computer technologtes. It is assumed that
the factors which have been determined to be
important to cconomically iustify computer
learning techniques will be met. Automated
training techniques have prover to be highly eco-
nomical whken the folloviing general conditions
are met.* Odher 1ecent researchers have noted
additional factors as important to student effi-
ciency and learing comprehension. however.
this list appears common to all of the reference
sources investigated:

{a) There is no significant change in the
learning objectives to a target course for a mini-
muri of three years during the development of
the computer-based courseware and after the
ficlding of the training package.

{b) There is a student population base of
sufficient size to amortize courseware develop-
ment and hardware acquisition cosis at an ac-
ceptable budget ratic.

(¢) The automated learning courseware is
accessed by users withcut undue negative eavi-
ronmental experiences (¢.g.. requiring that stu-
dents time-share during oft-duty hours or other
highly inconvenient times such as early morning
hours).

* Anabucal Systems Engineening Corporation. Autemalted
ISM Tramng Techrical Report. Contract No MDA903-83-
C.0474.p. 3.
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(d) Maintaining the quality of the perform-
ance of Army leadcers is the most important se-
sponsibility of the cducation and training system,
Although many factors affect lezder perform-
ance, the emphasis on education and training
methods to obtain and retain the depth of officer
knowledge. their retention of technical and tacti-
cal skills and the need for an enhanced officer
decision-making capability will continue to be vi-
tal to having an officer corps capable of prepar-
ing Army units for war, leading and sustaining
them in combat and winning,

b. Assessment Of The Education And Train-
ing Needs Of The Officer Professional Develop-
ment System.

(I) The officer corps is faced with ever
more complex challenges ir its peacetime and
battlefield environments and will eaxpesnience new
challenges for the future. In the face of these chal-
lenges, we must develop new methods 10 learn
and make decisions better. faster and smarter.
The education and training system must be de-
signed to meet thesc new challenges:

(a) New Peacetime Challenges: There is less
time to learn on the job. Pecacetime tasks arc
more complex. There are more missions to pre-
pare for. There is less time available to maintain
readiness. A higher level of unit training and unit
readiness is required because the bauleficld of
the future will be more complex and more imme-
diately demanding. Better resource management
is immediately required. It is hard to retain skill
competency and currency, it is continuously be-
ing used as part of ongoing actjvities.

(b) Modern Battleficid Challenges: The
modern battleficld is more complex and requires
a greater scope and a greater range of operations
at all levcls. There are more sophisticatea sys-
tems to integrate and in greater numbers. We
must be able to do more with less forces and with
less resources. It is more important to achieve
excellence on the battleficld from a ~standing
start.”

(c) New Challenges for the Future: Missions
will change at a rapid rate. Technological change
will accelerate. The Threat will continitousiy
change. Society will be in a continous state of
evolutionary change. The officer corps will face
changes in concepts, doctrines and force strus-
tures. The competencics required of officers will
change.

{2) During the course of this study. the study
group reccived a number of letters addressing the
high-technology ecnvironment with respect ta
these challenges. One letter. in particular for 2
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US Army service school commander sullinctly,
summed up the delemima facing the Army’s pro-
fessional development system.

“The *System’ or ‘technology” of the battle-
field may be overtaking our hopes of pro-
gressively mastering the art and science of
warfare.”

“The time required for mastery of the
mechanics of our new systems, as well as that
needed to effectively utilize and manage
them. is becoming unacceptable.™

“We have successfully used technology to in-
creasc our capabilities—we have not vet ex-
ploited technolgy to simplify procedures.”

(3) The 1982 Defensc Science Board Sum-
mer Study on Training and Training Tcchnolo |
recommended that the Services “. . . accele.z .
the introduction of Computer Assisted Instruc
tion into the schoolhouse and transportability to
the field.”

The 1984 Army Science Board Summer Study on
“Leading and Manning Army 2! reflected the
following in its intenim out-brief: “The current
Army informal leadership development system
does not enharice the qualities necessary for lead-
er independence, creativity and flexibility in bat-
ticfield decision making on the Army 21 batile-
ficld and in peacetime.” Taken together these
two findings suggest a need for an increased cf-
fort to be spent on using technology to assist all
Army leaders in developing decision-making
skills and solving problemaiic situations. This is
a need which can only be satisfied through educa-
tion. These efforts must be undertaken in such a
manncr that they are not at the expense of the
critical need for officer to maintain their in-
depth technical and tactical competence and
skills lcarmed through training.

The annex introduces an cvolving education and
training model which, when fully implemented,
will permit the transfer of knowledge and inquire
more rapidly than is experienced now under the
present operative education mode'. The time it
takes today to learn the necessary knowledge and
skills is so great that there is insufficient time
avilable in school or the unit for leaning how to
conduct effective decisionmaking or learning
oiher criticat educationoriented concepts.

Previous swudies. notable RETO. estimated that
officers spend about 80 percent of their post-
commissioning Army schoo} time in matters as-
sociated with tramning. Tomorrow's challenge is
'o opcraie under an education and training strat-
egy using advanced technologics which will meet

.
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future education needs without sacrificing to-
day’s successes in training.

(4) Findings from the PDOS-Conducted
Survey Relating to Education and Training
Mecthods:

(a) A number of PDOS survey findings
relate to education and training methods. Over-
all, 47 percent of the respondents agree (53 per-
cent disagree) that the current education and
training system prepares them to keep pace with
the fielding of high-technology operational sys-
tems. The most severe problem, however, is per-
ceived to be at the major and lieutenant colonel
levels, as Figure P-3 affirms:

(b) Other findings indicate that the cur-
rent instructicnal methods and service school in-

structor experience, quanity, and quality is not
adequate.

(c) Respondents perceive that there is a
lack of adequate preparation for officer students
to become mentors (a leader, teacher, coach and
guide). See Figure P-4. This may be the result of
TRADOC service schools, with the exception of
CAS3 not having enough mature and exper-
ienced mentor role models. Fully, 73% of the
lieutenant through colonel respondents and 70%
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of the general officer respondents agreed that the
mode of service school instruction needs to be
expanded to include small groups with mentor
insturctors. See Figure P-5.

Figure P-3: Percent of Surveys Respondents Indicat-
ing that the Education and T:aining Systems Prepare
Officers to Keep Pace With the Fielding of High Tech-
nology Systems.

Agree Disagree
50%
iR 56% 44%
wT 52% 48%
cPY 51% 49%
MAJ 38% 62%
LTC 41% 59%
coL 54% 46%

Figure P-4: Percent of Survey Respondents Indicat-
ing That Their Most Recent Schoo! Experience Effec-
tive Prepared them to Become Mentors.

Agree Disayree
50%
0oBC 36% 68%
OAC 34% 66%
CAS3* 67% 23%
CGSC (R) 56% 34%
AWC (R) 75% 25%

* This is a captain school where there is close contact a:th
mentor role models.
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Figure P-5: Percentage Of Survey Respondents Who
Agree That The Method Of Teaching Small Groups Of
Students Wtih A “Mentoring™ Faculty Should Be Ex-
panded.

Agree Disagree No Opinion
50%
Commissioned 73% 1% 17%
Officer
General 70% 20% 10%
Oftcer

c. Assessment of the Current Traming And
Education Methods Found In the Officer Profes-
sional Development System:

(1) Education/Knowledge Modcls: There
1s no readily identiniable nor commonly used the-
oretical model for education and training upon
which the current post-commissioning profecs-
sional development system is based.

(a) Current Philosophy: PDOS construct-
ed a model to reflect the major components of
the current education and training philosophy
which is based on study group members’ exper-
iences within the existing system and their re-
views of civilian education theories.

I Aim of Education: The current philoso-
phy sees the aim of education to be to: join
discrete clements under the structure provided
by the instructor: pass on the iradition of “know™
knowledge. thought and action: and. develop
character and critical thinking.

2 Mecthodologies: The methodologies used
to carry out this aim are traditionally: training,
the use of the printed word and verbal expres-
sions. using the instructor as an “information and
feedback conduit.” and using a prescribed curric-
ulum to guide the development of learning as a
“product.”

3 Strengths: The strengths of the current
philosophy are found in its reliance on the rich-
ness and variety of experiences of the instructor
and the student as a context agamnst which one
can teach and the other Icarn. Insighis. however.
tend to be mediated by the “rationality™ of those
experiences. The linkages of what are considered
desired behavior to what are considered desired
principles are. of neccessity, traditional. The ex-
periences are generally unde-stood by all in the
system. The emphasis in the training system fo-
cuses student attention on remaining current and
developing expertise in the knowledge of narrow
arcas.

4 Difficultics: What is a strength. also.
prosents difficultics—cducation and training is
tvusited by the depth and breadth of previous ex-
perience. The primary “sources™ of learning arc
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“book knowledge.™ “teacher knowledge™ and ve:-
bal dialogue. The conceptual dimensions of these
sources are constrained by the limited capabili-
ties of the verbal. sersory and printed media. In
aadition. there is an inherent lack of understand-
:ng of the place of innovation and creativity in
learning. As such. major new techniques are slow
to evolve and there is a stiong built in resistance
to change. The “rules™ portraved arc¢ based on
eaperience and are pooled into principles. To a
degrec this i1s appropriatc as new initiatives
should have 1o withstand rigid scretiny to replace
existing principles. There 15 a tendency though
for rules 19 become ~fossilized™ and unresponsive
to future needs. As ihe Army post-commission-
ing school system applies the current behavior/
rule education model. the difficulties are com-
pounded in that the teache: of knowledge and the
course developer are. 10 most cases. different in-
dividuails. Finaily. a major challenge to the train-
ing using the current education model is the re-
tention of knowledge and :kills before they
become obsolcte. See Figure P-6. following this
discussion of education and training models for
further details on the current model used in post-
commissioning military schools.

(b) Model Based On The Acquisition Of
Insight: Another model. generally not found in
Army schools nor used widely in American civil-
ian education. is based on a philosophy of the
acquisition of insights.

I Aim of Education: The aim of this phi-
losophy is to stimulate the occurrence of insights
and understanding for the student.

2 Mcthodologies: The methodologies re-
quire higher orders of stimulaiion of the stu-
dent’s cognitive processes.

3 Strengths: Allows growth and develop-
ment of new knowledge. innovation and under-
standing for the student. The instructional mode
oricnts on the individual student deriving his
own insights. This model cnhances the prospects
for an internalization of higher frames of refer-
ence (see Vol I. Chap 4 for discussion of Frames
of Reference).

4 Difficulties: The “vision™ created by the
student is often too simplistic—too cogni-
tive—and does not decal with practical matters
such as the execution of orders, the development
of attitudes. the cstablishment of traditions and
principles, and the development of proper con-
duct. The insights described above as a strength
are not derived until the later practical applica-
tion phase of the Icarning cycle—too late if Army
officers are to be ready to fight at the appropriate
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level of excellence from a “standing start.,™ In
short. this modcl promotes the development of
new information and profound insights but is too
slow. A surrogate is nceded to speed the process.
For a description of this model see Figure P-7 on
the next page.

(¢) Communications Education/Kncwl-
edge Modcel: This model. along with the discus-
sion of adult learning theory in Annex F.serves as
the theoretical foundation for the PDOS educa-
tion and training sirategy. It sccks to add inter-
disciplinary  computer dimensions 10 the
strengths of current models plus adds a broader

TUBRENT EIUTATIONVERCRLEICT WODEL AS GEINZFALLY PRACTICED IN FOST COMMISSIONINS
MILITAFY SCHOOLS

IMPRESSION, elezents under

BEHAVIOR end Conatructise structure of
fULE >f srguaents teacher
wodels Printed word Pass on traditisa
snd verbal ex-~ af “knywn” know
pressione gre ledge, thiuzht and
vehicles > asctaor
ORICIN transait io-
forpation and Devel,p character
dislogue and critical think-
External ing
Sensory Tescher is pri=
Language sarily an “in-
Experience formation and

feedback conduir™

ACTIVITIES OF "School” is place

THE MIND where initial
lesrning takes

Preception »slace

Rezention

Recall Lesrning is a

Discerning "przduct™ obrain-

Comparing ed thru e pre-

Abptracting scrided curric-

Assessment uluxe

based; richness
and variety of

experience im~

porzant

Ineights sed~
iated by ration-
ality

Linke desired
behsvior t>
deaired prin-
ciples and tra-
dition

Understood by
all io systes

Ao establiahed
educaticnal
a~lel "mix”

Training (vice
Education) focue
helps sludente
ramain current and
develop know-
ledge expertise

in narrov aress

school systes. Cenerslly, training is emphasized ot OBC level ard education takes on an

N'TE: The degree to vhich this model is applicable varies as one 3oves up through the A;:;\\

incressed role ss one sttends more senior schools (sece graph).

TRMING

Yos

IKNDWLEPCE »Ixite

NCAR -TER™ -
Tuvistmenr ’
M7/ Eouianim
- 7 BROMDEIIC -THbIGNT
LDU‘-T"_QM

TNvestmENT

Plgu e £

Figure P-6: Current Post-Commissioning Military School Model

P-7

4

Corrant Fo bt Commrsernginnomn Py 3t o s tdey)

EIUCATICNAL STRENSTAS DIFFICULTIZS
MODEL METHODOLOGY AIN
- Lizited By pre-
Mixture of 1m-| Treining Jsin discrete Experienced

vidoue experisnce:
prizmary relisace
i* on “bosk know-
ledge™

S> guarsntee thst
desired “rule
£9119 ing™ will
take plece

Actual behavior
ecsy de individual~
1y defined snd not
“rile dound”

Conceptusl dimen-
sions constrained by
capadility of verdal,
arosery and prianted
ardiume

Lack of understanding
2f inrovation and cres-
tivity in learning.

Slow to evslve to
incorporete msjrr new
techniques

Teacher snd courae
developers are dif-
ferent people

Knowledge/akill
retention and
obsoleacence are
msjor challenges

"Billpayer” ise

long term Bducstion
(areas auch as how

to think, decieion
asking/conceptual
«kill growth, develop-
sent of new concepte,
mastery of "Art" ge
vell as “Science™, how
t5 srticulate intent
and frase of reference)

L TRTS TN

L Sentdl




Py

exposure to problematic situations than can an
analytical problem solving approach. This model
uses simudations and the computer as the surro-
gate needed to speea the learning cvcle process.
This PPOS communications model is based on a
four month literature review and serics of inter-
views and ficld visits. 1t draws heavily on the
work of Dr. Doreen Steg (Drexel University). re-
cent research by the Army Rescarch Institute
(ARI). publications by the Carnegic-Mellon/IBM
sponsored consortium of universitics. work by
AT&T and Bell laboratories and a report by Dr.
Arnold G. Fisch (Center of Military History).
dated 3 November 1984 (refer to bibliography).

1 Aim of Education: The aim of this phi-
fosophy of education is to transmit values. for-
mulatc new concept. create for the student a con-
tinued lifestyvle of learning. cause the acquisition
of skills through the usc of technology. use tech-
nology for training in skills and education by in-
creasing the student’s mastery and retention of
skills and knowledge while decrcasing the time
required to gain that mastery: use technology to
enhance decision making. reduce complexity in
the mastery of the Ari of War: and. aid in the
management of uncertainty.

2 Methodologies: The methodologies to
carry out this aim include the addition of com-
puters to the dimensions of printed word and
verbal expression. the teacher with an “enriched™
guide/mentorship role. and initial and refresher
learning in a variety of scttings—not just the
school.

3 Strengths: The strengths of this newer
modcl are that it accounts for traditional cduca-
tion and training proven mcthods while absorb-
ing new concepts. The techniques proposed by
this cducation modecl permit the student to use
both adaptive (rcactive) and adapting (proactive)

behavior. The learner is in control—not the in-
structor, Skill lcarning and skill retention are en-
hanced when the courseware is matched to the
learner’s dominant modality. The model is exper-
ienced-based. vet open for growth., new knowl-
edge and insights. It accounts for self-motivation.
self-assessment and self-regulation. with necessa-
v system controls. As one of the aims of educa-
tion for this model is the transmission of values.
their acquisition can be evaluated. Finally. it in-
corporates advances in adult learning theory and
the theories associated with cognitive complexi-
.

4 Difficulties: This model is new {only
about 35 vears old) and is not vei fully devel-
oped—there is only limited use to date. Were this
model accepted by the Army. it would take time
to transition faculty to the new role for the teach-
er/mentor in this leamner-controlled system. It
will take several years to reestablish a new unity
of training and education 10 be able 10 dov both in
less time than is takes in today’s Army school
environment. The development of new course-
warc is a critical activity under this mod-
cl—service schools are not currently resourced to
do this. Once initiated. this model will see hard-
ware and software development progress at a rap-
id rate -much faster than can be assimilated by
the existing organization structure. Sce Figure P-
§ for further details.

(2) Review of the current conditions:

(@) TRADOC activities which have re-
sponsibilities for developing training methods
and incorporating new technoiogies are vigorous-
ly carrying out thosc responsibilities within the
limits of their current mission statements and
resources. A review of their major projects
reveals a clear emphasis on the use of technology
to support immediate training and skill needs.

e peateree b CHARACTERISTICS OF AMOTHER EDUCATION/KNOWLEDCL $CULL CENERALLY NOT USED IN POST
COMAISSIONING MILITARY SCHOOLS
EDUCATIONAL
MODEL METHODOLOCY Aln STRENCTHS DIFFICULTIES
Insight Sisulation Stimulate occ- Allows growth/ "Visioc" too sim-
Cogaition urreoce of in- development of plistic; too cog-
ORICIN Ineighte sights and sev knowledge, aitive, does not
. understanding iggovatiocn end deal with practical
Vietoo coderstanding natters like:
ACTIVITIRS OF
Cestalt-based THE »IND Orieats on o execution
{odividual de- o sttitudes
lnternoal Surgh fer riviag ovn in- o tradition
oew iosights sights o priscipler
sud visioo ¢ conduct

Figure P-7: Characteristics of Another Education/Knowledge Model.
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What is sacrificed under the current sysiem, how-
cver. are the longer-term education needs which
address how one thinks. makes decisions. con-
ceptualizes. develops new concepts and how one
articulates his intent and his frame of reference.
In other ~ords. the education component associ-
ated with mastering the Art of War needs more
attenticn.

(b) There arc many agencies seeking to
gain control of the many players on the “comput-
er technology bandwagon.”™ The principal play-
ers ar¢ the TRADOC Army Training Support
Center. the TRADOC Training Technology
Agency. the TRADOC Joint Committee on Com-
puter-Based Instruction. the Army Rescarch
Agency. the TRADOC/AMC Army Communica-
tions Technology Office. the ARI for Manage-
ment and Computer Science. the TRADOC
Combined Arms Training Activity, the Soldiers
Suppon Center (lcad TRADOC agent for Artifi-
cial Intelligence). Fort Gordon [TRADOC lead

agent for Automation] and the Defense Training
Data and Analysis Center.

(c¢) Several ventures are underway which
focus the use of technology on specific training/
skill needs. Some examples are the TRADOC
“School of the Air.™ the Intelligence School’s
computer literacy training, the Engineer School’s
computer courseware packages. and the Army
Training Support Center's and Training Technol-
0gy Agencv’s activities.

«d) The current mission of the Army
Training Support Center (ATSC) is 1o support
the develepment. conduct. cvaluation. manage-
ment and implementation of Army training for
all levels of the Active and tne Reserve Compo-
nents. This mission is carricd out through direc-
torates which assurc an integration of the various
train.ng centers. management information sys-
tems and clectronic (computer-communication)
technology. A review of the major initiatives of

and Contrel
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Figure P-8 Characteristics of Emerging PDOS Communications Education/Knowledge Model
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ATSC revealed that they are focused on the clear
need to reduce instruction time. save dollars as-
sociated with courseware development. empha-
size simulation and hands-on training and make
more simulations available to Reserve Compo-
nent units and organizations so as o increasc
their Ievel of training proficiency. It is equally
apparent that the current training missions of the
ATSC provide that agency with a full array of
activities and an cndless list of needs in skill
training which need to be enhanced through sim-
ulations and technology. Hcewever. the “necds
lists™ are based on the behavior/rule education
model (Figure P-6) and are susceptible to deterio-
ration over time.

(¢} The current mission of the TRADOC
Training Technology Activity (TTA) is to imple-

* per discussion with ODCSOPS, DAMO-TRS based on
1983 PDIP 356Q).

ment tramng research and institutionahize suc-
cessful results to tmprove Army tramng *

TTA sccks to bridge the gap between training
rescarchers (c.g.. Army Research Institute) and
the field users. Their fecus 1s on user problems
and providing test beds [currently Forts Knox.
L.ee and Ruckerj.

(D) What is generally nussing from current
mitatives 1s a focused effort ar using technology 1o
wd in the education componeni of protesstonal
development and an updaung of the mode! used as
a basty for our apnroach to educanon and tramn-
g If new technology initiatives were based on
the newer communications model (Figure P-8). 1t
would be possible to develop cemputer training
based on indvidualized courseware with an

Cadet Use of the ISS

15

AY 83-84 vs AY 84-85

14

m
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AY 84-85

Figure P-9: !ncrease in USMA Cadet Utilization of ISS between AY83-84 and AY84-85
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authoring package and menudriven system rather
than having to use a single-sensory language. In
addion. the coherrat development of decision
making and other cognitive processes throughout
an officer’s career is a long-term. coatinuous cf-
fort.

1 ARI is conducting rescarch on the appli-
cauion of artificial intelligence (Al) and cognitive
science to comiputer-based instruction targeted at
making courseware more cffective in meeting the
more complex cognitive-skill needs of officers
{i.c..how 10 think and conduct decision making).

2 Additionally. there are some TRADOC
initiatives in these areas such as the family of
TRADOC wargames. NTC computer-aided sim-
ulations. work being done by the Al-Robotics of-
fice at the Soldiers Support Center. the comput-
cr-bascd. intcractive obstacle-planning practical
exercise courseware deveioped for the Engineer
School and the SIMCAT exercise at Fort Knox.
PDOS concluded that more resources must be
allecated 10 TRADOC in order 10 add an cven
stronger capability to develop courseware for cd-
ucation purposes in addition to that for training.
The proposed cducation and tfraining policics
wili cnable strong. proactive links 1o those uni-
versity communitics pioncering “smart” course-
ware designed to enhance decision making and
more efficient mastery of skills.

3 Outside the TRADOC community. the
United States Military Academy has also been
involved in the application of technology for edu-
cativnal purposcs. As a post-secondary institu-
tion of higher cducation, USMA’s focus is pri-
marily on cducation and the cognitive processes.
It provides a unique environment for the devel-
opment of “smart courscwarc™. It is an idcal can-
didate 1o serve as an “institutional mentor™ for
CCBI cducation initiatives. With a controlled cn-
vironment and a faculty responsive to Army
nceds. they can lend stability to a dynamic pro-
cess. develop and test new courseware and pre-
pare it for “organizational cloning™ as appropri-
ate in service schools. USMA has experienced a
dramatic growth in the use of 1ts Instruction
Support System (ISS) by cadets (sce Figure P-9).
It is therefore in a good position to offer service
schools assistance in how 1o absorb rapid in-
creases in the use of computers for education/
cognitive dcvelopment purposcs based upon
their “lessons Icarned.™ Morcover. West Point
clearly cnjoys a strong proactive relationship
with the academic communty and is already sup-

P-11

porting the Army 1n many arcas (¢.g..leadership
development. military histony. integration of wo-
men officers and dual service member familics
into the Army. and cconomic and manpower
analysis). The PDOS group strongly supports
building on this Army-USMA relationship in the
exercise of the PDOS CCBI initiatives,

4 Recently US News and World Repon
examined a sampling of the Depariment of Edu-
cation’s 354 “henor role”™ of public secondan
schools to determine what makes great schools
great. Teachers and students were surveyed as to
where more money could best be spent in therr
school. The top item on the list was buving better
instructional material (47.3 percent of the re-
sponscs.)*

It is hypothesized that this is also true in the
military schoo! svsiem. Better. smarter course-
ware is clearly perceived as a high pay-olff area i
which to place more resources.

d. Education And Training Mecthods Strate-
gics.

(1) Given the identified nceds and back-
ground rescarch related to past and present edu-
cation theories. the PDQOS group has formulated
a general statement. in diagram form. of the cur-
rent Army post-commissioning cducation sys-
tem,

{2) The cducational strategy proposed here
to support the major PDOS initiatives sces
changes in cach of the componcnts presented
above. In general. the PDOS model places more
responsibility on the individual officer for initial
lcarning and promotes a role for the schooi
faculty that cxtends bevond the mitial phase of
the Icamning cycle. Recent TRADOC initiatives
have been supportive of a mentor faculty role
provided that the necessary quaiity. numbers and
experience of anticipated mentor faculty can be
provided the scrvice schoois to make this a reahi-
ty. In the long term, this mentor-faculty role ap-
proach will provide the kind of resident school
experience required at the start of cach develop-
ment period which provides the context for the
kind of leadership which an officer eaperiences
in follow-on assignments.

(3) The strategies for installing the PDOS-
recommended education and training methods
arc developed with an understanding of the need
to prioritize limited resources. to more cffective-
Iy incorporate computer technology especially to
cnhance decision-making and cognitive develop-

® US News and World Report, Aug 27 83; "What Makes
Grcat Schools Gireat.™ by Lucia Solorzano, p. 3.
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Figure P-10: Current Education Strategy. (* Refer to Annox F for explanation of learning cycle.)
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ment and to support the varied roles of th2 stu-
dent, mentor, school and unit. The aims of bot:.
the education <ind training strategies are to:

(a) Make comiputer technologies a natural
extension of the officer in the peacetime and the
wartime workplaces without sacrificing the value
of non-clectronic methods:

(b) Make the transition to major new edu-
cation and training methods in an evolutionary
way over the next decade:

(c) Provide a concept that is acceptable to
the current Army culture and leadership—this is
not an overnight strategy:

(d) Mcet the “Army 21™ challenges which
officers face in terms of sound officer decision
making under the stresses of combat.

The unique airms and major thrusts of each of
these strategies are shown in Figure P-12 (next
page foldout).

¢. The Mix Of Non-Electrenic And Electron-
ic Education And Training Methods.

(1) The resident school experience at the
beginning of each development period introduces
the student to methods which will be emphasized
throughout that schooling as well as in assign-
ments during the follow-on development period.
The methods mix is specifically designed to sup-
port the roles of the major participants in officer
cducation and training: the student/officer. the
mentor. the unit/organization and the school.
The mix of methods and roles was determined
with an awareness of several factors: the various
kinds of proficiency neceded (e.g.. technical.
human intcraction, communication, conceptual,
~1c.). changes 1in the importance of each type of
proficiency over time as the officer progresses in
nis work or level of responsibility and the degree
of responsibulity the officer is expected to assume
for his own seclf-development. For a descripticn
of the devclopment roles and methnds which are
to be emphasized. see Figure P-13 foldout). For
futher details as to how this analysis was con-
ducted. refer 1o the work by Dunn, entitled “De-
tailed Analysis of Best Education and Training
Mix.” October. 1984.

(a) There is no evidence that any one
method of nstriction is most cost effective for
all types of military instruction.* Latitude must
be given to cach school to define and refine the
media used for specific tessons. This study offers

* “Cost Effectuineness of Compuier Based Instruction in Mik:-
tary Traming.™ by Orlanshy and String, Institute for Defease
Anabysis. IDA Paper PE375, Apnl, 1979:p 78.

guidance as to which methods to emphasize and
when, in order to target research, development
and the allocation of limited resources. The rec-
ommended mix (sec Figure P-13) 1etains proven
non-electronic methods such as field training,
military :cading programs and ¢«ercises at the
National Training Center. The ciectronic meth-
ods which are emphasized feature:

I Computer-Assisted Irstruction (CAl)
which relies on a common data base and instruc-
tional packages to provide the student with in-
depth knowledge or information at a refresher or
familiarization level via multi-sensory course-
ware;

2 Computer simulations (wargames). spe-
cifically emphasized tor captamns through colo-
nels:

3 Computer teleconferencing such as the
TRADOC “School of tiie Air” and the US Army
Forum;

4 Artificial Intelligence—Expert Syvstems
for officers to use to acquire knowledge and use it
in the decision-making process:

3 Strategi< planning/future policy impact
analysis aid for use by scnior Army decision
makers to assist them in their own development
and to with a long-range navigation tool/aid for
the monitoring of PDOS major thrusts.*

(2) The overall aim of the mx of electron-
ic methods. referred to throughout this study as
CCBI is to increase the tempo of prudent officer
decision making under battlefield and peacetime
stress. The intermediate aims of CCBI policics
arc to teach officers to learn smarter and faster.
to combat skiil obsolescence, improve knowledge
and skill retention and make computers a natural
additicn to the tools used 1n an officer’s environ-
ment.

1. Recommendations.

a. Education And Training Mecthods Base-
Policies. The education and training methods

* In the "Concept for General Officer/Senior Exccutive Sers-
ice Development™ and the Army Rescarch Insutute DRAFT
FM 22-999, Scnior Army Leadership Manual. multidimen-
sional integrative skills are stressed as important 1o executive
performance at the most senior levels This 1s reahized primar-
1ly through the impact semor Ieaders can potentiaily have
through proactive planning in peace or war. The computer
assisted wd developed by the PDOS team whiice conducting
1ts futures analysis is believed to be a useful process for assist-
ing scnior teaders in performing better long range planning. It
15, also. belicved 10 be a key part of the PDOS I'mplementa-
tion strategs as it provides a continucus review of the direc-
tion to which the major thrusts are headed.
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(SUPPORTS SIRATEGIC GOAL 4B SHORT-TERM FOCUS)

ATMS: TRAINTNG

¢ PROVIDE CORERENT. RATJONAL STRATEGY FOR PREPARING OFF JCERS FQOR €ACH
ASSIGNMENT (SUSTAIN COMBAT READINESS AND TECHNICAL PROFICIENCY).

® MAXIMJZE EACH OFFICER'S CAPABIL!TY FOR EXCELLENCE IN SXILLS NECESSARY
CURRENT AND NEXT ASSIGNMENT.

¢ JNCREASE SPEED OF LEARNING TECHNICAL SXILLS AND SKILL RETEHTION
# PROVIDE WORANABLE CONCEPT TO COMBAT <ILL OBSOLESCENCE

& GAIN FACTUAL KNOWLEDGE WITH ASSISTANCE OF LEARNER CONTROLLED SOFTmARE

TRAINING STRATEGY MAJOR THRUSTS

8¢ REINFOPCE EACH OFFICER'S RESPONSIBILITY FOR OBVAINING/MAINTAINING
FACTUAL KNOWLEDGE NEEDED TO BE TECHNICALLY PROFICIENT (A PREREQUISITE FOR
SKILL TRAINING).

¢ GRADUALLY MOVE CAPTAIN LEVEL RESIDENT SCHOOL FOCUS .-TO INCLUDE MORE

EXPERIENTIAL APPLICATION OF SKILL PORTION OF (TARNING CYCLE AND LESS
ACOUIRING KNOWLEDGE PORTION.

LEQRIY
KnoweeOE
¥ skiees

1%
Awowe§osL
¥ sxnls

ExFbRIFN TIAL

BPoy o Non
APPUCRTION

/
/ ™~ ’D
FLEDPACK o
e

THIS PERMITS SCHOOLS TO PLACE EVEN MORE EMPHASIS ON
TRAINING SUPPORT FOR UNITS/ORGANIZATIONS

TRAINING STRATEGY MAJOR THRUSTS (CONT)

o CONDUCT ARRAY OF SHORT, FUNCTIONAL MODULES OR COURSES (BY SYC SCHOOLS
AND CIVILIAR INSTITUTIONS) TARGETED TO SPECIFIC CURRENT OR NEXT
ASSIGNMENT NEEDS,

¢ PROVIDE COMMON CORE CURRICULUM STRATEGY.

¢ PROVIDE UMBRELLA EVALUAT!ON (SELF~ASSESSMENT AND SKILL COMPETENCY)
STRATEGY,

¢ BUILD/MAINTAIN COMPUTER KNOWLEDGE BASES (MA!NTAINED BY SERVICE
scu00L§) TO SUPPORT MILITARY SUBJECTS (COMMON CORE AND SPECIFIC TECHNICAL
FIELDS).

-- HELPS INDIVIDUAL OFF, CBT DEVELOPER. COURSE DEVELOPER, DOCTRINE
WRITER, SUBJECT MATTER EXPERT., ETC...

o CONTINUE EXISTING TRAINING. R & D AND INFORMATION MGT (OACSIH/DCSRIM)
INITIATIVES TO DEVELOP COMPUTER SOFTWARE TUTORIALS AIMED AT INCREASING
SKILL LEVELS AND/OR SAVING TRAINING TIME OR RESOURCES,

6 PROVIDE IRAJNING RATIOMALE NEEDED TO ARTICULATE ADVANCED CIVIL
SCHOOLING REOUIREMENTS TO DOD AND CONGRESS.
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(SRS SIRATEGIC GOAL BA LG -3 FOCUS)

AlNMS: EDUCATION
SoTEN I ACE COMERENT. RATIONAL STRATEGY FOR LONG-RANGE INVESTMENT IN OFFICER"S
PCTENTIAL

d  MAXIMIZE EACH OFFICER'S CAPABILITY FOR EXCELLENCE AND CONTRIBUTION TO
PROFESSION OVER £S OF NMENT

¢ TRANSMIT VALUES IMPORTANT TO SOCIETY AND ARMY
¢ ACQUIRE NEW LEARNING RAPIDLY WHILE RETAINING TRAINING SKiLLs

? UNDERSTAHD CONTEXT/FRAME OF REFERENCE ASSOCIATED wiTH RANGE OF u2COMins
ASSIGNMENTS (W/1 DEVELGPMENT PERIOD)

¢ INCREASE RATE/QUALITY Of OFFICER DECISION MAKING UNDI® STRESS

JON_AND TRAINING STRATEGIES)

EDUCATION  STRATEGY M.JGR THRUSTS

o TARGET EDUCATION R & D anp INFORMATION MGT COMMUNITIES OR NEED TO
DEVELCOP CCMPUTER TECHNOLOGIES HITH AIM OF INCREASING TEMPO OF SOUND
OFFICER DECISION MAKING UNDER STRESS,

0 PROVIDE HMORE ASSISTANCE TOEQ} IN PERFORMING THEIR A N
DEVELOPMENT ROLES AND OPERATIONAL MISSIONS THRU USE OF COMPUTER -
COMMUNICATION TECHNOLOGIES,

8 CLEARLY DEFINE NEED FOR INSTITUTIONAL EXPERIENCE AT BEGINNING OF EACH
DEVELOPMENT  PERIOD IN TERMS OF ESTABLISHING FRAME OF REFERENCE
NECESSARY FOR EDUCATIONAL GROWTH.

¢ PROVIDE EDUCATIGNAL PATIONAL NEEDED TO ARTICULATE ADVANCED CIvVIL
SCHOOLING REQUIREMENTS T¢ DOD AND CONGRESS.,

® BROADEN RME OF SERVICE SCOOOL INSTRICTOR UNTIL IT EVOLVES {OVER NEXT 10 YEARS)

INTO PRIMARILY A VENTORING (RATHER THAN " INFORVATION OONDUTT®) ROLE.

== SGHOOL MENTOR UETN&)AS1EM}ER,OWKR, ROLE MODEL, DOCTRINE WRITER AND COURSE
DEVELOPER; WILL NEED TO VOOIFY STAFFING GUIDES TO ACOOMPLISH THIS.

™ - - ® PORE SPECIFICALLY s‘rm.% LEADER'S ROLE IN SUBORDINATE PROFESSICR.AL
. TR & / DEVELOFMENT PROCESS.
%,;/

h| / 2 e L BPHASIS ON “HOW TO THINK® CLMPONENT OF LEARNIIG AND SWALL GROUP

%cveﬂmp/ EXPERIENTIAL EXERCISES.

i T
g
/ . EoucAmod
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© 5 /0 5 20 as
YEARS OF SfevVICE

EDUCATION AND TRAINING

& - ® MAKE COMPUTER NATURAL EYTENSION OF GFFICIZR i PEACETIME LD wARTIME
{LN“N Ty WORKPLACE WITHOUT SACRIFICING VALUE OF NONILECTRONIC MEIHODS
’f / - I3 -
[ 9° ,‘/ \0-4 § MAKE TRANSITION TO MAJOR ED/TNG METHODS % EVOLUTIONARY wWaY (Qven oo
N N DECADE )
.. 29V N -
‘\f\ ¢ PROVIDE CONCEPT THAT 1S ACCEPTABLE TQ CUIRENT ARMY CULTURE AND LEADERSHP
(NOT A MAJOR REFORM “OVER NIGHT")
/ BOTTOM LINE -- MEEV "ARMY 21 TYPE” OFFICER CHALLENGES In TERMS OF sounp
_— SHEICER DECISION MAKING UNDER STIRESS OF COMBAT
e =120 Aims and Major Thrusts o Phos

Fdueation nd Training Strategices
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DEVELOrst I ROLE

Tug Cnpnlu]
DEVELOPHENTAL ROLE

| orvELoPnENT PERIOL

BDIVIDLA

0 ASSUMES RESPONTIAILITY FOR GWN LEARNING AND OEVELOPHMENT. REBAINS CURRENT
IN SUBJECT AREA wi& #[AZY CLECTROMIC ACCESS TO KNOWLEDGE BASLS MAINIAINED BY

THE SERVICE SCHOOLS. 15 COMMITIED TO A LIFESTYLE OF PHYSICAL/MENTAL

INDIVIDUAL

0 FOCUS ON CEREmTING BRANCH PROFICIENCIES. CONTINMUES t1FEY
TRAINING AND EDUCATION. ASSESSES OWN SHORTFALLS WHILE RE#A Y
RENTOR CRITIOUE, Ysgs CAI aAnD PROFCSSIONAL READING 10 REMA/

WELL=BEING AND LIFE-LONG THPROVEHENT OF OWN EDUCATION. PxOACTIVELY SEEKS BRARCH. FUNCTIONAL APEA OR ARCAS OF COMCENTRATION. d
INFOREATION AND 1§ PECEPTIVE TO CONSTRUCTIVE FEEDBACK.
MNTOR MENTOR

0 EXEMPLIFICS PROTESSIONAL VALUES. SHAPES AND MOLDS LIEUTENANT INTO ARHY

CULTURE. STRESSES HANDS-ON, EXPERIENTIAL EXERCISES. HELPS LIEUTENANT KEEP
CURRENT IN BRANCH SUBJECTS. ASSURES LIEUTENANTS' EXPERTISE IN CRITICAL TASKS
ASSOCIATED WITH EHPLOYING WEAPONS (AND OTHER MOS 11 REOUIREMENTS). EXPLAINS.
COMPANY AND BATTALION LEVEL FRAME OF REFERENCE. FACULTY HENTOR AT LIEUTENANT
LEVEL IS A CAPTAIN PLATOON TACTICAL OFFICELR OR TRAINELR WHO STRESSES MISSION

ACCOMPLISHMENT THRU DEVILOPMENT OF SUBORDINATES.

0 CONTINUSS TO EXEMPLIFY PROFESSIONAL VALUES., IS A ROLE M{
FITNESS AND CONTiNUED EDUCATION LIFESTYLES. ASSURES CAPTAlY
DEMONSTRATED EXPERTISE IN CRITICAL SKILLS ASSOCIATED WITH £
IMMEDIATE BATTLE. LXPLAINS AND REINFORCES BRIGADE LEVEL FRA
FACULTY MENTOR STRESSES COACHING AND GUIDING ASPECTS OF MEN
CHALLENGING SETTING. PROVIDES COURSEWARE AND DOCTRINAL INPY
KNOWLEDGE BASE WITHIN APPROPRIATE BRANCH. FUNCTIONAL AREA A
COMCENTRATION,

WIIT/ORG

0 PROVIDES DIVELOPRENTAL OPPORTUNITIES TO WHANCE COMMAND CLIMATE COMDUCTIVE

TO LEARNING, CREATIVITY AND INITIATIVE. IN UNIT, HAS PROGRAH TO HONITOR

LICUTENANTS' COMPETENCY IN LEARNING MOM TO LEAD AND FIGHT A PLATOON {AND OTHER
MOS II TAskS). STRESSES FIELD TRAINING THROUGH EXPERIENTIAL PHASE OF LEARNING

CYCLE. PEVIEWS MATERIAL ON SERVICE SCHOOLS' COMPUTER KNONLEDGE.BAS£S FOR
RELEVANCE TO "REAL WORLD™ SITTING. SUPPORTS INDIVIOUAL OFFICER'S CONTINUED
USE OF KNOWLEDGE BASE 70 R[HAIN CURRENT AND HILITARY READING TO BROADEN THE

OF+ ICERS' PERSPECTIVE.

UNIT/O0RG

O IN UNIT, PROVIDES DEVELOPMENTAL OPPORTUNITIES, ESPEC!ALLJ
FOSTER SKILLS AT FIGHTING AND SUPPORTING A COMPANY. USES Cd
SIMULATIONS. CA] AND OTHER TRAINING TECHNOLOGIES INTRODUCED
SUPPORT UNIT/ORGANIZATION PROFESSIONAL DEVELOPMENT PROGRAM A
MISSIONS. MONITORS CAPTAINS' COMPETENCY In MOS [Il TAsxs.

SGHOALS

0 FACULTY HMENTORS MODEL PROFESSIOMAL VALUES AND CONDUCT EXPERIENTIAL TRAINING

DESIGNED TO PREPARE LICUTENANT FOR ASSIGNMENTS AT THE LIEUTENANT LEVEL.

SOURCES IN REMAINING CURRENT IN BRANCH SUBJECTS. INTRODUCES LIEUTENANT TO

AIDS AVAILABLE TO SUPPORT THE TRAINING ANO EDUCATION. VALIDATES APPROXIMATELY

PROVIDES CONTEXT FOR LEARNING KNOWLEDGE AND SKILLS AND ENSURES OFFICER KNOMS
HOW TO STUDY VARIOUS TYPE SUBJECTS. INSTRUCTS IN HOW TO USE VARIOUS REFERENCE

SCHOOLS

O HOLE OF SCHOOL 1S TO MENTOR RESIDENT AND NON-RESIDENT STU
TRAINING SUPPORT MATERIALS (€.G.. SIMULATIONS. CAl PACKAGES.
INDIVIDUAL., UNIT AND ORGANIZATIONAL USE AND DEVELOP COMPUTER
FOR AL AND RC USAGE. HOLOS STUDENT RESPONSIBLE FOR FACTUAL
MORE EXPERIENTIAL APPLICATION EXERCISES IN THE STHOOL SETTIN
SELF-ASSESSHENT OPPORTUNITIES FOR INDIVIDUAL DEVELOPMENT PUR

801 of MOS TASKS.
tETHODS TO EMPASIZE 1€ THODS TO EMPHASIZE
CONVENTOHAL ELECTROKIC CONVE NTFONAL ELECTRONT
INDIVIDUAL: INDIVIDUAL : ‘

FIELD TRAINING

COMPUTER ASSISTED INSTRUCTION (CA 5
PROFESSIONAL READING (CAT) Packaces

MENTOR:

FIELD PRACTICAL ExErcises

SHALL GROUPS (LESS THAN OR
EQUAL TO PLY)

HANDS-ON TRAINING

PROFESSIONAL READING

COMPUTER ASSISTED INSTRUCTION (CAl) PACKAGES

UNIT/ORGANIZATION:

FLELD TRAINING

3 PUTER ASSISTED INSTRUCTION (
EXPERIENTIAL APPLICATION ConPUTER ASSISTE CAl) PACKAGES

SCHOOLS:

FLELD TRAINING

PROFESSIONAL KEADING

FIELD PRACTICAL Cxercyses

SHALL GROUPS (LESS tman OR
€OUAL TO PLT)

HANDS-ON IRAINING

COMPUTEKR ASSISTED INSTRUCTION (CAT) PACKAGES
MAINTAINING COMPUTER XNOWLEOGE BASES

Figure P-13:

|
COMPUTER ASSISTED INST

Fieep TRAINING
COMPUTER SIMULATIONS (|

PROFESSIONAL READING

MENTOR:

FIELD PRACTICAL EXERCISES
SHALL _GROUPS

CASE STuDIES
PROFESSIONAL READING

COMPUTER ASSISTED INSTI
COMPUTER SIMULATIONS (

I
UN1T/OKGANIZATION:

FI1ELD TRAINING
EXPERIENTIAL APPLICATION
CXERCISES

SCHOOLS:

F1ELD PRACTICAL EXERCISES

SHALL GROUPS

CASE STUDIES

PROFESSIONAL READING

FACULTY MENTORS @ SERVICE SChOOLS

COMPUTER ASSISTED InST
CoAPUTER STIHMULATIONS (

COMPUTER ASSISTED INST
COMPUTER STMULATIONS (

Develoapnent Period Roles and Mix ot
Methods to Emphasize.
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Tug Cartain

DEVELOPHENTAL ROLE

FDWHOP.'!ENY PERIOC: Tut HaJO® AnD LICUTENANT Como'«u]

DEVELCPHENTAL KOLE

v=ANCH PROFICIENCICS. CONTINUES LIFESTTLE OF CONTINUED
in,  ASSESSES OWN SHORTFALLS WHILE RIMAINING RCCIPYIVE T0
¢ JAl AND PROFESSIONAL READING 1O REMAIMN CURRENT I
(4 OR ARLAS OF CONCENTRATION,

INDIVIDUAL

¢ FOCUS ON GAINING IK-DCPIN TRAINING AND CONTINUED (QUCATION In APPROPRIAIG

TRACK™ CAREUA PATTERN,

USES MILITARY READING PROGRAM, CAQ PACTAGLS. “SCHODL

OF THE AIR™ TELECONFERENCES AND VARGARES TO AUGRENT FIELD TRAINIMC

OPPCRTUNITIES.

COMTINUES USE OF ASSESSNENT TECHNOLGSY 16 MONMITOR STREMGTHS
AND WEAKKESSES THEM PROGRESSES WITH HELP OF MeNTOR.

EvoLve INSIGHTS fFRON

EDUCATION AHD DEVELOPMENMTAL OPPORTUNITIES IN UNIT/ORGAMIZATIONAL ASCIGNALNTS.
SEEK 10 BECONE A MENTOR FOR JUNIOR OFFICERS IN UNIT AND SCHOULMOUSE SETTINGS.

PLIFY PROFESSIONAL VALUES. IS A ROLE MODEL FOR PHYS]CAL
b ¢OUCATION LIFESTYLES. ASSURES CAPTAINS HAVE

€ IN CRITICAL SKILLS ASSOCIATED WITH FIGHTING THE
PLAINS AND REINFORCES BRIGADE LEVEL FRAME OF REFERENCE.
£5 COACHING AND GUIDING ASPECTS OF MENTORSHIP IN
PROVIDES COURSEWARE AND DOCTRINAL INPUY TO COMPUTER
APPPOPRIATE BRANCH, FUNCTIONAL AREA OR AREAS OF

MENTOR:

0 bOTH SCHOC. AND UMIT MENTORS:
LEVEL FRAME OF REFERENCE.

EXPLAIN/REINFORCE DIVISION AND INSTALLATION
ASSURES MAJORS AND LIEUTENANT COLONELS HAVE

DEMONSTRATED EXPERTISE IN INTEGRATION OF WEAPONS SYSTEMS AND SJPPORT FUNCTIONS
NECESSARY TO OBTAIN AND SUSTAIN THESE SYSTEMS AND GENERATE HAXIMUM COMSAT
POHER (EXTENSIVE UZE OF COMPUTER SIMULATIONS, FIELD TRAINING AND VISITS TO
NaTIONAL TRAINING CENTER TO SUPPORT THIS TASK). SERVE AS MENTOR INSYRUCTORS
IN USE OF SIHULATIONS, TELECONFERENCING AND CAl PACKAGES TO ENHANCE LEARNING

AND DECISION MAKING CAPABILITIES.
TASKS,

PROVIDE ASSESSMENT FEEDBACK ON HQS IV AND V

LEVELOPHENTAL OPPORTUNITIES, ESPECIALLY THOSE WHICH
145 AND SUPPORTING A COMPANY, USES COMPUTER

THER TRAINING TECHNOLOGIES INTRODUCED BY SCHOOL YO

{ [ON PROFESSIONAL DEVELOPMENT PROGRAM AND OPERATIONAL
[o7a1ns® COMPETENCY In MQS 111 TASKS.

Uk T/0RGAN:

O PROVIDE EXPERIEMTIAL DEVELOPMENTAL OPPORTUNITIES TO RELATE SCHOOL THEORIES
TO REAL WORLD. INCLUDE MULTIPLE ELECTRONIC TRAIMING SUPPORT AIDS IN OFFICER

DEVELOPMENT PROGRAMS AND CONDUCT OF OPERATIONAL HISSIONS, HMONITOR MAJOR AND

LIEUTENANT COLONEL VALIDATION OF PJS IV AND V TASKS.

0 MENTOR RESIDENT AND NON-RESIDENT STUDENTS., PROVIOE
1ALS (E.G.., SIMUWATIONS, CAl PACKAGES., ETC.) FOR
RGANIZATJONAL USE AND DEVELOP COMPUTER KNOWLEDGE BASE
HOLDS STUDENT RESPONSIBLE FOR FACTUAL CONTENT, EMABLING
ICATION EXERCISES IN THE SCHOOL SETTING. PROVIDES
UNITIES FOR INDIVIDUAL DEVELOPMENT PURPOSES.

SCHOOLS:

0 SCHOOL ROLE REMAINS ORIENTED OM TEACHING, PROVIDING TRAINING SUPPORT
MATERIALS FOR UNIT/ORGANIZATION AND KEEPING KNOWLEDGE BASE CURRENT FOR
MULTIPLE USERS AND FUNCTIONS. STRESS NEED FOR MORE COMPLEX {MTEGRATION AND
SYNTHFSIS €XI1L15. INTRODUCE STUDENTS TO NEW TOOLS AVAILABLE TO ENHANCE THEIR
OPERATIONAL PERFORMANCE AND CONTINUED EDUCATION PLUS CONCEPT OF
UNIT/GRGANIZAT{ON MENTORING OF SUBORDINATES. CONTINUE TO PROVIDE ASSESSMENT
OPPORTUNITIES, WHEN DEVELOPED. ADD USE OF EDUCATIONAL ARTIFICIAL _
INTELLIGENCE. EXPERT SYSTEMS AND SMART COURSEWARE TO CURRICULUM. VALIDATE "as
TASKS AND PROVIDE FOUNDATION FOR NEXT MO LEVEL.

METHODS TO EMPHASIZE
ELECTRONIC

CORPUTER ASSISTED INSTRUCTION PACKAGES
COMPUTER SIMULATIONS (NARGAMES)

COMPUTER ASSISTED INSTRUCTION PACKAGES
COMPUTER SIMULATIONS (WARGAMES)

COMPUTER ASSISTED INSTRUCTION PACKAGES
COMPUTER SIMULATIONS (WARGAMES)

COMPUTER ASSISTED INSTRUCTION PACKAGES
COMPUTER SIMULATIONS (WARGAMES)

SCHOOLS

vt Period Roles and Mix of

» Emphasize.

ME THODS TO EMPHASIZE

CONVENTIONAL
INDIVIDUAL:

FIELD TRIPS
CASE STUDIES
PROFESSIONAL READING

MENTOK:

FIELD TRiPS SR FACULTY MENTORS
CASE STUDIES 3 SERVICE ScHooLs
FLELD PRACTICAL EXERCISES

SHatL Grours

PROFESSIONAL READING

UNIT/GRGANIZATION:

FIELD TRATNIn; (uniY)
CXPERIENTIAL APPLICATION
CXERCISES

SCHUOLS

r1ELD fRips SR FACULTY MENTORS
CASE STubley 3 SERVICE SCMOOLS
FIELD PRACTICAL £XERCISES

SHALL GROuPS

PROFESSICUAL READING

ELECTRONIC

COMPUTER ASSISTED INTRUCTION PACKAGES

*ScHOOL OF THE AIR™ COMPUTER
TELECONFERENCING (VIDEO/AUDIO HODE)

COMPUTER STHULATIONS (WARGAMES)

COMPUTER ASSISTED lnéraucrxon PACKAGES

“SCHOOL OF THE AIR™ COMPUTER
?ELECONFERENC!NG (V10EO/AUDIO MODE)

COMPUTER SIMULATIONS (WARGAMES)

COMPUTER ASSISTED lNéTRUCYlON PACKAGES

“SCHOOL OF THE AIR™ (OMPUTER
TELECONFERENCING (VIDEO/AUDIO MODE)

COMPUTER SIMULATIONS (WARGAHES) (uMIT)

COMPUTER ASSISTED INSTRUCTION PACKAGES

“ScHooL oF THE AIRT (OnPUTER
{€LECONFERENCING (VIDEO/AUDIO HODE)

ARTIFICIAL INTELUIGENCE. EXPERT
SYSTEMS AND “SHART (OURSEWARE

- -




[nrmom[m PERIOD.  iwi Comouul

DEVELOPMENTAL ROLE

Tug BRICADIER AWD HAJOR GUw{RAL 9
OEVELOPHENTAL ROLE

I&EV[LOPMNI PERIOC

L P ViDUAL

0 CONTINyg FOCUS O% CRINING EOUCATION AND EXPANDED FRAME OF REFERENCE THRU

CORPS AND LAC. USES mILITARY READING PROGRAH. CAl PACKAGES. ARTIFICIAL
INTELLIGENCE. EXPERT SYSTEMS., “SMART COURSEWARE™ (AS DEVELOPED).
TELECONFERENCING AND WARGAMES TO AUGHENT FIELD TRAINING OPPORTUNITIES.

CONTINUES USE OF ASSESSMENT TECHNOLOGY TO MONITOR STRENGTHS AND WEAKNESSES.

EVOLVE INSIGHTS FROM EDUCATION AND DEVELOPMENTAL OPPORTUNITES (N

UMIT/ORGANTZATJONAL ASSIGNHENTS,

SERVE AS A SEMIOR MENTOR “EXPERT” [N AREA OF

CONCENTRATION. FUNCTIONAL AREA OR BRANCH. SHIFT DECISION STYLE TO HANDLE
“MOR-PROGRAMMED, " HIGHER-LEVEL DECISION MAKING [N ADDITION TO AMALYT{CAL
DECISION MAKING SKILLS USED AT LOWER LEVELS.

IneivibyaL

0 LETerain Wi DEVELOPMENT NEEDS FROM KNOWLEDGE OF RESPCRSIE .
COHHUNECA;I(E): ?«lmogugtmoas AND OPPORTUNITIES HMADE AVAILAB':E gY
} PROFESS{ONAL READING PROGRAM THAT EXPANDS EXECUTIVE CAPACITY A
UNDERSTANDING OF POLIT!CO-MILITARY AFFAIRS. LEARN TO USE HEW T.
IN THE MANAGEMENT OF INFORMATION AND DECISION MAKING PROCESS. A
MENTOR FOR SUBORDINATES AND LEARNS ART OF INFLUENCING COMMAND CL

DIRECT AND INDIRECT ACTIONS.

tENTOR

0 bOTH SCHOOL AND UNIT MENTORS:

EXPLAIN/REINFORCE CORPS AND EAC FRAME OF
REFERENCE., HAVE DEMONSTRATED EXPERTISE IN INTEGRATION OF WEAPONS SYSTEMS AND
SUPPORT FUNCTIONS NECESSARY TO OBTAIN_AND SUSTAIN THESE SYSTEMS (EXTENSIVE USE

OF COMPUTER SIMULATIONS. FIELYD TRAINING AND VISITS TO NTC TO SUPPORT THIS

AINTOR

0 SINILAR TO COL DEVELOPMENT PERIOD EXCEPT BROADENED FRAHE OF ?
NATIONAL LEVEL. CONCENTRATE ON DISTRIBUTED DECISION MAKING BAZ
COMMUNICATING INTENT AND CREATING A COMMAND CLIMATE WHICH 1S DEN
SUPPORTIVE OF INDEPENDENT DECISION MAKING BY THE BG OR HG.

d— TASK). SERVE AS MENTOR INSTRUCTORS {# USE OF ADVANCED TECHNOLOGIES TO ENHANCE
LEARMENG AND DECISION MAKING CAPABILITIES. USE ASSESSHENT TECHNOLOGY AS
PPPROPRIATE IN INTERACTION WITH COLONELS.
UNIT/O0KG UNIT/0RG
5 f NAL DEVELOPHENT,
0 PROVIDES EXPERIENTIAL DEYELOPMENTAL OPPORTUNMITIES TO RELATE SCHOOL THEORIES O Pave st o A s ggs‘;‘;?oﬁ:ségn SHORT PER1C0S GF
70 REAL WORLD. INCLUDE MULTIPLE ELECTROMIC TRAINING SUPPORT AIDS IN OFF [CER AND EOUCATION.  MACORS HOLD PERIODIC SEMINARS AND EXERCISE. TO
DEVELGPMENT PROGRAMS AND CONDUCT OF OPERATIONAL MISSIONS. DECISION MAKING SKILLS AND ACHIEVE OTHER GO DEVELOPMENT OBJECTIY
SCHOOLS SCHUOLS
0 SCHOOL ROLE MEMAINS ORIENTED ON TEACHING THE FRAHE OF REFERENCE FOR TEGIC PLANNING EXERCISE DURINC
ASSIGNHENTS AS COLONELS, PROVIDING TRAINING SUPPORT MATERIALS FOR FIELD AND ?ml‘ls«glr.!llgs ég?ﬂ‘};ef’%lgs:;‘r’kﬂ/g;‘;gail e THE | LONC. TERM INPACT
KEEPING KNOWLEDGE BASE CURRENT FOR MULTIPLE USERS AND FUNCTIONS. STRESS IR REASE CAMASEHESS OF HOM FRAME OF REFERENCE SHIETS TO NATIONAL
OPERATION SHIFT (M USE OF MORE COMPLEX INTEGRATION AND SYNTHESIS SKILLS. R ECTORS OF SOCTETY AND JOINT SERVICE. SPONSOR SHORT CO
INTRODUCE STUDENTS TO USE OF NEW TOOLS TO EmmaNCE Tl O e COLLEGIUMS (A1DED BY VIDEO-AUDIO TELECONFERENCING). —INCORPORATE
EFFECHVE“ESS PRI ‘°"°‘“82;‘“?’r'.22“ G:2~"325e5'6‘52§°“‘2§'$‘3§e oF LEVEL DECISION SUPPORT AIDS AS DEVELOPED. PRODUCE SENIOR LEVEL
ONTINUE TO PROVIDE ASSESSMENT OPPORTUN . L . . OMMENDED READINGS AND S
EDUCATIONAL ARTIFICIAL INTELLIGENCE. EXPERT SYSTEMS AND “SMART COURSEWARE™ TO CAl PACKAGES. DEVELOP AND DISTRIBUTE RECOMMENDE ‘
CURRICULLA.
- N |
tETHODS TO EMPHASIZE t£ THODS TO EMPHASIZE ;
1
CONVENTIONAL ELECTRONIC CONVE NTIONAL ELECTRONIC
INDIVIDUAL:
IMDIVIDUAL : - ‘
COLLEGIUMS TAILORED “PREP” COMPUTER ASSISTED “REFRESHE
FleLD Trirs COMPUTER ASSISTED “REFRESHER” PACKAGES SEMINARS PERIOD 3EFORE CoMPUTER TELECONFERE«cmg é
Case Stupics CoMPUTER TELECONFERENCING (VIDEO/AUDIO) FLELD VISITS NEW ASSIGNMENT ARTIFICIAL INMTELLIGENCE
PROFESSIONAL READING ARTIFICIAL INTELLIGENCE. EXPERT SYSTEMS PROFESSIONAL READING .
AND “SMART COURSEWARE® STRATEGIC PLANNING/POLICY [MPACT A1D |
MENTOR: MENTOK: ;
£1eLo Irips SR EACULTY MENTORS COMPUTER ASSISTED "REFRESHER™ PACKAGE.S SEMINARS COMPUTER TELECONFERENCING (
CaSE STUDIES AT SERVICE SCHOOLS CompuTER TELECONFERENCING (VIDEO/AUDIO) COLLEGIUNS
FIELD PRACTICAL EXERCISES ARTIFICIAL INTELLIGENCE., EXPERT SYSTEMS
Seatt Groups AND “SHART COURSEWARE”
PROFESSIONAL READING UNIT/0RGANTZATION: .
. {
FIELD TRAINING ConPUTER TELECONFERENCING
UKIT/0RGANIZATION: EXPERIENTIAL APPLICATION 0 {
CoMMAND CONFERENCES COMPUTER ASSISTED LXERCISE!
F1ELD TRAINING COMPUTER ASSISTED “REFRESHER”™ PACKAGES ‘
TXPERIENTIAL APPLICATION CoMPUTER TELECONFERENCING (VIDEO/AUDIG)
Aangécm. (I:NTELLIGEN(-‘.E. EXPERT SYSTEMS SCHOOLS:
AND “SMART COURSEWARE SHORT COURSES COMPUTER ASSISTED "REFRESH
SEMINARS COMPUTER TELECONFERENCING
SCHIQLS: CotLectuns ARTIFICIAL INTELLIGENCE
EXPERT SYSTENS
£1eLp_IRtes SR FACULIY Finicrs  (OMPUTER ASSISTED “REFRESHER™ PACKAGES STRATEGIC PLANNING/POLICY
%asz Sr)golcs (AT SERVICE S5CanLs CoMPUTER TELECONFERENCING (VIDEO/AUDIO)
;Et{’ E;SC‘”C*L EXERCISES ARTIFICIAL [NTELLIGENCE. EXPERT SYSTEms
e <, <
PROFESSTONAL READING anp “SHART COURSLWARC
Figure 1--13 continued:
-7
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ER t2IGADILR AND MAJOR G(wla;:] [
OEVELOPHENTAL POLE

[COFLce s RIW- Tue Sewior Geugrar 01 1CER] <
DEVILORHTAL IOLE

LemiNT NEFDS FROM KNOWLEDGE OF RESPONSIBILITIES.

_R{0RS AND JPPORTUNITEES HMADE AVAILABLE 8Y DA, SUSTAINS
PROGRAH THAT EXPANDS EXECUTIVE CAPACITY AND AN
LCO-rILITARY AFFAIRS. LEARN TO USE NEW TOOLS TO ASS!ST
FORMATION AND DECISION MAKING PROCESS. ACTS AS A

L AND LEARNS ART OF INFLUENCING COMMAND CLIMATE YHROUGH
bions.

fhbivibua

0 SimfLar 70 BG/MG Deveropment PERIOD.  AouliTionalLy. LIG'S ano GN'S musT
HONE PERSONAL TALENIS OF PERSUASIVE COMMUNICATION. CONCEPTUAL THIKKiNG AND

ANTICIPATION OF EVENTS TO OPERATE EFFECTIVELY [N OVERSEEING THE ARMY AND IN
RELATING TO OTHER MAJOR AMERICAKN INSTITUTIONS.

CPHENT PERIOD EXCEPT BROADENED FRAME OF REFERENCE 10
TZATE ON DISTRIBUTED DECISION MAKING BASED ONH

. CREATING A COMMAND CLIMATE WHICH .S DEMANDING YET
~T CECISION MAKING BY THE BG OR MO.

FENTOR

0 HIGHLY INOIVIDUALIZED RELATIONSHIPS WITH MORE SENIOR OR RETIRED GENERALS OR
PROMINENT CIVILIANS PROVIDING PERSPECTIVE AND GUIDANCE TO LTG'S ano (EH's.
ALSO. LIG'S anD (EN'S USE EYES ONLY MESSAGE TRAFFIC AND TELECONFERENCING TO
EXCHANGE INFORMATION AND ASSIST SUBORDINATES. WHEN DEVELOPED. TAILORED EXPERT
SYSTEMS AND ~SMART COURSEWARE™ WILL EnMANCE THEIR MENTORING AND COXTINUED
EOUCATION CAPASILITIES.

o TIME FOR GO PROFESSICNAL DEVELOPHMENT. ACCEPTS NEED

B {HCIPALS ' POSITIONS FOR SHORT PERIODS OF GO TRAINING
MOLD PERIODIC SEMINARS AND EXERCISES TO ENHANCE WARTIME
anG ACHIEVE OTHER GO DEVELOPHENT OBJECTIVES.

Ut 17046
0 SintLar 10 BG/HMG GEVELOPHENT PERIOD.

IMPACT/STRATEGIC PLANNING EXERCISE DURING GO
IST IN DETERMINING THE LONG TERH IMPACT OF POLICIES.
M FRAME OF REFERENCE SHMIFTS TO NATIONAL STRATEGIES.

SCHOULS

0 SIMILAR T0 66/nG DEVELOPHENT PERIOD BUT wITH MORE RELIANCE ON CIVILIAN
UNIVERSITIES CR {NSTITUTES FOR EXECUTIVE DEVELOPHENT PROGRANS. ARMY/DOD
SCHOOLS RESPONSIVE TO SENIOR GO NEEDS WITH DISTRIBUTED EDUCATION OR TRAINING

ETY AND JOINT SERVICE. SPONSOR SHORT COURSES. SEMINAR PROGRANS .
FO-AUDIO TELECONFERENCING)., INCORPORATE ADDED SENIOR
[0S AS DEVELOPED. PRODUCE SENIOR LEVEL “REFRESHER”
kD DISTRIBUTE RECOMMENDED READINGS AND SYNOPSES.
tt THODS TO EMPHASIZE R VETHODS TO EMPHASIZE
ELECTRONIZ CONVETIONAL ELECTRONIC
PREP” Eo«vurea ?ssxsreo 'REFaesuis' PAsznces‘ INDIVIDUAL:
ORE CHPUTER YELECONFERENCING (VIDEO/AUDIO! COLLEGILHS INFORMATION STORAGE & DECISION AIDS
MENT ARTIFICIAL IMTELLIGENCE & EXPERT SYSTENMS EEH'NARS CCHPUTER IE%ECONFERENCING (Vipeo/Aupto)
TELD VISITS ARTIFICIAL INTELLIGENCE
iPACT AID EXPERT SYSTEMS

ConpuTER TELECONFERENCING (VIDEO/AUDIO)

COMPUTER 1ELECONFERENCING (VIDEO/AUDIO)
COMPUTER ASSISTED EXERCISES

COMPUTER ASSISTED "REFRESHER™ PACKAGES
{enpUTER TELECONFERENCING (VIDEO/AUDLO)
ARUIFICIAL INTELLIGENCE

EXPERT SYSTEnS

STRATEGIC PLANMING/POLICY ImPaCT AlD

PROFESSIONAL READING

MENTOR:

SEMINARS
CoLLeGTuns
UNIT/ORGANIZAT 1ON:
FIELD TRAINING

EXPERIENTIAL RPPLICATION
Comnanp CONFERENCES

STRATEGIC PULANNING/POLICY IMPACT AID

CoMPUTER TELECONFERENCING (VIDED/AuDIO)

CoMPUTER TELECONFERENCING (VIDEO/AUDIO)
COMPUTER ASSISTED EXERCISES

SCHOOLS:

SHORT COURSES ANFORMATION STORAGE & DECISION AfDS
SEMINARS ComPUTER TELECONFERENCING (VIDEO/AUDio)
COLLEGIuMS ARTIFICIAL INTELLIGENCE

—

LXPERT Sysiems
STRATEGIC PULANNING/POLICY ImMPACT AlD




aim. major thrusts and policics follow. At Appen-
dix 3 is a discussion of the anticipated long-range
impact on the officer and family of the education
and training initiatives.

AIM

To increase the tempo of prudent. sound officer
decision making under the stresses of combat and
the hectic workplace.

MAJOR THRUSTS

Use mentoring concepts and “smart™ tech-
nology aids as major initiatives 10 attain aims.

Be proactive in incorporating cvolving learn-
ing concepts associated with computer technolo-
gv while providing safeguards and re-assessment
checkpoints.

Support cvolving efforts to provide a senior
leader aid in strategic planning/future policy im-
pact analysis using the PDOS product as a theme.
This will support the long-term navigation and
refinement of the professional development de-
sircd system.

BASE POLICIES

TRADOC accelerate development of Com-
puter Communication-Based Instruction (CCBI)
technologics for use in schools, units/organiza-
tions and by individual officers so as to:

Capitalize on cducational advantages of
emerging technologics and the communications
education modcl:

Provide decision aids to incrcase the tem-
po of prudent. sound dccision making under
SIress.

HQDA approve resources to accomplish ap-
proved CCBIl-related policies. 1o include:

Task and fund the Corps of Engincers’
CERL laboratory to evaluate the most cost effee-
tive wayvs to apply PDOS-recommended CCBI
technologics and identify CCBI applications for
other populations.

Provide one Dirccied Military Over-
strengta space for ODCSOPS -Training to ccor-
dinatc the CCBI expansion program. (Noie: Re-
source cstimates arce based on the addition of a
CCBI Directorate  within c¢xisting TRADQC
structure. Sec b. below.)

MILPERCEN send five majors 10 obtain
post-masters level education in Intcitizent Educa-
ticnal systems for cveniual assignewent to
TRADOC. USMA. ARl and the Army Staft.

DAS sponsor. for at least the next five years,
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a Senior Service College Army Research Associ-
ate to monitor instutionalization of PDOS CCBI
and othe major PDOS initiatives.

ODCSPER/ODCSOPS incorporatc a two
day strategic planning/future policy impact anal-
ysis exercise for new brigadier generals with Offi-
cer Professional Development as the theme: use
exercise insights to assist senior Army leadership
in navigation of the desired PDOS system state.

OACSIM mature PDOS process as a stra-
tegic planning/policy impact cnalysis model to
anticipate long-term professional development
needs and to assist in senior leader development.

{See Appendix 1 of this Annex. Discussion of
Policies, for a detailed discussion of all policies
relative to education and training methods.)

b. That A New CCBI Directorate Under The
Deputy Chief Of Siaff. Training (DCST) At The
Soldier’s Support Center (SSC). Fort Benjamin
Harrison (see PDOS Base Policy F70 And Policy
F1).

(1) Many opiions are available to
TRADOC as to how to undertake an expanded
computer-technology mission. The study recom-
mends that strong considecation be given to an
action which places a CCBI Dircctorate under
the TRADOC Deputy Chief of Staff, Training
(DCST). co-located at the SSC. This would set up
a relationship similar to that expericnced be-
tween the DCS for Training and Evaluation (DC-
STE) and the Combat Development Experimen-
tation Command (CDEC). Such a link would
place the directorate in closc proximity to the
lead agent for artificial intclligence. By making
these added manpower and funding resources
available. partacrships beiween TRADOC. uni-
versitics and ARI could function with the Army
being a strong. proactive influeace in the direc-
tion coursewarc development takes using the
pooled resources of large university consortiums.
The link between the TRADQC Deputy Chicf of
Staff. Trawzing and the PDOS suggested CCBI
direciorate nught include the Training Technoio-
gy Agency as they currently perform a rraining
role which paralicls ithe education role empha-
sized i the PDOS CCBI injtiatives.

{2) Figurcs P-i4 and P-15 diagram the
CCBI directorale <concept and various options
available 10 TRADOC. The university consorti-
um mnentioned is just one of a number which are
a-ailable for the Anmy to ioin as participants in
the “smarnt courseware”™ developmeat process. A
more complete description of ithe review of cur.
rent indtiatives is contamed in the 3 Nevember
1984 report by Dr. Ameld Fisch and COL C.H.
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Dunn entitled “Education and Training Mcthods
to Support Professional Development of Officers
Desired System.™

NOTE: There are other university-private indus-
try consortiums worth participating in by
the Army. The PDOS group was also
aware of the progressive courseware de-
velopment of AT&T and Bell Laborato-
rics but did not attempt to develop a
complete list of candidate uatversities or
private businesses.

¢. Critical Education/Training Faciors For
Command Emphasis. There are seven areas
which this study presents as requiring intensive
monitorship by scnior Army leadership and the
ARSTAF so the aims and major thrusts of the
PDOS education and training methods strategics
can be realized over the next decade. These seven
arcas are identified below:

(1) Modifing instructor staffing guides to
accommodate the needs of faculty mentors. Sce
policics 084 and O835. rccommended in Annex 1,
A Mentorship Strategy.

Discussion: At the “¢nd of the pipeline™ where
the instructor student contact takes place. the
critical planning factor is how the instructors
spends their time. Existing staffing guides are not

tailored 1o meet the coursewarc development and
doctrine writing requirernents of a mentor
faculty. HQDA and TRADOC must take action
to adjust staffing standards so enough mentor
faculty members arc provided to the service
schools to permit fulfilling their intended mentor
roles (i.e.. teach, coach, guide, advise, write doc-
trine, develop courses and computer courseware).

(2) Establishing appropriate seniority for
“mentoring” faculty. Sce recommended policics
084. 085 and 086. Annex L.

(3) Extending the tour of a selected few se-
nior faculty mentors. See recommended policies
084. 085 and 086, Anncx L.

Discussion: Items (2} and (3) are major factors in
obtaining and maintaining sufficient experience
on the service school faculiy to have actual ren-
tors. Practices such as substituticn of licutenants
for majors or licutenant coloncls on a service
school’s Officer Distribution Plan allocation are
not consistent with mentorship initiatives.

(4) Establishing and long-term mainie-
nance of balanced cells of quality. Sce recom-
mended policy F91. Annex X, Balanced Cells of
Quality.

Discussion: This is a major factor in obtaining
enough guality (nonpromotion risk officers) in
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service schools so rcal faculty mentoring can be
established.

(5) Reinforcing the development of deci-
sion-making skills by officer students. See recom-
mended policy F935 Appendix 1.

Discussion: This policy secks to focus emphasis
on methods which are crucial to enhancing offi-
cer decision-making skills.

(6) Accelerazing the educational uses of
computer technology by Army schools and the in-
dividual officer. See recommended policics F70
and F71. Appendix 1.

Discussion: Major policies to assure that enough
Jfocus (F70) and cnough resources (F71) are pro-
vided 10 add the education oriented uses of com-
puter technology and to provide a hinkage ¢
higher education universities. The current Army
initiatives are. with a fev: exceptions. orterted on
training and skills acquisition operating under

the increasingly outmoded behavior/rule educa-
tion model.

(N Implementing  PDOS-recommended
policies and navigaung PDOS desired system
through time.

{2) Establish a PDOS cell in OD(SOPS.
See Policics F70 and O71: Annex W. Control and
Coordination.

(b} ODCSPER over-watch and interiace
with other studics. Sce recommended policies
070 and O72: Annex W, Control and Coordina-
tion.

(c) Establish linkzge to new information
management regulation—AR  23-3. Sce policy
F73. Appendix 1.

{d} Send officers 1o post-masters level edu-
cation 10 advanced educational technologies Sce
policy F73, Aprnonda 1.

{c) CERL study most cost cffect.ve ways to

sesprogram waall build upon 3 multemilhion  colfar

Carnegre-Metlon  2n¢ IBM will develop

coming decades.
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apply PDOS CCBI recommended technoiogies
using the comunonications education model. See
nolicy F77, Appendix 1.

{f) Conduct a Joint Service investigation
1rto use of aruficial inteligence using the com-
munications cducation modcl. Sce policy F79.
Appendix 1.

{g) Conduct a new brigadier general policy
impact analysis ¢xercise to provide annual feed-
back on the navigation of the professtonal devel-
opmaeat system {o the TSA. VUSA and the AR-
STAF. Sce policy F80. Appendin 1.

{h) Keep OACSIM involved in the educa-
tional uses of the computer. See policies F82 and
F83. Appendin i

(1) Annually provide an Army Reszarch
Associate to monitor the PDOS major thrusts.
Sce policy F88. Appendix 1.

(i) Conduct an Army Science Eoard Sum-
mer Study in 1935 which analyvzes PLOS use of
advanced technolegies 10 support cducation and
training. Sce policy F§9. Appendin !

1) OBCSOPS rewrite AR350-1. Training

and Educatie» Systems to incorporate PDOS
major thrusts. Sce pelicy F90, Appendin 1.

Discussion: These policies eaist 1o implement
and institutionalize the education and training
mcthods by helping to combat the natural ten-
dency of existing systems 10 resist the influences
of change. The difference between necar-term
amms and long-term goals must be constantly em-
phasized to preclude confusion in understand ng
by the major plavers. Finally, a quantitative and
qualitative cvaiuation of the entirc program
should be initiated once the major initiatives
have had the opportunity 1o germinatc.

5. CSA Remarks. The aim, major thrusts and
basc policics in paragraph Jda, above, were ap-
proved in concept.

Appendices

1 Discussion of Policies.

2 Policy Spread Sheets - Education ang
Training Policics.

Anticipated Long-Range Impact on the
Officer Family of Education and Train-
ing Initiatives.

Action Plan.

Phasing and Resource Plan.
Information and Media Plan.
Glossary.

Bibliography.
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Appendix 1 to Annex P

Discussion of Policies

1. PURPOSE. To present all of the PDOS-
recommended policies associated with education
and training methods.

2. DISCUSSION. Following cach policy
number is found a code which refers to the pur-
posc of the policy. The codes are:

S—Policy intended to support an educa-
tion and training NEED. An area requiring ad-
ded emphasis.

I—Pelicy intended to support INSTU-
TIONALIZATION of PDOS CCBI (and other
major) thrusts.

B—BASE policy: onc which is ¢ssential
for supporting the nced and/or implementation.

SP—SUPPORTING POLICY: onc
which supports a Basc Policy and reflects only
onc of many ways that thc major thrusts could be
supported.

a. Policy F70: S/1/B

(1) Direct TRADOC 10 accelerate the in-
troduction and usc of computcr-communication
based instruction (CCBI) technologics. as indi-
cated for Development Peiiods 1-6. into military
schools. imitiaily, then into units/organizations
and ultimately for usc by individual officers. The
aim is 10 usc these technologies in the school
sctting first in order to:

{a) Capitaiize on the cducational advan-
tages of emerging technologics.

{b) Make officers comfortable with routine
usc of clectronic technologics.

() Develop ofticer decision-making skills
which carry over into operational applications.

{d) Accclerate the introduction and the de-
vclupment of decision-making aids in the Army
witit the overall aim of increasing the tempo of
prudent. sound decision making under the stress-
¢s of combat.

(2) Recommend TRADOC consider ad-
ding a new CCBI Directorate under the
TRADOC Deputy Chief of Staff for Training and
locating it at the Soldiers’ Support Center (SSC).

{3) Discussion:

(a) CCBI includes all uses of the computer
to support training and educational instruction
in schools. units and organizations and by indi-
vidual cfficers. Eaamples are: knowledge bascs.
computer-assisted instruction (CAl) programs.
“School of the Air™ vidco/audio teleconferencing.
interaciive video disk systems. simulations. in-
formation and policy impact analvsis decision-
support aids and artificial intelligence—expernt
systems.

(b) Thc new CCBI charter would integrate
all educational CCBI technologies. Funds to pro-
cure systems and support training necessary for
their acceptance and usc would be provided scpa-
rately from the TRADOC budget. Acquisition
and procurement authority under the provisions
of AR 25-5 would reside with the center/agency
dircctor. The CCBI Directorate will act as the
service schools’ agent in gaining administrative
approvals. It will cstablish bonus incentives for
schools to create centers of quality and excellence
in CCBI education. The CCBI Dircctorate will
develop training programs to gain acceptance of
CCBI tcchnologics by school facultics. Their aim
is to “makec CCBI happen in support of the
faculty mentor™ by performing a service for
schools and units and organizations. The Direc-
torate will interface with ODCSOPS (Director of
Training). OCSA (US Army FORUM), OAC-
SIM. USMA, AMC. other services, DOD. other
Fcderal agencies and civilian higher educational
institutions. Coordination with OACSIM is vital
10 tracking the myriad of information communi-
cation technologics that impact on CCBI. Exam-
ples of the complexity of the technology are: data
bascs. laser printers. Al, microchips, robotics. fi-
ber-optics. graphics. microwave and satellite
communications.

P-1-1
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(c) A link 1o Training Technology Agency
and/or Army Training Support Center is also ap-
propriate. From the study group’s pérespective,
the missions of the CCBI directorate and TTA
arc most compatible. The SSC location recom-
mendation is based primarily on the artificial in-
telligence activities there. The most potentially
useful technologies in the efforts to enhance offi-
cer decision making under stress are felt to be
wargames, artificial intelligence and expert sys-
tems.

(d) Under the PDOS concept, the service
schools are the place where new learning technol-
ogies are “pilot tested™ prior 10 decisions to ex-
pand to other schools or other populations. US-
MA is an ideal partner in this development and
testing process as their focus is primarily on edu-
cation and the cognitive, decision-making pro-
cesses.For a number of reasons, they should be
the “organizational mentor” for “smart course-
ware™ experimentation and work closely with the
TRADOC CCBI directorate and any partner-
ships established for education-oriented course-
ware development.

b. Policy F71. S/U/B

HQDA approve the resource augmentation nec-
essary to accomplish Policy F70, An estimate of
the resource requirements is provided with the
provisions for further analysis of cost effective-
ness and overlap with parallel computer technol-
ogy initiatives; see Policy F77, below.

c. Policy F72: 1/SP

Augment ODCSOPS, Training with one officer
space to monitor the CCBI expansion program
and effect the necessary coordination with QAC-
SIM and OCSA (US Army FORUM).

d. Policy F73: S/lISP

Direct ODCSOPS 10 coordinate with OACSIM
to arrange the necessary acquisition and procure-
ment authority for the CCBI Directorate under
the provisions of the new AR 25-5, which re-
places AR 18-1 on matters pertaining to informa-
tion management and computer acquisition and
procurement; concurrently, pursue authority to
purchase “audio-visual®type items under AR
108-2.

e. Policy F74: S/SP

(1) Direct ODCSPER to investigate the
potential impact on officers’ families and the
family environment of the widespread use by all
family members of computer technology in the
home setting.

(2) Discussion: The widespread use of
computers in the home is likely to alter work
habits and schedules. A concerted effort should
be made to responsibly absorb the negative im-
pact of CCBI which individuals may experience
in both the work and the home settings.

f. Policy F75: SISP

(1) Send five majors 10 obtain post-mas-
ters level education in programs tailored to pro-
vide the Army with expertise in the field of intel-
ligent educational systems.

(2) Disperse these assets to OACSIM,
TRADOC (e.g., 1o the CCBI Directorate); USMA
and the Army Research Institute.

(3) Discussion: This policy is strongly sup-
ported by the

g. Policy F76. SISP

(1) Direct DCSPER 10 task the Army Re-
search Institute to validate the PDOS analysis
with regards to the match of CCBI sysitems to
varied types of knowledge/skill proficiencies.

(2) Provide the findings to ODCSOPS,
Training; OACSIM and TRADOC (and to the
CCBI Dircctorate when formed).

h. Policy F77. SILISP

(1) Dircct the Chief of Engineers 1o task
and fund the Construction Engineers Research
Laboratory (CERL) fo evaluate the most cost ef-
fective ways to apply Computer Communica-
tions Based Instruction technologies and identify
applications of CCBI 1o other populations (e.g.,
enlisted soldiersor civilians) and mission areas
(e.g., Army Continued Education Program).

(2) Provide the findings 1o ODCESOPS,
Training to TRADOC Training Technology
Agency (TTA), Army Training Support Center
(ATSC). Combined Arms Training Activity
(CATA), USMA and CCBI Directorate. when
formed.

(3) Discussion: Work would be based on
the new communications education model (Fig-
ure P-8) and include, as advisors, prominent edu-
cators in the theory of knowledge and aduit learn-
ing. This analysis would be used by ODCSOPS
and TRADOC 1o help justify their CCBI require-
ments. CERL analysis would provide the follow-
ing deliverables:

(a) Potential CCBI applications beyond
officer population.

(b) Potential CCBI use strategies.
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(c) Potential cost savings/avoidance mea-
sures.

(d) A cross-training effectiveness analysis.

(e) A samiple froni-end procedure to use 1o
implement CCBI pilot projects.

i. Policy F78: SISP

Direct TRADOC (working with USMA) 10 devel-
op mentor training programs to help gain accept-
ance of CCBI technologies in the schools and in
units and organizations and oversec computer
courseware development by civilian education
specialists. Action should be initiated upon com-
pletion of the actions in Policy F77.

- Policy F79: S/SP

Direct OACSIM 10 allocate research funds to
pursue a Joint service initiative for the develop-
ment of educational uses of Artificial Intelli-
gence-Expert Svstems (AI-ES) and related tech-
nologies. Action should be initiated upon
completion of the actions in Polic: [77.

k. Policy F80: S/1/SP

(1) Dircct ODCSOPS/ODCSPER 10 in-
clude the design of a two day “user friendly™
straiegic planning/ futures policy impact analysis
exercise in the evolving educational program for
new brigadier generals. The planning excrcise
will use the professional development of officers
ds a theme. The output from this sub-course is a
set of recommended adjustments in the profes-
sional development of officers strategy: it is a
tool/aid for senior Army leaders (CSA, VCSA
and ARSTAF) as they “navigate™ the Army fo-
wards the professional development desired sys-
*¢m state.

{(2) Discussion:

{a) LTC’s Carl Stout and Carolyn Russell
will design the exercise by 31 Mar 85 for subse-
quent turnover to ODCSPER/ODCSCPS

GO/SES development transition team and in-
corporation in the overall brigadier general
course plan.

{b) Effort will be monitored by ODCSOPS
planners to assure that there is compatibility with
Army long-range planning initiatives.

{c) Effort will be tied to the work in Expert
Systems by OACSIM, Futures and Concepts Di-
reclorate and the participation of the Joint AC-
SIM/ARI participation in research with MIT.
Harvardand other prominént universitics.

@ Effort will be made 10 arrange Sponsor-
ship of theexercise by the Strategic Studies Insti-

tute at AWC as they already havea Futures
Group linked 1o DA DCSOPS. They would be an
appropriate “home™ for the cxercise conducted
under the direction of the ODCSPER/ODCSOPS
GG/SES development team.

I. Policv F81: S/SP

Direct ODCSPER to purchase an artificial intel-
ligence-expert system software package for the
existing FORECAST system. This will assist in
making the strategic planning cxercise for rew
brigadier generals simple and “user {riendly” (sce
Policy F80, above).

m. Policy F32: S/I/SP

Direct OACSIM, Futures and Concepts Direcior-
ate to work with ODCSPER. GO/SES Develop-
ment Team 10 continue development of the
PDOS futures process as a sirategic planning/pol-
icy impact analysis model for use in senior Army
feader development program.

n. Policy F83; I/SP

(1) Direct OACSIM and ARI to include
the implications for officer education training in
their participation with the MIT Sloan School of
Management’s “Management in the Y0's™ pro-
gram aad the Harvard Center for Information
Policy Research’s “Program on Information Re-
source Policy.”

(2) Discussion; These ¢fforts arc aimed at
the development of téchnology scenarios based
on the experiences of leading-edge organizations.
the definitions of the policics surrounding the use
of computer technologies and the discussions de-
signed to explore thé msighis gained from re-
search. The Army (OACSIM) is one of the major
participating organizations. An active fcedback
link between OACSIM and the TRADOC CCBI
Directorate is cssential to the latter’s efforts to
responsibly manage the assimilation of CCBI in-
to all military schools plus the work and home
settings of Armv officers.

o. Policy F84: S/SPDirect AMC to build
computer assisted instruction (CAl) into all new
equipment training packages for new major oper-
ational systems.

p. Policy F86: §/B

(1) FOR RESERVE COMPONENT—
Direct TRADOC, together with NGB and
OCAR. 10 concentrale on the development of an
education and training methods support stratcgy
which is aligned with the Active Componeni
Strategy.
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(2) Discussion: The methods selected will
concentrate on assisting individual officer self-
development with a minimum of in-residence
schooling required. The CERL study (Policy F77)
will incorporate this in its recommendations.

q. Policy F87: S/SP

(1) FOR RESERVE COMPONENT—
Direct ODCSPER, together with NGB and
OCAR, to study the impact of PDOS policies,
specifically those related to resident and non-res-
ident school instruction, unit training require-
ments and usc of CCBI, on the Reserve Compo-
nent officer. his family and civilian employer.

(2) Discussion: The study will look at offi-
cer willingness to remain in the Reserve Compo-
nent as time requirements for professional devel-
opment increase.

r. Policy J26: S/SPDirect TRADOC 10 de-
velop in-resident and non-resident military in-
struction programs simultanecusly and maintain
them current, together.

s. Policy F88: 1/SP

Direct DAS 1o sponsor a Senior Service College
Army Rescarch Associate to continue to lock for
ways to institutionalize PDOS CCERI initiatives
and other major PDOS thrusts within the Army’s

P-1-4

existing systcms. Continue this sponsorship for at
least the next five years.

t. Policy F89: I/SP

{1) Direct the Army Science Board (ASB)
to conduct the 1935 Summer Study on education
and training technologies.

(2) Discussicn: The study will build on
the 1982 DSB Summer Study on training tech-
nology. the PDOS CCBI initiatives and the
CERL report (Policy F77). if available by the
1985 ASB Summer Study.

u. Policy FOC. I/SP

Direct DCSOPS 1o incorporate the PDOS educa-
tion and raining sirategies and major thrus:s in
the new AR 330-1. Army Training and Education
System.

v. Policy F95: S/I/B/SP

Direct TRADOC to support and develop officer
decision skills at all levels of school instruction
and in the unit and organization through the fre-
quent use of simuiations, experiential exercises
and in small group settings using mentor instruc-
tors who teach, coach and guide (refer to policy
084).
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Appendix 2 to Annex P
Policy Spread Sheets

PURPOSE: To present. in concise format. the
policies for education and training methods.

NOTE: This Appendix does not include the
small group method policies as thev

are covered in the MENTOR Spread
Sheet.
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Appendix 3
|
' Anticipated Long-Range Impact on the Officer and Family of Education 3
and Training Initiatives
L. PURPOSE: To present an ana } of the velooment Periods 1-4 result from learning uses
anticipated long-range impact on the officer fam- of technology during a resident school éxpeni-
ily of the education and training policics recom- ence. These iools can then enhance the opéra- i
: mended in this annex. tional missions of units and organizations.
2. DISCUSSION: {3} The long-ierm decreases in impact for
ci s he officer resulis from the widesprea of 4
a. Annex T, Impact on Families, discusses the oftice fs m he wide pre ad “m e 1
_ smart courséwarg at the school and otherseitings !
the genieral considerations identified in this siudy assu e e
o= as the officer assumes more responsibility for his
as to the impact of PDOS policies on the officers’ L
ho professional dev ;iépmnm. |
ome énvironments, i
: .. . . . . In general, long- Ve
b. The policies associated with education ¢ In gen ‘i, the long-term positive benefits i
. which acerue a5 2 result of the establishmen: of
é and training methods rely heavily 6n educational ) ) . ) s -
: o PDOS-recommended education and training
iechnologiés 1o lessen the burden on officers. -
£ sge . ) I methods policies is in the implementation of im-
families, units and the schoolhouse. A portion of NP i
A proved education and training tcchnologies
Anneéx T is repeated here. 1o emphasize the role ) - , o
e through c¢ompuiér communications based in-
which technology is expected fo play in decreas- s . .
. struction which permits all involved 16 leamn,
g the demands of time on the key actors in the - o S .
teach, manage andmake decisions “smarter” and .
professional development procéss. Sr
faster.
H { long- T in im i s
(1) The long-term dec Las‘i pact 1n d. In zen neral, the negative detractors which
i the school environments for Dévelopment Peri- e
could resuli from the implementation of ?E@S
ods 14 are the result of all officers having ac- s
education and Irainingz methods policies are in
quired a core foundation in the schoolhouse at ot imen
e s ) C T T T Y the poiential I6ss of “socialization™ which z¢- .
the start of a development period. During Subse- o .
A €rues 10 5 §§*§§ uring an extensive resident
quent assignments, officers receive shorter func- \ - . ‘
o school expenence. This loss is not possible 16 ]
tional courses which update and reinforce this e
. measure. It it ggsszs 1o conceive of a différent
foundation. A . - e -
sort of S{S:cﬁ?sfég;?ﬁg ong¢ similar to that currently
{2} The 3org~tcrm decreases in impact in experienced by officers who utilize the US Army
thé unii and organization environmenis for De- FORUBM neworks.
Near and Long-Term impacis of PDOS Policies on the Officer s
SCHOOL SELF
NEAR LONG NEAR LONG NEAR
oP TEAM TERM TERM TERM TERM fEas
. o NA NA D o
H D o o o
2 ' D D ot B
3 Bn D ) H o
: 2 D o 1 o ]
& i i o
6 1 i o
- HER = i}, Decrease NA = Not Bianks = NoMajor Changs - *
From G
£ & L
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Appendix 4 to Annex P

Action Plan

PURPOSE:

To present the action plan worksheets for the
education and training methods policies.
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Author: COL Dunn
Team Chief: COL Dunn

PURPOSE: To present the plan which re-
flects:

policy over the next few years,

b. The dollar and manpower requirements.

RUyTLe—y
- ny
~

a. The phasing of each education and training
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EX P, Phasing Plan
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Appendix 5 to ANNEX P, Phasing Plan
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P, Phasing Plan

Appendix 5 to ANNEX
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Author: COL Dunn
Team Chief: COL Dunn

Appendix 6
Information and Media Pian

PURPOSE: To present the information and
media plan for the education and training meth-
cds policies.
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Appendix 7 to Annex P

Glossary

1. PURPOSE: To define terms which are new,
unique or critical to this study.

2. GLOSSARY:

a. ARTIFICIAL INTELLIGENCE (Al). In
general, is the science of giving human-like learn-
ing and thinking qualities to machines. Specific
sub-fields are knowledge acquisition (“learning”);
knowledge retention (*memory™); application of
knowledge (“common sense,” logic, complex cog-
nitive processes); language and speech recogni-
tion and voice digitizing. The major focus of the
PDOS education and training methods analysis
is on the use of Al for knowledge acquisition and
retention and the application of Al to provide a
new level of speed and simplicity to the decision
making process.

b. COMPUTER ASSISTED INSTRUCTION
(CAl): Any instruction which uses a computer to
manage, generate or deliver instruction. In the
PDOS desired system it is intended that CAI in-
clude:

(1) A data base whith is common to and
accessible by doctrine developers, combat devel-
opers, instructors, units in the field and individu-
als.

(2) Instructional packages which provide
to the student an in-depth knowledge or may pro-
vide information at a refresher or familiarization
level. ‘

(3) Testing packages.

(4) Teaching aid packages for unit devel-
opment programs,

(5) Authoring systems.
(6) Menu driven access to above packages.

¢. COMPUTER - COMMUNICATION
BASED INSTRUCTION (CCBI)—The electronic
methods component of the overall PDOS educa-
tion and training methods strategy. The overall
aim of CCBI is to increase the tempo of prudent,
sound officer decision making under stress. The

intermediate aims arc to teach officers to learn
faster and smarter; overcome combat skill obso-
lescence; ecnhance knowledge and skill retention
and make computers a natural extension of the
officer in peacetime and wartime workplaces.
CCBI places an emphasis on the following elec-
tronic technologies:

(1) Computer Assisted Instruction (CAI)
and interactive video disk (IVD) systems.

(2) Computer simulations (wargames).
(3) Computer teleconferencing.
(4) Artificial intelligence.

(5) Strategic planning/futures policy im-
pact analysis tools/aids.

(6) Information storage and decision tools/
aids.

(7) Knowledge bases.

d. COMMUNICATION/CONTROL MOD-
EL. A relatively new education and knowledge
model which secks to add an interdisciplinary
and computer technology dimension to the ex-
isting widely used educational theories. For fur-
ther details, refer to the works of Dr. Doreen Steg
referenced in the bibliography.

e. COMPUTER LITERACY. The knowledge
of what a computer is and the functions it may
perform. One who is computer literate has the
ability to apply computer-related terms, concepts
and capabilities to one’s job. Computer literacy
skills equate to oral and reading skills. The con-
cept of computer literacy in an education setting
is not simply learning to manipulate a word
processor or spread-sheet nor is it learning how
to program a computer. Those tasks are skills-
based which are learned through training. Within
an educational context, computer literacy refers
to the capability to use the computer as a tool for
gathering, processing and communicating infor-
mation related to the learning process. In an or-
ganizational setting, it refers to using it for intelli-
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gent application and amplification of learned
knowledge and skills,

. COURSEWARE, This term came into use
ns computer assisted instruction grew in order to
provide a distinction between the software pro-
grams that contArol the hardware devices and
the soflware tailored to providing instructional in
teractions. As it has come (o be used, courseware
refers 1o the materials of instruction that consti-
tute applications programs administered by com.
puter delivery systems. “SMART" COURSE.
WARE. Refers to computer courseware aimed at
. enhancing officer decision making capabilitics.
Such courscwarce will ¢nable students to work
smarter and faster by providing:

(1) Good access to relevant knowledge.
(2) Ease of computation.

(3) Ability to simulatc situations that are
too expensive, dangerous or impossible to ob-
serve directly.

As a result of using “smart™ courseware, officers
can focus on concepts, theories, models, problem
solving and decision making rather than on cleri-
cal tasks. They can achieve mastery of the art and
science of war rather than on just becoming fa-
miliar with it,

g. EDUCATION. This involves how to think
and dccide. It involves learning new concept for-
mulation. The result is the development and
growth of the individual. A product of education
is the acquisition of insights—an understanding
of the mecaning of concepts; an understanding of
how to articulate one’s intent and frame of refer-
ence; an understanding of contexts. The distinc-
tion between training and education is important
in that it permits a comparison of present with
future nceds for the Army and this distinction
undecrlies the general thrust of Annex P,

h. EDUCATION AND TRAINING METH-
ODS. Those methods which should be empha-
sized to support the individual officer, units and
organizations and unit and school MENTORS in
performing their professional development roles
during cach Development Period.

i. GESTALT BASED. A school of thought
which affirms that responses to experiences are
based on an unanalyzable whole rather than on
specific clements of a situation.

j. IMPRESSION/BEHAVIOR/RULE MOD-
ELS. Theoretical education and knowledge mod-
els which form the basis for a majority of the
Army's post-commissioning service school train-
ing.

k. INSIGHT, Ideas and thoughts derived in-
ternally from an ability to see and understand
clearly the nature of things, A neccessary part of
making judgments, of deciding, of “putting it all
together,” “of being aware,” of wisdom and far-
sightedness. Answers the question: What does
this mean? What is important in this situation?
Insight cannot be taught directly, but can be in-
duced by well educated, experienced faculty, us-
ing appropriate tcaching methods. Generally, a
product of cducation rather than of training,

. INSIGHT MODEL. Another cducation
and knowledge model which has been widely
used in some educational situations but not in
general in the American education system,

m. KNOWLEDGE, Information, data, facts,
theories, concepts. The factual basis of any
course of learning. Answers the question: What
should I know? May be achieved by many learn-
ing methods. Knowledge is highly perishable if
not used routinely.

n. MENTOR. A leader involved in develop-
ing (through education, socializing and training)
an individual by being for that individual a role
model, teacher, coach, advisor and guide. A
school faculty mentor has the additional respon-
sibilities of writing doctrine and developing
courses.

o. SKILLS. Abilities which can be developed
and are manifested in specific levels of perform-
ance. They may not be manifested in
the*“potential” to do other or higher levels of per-
formance. Are developed through learning to ma-
nipulate “known™ knowledge. Answers the ques-
tion: What should I be able to do? Categories of
skills include:

(1) Information-retrieval skills—reading,
rescarching, hearing.

(2) Communication skills—writing, speak-
ing, using languagesand technology; communica-
tions with pcople and through objects.

3) Technical and tactical
skills—performance within a specific activity;
¢.g., map reading, marksmanship.

(4) Human relationship skills—the ability
to work effectively as a group member and to
build cooperative efforts within a team; self
awareness and interpersonal skills.

(5) Leadership skills (e.g., counseling).

(6) Analytical and conceptualization
skills—problem identification, problem solving,
decision making, planning, estimating the situa-
tion, synthesizing, inducing, structuring, cyber-
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netic systems analyzing. These skills vary at dif-
ferent cognitive lovels,

p. TRAINING. Yiclds skills for performing
dutics in specific work assignments, Teaches in-
dividuals how to do something. Learning some
specified pattern of bchavior. It transmits past
cxperience or “known™ knowledge.

q. VALUES. Convictions, fundamental be-
liefs, standards governing the behavior of people.
Includes attitudes toward professional standards

such as duty, integrity, loyalty, patriotism, public
service, taking carc of ones subordinates, accom-
plishing the mission. Answers the questions:
What do ! believe? Where do [ draw the line?
Values, like insights, must be derived by the indi-
vidual if values are to have meaning. Values may
be derived, induced or precipitated by knowledge
about values, their importance to professional-
ism and the statements and behaviors of others
(specifically mentors) about personal commit-
ment to values.
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1. PURPOSE. To provide the PDOS findings
and recommendations concerning officer func-
tional education and training.

2. DISCUSSION.

a. Scope. The scope of this study did not
include the unique education and training re-
quirements for each branch or functional area
nor the requirements for individual functional
courses. Instead functional education and train-

. ing was e¢xamined at the macro level and broad

policy recommendations developed. More de-

tailed analysis was conducted where shortfalls

{ were found and suggestions are made in this an-

nex that should be a starting position for propo-
nents to address the issuc.

b. Definitions.

(1) For the purpose of this study, function-
al education is defined as providing the broad-
based and technical knowledge required for a ca-
reer in a functional area. Examples are the Mili-
tary Comptrollership Course at the Soldier Sup-
port Center, the Comptrollership Program at
Syracuse University. the Material Acquisition
Management Course at the Army Logistics Man-
agement Center. and the Program Management
Course at the Defense Systems Management Col-
lege.

(2) Functional training provides for those
skills that are atypical to a branch or not included
in the common core of officers’ proficiencies and
which are necessary for specific duty require-
ments, The training may result in the award of a
skill identifier. Examples of functional training
are the Airborne Course at Ft Benning. the U.S.
Army Installation Management Course at Ft Lee,
the Joint Command. Control. and Communica-
tions Operations and Staff Officer Course at the
Armed Forces Staff Coliege. and the Battalion S-i
Course at the Soldier Support Certer.

¢. Current system strengths.

Annex Q

Officer Functional Education and Training

(I) Under the current dual-specialty con-
cept an officer is normally designated with an
additional specialty before reaching the eighth
year of commissioned service. As a general rule,
educ tion and training are available or being de-
veloped to prepare an officer for duty in the addi-
tional specialty. (NOTE: Based on OPMS Study
Group’s recommendations. “additional special-
ty” is being changed 1o “functional area™ and
additional specialtics that were branches are not
allowed as second specialties).

(2) The proponency system is having a posi-
tive effect on officer professional development.
Previous shortfalls in the system are being ad-
dressed and corrected by the broponents. Viable
career paths are being defined. Duty descriptions
are being standardized. Education and training
shortfalls are being identified and courses being
developed. The overall positive effect of the pro-
ponency system cannot be overemphasized. (See
Appendix | for further discussion of proponency
system).

d. Current system weaknesses.

() Overall the functional education and
training is working well and is meeting the docu-
mented needs. There are areas that could use im-
provement, and the following discussions of
these should not lead the eader 1o assume that
the system is in need of major overhaul. Also,
some of the areas discussed below were outside
the scope of the PDOS and covered by the OPMS
Study Group. They are discussed for the purpose
of showing the effect on PDOS and to provide
support to the OPMS Study Group’s recommen-
dations. Refer to the OPMS Study Group Final
Report for detailcd discussion of their findings
and recommendations.

(2) Position coding does not accurately
reflect requirements. The manning documerts.
especially Table of Distribution and Allowances
(TDA), change frequently and make it difficult
for personnel planners to develop an inventory to
meet the Army’s requirement. These manning




documerts are the basis for modcling to deter-
mine future needs This 1s analogous to building
a house on a sandbar. The education and training
requirements are also derived from the same
base. Actions being taken as a result of the OPMS
Study Group concerning document control will
“firm™ up the base and provide more predictable
requirements.

(3) Management by entire position code is
lacking. Manning documents and requisitions are
based on a coding system that identifies a prima-
ry specialty. a sccond specialty. and skills re-
quired for a position. The US Army Military Per-
sonne! Center management system keys on the
primary specialty and. only if possible. consider-
ation 1s given to the second specialty and skill.
This causes several problems. An officer can be
assigned to a position and not have received the
required education and/or training. The position
will probably be recoded to meet the officer’s
specialties thus increasing the problem addressed
in the previous paragraph. Also. the nventory
requircments arc based only on the primary spe-
cialties without consideration of the second spe-
cialty requirements. This leads to a continued
inability to fill a requisition based on second spe-
cialty. For example. for SC54 (Operations. Plans.
and Training) morce than half the positions re-
quiring SC54 have SC54 as the second code (i.e.
2414 of 4604 positions). The inventory (5547)
was developed using orly the number of posi-
tions (2190) with SC54 as first specialty code. By
comparsion, SC41 (Personnel Managemcnt) has
1812 positions where SC41 is indicated first,
1044 positions with SC41 indicated second. sup-
ported by an inventory of 35210 officers with
SC41. The result of current inventory determina-
tion method 1s 5210 SC41 officers to fill 2856
positions requiring SC41 and 3547 SC34 officers
to fill 4604 positions requiring SC54. The
method to determine inventory requircments will
have 1o be changed. The actions, as a result of the
OPMS Study Group recommendations concern-
ing skill proponency. single. dual tracking and
branch immaterial codes. should help reduce this
problem. (For discussion of skills sec Appendix
2)

(4) Entry-level military courses are not
available for all functional area speciaities. Func-
tional arcas such as ADP System Officer (SC 53)
and Opecrations. Research and Systems Analysis
SC 49) can be entered through civilian graduate
studies. These studies provide the technical
knowledge in the functionzl areca but do not pro-
vide the required military perspective. (See Ap-
pendix S for further discussion of Advanced Civil
Schooling.) Somec functional arcas hav 10 for-

mal entry-level education or training available,
nor is any planned. These are Personnel Manage-
ment (SC 41) and Operations. Plans. and Train-
ing (SC 34). (See Appendix 3 for further discus-
sion of entry level courses.)

(5) Functional training time. when cou-
pled with “primary™ courses (i.e.. OBC. OAC.
CAS3. and CGSOC). 1s extensive for some spe-
cialtics such as Foreign Arca Officer. Research
and Development, and Logsticians. which
makes dual tracking difficult. (See Appendix 4
for further discussion.)

{6) The current education and training
svstem 1s not designed to implement the OPMS
Study Group’s rccommendations that there be
multiple career tracks (1.e.. dual. single, and/or
sequential). The 20 percent of the cfficers that
are siagle-tracked in a branch can be accommo-
dated since the system is oriented toward branch
requirements. The current system has been de-
signed for dual-tracking. therefore. no major
changes are anticipated. The system. however.
needs adjustment to recognize the education and
training requirements for sequentially tracked of-
ficers. As members of the officer corps. these of-
ficers will still require education and training in
the common core and will require additional ed-
ucation and training to become “in-depth™ ex-
perts 1n their fields.

¢. Desired system.

(1) The underlyving premise for functional
development is that every officer receives the re-
quired functional education and training prior te
any assignment. This places greater emphasis on
managing by the entire position code. If an offi-
cer is slated for a position that requires function-
al area expertise. the officer will have completed
the entry-level military course prior to reporiing
to that assignment. If the position requires a skill,
the officers will have completed the requirements
for designation of the skill identifier prior to the
assignment. The rationale for the preceding is
that when a nositicn is coded with a functional
arca or skill designator. that position requires an
officer with proficiencies not common to all of-
ficers of the rank assoctated with the position.
Otherwise the position would have been coded as
branch immaterial. Also. for a specialty or skill to
be designated as such. unique proficiencies will
have been identified. If no such proficiencies
were identified. the specialty or code would not
have qualified or been designaied as a separate
specialty or skill, Given then that there are profi-
ciencies assoclated with a specialty or code. the
officer needs an cducauonal or training experi-
ence to provide the proper frame of reference to




develop the proficiencies. In the case of some
skills. the eaperience can be gained through civil-
ian education and/or experience. The same is
true for areas of concentration. (See Annea G, for
further discussion of frame of reference.)

(2) Dual-tracked officers whose functional
area specialty holds primacy (primacy defined as
that specialty under which the officer 1s primarily
developed and which career management divi-
sion in USAMILPERCEN holds and controls the
officer’s records) and scquentially tracked of-
ficers may be so designated after selected for ma-
jor and considered for command and staff college
attendance. However. those who have been iden-
tified prior to consideration for command and
staff college present a unique challenge. Thaerr
field grade intermediate-levei education and
training should compliment their functional area
while still placing the proper emphasis on general
military skills. The Army should consider their
unique needs and possibly expand the opportuni-
ties for Mel 4 education. Appendix 5 discusses
some of the alternatives that could be a starting
point for functional arca proponents to design or
sclect the field grade intermediate education and
training suitcd for these officers.

(3) Officers who have a specialty that is
comparable to a civilian career field. have a
wealth of opportunities within the civilian sector
for professional development. Within these
fields. the civilian community has associations
and society that hold seminars where new ideas
arc presented and information is exchanged.
These associations and societics also publish pe-
riodicals that are similar to branch magazines.
The civilians view membership in these organiza-
tions as an essential part of professional develop-
ment. The military should share that view and
enccurage membership for its officers. That en-
couragement is already present for branch associ-
ation. Association of the U.S. Army. and civilian
legal and medical socicties. Officers who sequen-
tially track i a functional area arc in essence
divorced from branch: thus do not have an ap-
propriate mihtary organization. The functional
arca proponents. as well as branch proponents.
should inform the officers within their respective
branch or functional area of the recommended
association or socicties. Once this list is establish-
ed. the officers who are being developed as “in-
depth™ experts in these ficlds may be sent by the
military on a biannual basis 1o scminars. In addi-
tion to the professional development. this pro-
vides recognition of the professionalism of these
officers. This program will be controlled by
MILPERCEN in conjunction with the propo-

nents to ensure the meetings/senminars/conven-
tions have professional development value and
are not just a social gathering.

(4) A conclusion reached by the study
group was that every officer needs to be branch
qualified at the company level prior to entry into
a functional area. Through the branch training
and experience an officer builds the foundation
for application of functional areas to the Army
mission. A supporter needs an understanding and
appreciation of the mission and tasks of the sup-
ported organization: otherwise, the supporter will
tend to operate in a vacuum without sufficient
regard for the needs of the receiver of the sup-
port.

3. Recommendations.

a. Aim.

(1) To prepare officers for duty assign-
ments in functional areas after company-level
branch qualification.

(2) To prepare officers for duty assign-
ments requiring unique skills.

b. Major Thrusis.

(1) To define education and training re-
quirements for areas of concentration. functional
areas. and skills.

(2) Provide for initial and continued func-
tional areca development after company-level
branch qualification.

(3) Identify training nceds a pan of the
requisition process and assign properly trained
officers.

c. Base Policies.

() Company level branch qualification
will precede functional arca development.

(2) Develop or revise, as nceded. military
courses te support all areas of concentration and
functional arcas.

(3) OPMD managed officers will be eligi-
ble for assignment to positions coded with area of
concentration. functional area or. if applicable,
skill codes after completion of the appropriate
military coursc or equivalent experience.

(4) Officers who are singlc or sequentially
tracked into a branch or functional arca that has
a comparable civilian profession will be afforded
the opportunity of. and funded for. biannual at-
tendance at a civilian society or association na-
tional or intcrnational seminar/meeting support-
ing the profession.
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4. CSA Remarks. Recommendations approved
in concept.
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Appendix 1 to Annex Q

Proponency System

LPURPOSE. To describe the impact of the

proponency system on PDOS.
2. DISCUSSION.

a. General. To gain an appreciation of the
various specaities and to determine the current
etforts of proponcnts n the arca of professional
dovelopment. ficld trips were taken to propo-

rants of the specialties that could be desienated
as addition specialtics. {Note: As a result of the
OPMS Swudy. “addiuioral specialin™ s being
changed to “functional are2™ and whereas
branches could have been an additional specialty.,
an officer’s second specialty will be from a func-
tional area only.) Table Q-i-1 indicates those vis-
tied.

PROPONENT VISITS
BRANCHES FUNCTIONAL AREAS

SC(25.27.72; CM(74) SP OPNS (18) FOR DEV (50}

MP (31 0D {73.75.9%) PEP MGMT (41} NUC WPN (521

MI135, 36.37; QM (81, 82, 92; COMP {45} ADP (53}

AG (42) T6 (05 PA (46) OPS PLANS. TNG (54}
Figdd; FAO (48 P&P (37)

ORSA 149)

Taple Q-1-1 Proponertvisits

b. Impact of Proponencs System.

t11 As a result of thie feld trips. the study
group was enccuraged by the efforts of the propoe-
nents and tne resulting effect on professional de-
velopmiont. In terms of an Army system. the cur-
rent proponency system is refatively yvoung and is
improving greatiy over iime, It became apparent
cariy o1 1 the study that they are the key plaver
15 the defimstion of cducation and training re-
qQuircmicnts

{2) Funchional area proponents arc defin-
mg areer paths and opportunities. The propo-
nent for Procurement. for example. has taken ac-
tons to provide for career progression including
mcreased command  scieciion  opportunitics.
When the OPMS Study Group's recemmenda-
tions are implemented and officers are single. du-
a2l and scouennaliy tracked. career progression
and opportunitics in functional arcas must be de-
fined. This is necded so the Army car be candid
wiith officers as 1o what are the true opportunities
associated with pursuing a specific career track.
For example. 1f an officer clects to pursue a ca-
reer 1 a icchmical field and become an “mn
depth” eapert. the opportunities for command

wiil be diminisicd and opporunity for general
officer seleciion wi !: be greath reduced when

compared 1o an officer who elected a troop unit

griented career. For eaample. there are ro com-

33

mand posttions for SC33 or SC4% officers

(3) In addition to defining carcer paths,
the proponents are siandardizing the duty dc-
scriptions and defining the criteria for position
codimng, Many of the proponcents are in the pro-
cess of or have done document reviews and are
chalienging the field when coding doesa’t make
sense. Unfortenately. this is taking place after the
document has been appreved. The GPMS Swidy
Group recommended thie proponents be included
m the approval process. Implemeniation of this
rccommendation will put the proponents review
in the right timeframwe and prevent having 1o go
back and correct erroncously coded documents.

{4) The proponcents are starting 1o inform
the officer corps of the actions affecting the spe-
cialty. Newsletters are being sent and some pro-
poncnts have gone so far as to send congratuiato-
n letters to officers in the specialty who are
board sclectees. This has a positive effect on the
attitude of the officers by providing evidence that

Q-1-1
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the officer’s chosen ficld has a spokesman and
someone is lookinz out for the health and welfare
of the specialty.

(5) In defining the cducation and traiming
requirements. the proponents have dentified
shortfalls and taken corrective action. For exam-
ple. the proponent for the Nuclear Weapons Staff
specialty recognized the need for an entry level
coursc and initiated actions to have onc estab-
lished. The pilot course will be conducted during
FY 85. The ficld antillens proponent recognized
the need for a cannon officer course and subse-
quently an add-on module to OAC was devel-

oped for officers being assigned 1o cannon units.
Add-on modules were already available for mis-
sile officers. Other courses being developed or
recently implemented include entryv-level courses
for Force Development and Combat Develop-
ment: and a non-resident course for Operations.
Plans. and Training.

¢. Summary. The proponency sysiem is
working and is maturing over time. The current
cfforts to improve the system should be contin-
ued.

3. CSA Remarks: None
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Appendix 2 to Annex Q

Skill Management

1. PURPOSE. To provide the studyv group's
findings and suggestions concerning skill man-
agement.

2. DISCUSSION.

a. General. As a part of the PDOS study.
skills were reviewed to determine if the training
requirements have been identified. Unlike spe-
cialties (branches and functional areas), skills do
not have a formal proponency system in place;
therefore, AR 611-101, 30 Oct 84, effective 1
Mar 85. and an Officer Management File inven-
tory count as of 17 Aug 84 were used as the basis
for the review.

b. Current System.

(1) Managed skills are identified by an
Additional Skill Identifier (ASI). The ASI is de-
fined by AR 611-101 as an identification of spe-
cific skills which are required to perform the du-
ties of a position. but are not necessarily related
to any one particular specialty and also as an
identification of the additional skill possessed by
an officer. Language skills are identified separate-
Iy with a Language Identification Code.

(2) For a skill to qualify for designation as
an ASI. it will “be judged on its own merit; how-
ever, as a guide, the criteria for establishment of
an ASI are as follows:

{a) Qualification of the individual for the
skill being identificd must result from two or
more weeks of formal training or equivalent.

(b) There should be a requirement for 20
or more positions 1o be identified by the pro-
posed new ASL.

{¢) The tangible or intangible advanitages
to be derived from a more precise occupational
classification must be ciearly evident.

(d) The ASI must be applicable for both
postions and personnel classification.
(e) “Applicabic to more than onc special-

R

ty.

{3) AR 611-101 lists 185 ASIs in Table 4-
1 and 188 in Table 4-2 which provides the classi-
fication guidance for each ASI. Table 4-1 has 10
ASIs not found in Table 4-2 and Table 4-2 has 13
ASIs not found in Table 4-1. Table 4-2 was used
for this analysis since it is more up to date than
Table 4-1.

{4) For purposes of analysis the 188 ASIs
were broken out as follows:

(a) There are 74 ASIs that are applicable
to only Special Branches and are outside the
scope of this study.

(b) The remaining 114 ASI relate 1o
OPMD managed officers and are further broken
out as follows:

1. There are 32 aviation related ASIs. Avi-
ator qualifications are governed by AR 95-1 and
are not addressed herein.

2. There are 10 Forcign Area Officer relat-
ed ASls. The OPMS Study Group recommend
that these ASIs be converted to arcas of concen-
tration under Functional Arca 48: therefore. they
are not adressed.

3. The remaining 72 ASIs thus become the
basis of this analysis.

¢. Results of analysis. due 10 inconsistency in
the formating and wording of the classification
guidance., had to be general in nature and only
general observations could be drawn. The specif-
ic numbers used herein by the analyst are not 10
be construed as exact because of interpretation in
some cases of the wording of the classification
guidance. The tables rcferred to below list each
ASI under the category in which it fell and lists
the inventory indicated in the Officer Manage-
men: File. Specific results of the analysis are in-
dicated in paragraph below.

(1) There are 28 ASIs that, when specified
on an Officer Record Brief. indicate completion
of a specific course of instruction (see Table Q-2-
1.

Q-2-1




{2) There are fise ASIs that indicate an
officer 1s. or in some cases. has been in a specific
development program (see Table Q-2-2).

{3) There are 17 ASI's that require a spe-
ctfic course of instruction or cquivilant trainsng:
eaperience (see Table Q-2-3).

EAY INV  TITLE

3A 32 M60A2 Tank

3B 25 M331 Armor Recon Veh

3C 833 M60AL-A3 and M8 Series Tank
3K 377 JomC3

M 423 M1 Abrams Tank

3Q (Note 2y Strat Debriefer & Interrogator
3R 1250  NBC Officer

3X 176 M2/M3 Fighting Vieh

4D {Noic2)  TACFIRE Remote Terminal Off
iF (Note 2) TACFIRE Direction Ops Off
BALY {Note 2) {'nderwater Special Opns

X (Notc 2) Mil Free Fall Special Opns

JY (Notec 2) Both 4W & 4X

3A 17 Advanced Marksman

535G 2230 Special Forces

5H 4502 Nuc Chem Target Analvst

5P 19606 Parachutist

5R 1041 Ranger

38 9428 Both 5P&3R

3T 243 Equal Opportunity

3V 36 Marine Diver

hY4 807  OE Suaff Off

6B 779 Bn/Bde C-E S1aff Off

6C 21 Economist

6D i Metalurgist

6G 56 Mechanical Engineer

6L 17 Meteorolgist
6Q It Chemist

{(4) There arc five ASI's that can be
awarded only after serving in a positien for a
specified length of time (sce Table Q-2-4).

{3) There are sin ASI's that require “for-

mal™ or “appropriaic” training or education (sve
Table Q-2-3).

QUALIFYING COURSE

M60A2 (Ft Knoa) {Note D)

M35 (Ft Xnov)

M60&M18 (Ft Knon)

Jomnt C3(AFSC)

M! Tank (Ft Knox)

Strat Debriefer and Interrogator
{Ft Huachuca)

80-hour NBC

M2/M3 Fighting Veh (Fi Benning)

TACFIRE Tac Opns Ctr (Ft Sill or
7th CATC)

TACFIRE Suppont (Ft Sill or 7th
CATO)

Army Underwater Opns. SCUBA

Special Mil Freefall

Marksman Sniper Instructor (Ft Benning)
SF quaiification (Ft Bragg)

Nuc Chem Target Analyst

Basic Parachute Qualification

Ranger (Ft Benning)

Defense EO Managemen: Instituic
{Note 3)

AW AR 346-501 & AR 611-75

US Army OE Tng Center

Comme-Elect Siaff off

Bach degree in specificd major

Bach degree in specified major

Bach degree in specified major

Bach degree in specified major

Bach degrece 1n specificd major

Notes: (1) When location specified in AR 61-101 it is indicated above.

(2) ASI not included in Officer Management File

(3) When institution s indicated the specific course at the institution was not siated in AR 6ll-
101.

Table Q-2-1: ASI Requiring Specific Course for Award

CODE  INV PROGRAM

3w 33 NSA Junior Officer Crypiolagic Career

64 138 Defensce Sensor Interpretation and Application Training
6T 1668  Mater:al Acquisition Management

6X 30 Arm Rescarch Associates

iz 404 Logistician

Table Q-2-2: ASI Reflecting Participation in a Program

Q-2-2




{6) There are four ASIs that require a
specific course of instruction or SCrvice in a posi-
tion for a specific length of time {see Tabic Q-2-

indicate knowicdge of an ~rea. They are Air Up-
crations O (3U7). (Imventory 2327): and Dog
Handling Off (6M), tImventory 17),

6). (8) There are tvo ASIs that require an
{7) There are two ASI's that do not specify “approved™ course of instruction or senice of

training or epericnce reguirements. they oniy One vaar 1in a position. These are Traming Devel-

CODE INV  TIFLE COURSE

3E 184 TAC Ewplorauon Space Capabihiies  Code werd course

3H 1692 Joint Planner AFSOC or JOPS eer

3S 45 Unn Air Movements Off Aur Tran: Planming. Strat Mobshin Plaaming

3T 21 Def Traffic Manager Def Advanced Traffic Management

U 8§ Installauon Tratfic Manager Incialiation Traffic Management

3V §  Jownt Personal/Properts Off Jouai Personal Property

6E 3t Production Engincer Coliege Ievel training in specific arca

o6F 16 Safety Engincer Colicge level tramning sin specific area

6H 412 Acronautical Engmeer Bachclors degree 1n specific major

0} 238  Electronic Engincer Rzchelors degi2e i specific major

6K 349 Electrical Engincer Degree in spec:iic major

oN 31 Suwutsucaan College level trammng in specific area

o 23 Phusicist Rachelors degree 1n graduate tranmng

6R 4 Organic Chemist Bachelors degree in speciiic major

oS 1t Chemical Engineer Bachclors degree in specific major

: 6U 2 Agricultural Off Degree 1 specific major
oW 1 Archivist Bachelors degree i specific major
) Table Q-2-3: ASI Reflecting a Specific (ourse or Equivalent Trammng Expernience

oD FAY Hiilf TINEIN POSTTION REQUIRED

SE 172 Psychological & months

3F 91 Technic Intethgence H monns

3K 4160 Instructor A months

5L 967 Advisor A moniths

6Z 613 Strategist Pscar

Table Q-2-4: ASI Awarded by OJT Only

CODE AV A
3z 1422
5B 130
3M 2624
30 166
W 2%
3X 6338
Table Q-2-3:

e

Mortar Unit Officer
Audiovisuai Officer
Electronic Warfare

Guided Missile Systems Officer
Crvii Affars Officer

Hisionan

CcOopyr INU TITLE

5C 61 Traffic

D 33 Radio Freq Manager
3 37 Techmicai Escont

5Y 8§ Civil Defense

Officer

COURSE
Northuwestern University

ASI Requiring “Formal™ or “Appropnaie”™ Traming or Education

[TME TN POSTTION
6 months

Traffic Institute

Interservice Frequency Mgmit

Technical Escort (Redstone
Arsenal)

Civil Defense Preparedness
Directors

Not speafied
3 months

Not specified

Table Q-2-6: ASI Requiring Specitic Course or OJT 1n a Position

o
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opment (7Q). (Inventory 350). and Combat De-
veicoment (7Y). (Inventory 27) (Note:  Pilot
courses bring developed by CAC).

(9) There are two ASI's that indicate that
an officer has been detailed to a position. These
are Inspector General (SN). (Inventory 7035) and
Installation Management (6Y). (Inventory 217).

(10) There is one ASi. Cultural Affans
Officer (6V). (Inventory 1), that specifies knowl-
edge or experience 1n an area.

d. Conclusions.

(1) Thcre is no uniformity in the format
for providing positior coding or personnel iden-
tification guidan~e¢ and in some cases tramning
requirements cannot be identified.

(2} A substantial number of ASI's do not
meet the guidehines for establishment of an ASI
(i.c.. at least 27 of the 72 ASl have inventories
less than 40 and seven have an inyventory of eight
or less. See attached tables and discussion above
for specific ASI).

(3) There is insuffic' .t emphasis on skills
to prevent the inconsistei: :es prescut in Table 4-
1 and 4-2 and the Officer Management File.

{4) ASIs are an :neffective management
tool under the current svstem due to the inconsis-
tencies

(5) AR 611-101 does not accurately reflect

qualificaticn criteria for ASI award. (¢.g.. Joint
Planner ASI 3H can be awarded based on com-
pletion of elective program at Command and
General Staff Officer Course and this is not re-
flected in the AR.)

(6 OPMS Study Group’s recommenda-
tions concerning skills are vahid and should be
supported.

¢. Suggestions:

(1) ODCSPER direct a revision of AR
609-3 to place skill proponents in the Army Pro-
ponent System.

(2) ODCSPER direct a revision of AR
611-101 to include a uniform format for specify-
ing classification guidance for skills. Guidance
will include education and training requirements
and will not include OJT or appropriate training/
experience as criteria. MILPERCEN should have
the authority to award a skill identifier to 7
officer for any skill if the officer has demonstiat-
ed through previous education. training. or expe-
rience that he has the same level of expertise of
the skill had he completed the required training
course.

(3) MILPERCEN should direct a review
of the Officer Management File to eliminate the
inconsistencics between it and AR 611-101.

3. CSA Remarks: Approved m concept.
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Appendix 3 to Annex Q

Functional Area Entry Level Courses

L. PURPOSE. To provide the Study Group's
findings and suggestions concerning functional
area entry level courses.

2. DISCUSSION.

a. Table Q-3-1 identifies the current entry
level courses functional areas and the associ-
ated areas of ¢« entrauon. The table was devel-
oped based on review of AR 611-101 and DA
Pam 600-3 and on discussions with functional
arca proponents.

b. Functional areas lacking formal entry lev-
el education and t1aining.

() Personnel Managemert (SC 41). AR 611-
101, effective | Mar 85. specifies as qualification
for SC4l1 that the officer has “completion of a
personnel manager staff officer’s course. or
cqunvalent tramning or experience.” DA Pam
600-3. 10 Jul 84. specifies as an objective “attend-
ance at the six-week banalion S-1 course for cap-
tamns and majors.” The shortfall is the timing of
the course. Discussions with Soldier Support
Center indicate that of the 289 FY §3 attendees.
only about 5 percent were SC 41's and last yvear
only four majors attended: most were first licu-
tenants and junior captains. The cousse has been
reduced to five wecks and 1s now designed as a
follow-on module 10 OAC for officers going to
battahion or brigade S-1 jobs.

(2) Operations, Plans. and Training (SC
34). The “official™ entry requirement into SC 54
1s branch qualificauon with S-3/G-3 assignments
desirable. There is no cntry-level course. CGSOC
or completion of a non-resident SC54 quahifica-
tion course for those attending other service or
joint staff colleges. 1s required for corsideration
for promotion 10 licutenant colonel. The SC 354
community has been so informed by letter from
the proponent.

¢. Systems Automation Officer (SC 53). The
SC 53 specialty 15 i a state of flux since the

decision has been made that SC 53 will be both a
skill and a functional area. Prior to that decision
the proponent was working on the concept of
having branch areas of concentration for branch
avtomatoss. Under this concept. functional area
SC 53 would be for pure technmicians and the
number required in the inventory would be less
than the current 2000 SC 53's . The new AR 6ll-
101 was written using that concept and indicates
that the entny-level course is an advanced degree
in compulter science,

d. Suggestions for proponent censideration.

(I) Personnel Management. Develop a
new course using the Battalion S-1 Course as the
starting poni. Include in the scope of the course
the functions of personnel management officers
at cwvision and higher levels (including
MILPERCEN and F7DA). The course should
be designed as a course t¢ prepare an officer for a
career in personnel management.

(2) Operations. Plans and Training,.

(a) SC54 should only be used to code field
grade postitions.

(by Officers progected to be awarded SC
54 should attend CGSOC and be required to take
a package of clectives designed for SC 54, The
package would 1nclude a course on corns and
EAC operations. and a coursec on training man-
agement at division level and higher.

{c) For officers who do not attend the
resident CGSOC and who are designated SC 54,
the entry level traming will be a resident course
at the School of Professional Development at the
Command and General Staff College. The resi-
dent course should consist of the same subjects
included n the SC54 clective puckage for the
restdent CGSOC. An officer would attend (he
resident SC54 qualifier course only after comple-
tion of the non-resident CGSOC.

Q-3-1
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FA Code _Title Course Location Length
18 Special Ops (JFK Special
Warfare Center)*
A Special Ops Special Forces JFKSWC 20 wks +
Detach Officer 4 days
Qualif Course
B Psychological Psychological JFKSWC 10 wks
Ops Ops Officer
Course
C Civil Affairs Civil Affairs JFKSWC 6 wks
Ops Course
4 Personnel (Soldier Support
Mgmt Center)
A Personnel (sce note 1)
Mgmt
45 Comptroller (Comptroller of
the Army)
A Comptroller Military Soldier 5 wks
Comptroller- Support
ship Course Center
B Program/ Planning, Soldier 3 wks
Budget Programming, Support
and Budgeting Center
Systems Course
46 Public Affairs (Chief of Public
Affairs)
A Public Affairs Public Affairs Defense 10 wks
Officer Course Info School
B Broadcasting Grad Degree
47 USMA (United States
Permanent Military
Professor Academy)
A USMA Doctorate Degree
Permanent
Professor
48 Foreign Area (DCSOPS)* (Se¢ note 2)
Officer
A Foreign Area. For:ign Area JFKSWC 24 wks
General Officer Course
B-J (Area a-Grad Degree
Specific) b-Language
c-Incountry
Orientation
49 Ops Research/ (Combined Arms
Sys Analysis Center)
A ORSA. General ORSA Mil Army Logisucs 12 wks
Applications Management
Course | Center
50 Force Develop (See note 3)
A Force Develop Force Command and 4 wks
Integration- General Staff
Developing the College

Force Course

Table Q-3-1: Entry Level Training

Q-3-2
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FA Code Tule Course Location Length
51 Research and (Army Material
Development Command)
A Research & Material Acquis ALMC 9 wks
Development Mgmt Course
B Test and Material Acquis ALMC 9 wks
Evaluation Mgmt Course (See note 4)
52 Nuclear weapons (CAC)
A Nuclear weapons Nuclear Weapons Inter-service 1 wk
Staff Oricntation Nuclear Weapons
(see note 5) Adv Course School
B Nuc Weapons Grad Degree
Research
33 Systems (Soldier Support
Automation Officer Center)*
A Software Eng (see note 6)
B HHardwaie Eng (see note 6)
C Automation Mgmt (sec note 6)
54 Ops. Plans. (Combined Arms
and Tng Center)
A Ops. Plans (see note 7)
and Tng
97 Procurement (Army Material
Command)
A Piocurement Mgmt of ALMC 4 wks
Mgmt Defense Acuis (see note 8)
Contracts Course
B Procurement Mgmt of Defense ALMC 4 wks
Acquis Contracts
Course
C Production Management of ALMC 4 wks
Defense Acquis
Contracts Course
99 Cbt Development (see note 9)
A Cbt Development (sce note 10)
Notes:

1-No formal course exists. Based primarily on experience. A related course that is supportive is Bn S-|
course at SSC for (01.02. and 03’s). There is aiso a DPCA course for 0-5’s.
2-Proponency currently resides with ODCSOPS but there is a study being conducted to determine if it
should be moved to OACSI.
3-New functional area. CAC proposed as proponent.
4-OTEA is study ing feasibility of providing an additional course in training and education.
5-Designation as a SC52A should be preceded by an assignment in a job that is nuclear related. CAC is
developing a new entry level course at CGSC, 3 weeks long. Pilot course projected for Aug 85. SC52B
will also attend.
6-With SC53 also becoming a skill, the proponent is studying training requirements for SC53 as a
functional area. AR 611-101. effective ] Mar 85. specifies that advanced degree or TWI required.
7-No entry level course. Branch qualification required with S-3/G-3 staff experience desired.

8-Basic course followed up with a two-week advanced course after initial experience.

9-New functional area. CAC proposed as proponent.
10-Entry level course being developed at CGSC. The 4-week pilot course is projected for Apr 85.

* Proponcnt shown tn parenthesis,

TABLE Q-3-1 Continued
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(d) Officers slated for resident staff college
courses at other institutions and are designated
SC54 should attend the resident SC54 course af-

ter completion of the warfighting and support
course.

{3) System Automation Officer. The cur-
rent course should be retained and revised as
needed to provide the necessary training to

Q-3-4

award an automation skill identifier. A new
course should be developed to provide for an
entry level course into SC54 for those officers
enroute to Advanced Civil Schooling or those
who by virtue of previous civilian education are
projected into SC53.

3. CSA Remarks. Approved in concept.
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Appendix 4 to Annex Q

Professional Development Time Requirement

1. PURPOSE. To illustrate the total education
and training time required versus time available
for duty assignments in functional areas.

2. DISCUSSION.
a. General.

(1) Professional development require-
ments for some functional areas are extensive
when viewed from the total picture. In addition
to education and training requirements for the
functional area. the officer must also be devel-
oped first in a branch and subsequently continue
to be developed in the common core by virtue of
being an officer. When these requirements are
combined. and applied to the career tracks (sin-
gle. dual. and sequential) recommended by the
OPMS Study Group. some conclusions can be
drawn. These are discussed below.

(2) The figures used herein are for illustra-
tion purposes only. They are not intended to
show the ideal or typical career path. At one time
DA Pam 600-3 had a figure for every branch that
showed a “typical™ career pattern. The “typical”™
became the desired pattern as the officer corps
preceived that if one did not follow the *ideal”
path. one’s promotion potential was reduced.
The Army had and still has requirements such as
recruiters, advisors, ROTC instructors that did
not show up in these “ideal™ paths. An officer felt
cheated if assigned to one of these positions be-
cause the assignment officers was not keeping the
officer in the desired path. This added credence
to “ticket punching.” The Army subsequently
eliminated the figures from DA Pam 600-3. This
may have been due in part to the perception that
was being perpetuated within the officer corps.
PDOS has opted not to define the “typical™. “ide-
al”. or even desired carcer path. Instcad. the
group is recommending a framcwork for profes-
sional development around which an officer can
build his career. This is especially needed in light
of the OPMS Study Group’s recommendation
that there be multiple career opportunities such
as single. sequential. and dual tracks and the cs-

tablishment of positions coded as branch imma-
terial. With these multiple paths and branch im-
material positions. it would be very difficult to
define a “typical” career path as each officer’s
career will be unique based on his desires and the
needs ¢of the Army.

b. Time required for Foreign Area Officer
(FAQ) development. Figure Q-4-1 shows what is
involved in developing a FAO and the subse-
quent utilization. The top half of the figure illus-
trates a career path for a dual tracked officer: the
bottom half is for an officer sequentially tracked.
In either case the first six vears are the same since
company-level branch qualification preceeds
functional area development. The next four vears
are also the same. cach receiving the FAO devel-
opment education and training. It is clear that to
get the most utilization for the training, an officer
should be sequentially tracked. However. there
are some FAO postions that also require a good
branch grounding so it is recognized that some
officers will still dual track with FAO as one of
the specialties. The FAO proponent is currently
studying ways to reduce the time required to de-
velop FAOs. One means being explored is reduc-
ing the military FAO course. The figure does not
show an assignment pattern after twenty vears. If
it did. it would show that the officer would serve
additional tours as a FAO thus increasing the
utilization of the training received in the first
twenty years.

c. Single or dual-tracked combat arms offi-
cer. Figure Q-4-2 represents the other extreme of
a single tracked combat arms officer or a dual
tracked combat arms officer with Operations.
Plans, and Training (SC54) as the other specialty.
When compared 1 the FAO, there are three and
one-haif vears less formal training. or from the
other view. the combat arms officer is availble
for duty three and one-half vears more.

d. Generic Officer. Figure Q-4-2 represents a
more representative time line for the officer

Q-4-1
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corps. The times are representative and will vary
depending on the specific specialties involved.

¢. Conclusions.

(1) Education and training requirements
are specialty dependent. therefore, time spent in
formal cducation and training varies by specialty.
In the case of functional areas. training time
tends to be greater than for branches. When the
training time is extensive, the OPMS should pro-
vide more sequentially-tracked officers to reduce
the overall effect on the unlization rate. Incen-
tives must be established to increase the number
of officers trained in these functional areas that
remain on active duty after twenty vears,

(2) The Army must develop improved ed-

Q-4-5

ucauion and training methods to reduce the train-
ing ume required. (sce Annex P. Education and
Training).

(3) In the generic twenty year career. an
officer spends approaimately 20 percent or one
out of five years in formal educatior and train-
ing. This is not considered excessive when one
consideres that an officer cannot be “hired off the
street”. The Army must develop 1ts own officers
and then in some cases develop the funct:onal
arca officer from within the officer corps. Again.
functional area officers cannot be “hired off the
street™.

3. CSA Remarks. Approved in concept.
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Appendix 5 to Annex Q

Field Grade Functional Area Education and Training

1. PURPOSE. 1o provide a discussion of alter-
native field grade functional area education and
training for consideration of functional area pro-
ponents,

2. DISCUSSION.

a. General, The functional area proponents
will be required to define the alternatives avai-
able for officers sequentially tracked into the
functional arca and for dual-tracked officers
whose functional arca holds primacy.

b. Alternatives. In addition to complcting
the common core througkh a resident or nori-resi-
dent course, the following alternatives should be
considered as possible additionai requirements
for MEL 4 designation.

(1) Attendance at another milntary course.
The Program Management Course at Defense
Svsiems Management College is a prime candi-
date for those officers holding Research and De-
velopment as their specialty. That course could
also apply to other officers in the Material Acqui-
sition Management Program  Other potential
sources are the degree programs conducted at the
Navy Pos:graduate School or the Air Force Insti-
tate of Technology. Whatever course is selected.
it should be of a length and scope that would be
cducationally equivalent te CGSOC.

(2) Completion of Advanced Civil School-
ing (ACS). The purpose of ACS is to provide
officers 1cchnical. functional and broad-based
knowledge and to capand onc’s cognitive skiils
and frame of reference through a challenging ed-
ucational experience within the civilian sector.
When the ACS is completion of an advanced de-
gree in a discipline that dircctly supports a func-

tional arca. an ofticer could qualifs fora MEL 4
when the common core is completed. Each pro-
ponent will have to identify the disciplines for
which this would apply. Training with Industry
(TW1) could also be considered if the individual
program supports the officer’s functional area
specialty. The decision on approval of the specif-
ic TWT as a portion of MEL 4 qualification will
consider the proponent’s recommendation.

{3) Intern Program. There is an intern
program where the services assign captains (o the
Joint Staff as interns for one vear to give them
experience and insight at the national level. It 1s
not suggested that officers in this program gualify
for MEL 4. The illustration is used to suggest that
some proponents may find it desirable to estab-
lish similiar programs for field grade functional
arca officers in other departments within the gov-
crnment and allow participation as quahfving
criteria in addition 16 common core.

¢. Timing considerations for MEL 4 qualifi-
cation aiternatives. The educationai and training
experience used in conjunction with the comm-
mon core 10 qualify for MEL 4 should not neces-
sarily have to occur immediately preceeding or
following the common core. If an officer com-
plezed an advanced degree in a discipline ap-
preved for the functional area prior to comple-
tion of the common core. the officer could be
awarded MEL 4 upon completion of the common
core. If the officer completes the common core
prior to the other qualifving course or program.
the MEL 4 could be awarded upon completion of
the qualifying course or program.

3. CSA Remarks. Approved in concept.
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Appendix 6 to Annex Q

ACS: Advanced Civil Schooling.

ADP: Automatic Data Processing.

AG: Adjutant General Corps.
ASI: Additional Skill Identifier.
COMP: Comptroller.

CM: Chemical Corps.

EAC: Echelons Above Corps.
FAO: Foreign Area Officer.

FI. Finance Corps.

FOR DEV: Force Development.

IN1: Inventory.

MI: Military Intelligence Branch.

MP: Military Police Corps.
NUC WPAN: Nuclear Weapons.
OD: Ordnance Corps.

Glossary

OPMD MANAGED OFFICERS: Officers who
are managed by the Officer Personnel Man-
agement Directorate. US Army Military
Personnel Center.

OPS. PLANS. TNG: Operations. Plans, and
Training.

ORSA: Operations Research and Systems Anaiy-
sis.

OTEA: Operational Test and Evaluation Agency.
PA: Public Affairs.

PER MGMT: Personncl Management.

P & P Procurement and Production.

Q3f: Quartermaster Corps.

SC: Signal Corps.

SP OPXS: Special Operations.

TC: Transportation Corps.
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Annex R

Preparation for Command

1. PURPOSE To discuss the current status of
the pre-command training program and provide
appropriate recommendations.

2. DISCUSSION.

a. Introduction. Across the enure officer
corps there has been a significant increase in
what is expected of the individual officer ir
terms of his professional competencies and scope
of responsibilities. One author put it thusly:

“The complex nature of modern weapons
and upporting systems requires a vast
amount of technical knowledge of those who
lead modern armies. and as the pace of inno-
vation accelerates. so does the requirement
to understand not only the employment of
new weapons but how to marshall the n-
creased logistics tail required to support
them. For example. the infantry subaltern of
Napoleon’s day needed only to understand
the intricacies of drill in battle formation,
volley musket fire. and the bavonet charge.
His primary function was to be a courageous
example to his men and maintain their re-
solve in the face of bavonet. musket fire. and
cannon ball. Furthermore. he did this under
the watchful eves of not only his captain but.
often, also his general. Today's infantry licu-
tenant must undersiand the intnicacies of
employment of not only the rifle. grenade
launcher, machinegun. light antitank weap-
on. and medium antitank guided missile but
also communications gear and four complex
fighting vehicles capable of engaging the ene-
my io 3.000 meters. In addition. he must
understand and work as a tcam within a tank
company and be able to call for and adjust
supporting mortars. artillery. Air Force
close-support aircraft, and attack helicop-
ters. If this were not enough. he must learn
to master and train his soldiers to use night
vision devices. chemical protective gear.
man-packed scatterable mines. and other
aids to fighting too numerous 10 mention
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here. And finally. because combat actions
are longer and less compact. he must lead
over longer periods of time and understand
how to keep all of his gear operational. There
are only two similarities between his world
and the world of his forebears: he must still
show and engender courage in the face of
battle: and he must sull supervise the oner-
ous task of going to ground much as his
predecessors did in Caesat’s legions—with
pick and shovel.” (Appendix 1. NOTE 1)}

(1) Preparation for command is not an
casy task. It 1s mherently a long-term process
with many obstacles to acquining essential knowl-
edge and operational skills along the way. One of
the purposes of the Officer Professional Develop-
ment System 15 to provide officers with this
knowledge. the required operational skills and
expernience to assume positions of leadership and
command. A portion of this can occur 1n a for-
mal educational setting but must be reinforced
and “cemented” through appropriate assign-
ments. For combat leaders this means “duty with
troops.™

(2) Company command occurs at an op-
portune time for most officers. They are just
completing an intensive period of grounding 1n
their branch through troop duty assignments and
appropriate  schooling (basic and advanced
courses). The challenge that officers selected for
higher command (battahon, brigade. division.
corps. and their equivalent in TDA organiza-
tions) face 15 a differcat one. Their job is one of
dealing with the complex and the unexpect-
cd—and “winning.” The consequences of fail-
ure, on the battlefield or elsewhere, are far--cach-
ing. However these command opportunitics
frequently occur when the officer has served 1n
several non-branch oriented assignments. The
skills required for command need “sharpening”
because of a lack of eoportumitv 0 praciice and
apply them.
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(3) Currentls. attendance at Command
and General Staff Officers Course and Senicr
Service Schooling provides. for selected officers.
a baseline educational experience. Even for grad-
uates of these schools opportunities 1o practice
the warfighting skills acquired and then demon-
strate therr mastery are limited. This 1s caused by
the existence of other competing “requirements™
such as: nomunative or branch-immaterial as-
signments,  functional and  civil  schooling.
changes in doctrine. weapons, organization etc.
Each of these “requirements”™ reduces the ume
that can be spent in practice and repetinon—in
preparing for war.

b. Estabhishing a pre-command program. In
January 1977 these concerns and others prompt-
ed the CG. TRADOC 10 propose to the CSA that
a three week pre-command course be established
for combat arms battalion and bngade com-
manders. This recommendation was approved in
April 1977 and a TDY enroute pre-command
course for Infantry, Armor. and Engineer colo-
nels and lieutenant colonels selected to command
TOE units was initiated.

(1) Underlving this recommendation and
1Its subsequent implementation were two fac-
tors—the eacessive trme spent away {rom troops
by many command sclectees prior to their selec-
tion and major changes to weapon systems and
tactical doctrine. The RETO study group ad-
dressed the first of these thusly: "The battalion
command <clectee has served for some 14 to 17
years and has attended an advanced course and
other resident mihitary schooling. The brigade
command selectee has served for some 18 to 24
vears and has greater hfe and mulitary exper-
1enees. A detatied review of recent command se-
lectees. however. revecals that they have been
away from troops for a considerable period of
time. The hieutenant colonel has been away five
to six years on the average and the colonel four to
five years on the average. Two things must there-
fore be recognized One. 1s that the majority of
near term prospective commanders last served
with troops in Vicinam or in the sustaining base
in the late 1960's or early 1970°s—in any event. a
different Arniy from that to which they will now
g0 to command.” (Appendin | Note 2)

{2) There was at least one historical prece-
dent establishing such a program of instruction.
At Fort Leavenworth from October 1945 untul
July 1946. a special. advanced course called the
Command Class was conducted. The coursc
lasted sisteen weeks. with two classes eventually
completing 1t The special natuie of tius class 1s
evidenced by the presence of student officers who

o
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had served as regimental commanders and corps
and division G-3's during the recent war.

(3) The Command Class was designed as a
high-level course for licutenant colonels who
were already familiar with general staff work and
who had been specially sclected for advanced
command and staff training. The curriculum was
oriented at a much higher level than courses con-
ducted during the prewar or war peniod. The
course consisted of a refresher phase called a
“general review.” followed by an analysis of se-
lected operations during World War 11, a study of
the organization and functioning of the War De-
partment. and instruction in theater planning.
The traditional lectures and conferences were not
emphasized. and the great majority of the n-
struction consisted of demonstrations. map/ter-
rain exercises and maneuvers, committee work
and tutorials. Considering the scope of the curric-
ulum, the expertise and experience of the stu-
dents. and the nature of the instruction. the role
of the Command Class was closer to that of the
Army War College. which had been disbanded
before the war, than it was to the traditional role
of Command and General Staff College. (Appen-
dix I Note 3)

¢. The Pre-Command Course Today. The
Pre-Command Course as of the publication of
this report. consists of four separate phases which
are attended in sequential order before one as-
sumes command. These phases generally follow
the RFTO recommendations. The four phases
are:

(1) Phase I. A self-study packet prepared
and mailed by 1'¢ Army Training Support
Center. The packet is mailed 19 cach command
selectee upon nublication of the sclection list.
Each packet 1s to be tailored by branch/command
using material prepared by branch schools. Sol-
dier Support Center (SSC). Logistics Center
(LOGCEN). and the Command and General
Staff College (CGSC). The packet’s purposes are:

(a) To allow command selectees to bring
themselves up-to-date on important command 1s-
sues using self-study matenal. regulations. and
directives.

(b) To provide command sclectees the op-
portunity to assess their personal and profession-
al strengths and weaknesses before beginning res-
ident instruction. Each packet includes a sclf-
graded diagnostic examination,

(2 Phase I A two-week branch refresher
taught ut the appropnate bianch school except as
noted for ceriain commanders listed below.




(a) Combat Arms and Combat Support.
The first week 1s a training week. covering the
Army training system and training management,
including the relauonship of Soldier’s Manuals.
Training Guides, the Integrated Training/Evalua-
tion Program and the Army Training Evaluation
Program. Command sclectees are also updated
on branch-specific tactics. equipment and NBC,
Subjects deemed appropriate by the school com-
mandant are taught the remainder of the first
week. The second week consists of such subject
arcas as command management of preventive
maintenance. Inspecttons. standards. analysis of
maintenance records. property acquisition, ac-
countability and adjuztment procedures. and lo-
gistics readiness. Practical exercises and hands-
on trainmg in maintenance fil! the remaining
time. Instruction for combat arms is directed at
brigade level and below. Combat support schools
adjust content to support the intent of this con-
cept while providing for branch-specific require-
ments.

(b) Combat Service Support. Sclectees
who will command division support commands.
forward support battalions, support groups. area
support groups, separatc support battalions. and
corps support commands attend a two-week
course at the Quartermaster School. Fort Lee.
VA. The content of the functional material
presented during this phase is determined based
on the specific-command positions of the sclect-
ees atiending. Tramning management is appropri-
ately emphasized for each type command.

(¢} Army Training Center battalion/bri-
gade commanders atiend two weeks of training at
Fort Jackson. SC. in which specific required
skills arc taught. These include training. stress
and resource management: the 1ET environment:
cadre training. communications skills and coun-
seling: and situational Jeadership.

(d) Sclectees who will command TDA Lo-
gistics organizations (depots. arsenals, terminals,
ports. etc.) attend Phase 1i at the Army Logistics
Management Center, Fort Lee. VA.

(¢) Army Medical Department command
selecices attend Phase 11 at the Academy of
Health Sciences. Fort Sam Houston. TX.

() Adjutant General's Corps command
selectees attend Phase 1 at the US Army Soldier
Support Center, Fort Benjamin Harrison, IN,

(g) Chemical Corps command selectees
attend training at USAMPS followed by branch-
specific trainming at the Chemical School.

o

(3) Phases HI and IV. These phases are
taught at Fort Leavenworth during a two-week
period.

(a) PHASE III: "How to Fight™ stresses
combined arms doctrine. It builds on the nstruc-
tion provided during Phase 11 and includes in-
struction on AirLand Batile. command guidance.
offensive and defensive operations. and logistics.

(by PHASE IV: “How to Command™ 1s
devoted to legal aspects of command. presenta-
tions by senior Army leaders. military personnel
functions and systems. financial management
and human resources developement to include
organizational development. A program of elec-
tives provides the opportunity for additional in-
struction in other related subjects. As when first
initiated. there are some foliow-on phases which
are attended by designated sclectees—Ilanguage
training for USAREUR-bound commanders: the
Senior Officer Legal Orientation (SOLO) course
for selectees who will have special court-martial
convening authority; and a National Training
Center orientation for selectees who are not going
to FORSCOM units.

d. Purpose of the Pre-Cominand Course To-
day. The purpose of the pre-command program
continues to be to assist command selectees in
their preparation for battalion and brigade-level
command by ensuring & common understanding
of current 1actical doctrine and by providing both
new and refresher training in selected functions
and duties.

(1) Accomplishing these tasks has become
much more difficult as the Pre-Command Pro-
gram has grown in size and compleaty. In FY
1985 for example, 619 officers were seiected for
licutenant colonel-level command. in 32 separate
command categories and 195 officers were select-
ed for colonel-level command in 36 command
categories. Because of increasing specialization
within the Army. the needs of designees even
within the same command category are frequent-
ly very dissimilar. As the program has grown it
has continued to be scrutinized and studied. As a
result, several major issues warrant discussion.

(2) Emphasis continues to be placed on
such concerns as the need for “hands-or. train-
ing.” elimination of “soft™ subjects. and the
achievement of tactical proficiency. A substantial
portion of the POI in Phase IV ("How to Com-
mand”™) at Fort Leavenworth has been criticized
as being “soft™ and as less critical to preparation
for command than more tactically-oriented sub-
jects. A similar concern is also reflected in the
PDOS General Officer Survey. Asked to identify




the weakest area of professional preparation for
each grade level—the response most typically
given was that colonels and licutenant colonels
lacked essential operationat skills (e.g.. integra-
tion of combined arms clements and the manage-
ment of battleficld resources.)

(3) The concern over the lack of these
skilis is valid but 1s not totally "on target.” Com-
mand designcees do have a responstbility to devel-
op the prerequisite operational skills before they
are selected. Ideally. long before this occurs these
officers shouid have been given ample opportuni-
ty to learn and practice these skills and demon-
strate a mastery of them 1n an operational set-
ting.

(4) What must be achieved by all com-
mand designees 1s “systems proficiency.”  If an
officer has achieved this he will know how to get
the maximum out of the men. machines and re-
sources for which he is responsible. On the battle-
field this translates into the synergistic employ-
ment of battle systems and the men who will fight
them. The ability to accomplish this represents
technical competency for battalion and brigade
commanders. This is the message that the profes-
sional development system must clearly send to
the officer corps.

e. Criticality of Measurement Systems and
the Command Chmate. Mcasurement systems
are those management tools and techniques
whose purpose 1s to evaluate the efficiency and
effectiveness of an organization—and 11s overall
progress towards one or more organizational
goals. These systems should focus the attention
of commanders and their staffs on the highest
priority tasks. Mcasurement systems which as-
sign a high priority 1o one sct of concerns but
which reward attention to others. cause many
problems in creating a proper command climate.
Perceptions that this occurs are reflected in state-
ments made by commanders 1n the field that:

“If I get fired. it won't be because of tactics
and training but rather becaus+ my unit was
screwing up in administrative, supply. per-
sonnel. and safety matters....”

(1) During the course of this study. a visit
was made to HI Corps. In that real life lcadership
laboratory there is a recognition. at all levels. that
it is critical te the command climate to not only
know what 1s being “measured™ by the various
“indicators.” but also why.

(2) The HI Corps Commander’s Hand-
book explains the necessity of this approach:

“Every systemn has a finite amount of mana-
gerial energy. It can be expended 1n two
ways: protective reaction or 1naovative ex-
cursion. If a commander is expending lots of
energy looking over his shoulder preparing
defenses against inspections from above. and
building a staustical fortress. then he will
have minimal energy left 1o coach and inno-
vate. Our challenge. then. is to provide nec-
essary guidance and quality assurance sasi-
pling without sucking upwards most of the
encrgy that should be eapended 1n the down-
ward direction. (If a commander is tough
and confident enough. he will not overreact
upward.) But 1t is our responsibility {0 man-
age so intelligently and deftly that the typical
commander feels that he is preparing his
unit for its wartime role and not just protect-
ing himself against some future mspection.
His confidence in his own programs and in
his ability to influence policy matters are the
ultimate measures of a “Power Down™ exer-
cise™ (Appendix 1. Note 4).

(3) When a proper command climate ex-
ists. “systems proficiency™ becomes an opera-
tional adjunct 10 the “power down™ leadership
model. It is a restatement of the idea that:

“The most productive expenditure of a com-
mander’s time 1s that devoted to explaining
the mission, defining subordinate responsi-
bilities and clanfving standards™ (Appendix
1 Note §).

(4) Commanders up and down the chain
of command determine what will be “measured.”
If this is not done thoughtfully and systematical-
ly. it becomes ever more difficult for subordi-
nates to confidently carry out their responsibili-
ties and missions. Because “proper command
climate™ is such an intangible concept we tend to
describe it by its attributes. We say that when it is
present. subordinate commanders are proactive
and understand without great claboration their
superiors plans or inientions (Appendix 2. Note
6). The necessity and “how to” of this process
should be emphasized as part of the Pre-Com-
mand Program.

f. Recent Changes. Efforts to improve the
Pre-Command Course continue. During the per-
od December 1983 through February 1984, a
comprehensive analysis was undertaken by Fort
Lcavenworth 10 determine the most critical sub-
jects an officer necds to prepare for command.
After this course list was compiled the items on
the hist were sorted into three categories:




e Those which every commander should be
famibiar with (taught at Ft. Leavenworth).

¢ Those with which every commander
should be familiar but within the context of
his branch or unit (taught at branch/specialty
school).

® Those subjects which are branch/specialty/
unit peculiar (taught at branch/speciaity
school).

(1) Implementation of this new program
of instruction began in March 1984. Each of the
18 Army branch and specialty schools participat-
ed 1n developing the POl and concurred in 1ts
context. Additionally the CGSC faculty made
visits to commanders n the field to make sure
that they were “on target™ witn the planned in-
struction. As of carly August 1984 implementa-
tion at the branch schools was in various stages
as cach of those institutions made adjustments.

(2) Most recently. as the result of a CG.
TRADOC decision, Phases Il and 1V of the cur-
rent course will be conducted prior to the current
Phase I1. thereby reordering the sequence:

(a) Self-study packet before resident in-
struction (Remains as Phase I).

(b) “How to fight"—conducted at CAC
(Previously Phase HI).

(¢) "How to command”—conducted at
CAC {Previoushy Phase 1V).

(d) Branch/proponent training—at appro-
priate location (Previously Phase 11).

The CAC phases will continue to emphasize
thosc 1opics with which every commander should
be familar and will remain two weeks in dura-
tion. Branch/proponent training will concentrate
on “Hands-on™ and technical subjects and will
not exceed three weeks. The new sequence is
scheduled 1o be implemented in July 1985.

(3) This program of instruction is a strong
cffort towards the development of a truly inte-
grated Pre-Command Course. It 1s structured to
meet those needs of commanders that the Army
previousty idenuifted. e.g.:

(a) Assist the individual officer in his
preparation for command.

{b) Providc training 1n sclected functions
and duties.

() Inculcate a common understanding of
current tactical doctrine.

(4) Another new nmnative is Pre-Com-
mand Course for division and assistant division

N,

commanders. This program of instruction. deve:-
oped at the direction of the CSA, focuses on
warfighting issues. the operational level of war
and topics such as: Airland Battle. the “deep
attack.” Army of Excellence. ctc. Class size is
limited to five or six general officers enroute to
an assignment as cither a division commander or
ADC. Much of the instruction and seminars are
led by senior general officers—such as the CAC
commander. Two pilot classes conducted in Nov-
ember and December 1984 were well received by
participants. The first regular class is scheduled
for late February 1985. It is expected that this
course will be conducted scveral times a vear
with participants expanded to include corps artil-
lery commanders.

¢ Phase 1 Package. As previously discussed
Phase I of the Pre-Command Course is a self-
study packet mailed to the command designee by
the Army Training Support Center. The contents
of the Phase I package orient on the needs of
TOE combined arms unit commanders. For ex-
ample the diagnostic test quizzes the designee on
his knowledge of such topics as TAMMS and
BTMS. Discussions with Pre-Command Course
personnel at Fort Leavenworth indicated that
branch schools declined an opportunity to pro-
vide input to the Phasc I package.

h. Need for Pre-Command Course Directive.
Even though the pre-command course is “alive
and well” there is no single dircctive identifving
the responsibilitics of key participants. As a min-
imum the roles and responsibilities for DA DC-
SOPS. MILPERCEN. the various MACOMS and
the Combined Arms Center who are key partici-
pants in the Pre-Command Program should be
identified.

(1) Presently the Army Logistics Manage-
ment Center provides pre-command instruction
for officers who will command TDA logistics or-
ganizations such as depots. arsenals and termi-
nals, Coordinaticn with the Combined Arms
Center on POI requirements has been excellent
and neceds 1o be formalized. Additionally a policy
addressing exemptions and deferments from the
PCC should be incorporated into the regulation.

(2) Likewise there is no central oversight
of those funds eapended for the Pre-Command
Course. The RETO study estimated that based
on an annual student load of 594 officers the per
capita costs would range between $1000-$2100
with a total program cost of approximately
$945.000. Today per capita costs range between
$1200-87200 with a total program cost of about
$2.6 Mllion.



i. Reserve Components and the PCC. Ideal-
Iy, Reserne Component (RC) officers selected for
command wouid receive the same pre-command
training as Active Component officers. Presently.
participation by RC officers in the Pre-Com-
mand Course Program 1s hmited. In terms of
number of command billets. NG and USAR re-
quirements are hikely to equal or exceed that of
the Active Army during a given year. Setting
aside other constraints. 1t may be concluded that
increased RC attendance at the PCC would re-
quire construction of new facilities and addition-
al instructors at CAC and the branch proponent
schools.

(1) The major constraint. however. 1s
more basic. Civilian emplovment makes it ex-
tremely difficult for RC officers to atiend 1wo 10
three weeks at the branch proponent school and
two weeks at Fort Leavenworth. This problem is
further compounded by the command-selection
process uscd by the RC which. because assump-
tion of command quickly follows selection.
makes it difficult for PCC to really be “pre-com-
mand” training.

(2) Another problem is the appropriate-
ness of the PO! at CAC and the branch propo-
nent schooi n terms of being useful to the pro-
spective RC commander. For example. several of
the blocks of tnstruction at CAC (mainly in the
“How to Command™ phase) have only limited
applicability to NG and USAR units (¢.g.. Force
Integration. MILPERCEN. Financial Manage-
ment, ctc). Considering this. and the problems
caused by time constraints. a course tailored for
rescrve components would be more useful to
many RC officers than attending the AC Pre-
Command Course. An cven more attractive alter-
native. in terms of resource constraints, would be
the development of an eaxportable training pack-
age.

(3) As a follow-on initiative to a RETO
recommendation. a POI was developed in 1983
to provide Pre-Command Course training to RC
officers. Late in 1983 pilot classes were conduct-
ed by the NG and USAR using this POl The
course was five days in length and addressed
warfighting topics as well as admnistrative mat-
ters. This approach was well received by senior
RC officers. The instructional package is exporta-
ble and could be taught offsite from CAC. It ap-
pears that CAC could provide off-site instruc-
tional support without significant resource
impact. Updating and using this POI would re-
solve many of the problems discussed ahove
(timc constraints. appropriateness) and wotld
not de-emphasize the desirability of RC officers

attending PCC at either the branch proponent
school and/or at the Fort Leavenworth phase of
the PCC.

3. SUMMARY: The purpose of the Pre-
Command Course will continue to be providing
assistance 1o command designees in their prepa-
ration for command. Recommendations. made
in this annex. reinforce this idea and can be
achieved without a sigmficant outlay of re-
sources.

3. Recommendations.

a. The purpose of the Pre-Command Course
should be to continue providing assistance to
command designees in their preparation for com-
mand.

b. Emphasize instruction on establishing the
*command climate™ in the “How-t0-Command™
porticn of the PCC.

¢. The length of the Pre-Command Course
will not exceed five weeks (1two weecks at CAC
and up to three weeks at the branch proponent
school). Any additional training should be de-
fined as functional or technical training. as ap-
propriate. These requirements should be deter-
mined and agreed to jointly on a case-by-case
basis by the command designee. the proponent
and the gaining command. Examples are the Se-
aior Officer Legal Onentation (SOLO) Course.
language training. etc.

d. Tailor the contents of the Phase 1 package
mailed to all command designees.

(1) Content will be based on the require-
ments for the command as defined by the propo-
nent.

(2) Packet will include a copy of the core
program of instruction and a “menu” of clective
subjects available to the command designee
through extra instruction at the school. corre-
spondence course. computer-assisted  export
package. or material for self-study.

¢. ODCSOPS publish a regulation which will
define policies. purposes. and responsibilities.
etc. for the Pre-Command Courses.

f. Develop a Pre-Command Course tailored
to the needs of RC lieutenant colonel and colonel
commanders.

4. CSA Remarks. Approved in concept.
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Notes

1. Huba Wass de Czege. Preparing for War: De-
fintng the Problem. p. 12.

2. RETO Studs. Final Report. 30 June 1978.

3. Special Swdy Propect. The Command and
General Stafl College m Transiion, 1946-1976,
MAJ Robert A. Douzhty and MAJ Kenneth V.,
Smith, May 1976

4. 1l Corps Commander’s Handbook. April
1984.

5. I Corps Commander’s Handbook. April
1984.

6. The German Army ter:ns this concept ~Auf-

tragstakuk™ Coalonel Trevor Dupuy 1n his excel-
lent book .1 Genus for War The German Armty
and General Statl, 18071943 notes that “"Nothing
epitomized the outlook and perfomance of the
German General Staff. and of the German Army
which 1t coordinated. more than this concept of
mission tactics: the responsibility of each Ger-
man officer and non-commuissioned ofticer—and
even Moltlke's “voungest soldier™—to do with-
out question or doubt whatever the situation re-
quired. as he saw it. This meant that he should
act without awaiting orders. if action seemed nec-
essarv. It also meant that he should act contran
to oiders. 1f these did not seem 10 be consistent
with the sitvauon.”
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Change on Pre-Cemmand Course (PCC) Train-
ing =t the National T1aining Center (NTC).

HQDY DAMO-TRI MEMO. SUBJ: PCC Infor-
ma!ion"§1cmorandum. 13 July 1984.

HQDA QAMO-ZA MSG. 271620Z Feb 79.
SUBI: P':g-Command Course (PCC) Attend-
ance. .

%
HQDA OCSA Jetter to CDR. TRADOC. 1 May
1980. SUBJ: Di ."ision Commander PCC.

11 Corps Commawsder’s Handbook, April 1984.

A
OPMS Study Group, briefing slide Definition of
Branch, Functional A%¢a. skills.

POI for Ft. Lcavenworla PCC//Class #84-10. 23
July-3 August 1984, v,

RETO Study. Final Report. 30 June 1978,

Special Study Project. The Command and Gener-
al Siaff College in Transimion, 1946-1976. MAI
Robert A. Doughty and MAJ Kenncth V. Snuth,
May 1976.

USACGSC ATTG-OT MSG. 101900Z Sep 84.
SUBJ: Precommand Course.

USACGSC ATTG-OT MSG. 2212350Z Oct 84,
SUBIJ: Systems Proficiency for Army Leaders.

USACGSC ATZL-CG LTR. SUBIJ: LOI Battal-
ion and Brigade Pre-Command Course. 22 Aug
83.

USACGSC ATZL-CG MSG. 222200Z Oct 84,
SUBIJ: Pre-command Course for Brigade And
Batialion Level Commanders.

USACGSC ATZL-SWD MSG. 130800Z Feb 84,
SUBJ: Integration of Pre-command Course For
Brigade And Battalion Commanders.

USACGSC ATZL-SWD MSG. 291230Z Dec 83,
SUBIJ: Pre-command Course For Battalion And
Brigade Commanders.

USACGSC ATZL-SWK LTR. SUBJ: The Pre-
Command Course. 31 Juiy 1984,

USACGSC ATZL-SWK  MEMO.
SUBJ: Pre-Command Course Overview.

undated.

USACGSC ATZT-TD-BC-EEMC leuter. SUBIJ:
Diagnostic Testing for Phase II Portion of the
Pre-Command Course. 6 Apr 1984,

USATCS ATSPQ-PR LTR. SUBJ. Leuter of
Transmittal  Transportaion  Pre-Command
Course (PCC) Phasc I, Program of Instruction
(PO, 11 July 1984,

USATCS ATZA-TC-C Siaffing Paper. 24 May
1984, SUBJ: PCC for Disirict Engineers (DCE).

Wass de Czege. Huba, Preparing for War, Defin-
g the Problem AMS paper 11-1.8 May 1984,
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Author: MAJ Braudrick
Team Chief: COL Isaac

Annex S

Advanced Civil Schooling (ACS)

1. PURPOSE. To outline the policies and pro-
cedures necessary to establish an advanced civil
schools (ACS) system which accurately identifies
current and futurc Army requirements; provides
officers technical, functional and broad based
knowledge; and expands one’s cognitive skills
and frame of reference through a challenging ed-
ucational experience within the civilian sector.
The utility and benefit of such education will be
realized by the Army and the individual through-
out a career.

2. DISCUSSION.

a. Throughout the years, the role of the pro-
fessional Army officer has become increasingly
complex and diversified in an era of expanding
technological sophistication. As a result, the Ar-
my (and the other services as well) has had to
greatly increase its reliance on civilian institu-
tions to educate officers in the skills necessary to
stay abreast of scientific, technological and social
changes. In 1963, the Army Educational Require-
ments Board (AERB) was established to validate
Army graduate education requirements. This
board meets periodically to review individual po-
sitions submitted by the field. Based on approved
AERB validations, fully-funded quotas are annu-
ally established. Upon graduation, officers are re-
quired to serve three years in AERB validated
positions.

b. In 1970, the General Accounting Office
published a report critical of the services, charg-
ing mismanagement of graduate education pro-
grams. There have been several reports by other
agencies since which havc addressed similar
shortcomings. namely. the Army’s validation
process and utilization rates of graduate educated
officers. These shortcomings are the result of a
narrow definition of requircments, e.g., by indi-
vidual position; and defining “payback”™ as utili-
zation in an individual validated position. RETO
found that because of such constraints we “have
defined ourselves into a position of appearing to
be poor managers.”

S-1

¢. Management of the current ACS system is
not ihe issue, especially in view of recent devel-
opment ¥y MILPERCEN of the Civil Schools
Mansgement Information System. The issue rests
wit's how the Army circumscribes and meets its
requirements and the philosophical basis for why
the Army needs officers with advanced civil
schooling.

{1) Requirements.

(a) Since the first AERB in 1963, the
scope of validation has been restricted to individ-
ual gositions. In fact, only those positions re-
quested for validation or re-validation by the
field are even considered by the board. Such a
process of basing requirements on individual au-
thorizations and ihen on only a select few cannot
establish 1otal Army requirements. The 1983
AERB was tasked to identify total Army require-
ments but at best only eight percent of OPMD
authorizations were validated. However, much
evidence exists showing that many positions wor-
thy of validation are not—because they are never
submitted for board consideration. Reasons for
this vary, but center primarily on field miscon-
ceptions of validation criteria, oversight, or com-
mander’s hesitancy to tie his authorizations to
extraordinary management constraints. On the
other hand, some positions are submitted for the
wrong reasons—quality cut aspects and an in-
crease in the unit's Officer Distribution Plan
{ODP) aliowance. Although the validation rate is
only eight percent, the OPMD managed officer
corps believes at a much greater rate that gradu-
ate education is essential. Nearly sixty-seven per-
cent of PDOS Survey respondents (see Appendix
6) ctaimed it is necessary for proficiency in one of
their specialties, e.g., performance in their jobs.
This fact influences officers to pursue graduate
education on their own. Nearly half (48 percent)
of all graduate-degree holders obtained theirs this
way.

(b) The focal point of the requirements
identification dilemma obviously rests with the

e . i,




scope. Pressuring the current system to “work
better™ is not a solution. We have tried that since
1963. An alternative process with broader scope
1s needed.

(c) Army Rescarch Institute (ARI) bchav-
toral research of units and organizations estab-
lished a premise that the demand for cognitive,
analytical and synthesization skills increase by
unit or organization echelon (Figure 1). Further-
more, similar increases also occur with unit mis-
sion. This phenomenon primarily emanates from
the following conditions: planning and execution
times: uncertainty of the future: quanuty. con-
tent and diversity of informaticn to be assimilat-
ed: systems complexity: and perhaps most impor-
tantly, the impact of work performed upon the
Nation. DoD and Army as a whole. Validating
units and organizations recognizes the corporate
nature of structures-——all its individual compo-
nents (positions) must perform at optimum levels
to accomplish the aggregate task or mission. The
corporate approach allows the commander the
flexibility to use his officers wherever he deems
necessary to accomplish assigned tasks and mis-
sions. No longer must he be forced to tie an offi-
cer with ACS to a singularly validated position
for the duration of a tour in order to satisfy “util-
ization payback.”

(d) In broadening the identification of re-
quirements scope to include validating units and
organizations, we must not climinate the need to
also review individual positions which represent
specific. unique or standardized-type require-
ments. This is necessary to maintain system flexi-
bility in meeting specific fields of study. academ-
ic discipline and doctoral level requirements (see
Appendix | for amplification).

(e) In an environment of rapid technologi-
cal changes, we must do better at anticipating
future educational requirements, especiaily for
new emerging disciplines. Considering the time it
takes to produce an officer with the appropriate
ACS. we must 1ake a proactive approach to iden-
tifving future needs.

(f) An accurate requirements basc will
provide the CSA the empirical data to establish
graduate cducation goals for the officer corps.
Goals are important. They provide impetus. in-
crease education levels and performance and the
inventory of officers available 10 mect validated
requirements. In 1973, based on the 1973 Army
Civil Schooling Program Review recommenda-
tions, the CSA cstablished a graduate education
goal of 20 percent for the officer corps. We have
exceeded that as 28 percent of OPMD-managed
officers alone have graduatc degrees. In 1978. the
House Appropriations Committee recommended

that the services eliminate the position validation
process and instead established graduate educa-
tion goals.

{2) Philosophical basis for advanced civil
schooling.

(a) The worth of ACS has historically
been measured in functional terms. That is. an
officer is educated in an academic discipline
which supports one of his specialties and then is
“properly utilized™ only when he works in a vali-
dated position requiring his grade. specialty and
functional skill obtained through graduate educa-
tion. A functional.y competent officer corps 1s
essential to the Army. We need in-depth experts
in a variety of areas. However. the worth of a
challenging advanced civil schooling experience
cannot be measured exclusively in terms of func-
tional preparation.

1. AC> is a broadening experience which
raises one's frame of reference thereby stimulat-
ing vision. This is particularly important in a
closed personnel system. The officer corps. as
part of our socicty. must share its sociological
and political values and be exposed to current
academic and intellectual thinking in an atmos-
phere of analysis. reflection and discovery. Sarke-
sian and Tavlor state that “For most officers the
graduate school experience creates an awareness
of society and reduces mental boundaries im-
posed by the military community.™

2. Rescarch conducted by Raoul Alcala?
shows that graduate cducation plays a dramatic
role in sharpening one's reasoning and thinking
powers: broadens the perspectives from which
one defines reality: encourages innovation: and
discourages dogmatism (in the pejorative sense).
thereby expanding onc’s ability to develop and
explore alternative solutions and select the best
one in the decision-making process.

3. Those officers with graduate education
believe it makes them bette- officers. Eighty-ilve
percent of the PDOS Survey responses so indicat-
ed. Less than cight percent obtained graduate de-
grees 10 get a “good civilian job.” In fact. the
retention rate of those with advanced degrees is
greater than the DA average.

*Sam C Saskesian and Wiiliam J. Taslor. Jr.. “The Casc For
Civiitan Graduate Education for Professional Cfficers.™
Armed Porces and Societv, Vol. 1. No 2. Februan 1975, p.
EAS}

? Raoul Alcala. “Education and Officer Attitudes™, Tie Svs-
tems for Lducaung Miluary Oflicers i the US|, Lawerence 3.
Kolb.ed International Studics Association, 1976.p 133,




d. Not all graduate schools offer programs of
cqual quality and some schools are noted for par-
ticular fields of study. Accreditation is not a qual-
1ty indicator but rather attainment of minimum
institutional standards. Additionally, programs
of study within the same academic discipline va-
rv significantly between schools. They vary by
content. subject matter, quantity of classroom
hours. thesis or project requirements and stan-
dards. The graduate education experience must
be a challenge which allows reflection. research
and inquiry. Under current policy. officers may
attend full-time ACS at any accredited college or
university which offers study in a directed aca-
demic disciphine. Considering the cost of full-
time programs. especially fully funded. we must
identify those schools which provide the best ed-
ucation for the investment. In so doing. however.
we must ensure that a sufficient variety of
schools are identified to provide necessary diver-
sity.

¢. The manpower investment in full-time
ACS programs exceeded 900 manyears in FY 84
and by 1988 fully-funded tuition costs will ex-
ceed $16 million. Although ACS has valuable
broadening aspects, as earlier discussed. maxi-
mum use of these talents. especially those of a
functional nature. must be made. This is accom-
plished by assigning this inventory 1o validated
units. organizations and positions for normal
tours as soon as possible subsequent to schooling
and. as appropriate. thereafter throughout a ca-
reer.

3. Recommendations. Army full-time and Ar-
my-funded advanced civil schooling (ACS) pro-
grams will be designed to meet Army require-
ments and goals.

a. The scope of ACS will be eapanded be-
vond functional requirements to also include the
need for officer broad-based knowledge and cog-
nitive skills.

b. Requirements and goals will be based on
current and future unit, organization, or position
nceds.

¢. Criteria will be established for identifving
educational institutions which meet ACS require-

\

ments and goals and Army full-ime students will
attend only those institutions.

d. ACS graduates will serve a normal tour in
a unit. organization. or position requiring in-
creased knowledge and skills.

4. CSA Remarks. Conceptually approved the
base policies. The CSA questioned whether the
changes to the Army ACS system would require
congressional approval.

a. ACS is not regulated by Congress except
Title 10. USC which limits the services to no
more than eight percent of the officer corps to be
in civil schooling. However, ACS is periodically
reviewed by the House Appropriations Commit-
tee (HAC) as part of its oversight responsibilities
of the Armed Forces education and training ap-
propriations.

b. For the next HAC review. it would be
appropriate to provide them with an information
report regarding changes to the Army ACS sys-
tem. It should be noted that the recommended
ACS policies contained herein have been briefed
to the other Services program managers and the
ACS program manager, Directorate of Training
and Education. OSD with favorable response.
Furthermore it should be noted that in 1978 the
HAC recommended several changes contained in
this annex.

Appendices
1 Identfication of Advanced Civil
Schooling Requirements and Goals
2 Establishment of Advanced Civil
Schooling Quotas and Goals
3 Graduate Schooling Policies to Meet
Army Requirements and Goals
4 Selection of Officers to Attend Full-
Time Advanced Civil Schooling
Utilization of Officers With Advanced
Civil Sclooling
PDOS Survey
Glossary
Bibliography
Action Plan
Phasing Plan
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Appendix 1to Annex S

’

Identification of Advanced Civil
Schooling (ACS) Requirements and Goals

1. PURPOSE. To outline policies and proce-
dures for the identification of ACS requirements
from which ACS goals for the ofticer corps will
be established.

2. DISCUSSION.

a. As previously discussed in Annex S. the
scope used in the identification of requircments
process must be broadened to include units and
organizations. as well as individual positions (see
Tab A). To accurately establish the Army’s ACS
requirements. mecasurable definitive criteria
must be identified for use by the Army Educa-
tional Requirements Board (AERB). The Army
Research Institute (ARI) has conducted rescarci
in the behavioral aspects of units and organiza-
tions with emphasis on associated cognitive stra-
1a. echelon. mission and impact of work per-
formed, and 1s in an authoritative position to
develop this criteria.

b. Within the past forty vears. the Army and
our society. as well. has seen an evolution to
higher education. Where a high school education
once represented an accepted minimum stan-
dard. graduate ecducation at the masters level is
becoming the norm. When one considers that ap-
proximately 98 percent of the officer corps has a
bachelors: 28 percent of those OPMD managed
have completed the masters; and most senior of-
ficers (for cxample 81 percent of OPMD-man-
aged colonels) have graduate degrees. the masters
degree represents a standard goal. Censidering
this fact. the norm for AERB validation should
likewise be at the masters level. Requirements for
doctorate level or graduates of Training With In-
dustry (TW1) should remain individually validat-
ed.

¢. Essential 10 the identification of ACS re-
quirements is accuracy in position coding and
grading: and the flexibility to meet specific or
unique position requirements. The AERB must
continue. as was donc by the 1983 AERB. 10

ensure that validated authorizations precisely re-
flect correct specialties. skills and grades. Fur-
thermore. those unique positions which can only
be satisfied by a specific academic discipline
mus! be identified and specially managed.

d. The current AERB process considers fo.
validation only those positiuns on current au-
thorization documents. Ar educational require-
ment which is anticipated but not vet actual can
neither be established nor an officer developed to
meet it until an authorization caists. As such. the
education process (1§ months of graduate school-
ing alone) cannot always meet requirements in a
timely manner. Unit and organization com-
manders must be allowed and c¢ncouraged to
project their future educational requircments at
feast out five vears to assist Army personnel plan-
ners to develop iong-range plans and programs.
This is 2specially crucial to the development of
experts in new emerging technologies like artifi-
cial intelligence. robotics. parapsychology. ce-
ramic engincering. etc: and the development of
plans and programs for anticipated chkanging in-
ventory needs. The Army Science Board must
also continue to assist in this arena as should also
ARL

3. Recommendations.

a. Army ACS requirements will be based on
unit., organization and position echelon. mission
and impact of work.

b. The AERB will identify requirements
based on measurable criteria. Criteria will ad-
dress:

(1) Cognitive and know:cdge levels re-
quired in work produced at the echelon and/or
mission of the unit. organization or position.

(2) Significant impact of work. on the Na-
tion. DoD or Army with regard to unit. organiza-
tion. or position mission.

(3) Degree levels.

§-1-1

.




(4) Future fields or disciplines of study.

c. The AERB. composed of branch. function-
al arca and skill proponent. ARI. and Army Sci-
ence Board representatives. will:

(1} Identify which units, organizations
and positions require officers with ACS by level
(mast~rs, doctorate or T.aining With Industry),
based on rstablished criteria.

(2) Identify fature ACS requirements by
fields of study. or particular academic disciplines

§-1~-2

with assistance from MACOMS. the Army Sci-
ence Board and ARI.

(3) Ensure all authorizations within vali-
dated unns. organizations. and separately vali-
dated positions are correctly coded and graded.

(4) Identify those particular positions
which require a specific academic discipline.

4. CSA Remarks. Sce Annex S.

TAB — 2 Validation Of Advanced Civil
Schooling Requirements.
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Tab A to Appendix 1

Validation of Advanced Civil Schooling Requirements

1. Criteria based on cogmtive and knowledge
levels:

a. UNITS AND ORGANIZATIONS (Mas-
ters/Training With Industryv): Where higher icvel
skills are required.

(1) Echelon: For example. ARSTAF: HQ.
MACOM: CORPS STAFF. certain Field Uperat-
ing Agencies. etc.

{2) Mission and impact of work Arm-
wide: For example. the Center for Army Leader-
ship (CAL):

b. “The mission of the Center for Army
Leadership is to be thic Army proponent for lead-
ership and ethics. As proponent. the center devel-
ops and disscminates leadership and ethics con-
cepts. doctrine. and training in all Army service
schools and in the Army ficld forces. both active
duty and reserve. Further. it monitors military
and civilian leadership and ethics research activi-
ties. and it coordinates all such Army rescarch.™

(1) Authorizations: 35 officers of all arms
including three from Special Branches.

(2) AERB validauons: six positions

(3) What is CAL's need? Best thinkers
and most knowledgeable officers available.

¢. POSITION TYPES* (Masters/TWi). For
the purpose of standardizing requirements. Ex-
amples:

(1) Instructor positions

(2) Scnior Service College. Command and
Staff Coliege

*May or may not be 1n validated units or organizations

{b) Degree producing mstitutions (USMA.
ROTC. eic)

(2) Foreign area officer positions

(3) Battalion and brigade level command
pcsitions

(4) Frolect manager positions

(3) Civil works cagineer positions

d. INDIVIDUAL POSITIONS: (Masters.
Training With Industn. Doctorate): Flexibility
10 meet non-standard requirements.

(1) Generally atypical.

(2) Positions not in validated unit or or-
ganization (masters level).

(3) All docieral requirements will be indi-
vidually validated.

2. Positicn ficids of study will be identified as
follows:

a. Specialty supporting: The academic disci-
pline need of the position controlling specialty is
satisfied bv any of those of the specialty (control
branch. functional area. arca of concentration)
supporting set.

b. Specific: The academic discipline need is
satisfied by oniy one discipline within the spe-
cialty supporting set.

c. Unique: The academic discipline need is
satisficd by a discipline or several disciplines not
contained 1 e specialty discipline set.
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Appendix 2 to Annex S

Establishment of Advanced Civil Schooling (ACS) Quotas and Goals

1. PURPOSE. To outline the procedures and
policies to establish ACS quotas and goals.

2. DISCUSSION.

a. There exists primarily two full-time gradu-
ate programs. They are the Fullv-Funded Pro-
gram and the Partially-Funded Program where
officers attend up to 18 months at an accredited
college or university in a directed discipline of
study which supports either or both of the indi-
vidual's specialties. Two major differences exist
between the two, Under the Fully-Funded Pro-
gram, the Army pays all tuition costs and pro-
vides monetary assistance for books and fees. In
the Pantiallv-Funded Program. the officer is re-
sponsible for all schooling costs. The second dif-
ference is that the Fully-Funded Program is cen-
trally managed within MILPERCEN and is based
on annual quotas derived from AERB valida-
tions. The Partially-Funded Program (less the
Cooperative Degree Completion Program) is
managed separateiy within the OPMD assign-
ment divisions and is not quota based. Conse-
quently. some over production can occur.

b. The cost associated with Army full-time
ACS programs is not in tuition dollars alone. but
perhaps more importantly the manpower loss to
the operational account. In FY 84, Army full-
time graduate ACS programs ¢xceeded 900 man-
vears. This represents nearly one-third of the cur-
rent Operating Strength Deviation. Considering
the significant manpower drain of the full-time
programs. they must be carefully managed to en-
surc an appropratce inventory is maintained.
Quotas must be developed for all such programs
to climinate the potential for costly over-produc-
tion.

¢. In 1977, OSD established validation ceil-
ings for all the services in order to reduce fully-
funded budget expenditures. The Army's ceiling
was set at 4900. In 1982, General Thurman. as
the DCSPER. lifted the ceiling. He believed that
the identification of requirements, ¢specially f.r
ACS, should not be inhibited. Constraints should

be based on Transit. Holding. and Student (THS)
account established limits and/or budget. Al-
though budgets are established for the fully-fund-
ed program. this factor has never affected the
program. However no optimum manpower limits
have been determined. not withstanding the
greatest cost of full-time ACS is in manpower. An
analysis of affordability must be made.

d. The methodology (Futurc Army Require-
ments-FAR model) used by MILPERCEN to
generate annual ACS quotas projects future in-
ventory requirements by specialties and grades
by considering utilization and continuation rates.
The model projections are compared with ex-
isting inventories. the result of which provides
the basis for annual Fully-Funded Program quo-
1as and budget support.

¢. As previously discussed in this annex. offi-
cer graduate cducation goals need revision as the
20 percent objective established in 1973 has been
exceeded. With broader and more accurate ACS
validation criteria and mcthodology. the AERB
can provide the necessary empirical data 1o sup-
port realistic requirements based goals. Further-
more. these can be developed by grade. special-
tics and degree Ievels. Publishing goals will
provide an impetus for officers.

3. Recommendations.

a. Based on AERB approved results,
MILPERCEN will establish masters. doctorate.
and TWI quotas for all full-time programs. Chicf
of Chaplains and The Judge Advocate General
will establish quotas for their branches. Factors
that will be considered are:

(1) Branch. functional area and area of
concentration requirecments by grade. degree lev-
¢ci. ficlds of study and where required. specific
academic disciplinc.

(2) Current inventory by branch. func-
tional arca. arca of concentration. grade, degree
level, ficld of studv and where required. specific
academic discipline.
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{3) Future requircments by branch. func-
tional area. ar<a of concentration and fields of
study using The Future Army Requirements
(FAR) model.

(4) Manpower (Transit. Holding and Stu-
dent-THS account) and budget.

b. Annual ATS full-time quotas will not ex-
ceed established THS limits and budget.

§-2-2

¢. Annuaily, MILPERCEN will publish offi-
cer graduate education goals for officers by grade.
branches. functional areas. arcas of concentra-
tion. and degree levels. The Chief of Chaplains.
The Judge Advocate General and the Surgeen
General will publish goals for their branches.

4. CSA Remarks. Approved in concept.
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Appendix 3 to Annex S

Graduate Schooling Policies to Meet Army Requirements arid Goals

1. PURPOSE. To outline policies and proce-
dures to easure that Army sponsored graduate
cducatiori programs mecet Army regquirements
and goals.

2. DISCUSSION.

a. All Army-sponsored programs (in duty
time and/or funding) must be designed to et
Army requirements and goals. This is true con-
sidering the manpower costs of these programs,
especially those full-time. To maximize this in-
vestment. officers must attend the most appro-
priate colleges and universitics and study :nust be
in a field in which a necd exists or may exist in
the future.

(1) Selection of colleges and universitics.
Urder current policy. officers sclected for full-
timic graduate schooling may atteng any accrednt-
ed institution recognized by the US Department
of Education which offers the directed academic
discipline. Evidence exists which shows that. de-
spite accreditation. not all graduate schools or
programs are of cqual quality or standards.
Courses of study also vary significantly by con-
tent. subject matier. classroom hours. methods of
instraciion. and thesis or project requirement.
For tine educational experience 10 be meaningful.
it must be challenging: promote expansion of
one’s cognitive and analvtical skills: and demand
explorztion and discovery. Concurrently. this ex-
pericnce must provide functional knowledge with
an application to military skills and proficicncics.
In order to ensurce Army full-time graduate stu-
dents recerve the greatest benefit. the Army must
be sclective in the institutions used. Accomplish-
ing this task: will reguire assistance from the aca-
demic community familiar with Army nceds.
namely the US Military Academy and Naval
Postgraduate School (where approximately 1G0
Army officers obtain graduate cducation annual-
I¥): ARI and specialty proponents. Care musi be
taken to cnsure 1h:at a sufficient varicty of nstitu-
tions is uscd in order 10 maintain diversity,

(2) Ficlds of study. Until 1982, the AERB
proccss had been academic discipline oriented.
Positions were validated by specific academic
disciplines. Based on the validations, “shortage
discipline™ quotas werc developed from which
fully-funded program quotas were established.
Foilowing graduate schooling. officers were as-
signed by their specific academic disciplines.
Considering the large varicty of disciplines. man-
agement of validated positions and the inventory
of officers to fiil them was difficult. This method-
ology also inhibited progressive utilization as the
discipline requirements for licutenant colonel or
colonel may not be the same as for captain and
major. To solve this dilemma. the 1983 AERB
board validated positions by specialty and grade.
MILPERCE: and the specialty proponents then
developed and published DA Circular 621-84-1
containing a listing of specialty supporting disci-
pline sets. Officers now must study in a discipline
which supports onc of their specialties. However,
this listing neither provides definition 1o the dis-
cipiines nor doces 1t idenify courses or fields of
study which support officer universal proficien-
cics.

{a) Defining disciplines: Definition is
necessary to guide officers in their sclection of
courses for a particular discipline and rclated
clectives. The core courses for operations re-
scarch/systems analysis (OR/SA). for cxample.
could include staustics. qualitative methods.
modeling. lincar programming. computer pro-
gramming. methods of analysis and calculus.

{b) Officer universal proficiencies: Intui-
tively. the Army needs some officers who are ex-
perts in ficlds of study which arc common to all
branches and functional arcas—ficlds that sup-
port universal proficiencics (sce BE-KNOW-DO
in Annex K). Examples of these ficlds or courses
are organizational behavior. humanities. psychol-
ogy. interpersonal relationships. history, manage-
ment principles, leadership. cic.
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b. Because of significant dollar and particu-
larly manpower costs accompamving lull-time
ACS programs. less expensive alternatives 10
meel Army requirements and goals must be en-
couraged. eapanded or developed.

(1) The Command and General S1aft Col-
lege (CGSC) and the Army Logistics Manage-
ment Center (ALMC) participate in the Coopera-
tive Degree Program (COOP). During the
military course. COOP participants take gradu-
ate courses for clectives. CGSC students PCS 1o
the university campus for six months after com-
plction of the military phase to complete their
degree. in the ALMC COOP. students remain at
Ft Lec the additional six months following the
Logistics  Eaccutive  Development  Course
(LEDC). Florida Institute of Technology. the par-
ticipaling  universitv. mainiains  supporting
faculty and staff on main campus. COOP repre-
sents an excellent opportunity for officers to ob-
1ain graduate education in a relatively ineapen-
sive manner as the officer pays tuition and fees
through his own resources. Many obtain degrees
in difficult disciplincs (Tab A). However. in re-
cent vears the popularity of these programs has
waned. This can be attributed as follows:

(a) Six months university phase: The CG-
SOC students begin this phase in about Junc af-
ter a PCS to the campus. Graduation occurs in
D3ecember. This timing causces the officer two dif-
ficulties. First. 1t is very disruptive for the family.
Most officers have school age children who have
their school vear interrupted: and the family
must travel. often great distances when the
weather and road conditions are at their worst.
Second. there exist few assignment requisitions
in the system for the winter cycles. ALMC COOP
has two programs per vear. One has the COOP
portion with a start in January and subscquent
completion in June. The other is timed with CG-
SOC graduation to accommodate CGSC COOP
participants who then PCS 1o Ft Lee 1o complete
their degree in the ALMC COOP program. This
sccond program causes similar timing difficultics
for both ALMC and CGSC COOP students.

{b) Lecarning compression: Although fam-
ilv and assignment considerations are imponant.
the most significant negative impacts relate 1o
the Iearning process. In the COOP programs. par-
ticipants arc required to complete intensive mili-
tary courses concurrently with cquallv ntense
university courses. Many students have been
away from the civilian academic arcna for mam
vears and require refresher courses. especially in
mathcmatical based disciplines. However. the
compression in content and heavy study de-

mands dunrg the military phase. and to some
extent aiso the unnersity phase. do not allow
time for refresher ceurses. Morcover. this condi-
tion does not provide time or opportumity for
students to do rescarch theses or projects. As
such. they are denied valuable benefits of 2 grad-
uale cducation caperience—reflection. mquin
and discovers.

{c) These aforementioned program short-
falls have caused recent reductions i program
participation. Potent:al candidates decide not to
enroll or some who have are forced to withdraw,
This condition can be alleviated by eatending the
university phase by about siv months. In fact.
several participating umversities have so recom-
mended to program managers. An extension of
this phase would chiminate a December move for
most participants thereby reducing famuly tur-
maoii. More importantly. 1t would allow time for
refresher training, supplemental courses and re-
scarch theses or projects. The associated cost
would be manyears only. but much fewer than
that associated with 18 month full-time programs.

{2) The Army Tuition Assistance Progim
provides 30 percent funding for cligible partici-
pants taking coilege-level courses during non-du-
ty hours. AR 621-3. Army Continuing Education
System (ACES). which governs this program re-
quires that coursework must be “designed to pro-
vide vocational and education programs which
can satisfv skill development and occupauonal
nceds of the Army in defense of the Nation and
increase soldier carcer potential. job satisfaction
and cducational growth.” In actuality. one is
chgible to cnroll in advanced Jegree programs
which have little or no uuliy o she Arnny and
neither support the officer’s specizitics nor um-
versal proficiencics. As previously siated, ali Ar-
my-funded ACS programs must support both Ar-
my requircments and individual aspi.atsns.
Perhaps as importantly. this program prohibits
some who alrcady have graduaic degrees from
secking additional degrees. As such. sclf-develop-
ment can be inhibited.

{3) In 1983, the Combined Arms Opera-
tions Rescarch Aciivity (CAORA) with ODC-
SOPS approval. initiated a masters Jevel intern
work-siudy program at Fort Leavenworth for
permanent party officers. The program 1s in oper-
ations rescarch/sysicms analysis in cooperation
with the University of Kansas. It provides an
opportunity for participants to pursuc graduate
cducation tailored to their current duty position
requircments. Classroom work occurs both dur-
ing and afler duty hours. Written projects have
military application and often a direet relation-
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ship with the individual’s position. Normally,
within a three year tour, one can cemplete degree
requirements. The avecrage cost to the govern-
ment is approximately $1700 per student and lit-
tle manyears (about three hours per week of duty
time). Such programs could potentially be estab-
lished at other installatious, especial'y those
where there is a concentration of a like branch or
functional area. i.e., Fort Gordon ar 4 the Signal
School or Fort Benjamin Harrison ind the Com-
puter Science School.

(4) Few situations lend cthemselves to ob-
taining graduation educatior. as does an ROTC
assignment. ROTC cadre <aould be strongly en-
couraged to participate v aether it be at the initial
masters, multiple m.sters or doctorate level.
Many universities will provide reduced tuition
rates. The cost 0 the Army is minimal.

3. Recommendations.

a. The ODCSPER establish policies and cri-
teria for the identification of colleges and univer-
sities which meet Army ACS requircments in
support of full-time study programs. This criteria
will include:

(1) Accredited and recognized by the U3
Department of Education.

(2) Offer specific fields of study which
meet Army requirements to include:

(a) Thesis or research project require-
ment.

{2} Quality of the program,

(c) Military applicat-un of courses/pro-
grams.

{d) Electiv-, which support universal offi-
cer proficienc’ s,

«¢) Tuition costs.

(3) The number of colleges and un-versi-
ties must provide sufficient diversity.,

b. CGSC and ALMC Cooperauive Degree
Programs will be extended to a mzamum of one
year in order to allow for addit’onal coursework
and thesis or project completica,

¢. MILPERCEN, wv.h proponent and
MACOM assistance wil! expand fields of study
which support branch~s. functional areas, areas
of concentration and officer universal proficien-
cies. For such field, of study. they will also iden-
1ifv supporting core courses for optimum mili-
tary applicatior.

(1) " his information will be published
and distrituted Army-wide.

(7) Officers pursuing gracuate degrees
under an Army full-time program will study at
Arm: recognized colleges and universities in
fields of study which support Army require-
ments, the individal's branch, functional area,
area of concentration, or officer universal profi-
ciencies: and individual educational goals.

(3) Officers pursuing graduate degrees
under the Army Tuition Assistance Program may
attend for muitiple graduate degrees at any level
(masters or doctorate). Study will support Army
requirements and individual educational goais.

d. To supplement existing education pro-
graris, the DCSPER will investigate establishing
cooperative intern work-study programs similar
to that at Ft Leavenworth: and Commander
TRADOC will establish policies and guidelines
which allow ROTC cadre to pursue on-campus
educational opportunities.

4. CSA Remarks. Approved in concept.

TAB A — Cooperative Degree Program
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Tab A to Appendix 3

Cooperative Degree Program

CGSC, FT'LEAVENWORTH, KS

University of Kansas
e History

e Journalism

e Political Science

Kansas State
e ORSA

Universit* ot Missouri at Kansas City
® Acccunting

e Coruptre dfership

s rganizational Behavior

e Publi. Administra.ion

ALMC(LEDC). FT LEE, VA

Florida Institute of Technology. Ft Lee, VA

Material Acquisition Management
ADP

Logist:cs (MBA)

Logis:ics Management
Tran;portation Management
Coniract & Acquisition Management

o & & ¢ 0o o
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Appendix 4 to Annex S

Selection of Officers to Attend Full-time Advanced Civil Schooling (ACS)

1. PURPOSE. To outline the policies and pro-
cedures 10 select officers for ACS attendance at
civilian institutions.

2. DISCUSSION.

a. The Army’s objective must be to develop
an inventory of officers with ACS in the proper
mix of fields of study to meet Army require-
ments. Historically. the Army has been unable 10
meet its ACS requirements through off-duty. co-
operative. or pre-accession programs. Conse-
quently. full-time programs were established to
meet this need. As previously discussed and
shown in this annex. “ull-time programs are ex-
pensive in both manpower and dollars. To maxi-
mize this investment, we should send our officers
to the most appropriate colleges. universities:
and for Training With Industry. to the most ap-
propriate industries. Likewisc. we should send
the right officers at the right time 1p their careers.

(1) Timing: Generally. officers should
have completed their branch qualification (sce
Annex CC). The importance of this foundation
cannot be over emphasized. Branch qualification
is usually accomplished by the sixth or seventh
vear of service, consequently, the ideal window
of attendance is seven 10 mine vears AFCS. Cur-
rently. that window is six to eight vears AFCS.
However. considering the demands placed on
captains, the window should be flexible. In fact,
it may be useful in select cases for officers to
attend full-time ACS during the field grade vears
when it 1s appropriate to do so (for example.
obtain a masters. doctorate or attend Training
With Industry to support one designated to se-
quential track). Those officers to be schooled in
fields of study which support a functional area
must have completed OAC as part of their
branch qualification (CAS3 can and should fol-
low ACS). However, those to be schooled in
ficlds supporting their branch may attend OAC
after ACS. This will allow them to rapidly return
to the same level as their peers.

(2) Manner of performance: Unquestiona-
bly. those officers with the best performance

records and the greatest potential should be se-
lected.

b. Officers who attend full-time ACS often
do so in fields of study which support entry into
additional specialties or functions in which they
have little. if amy. experience or knowledge.
Hence. they have limited knowledge of the direc-
tion or emphasis their studies should 1ake. The
establishment of academic discipline core
courses will help. but the individual should have
some prior familiarity of the military application
of his studies. Attendance at an appropriate func-
tional course prior to ACS could alleviate this.

3. Recommendations. The Army’s goal is to de-
velop an inventory of officers with ACS at the
grade of captain. prior to transition to field
grade. The inventory will be developed by
branch. functional areas. and areas of concentra-
tion of sufficient size to meet captain and future
field grade validated ACS requirements.

a. MILPERCEN will select officers for fuii-
time ACS to meet quotas using the following cri-
teria:

(1) Officer has completed captain level
branch qualification. company level command.
as required, and OAC. Officers who will attend
ACS in support of their branch may. as appropri-
ate. attend OAC following civil schooling.

(2) Officer has a manner of performance
necessary for transition to field grade (reinforce).

(3) Officer can be accepted at an Army
recognized college and university in the required
field of study or academic discipline.

(4) Upon graduation, officer will be avail-
able to serve a normal utilization tour without
detriment to his career progression (reinforce).

(5) Officer can complete the degree re-
quirements within 18 months: or two years for
doctorate. Selection will be weighted to those
who can complete degree requirements in less
time (reinforce).
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(6) Officer agrees in writing 10 a service
obligation three times the schooling period. com-
puted in days. to a maximum of six years (rein-
force).

(7) Officer may attend for doctorate, mas-
ters or TWI level education regardless of source
of funding for lower degree levels (publicize and
reinforce).

(8) The ideal window of attenndance for
masters level education will be captains between

7-9 years AFCS:; timing for doctoral attendance
will be established based on force structure re-
quirements.

b. Officers selected for full-time ACS will
attend an appropriate military functional course
in support of the designated area of concentra-
tion or functional area prior to ACS should the
officer lack sufficient knowledge or experience in
the area.

4. CSA Remarks. Approved in concept.
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Appendix 5 to Annex S

Utilization of Officers with Advanced Civil Schooling (ACS)

1. PURPOSE. To outline policies and proce-
dures concerning the utilization of officers with
ACS in order to meet Army requirements.

2, DISCUSSION.

a. The skills and knowledge of officers with
ACS should be utilized at every available oppor-
tunity. This is especially true immediately follow-
ing schooling when the knowiedge is fresh.
Knowledge and skills decline with time when not
exercised. with the greatest deterioration occur-
ring shortly following schooling. On the other
hand. immediate utilization reinforces and ex-
pands newly acquired skills and knowldge. Con-
sidering the investment in full-time programs
and historical congressionai oversight. emphasis
should be on using these assets in validated units.
organizations and posttions immediately. How-
ever, to meet all requirements, all officers with
ACS, regardiess of degree source, should be used
to the maximum extent practical in validated
units, organizations or positions.

b. In those cases where the best interests of
the Army and the individual are not served. utili-
zation right after ACS should be deferred. Defer-
rals should represent extreme exccpiions and
should be for no more than one operational tour.

¢. As previously discussed in this annex. Ar-
my ACS requirements will be established 1o sup-
port units, organizations and individual posi-
tions. MILPERCEN must assign officers with
ACS accordingly. Commanders of validated
units and organizations may usc these officers in
any appropriate position but should do so judi-
ciously.

d. When ACS requircments exceed the in-
ventory, policies and procedures for distribution
must be established. PDOS was unable to study
this issue in detail: however. at least two alterna-
tives exist. One is a process similar to the
OPMD-managed Officer Distribution Plan
(ODP) where the inventory is distributed by
grade and specialty based on established priori-

ties. The other. an equal cells of quality ap-
proach. would eliminate most or all prioritics
with each validated entity receiving a pro rata
fair share of the ACS mventory.

¢. During the past three vears. MILPERCEN
has been developing the Civil Schools Manage-
ment Information System (CSMIS). CSMIS pro-
vides ADP support for MILPERCEN education
program managers. assignment officers and field
personnel officers in the management of vahdat-
ed requirements and officer personnel with ACS.
This system has significantly improved the Ar-
my’'s management of its ACS system. Modifica-
tions 1o it should be made. as appropnate. 0
accommodate the policies contained within this
annex.

3. Recommendations.

a. Officers attending ACS under any Army
full-time program will serve a utilization tour n a
validated unit. organization or position immedi-
atelv following schooling or follow-on military
schooling. Initial utilization may be deferred to
the sccond operational tour or curtailed by Com-
mander, MILPERCEN based on Army and indi-
vidual needs.

b. Officers obtaining ACS through off-duty
study or prior 10 commissioning should be uti-
lized to the maximum extent possible to satisfy
validated requirements (reinforce).

¢. Officers must be assigned within the Offi-
cer Classificaticn System: however, ficlds of
study or specific academic discipline needs of the
unit, organization or position must also be con-
sidered (reinforce).

d. Commanders and directors of AERB vali-
dated units and organizations have the authority
to assign their officers with ACS (regardless of
source) 1o any position 1o meet the command’s
mission.

¢. MILPERCEN will establish procedures to
cnsure that officers with ACS are assigned to val-
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idated units. organizations or positions at appro-
priate times throughout the individual's career
(reinforce).

f. When validated requirements exceed in-
ventory, the DCSPER will establish a distribu-
tion plan.

S-5-2

g. MILPERCEN is responsibie for establish-
ing procedures to ensure that assignment and

utilization policies are followed
4, CSA Remarks. None.

{rein

{reir

force).
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Appendix 6 to Annex S

PDOS Survey Responses

1 Graduate education is heloful :n current assignment

Extremely
Doctorate 60.5%
Masters 419
All 270

2 Sources of Degrees

Fully Funded Program
Degree Completion

Program Cooperative (COOP)
OUn Own Time

Preaccession

3 Primary mitent in obtaining graguaste degree.

* Sarve more effectively

* Enhance professional intellectual growth

* More competitive for selection boards

* Obtain a good cwvilran job

* Do notintend on obtamning a graduate degree

4. Does/dic the opportuntty to acquire ACS while on active duty influence your deciston to remain?

Influences
Would stay anyway
Pian to separate

5 Officers need ACS even if the Army does not fund.
Agree

6. Satisfaction with current duty position

Very satistied
Totat satisfied

7 ACSis necessary fcr proficiency i one of my specialties.

Strongly agree
Total agree

—_—
*Those officers responding who hase graduare degrees.

$-6-1

Somewhat
23 6%
40.4

49.0

Doctorate & Masters
30.2%
5.7
65
48.3
6.3

ACS Respondents*
281%
339
228
78

ACS Respondents”
59.4%
384
22

ACS Respondents”
79.4%

ACS Respondents*
48 4%
87 4

ACS Respondents*
35.4%
726

Total
84 1%
823
760

All Respondents
22 2%
329
197
12.4
55

All Respondents
59.7%
358
45

All Respondents
70.0%

All Respondents
42 3%
85.2

All Respondents
300
665




Author: MAJ Braudrick
Team Chief: COL Isaac

Appendix 7 to Annex S

Glossary

Advanced Civil Schooling (ACS): ACS includes
graduate education (masters and doctorate) and
Training With Industry (TWI).

Army Educational Requirements Board (AERB):
A DA board composed of specialty proponent
representatives which reviews requests for ACS
validation submitted by the fizld. Generally, the
board meets every one to two vears. Board rec-
ommendations are forwarded to the DCSPER Jor
approval. The approved board results currently
provide the basis for the Fully-Funded Program.

Fields of Study: A group of similar academic
disciplines. c.g.. business administration, bank-
ing and finance, comptrollership. accounting,. etc.

Full-time ACS: The officer’s duties are exclu-

sively graduate schooling or Training With In-
dustry (TWI) in excess of 20 weecks. Graduate
schooling programs include the Fully-Funded
Program & Partially-Funded Programs.

Training With Industry (TWI) Program: TWI is
a cooperative training program between the Ar-
my and select civilian corporations. Participating
officers generally are dedicated for a one-year
tour. The program is not degree producing (See
AR 621-108 & AR 621-1).

Unit/organization: For the purpose of this an-
nex, an entity with a Unit Identification Code
(UIC). “Unit™ denotes MTOE element; “organi-
zation.” TDA element.
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Action Plan
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Annex T

Impact on Officers and Their Familic 3

1. PURPOSE. To discuss the impact of PDOS
recommendations on the individual officer and
the family.

2. DISCUSSION.

a. Background. Any requirement placed on a
married officer affects the family 1in some way.
PDOS recognized that during the course of the
study the impact of a policy on an officer’s family
had to be considered. In addition, the aggrega-
tion cf policies and the resulting impact had 1o be
analyzed since a svstem approach was used. It
also has to be recognized that when an officer
chooses a career in the military. he accepts the
inherent differences from a civilian profession.
One dificrence is twenty-four hour a dav availa-
bility 1o support the Army mission. An officer. by
virtue of being in uniform. can expect 10 have
requirements placed on him such as temporary
duty. additional duty hours bevond “normal”
hours and off duty sclf-development.

b. Goal. Onc PDOS goal was to develop poli-
cics that ultimately would reduce the time of-
ficers would be away from their familics. This
can be accomplished by defining the proficien-
cies required of an officer during cach develop-
ment period and by providing the needed 1o00ls 1o
maximize the cfficiency of time spent on profes-
sional development.

¢. Results of Analyvsis.

{1) In the analvsis, impact was assessed in
both the ncar term (3-7 vears) and long term,
Judgments were made as to whether there would
be an increase, decrease, or no change in impact
when compared to the environment today with-
out implementation of PDOS recommendations.

(2} In the near term. the factors that will
causc a decrease in the impact on the officer and
family include schooling which precedes assign-
ment, mentor guidance and assessment feedback.
and command climate ¢emphasizing profcssional
development. The Officer Advanced Course.
Combined Arms and Services Staff School

T-1

Course. Command and General Staff’ Officer
Course. functional area courses. and skill training
will be completed prior to assignment to posi-
tions requiring the frame of reference. knowl-
edge. or skills provided by the course. Mentors
will provide guidance and assessment feedback
and will direct the officer to concentrate on the
areas of weakness. With the additional require-
ments for seli-development. the officer should be
afforded additional time ~on-duty™ 1o conduct
self-development.

{3) Factors that may absorb some addi-
tional ume are increased use of non-resident
courses. and the requirement to stay ahcad of
and mentor subordinates. There will be an in-
crease in the use of non-resident courses 1o pre-
pare officers for resident courses and for those
who are not sclected for attendance at resident
courses. The core requirements will be met by
some officers in the non-resident mode. As sub-
ordinates become “smarter.” superior officers
will need to keep pace with subordinates to prop-
eriv mentor them.

{4) In the long term. decreases in impact
will result from improved use of cducation and
training technologies such as Computer Commu-
nications-Based Instruction to increase the ratio
of knowledge and skills gained 1o time spent. Al-
so. improved training tools such as computer
wargames aad simulations will be available to
units to increase cfficiency of training time.

{3) Table T-1. Near and Long Term Time
Impact of PDOS Policies on Officer and Family,
summarizes the results of the subjective analysis.
There was no attempt to measure the magnitude
of change. Coordination was made with ODC-
SPER 10 obtain their views on the impact of
PDOS policies on the family. The aggregate long
and short term impacts on the family are shown
with those of the individual as the two are gener-
ajly consistent. The reason for specific changes is
provided in the notes with the table.
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SCHOOL UNIT/ORG
NEAR LONG
TERM TERM

NC NC

NC D
(i D-
2) D# D

NC D-
3 1 i
4y 1 H
1-Increase

NEAR TERM

(1) Increase because of entry level training
in functional areas and skills.

{2} Increase because of number of officers
enrolled in nonresident CGSOC and the
two weck resident phase. Decrease due to
the length of time some officers spend at
resident CGSOC will be reduced for some
officers.

{3} Increase duc 1o increase length and con-
tent of GO orientation program.

{4} Increase duc v estabiishment of sentor
GO seminars and developmes:! program.

{3) Decrease results from better defined
and stated requirements.

{6) Samc as (3) and increase in ACS goals
will increasc the number of officers in-
volved in night classes to obiain a masters
degree.

{7) Increase time required duc to involve-
men: in off duty studics (CGSC and ACSL
Indirect increase from menior role in hav-

3. Recommendations. Mone

4. CSA Remarks. None

T2

SELF/FAMILY
NEAR LONG NEAR 1ON

TEAM TERM TERAM TERM
N/A  N/A i5y O

NC D= 5 © o

NC |2 Bt 6y D Do

NC o {7y 4 |5 2

NC D 8 ¢ 2

NC NC 8 1 o

NC NC 8 ! o

D - Decrease NC - No Change

Near and Long Term Time Impact of PDOS Policies on
Officer and Family

ing to somectimes perform duties in an off
duty environment.

{8) Mentoring is key facior in increase. Al-
so. as use of technology increases. as weli as
scope of responsibility, senior officers will
be required to work “smarier” 1o prepare
themsclves for a job.

LONG TERM

* Functional courses to impari‘update fac-
tual information are shotter given that all
officers have acquired coniextual founda-
uion in school at stant of development peri-
od and are able 10 gain knowledge updaied
remoteiy via clectronic media.

** Bu learning in schoci the use of iechnol-
ogy 1o enhance operctional missions. the
unit will benefiz in muliiple wavs.

*** Individual will have more responsibili-
tv for professional  development  but
“smart” courscware will be available to help
he officer gain the required knowledge and
decision making experiise mere ¢fficientls.

-

a

sie T-1- Near and Long Term Time impact of PDOS Policies on Officer and "amily
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Annex Ul

Implications for Women Officers

1. PURPOSE. To describe PDOS professional
development implications for women officers.

2. DISCUSSION.
a. Background.

(1) All officers must know the critical ele-
ments of professional development for their re-
spective branch and/or functional area if they ex-
pect o remain competitive with their peers.
PDOS designed an Officer Professional Develop-
ment System (OPDS) which stresses long-term
coherent developmient to establish foundations in
values distinctive to the profession of arms and
sustain current readiness. The system identifies
major transition points and development periods
in an officer’s carcer and describes what the offi-
cer should BE-KNOW-DO during that period.

(2) All officers must be knowledgeable in
their branch and/or functional area. To accom-
plish this they must be appropriately trained and
given the assignments necessary to develop pro-
fessional competence and expertise in their cho-
sen field(s). Every officer is expected to possess a
“common core” of knowledge. In addition, each
branch and functional arca will also have a “com-
mon core” of information associated with it. Wo-
men officers will be expected to posses the same
knowledge and skills as the men officers in the
same branch and/or functional area. They must
be given the same schooling and assignment op-
portunities as the men if they are to be competi-
tive. If Army policy precludes this, then serious
thought must be given to either identifying alte:-
nate. but competitive, career patterns for women
officers, or not assigning them to those fields
where policy restrictions do not allow them to be
competitive,

b. Review of Findings. All PDOS major
thrusts and policies were reviewed to determine
their implications for women officers. There is
nothing inherent in PDOS that operates to the
disadvantage of women officers.

3. Recommendations.

a. All proponents continue their review of
career patterns for officers. Any branches or
functional areas which do not allow men and wo-
men to have the same career patterns must be
identified and action taken to develop viable al-
ternatives for women. These alternatives should
take the form of formal career patterns and
should be published as part of the PDOS-recom-
mended professional development roadmaps. Se-
quential tracking should be considered as a possi-
ble solution to "dead-ended™ career paths, if
appropriate training can be provided.

b. ODCSPER review/monitor. over a ten
year period. the assignments of two vear groups
of officers to determine if the areas which have
different assignment patterns have competitive
patterns for both men and women. e.g. schoo!
sclection and staff and command assignments
should be considered. Year groups should be
carefully chosen and the pericds monitered
should begin after 1978 when the Women’s Army
Corps was disestablished.

c. ODCSPER continue to review the Direct
Combat Probability Coding (DCPC) 1o deter-
mine the following:

(1) To what degree does the DCPC policy
preclude either men or women fron: having via-
ble career patierns?

(2) In light of current tactical doctrine,
should female assignments be made by functional
area instead of geographic location?

d. ODCSPER develop a marketing plan
which clearly identifies women'’s roles in relation
1o “Warrior Spirit” and monitor implementation
of this fundamental principle to ensure that it is
not misinterpreted. Current forms of conflict
show that there are no clearly excepted areas of
violence. Warriors are just as necessary in gather-
ing a group of workers, staff members and service
troops to repulsc an aitack on a warehouse, test-
ing facility, or logistical center by enemy special
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operations forces as they are in leading mecha-
nized forces in general war; or in adding fire from
their own personal weapons to those of guards
trying to stop an explosive-laden vehicle from
crashing into the lobby of a major administrative
or development agency headquarters. All officers
must have an acute awareness of and be prepared
to immediately preempt or react to violence at
any level. Some officers may never be called up-
on to do so. but all officers must be prepared. A
warrior accepts the responsibility of being en-
irusted with the protection of the Nation and its
people; is prepared physically and psychological-
ly to personally engage n and lead troops to fight
and support in combat; is skilled in the use of
weapons, organizations and tactics; is able to in-
spire confidence and an eagerness to be part of a
team; has the intellectual capability to asscss a
situation, determine what is required. consider
the means available, use innovation and boldness

to quickly decide a course of action; and has the
initiative to take rapid and decisive action to
accomplish the mission. All these “warrior spirit™
characteristics apply equaily 1o men and women
Armv officers.

e. Army Research Institute (ARI) continue
to analyze PDOS survey data to assess differ-
ences in perceptions of male and female officers
(control for grade and branch).

4, CSA Remarks. General Wickham asked
what the impact of “Warrior Spirit™ was on wo-
men. “Warrior Spirit™, as defined above, should
not adversely affect women.

Appendices
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Appendix 1 To Annex U

Glossary

Section 1. PURPOSE. To define terms which
are new, unique or critical to this study.

DACOWITS: Defense Advisory Committee On
Women In The Services. Established in 1951 by
Secretary of Defense George C. Marshall under
the leadership of Ms. Anna Rosenberg Hoffman.
The Committee was formed 10 assist and advise
the Secretary of Defense on policies and matters
relating 10 women in the Military Services.

DIRECT COMBAT: Engaging an enemy with
individual or crew-served weapons while being
exposed to direct enemy fire, a high probability
of direct physical contact wiih the enemy's per-

sonnel, and a substantial risk of capture. Direct
combat takes place while closing with the enemy
by fire, maneuver, or shock effect in order to
destroy or capture him, or while repelling his as-
sault by fire, close combat or counterattack.

DIRECT COMBAT PROBABILITY CODING:
The classification of each officer, warrant officer,
and enlisted job in the Army according to the
probability of participating in direct combat.
Seven codes are used to classify jobs, with a code
of 1 representing high combat probability and a
code of 7 representing no direct combat
probability.

U-1-1
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Appendix 4 to ANNEX U

Phasing Plan
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AnnexV
MACOM Commander Comments
1. PURPOSE. To provide comments made by emerging data and proposéd recommendatiorns.
MACOM commanders concerning PDOS find- Appendix 1 contains a récord of their cémmeénis.
ings and recommendations.
. Appendix
2. DISCUSSION. Subsequent to the CSA IPR, . ) —_~
given 5 November 1984, PDOS teams briefed the 1 MACOM Commanders Comments.
MACOM Commanders on PDOS findings,
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Appendix 1 to Annex V

MACOM Commanders Comments to PDOS Recommendations

1. USAREUR—GENERAL OTIS uniis. General Otis concluded by relating that he

ﬁ
Russian iaﬂ énzsgn aammanﬁéf wiz{s

a. General Otis wanied 1o Cnsure we were
careful in our definition of “warrior spirit.” His
concern 1s thal, without a clear, carefully thought
oul, widely disseminated definition, warrior spir-
ii could be perceived as elizist, at the eéxpense of
combal support and combat sérvice support

branches. He was in full agricement with “warrior

§pifii™ as explainéd and élaborated in the briel-
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h. We need to look at the ratio between our

“fighters™ and “supporters.”  Depending on
where vou get the numbers and who vou put in
cach category, only about 30 percent of our of-
ficers are “fighters.™ If we are Gparaiing with
DOPMA fixed end-strength restrictions, why do
we have branches or major subscis within
branches whose peacetime functions are little or
no different than their wartime function. i.e.. Fi-
nance Corps. Adjutant General Corps, officers at
fixed site signal insiallations. e1c.? As such, these
functions could be civilianized and the officer
spaces gained could be redisiributed accordingly.

i. General Ouis aske d that we Jook into who
goes 10 CGSC/SSC and why. We need to careful-
ly select those officers who are going 10 have an
impact on the operational aspecis of war. not
merely be participants in L. ic.. JAGC. ANC,
ete. Can we afford 10 send ong or 1wo nurses 10
CGSC/SSC cach year at the expense of somceone
else? He added that he was shocked to learn that
the Combined Arms Center sent letters 1o all AD-
SPEC 54’s (Operations and Force Development)
stating that if they had not been 10 CGSC (i.c.
autended AFSC). they were not considered quali-
fied as 54's. How could we allow this 10 happen
andnot involve the senior Army leadership?

2. FORSCOM—GENERAL SENNEWALD

a. General Sennewald and his staff were all
in support of warrior spirit. balanced celis of
quality, and competency testing.

b. General Sennewald said that scli-develop-
ment and commitment should be ahead of “men-
tor” in our strategic goals. He then went on to say
tiiat being a mentor should be included as a part
of leadership/responsibility of the officer corps.

¢. General Sennewald felt we nzeded 10 be
practical when it came to CAS3. He was up front
that he did not support CAS3. He felt that it ook
away the chance for repetitive command tours
and/or more time away from the field. If possi-
bie, he felt two commands would be beuer that
one command and CAS3. He held that CAS3
argucs against the warrior spirit.

d. General Sennewald and LTG Jenes asked
us 1o b cauticus about cven making a goal of all
captains attending OAC prior 1o 1aking com-
mand (goal April 1983). Firsi. “goals™ have a nas-
1y habit of becoming policy and/or regulatory in
the blink on an cve. Second. such a goal would
limit the prerogative of the commander in special
cases, i.e.. OCS, senior liezienant or sccond 1our
captain who has not attended QAC. Finally, a
former company commander brings a different
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perspective (o his OAC, which adds 1o the inier-
action among his pégrs.

2. Somewhere in
still !ik eaof s?zg
cral Sennéwald mea
commanders cann
but musi work 2?3:

\W‘

f. LTG lénes said that whken
with schools {Airborne, Ranger,
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M
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etc.) a lieutenant spends far too Htile B
ing his newly acquired skills. We ought fo ]
for more {ime as a ieuienant.
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3. KOREA—GENERAL LIVSEY

Chaﬁgf‘d 1o allow é;
!hu. féiu& bauaizaﬁ

cm.

b W¢ need 16 sC
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up with for our oificers. Compaiiy ¢ ﬁﬁ%”"éﬁééﬁ

have no 1imé do anvihing but command their

company. Any requiremérit for scli-development
neéds {6 take that inlo account.

d. LTG Menetr
point if we don’t ons
*fun” i their profes

¢. General L
about our proposal 19
1ian§ o majéf zné €.,€ at i‘sé
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ivsev agreed that cur high tech
sing our capabilities. but isn’t

ir procedurcs.

G’é service schools send out a plezhora of

ing aids, ficld circulars, field manuals, etc.,
and some of these are, quite frankly, shoddy in
conlent. We should impress upon the schools
that we “néed to do a few things well ™

trdining a

=

Livsey’s final comments were 10
is 1 : D ni fix things that aren’t bro-
s fi ¢ brief the Gﬁ' cer corps at
large, we need to* mpie it down’.”

4. WESTCOM—LTGLEE

a. LTG Lee was concerned with our use of
“mentor.” He feit that “mentoring™ might be a
trendy word. I clearly should be a subset of lead-
ership. Leadership should get “tep billing™
mentoring may not be something to be “carved in

siofie”™ in the same sense leadership is.
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b. i.TG Lee does not subscribe 1o “balanced
cells of guality,™ for it is to him, a prescription
for mediocrity. He felt the schools deserved a
betier than average officer.

¢. LTG Lee made the point that “intellect™
belt é Q’Gﬁ?&vfﬁ gur ideas than “thought pro-
e

d. As LTG Menetrey, LTG Lee thought we

ould 1 de in our ;}hxig&a;}hx SOmE connoia-

n officer, aiang with all we év:-
§’ selfless service, ¢ic, should be

ihe idea of hav *i;’sg fun and leisure in our profes-

¢ As éﬁéfﬁ iZ‘: is, LTG Lee felt the require-

technical proficiency should be nar-
rowed as wer séi n rank. Do we really want every
colonél in the Army proficient in the operation.
employmeénti, eic., of crew served weapons? Do
ﬁé { think that is what we want, so we should

ord it betier or delete aliogether.

f. LTG Lec concluded that this was a “bril-
iani study... and we need 1o susiain iL™

5. TRADOC—GENERAL RICHARDSON

a. Gen i‘ i Richardson was concerncd with
the acceleration of the implementation of MQS
il 10 the of FY 86. The CSA has not vel

é
approved Army-wide unplementation of MQS I

ol

Upon amw? 1ead time for manual publication
will be 18 months. We anticipate that MQS 11
will be fully implementied by the end of 3d Qur
FY §6.

The pilot of MQS 111 does not begin until

Jan 85 and will not be completed unul early FY
86. Allowing time for pilot evaluation, CSA ap-
proval, and manual publication, a realistic date
for MQS III frelding is 41h Quarter FY 87. We
cannot do it right much earlier than ihat

b. Reference the design and implementation
of an RC batalion/brigade Ievel staff develop-
ment course. General Richardson felt that imple-
menting such a course for RC officers in lieu of
attending the resident or USAR school version of
CAS3 implies that the course would be primarily
correspondence. This would provide the least
fearning polential and would degrade the CAS3
staff group instructional methed. In addition.
availability of a correspondence option would re-
duce the number officers who might otherwise
attend the USAR school mode. He was opposcd
10 to any versien of CAS3 which would be pri-
marily ofa correspondence mode,

¢. Reference the regelation change 1o reguire
the completion of CAS3 prior 10 making RC ma-
jor, he felt that requiring such by all RC officers
would further erode the Reserve Component offi-
cer strength. With a 60 percust passover rate 10
major now because of non-completion of OAC,
cstablishment of another required professional
development course will only aggravate the situa-
tion. He added, that when an AC officer attends
a professional development coursé, he can devote
his full tme 1o it. An RC officer must carefully
balance his civilian employment, military unit,
professm 1a] development n‘.quzremems and fam-
ilv considerations at the same-time, CAS3 is not
required for AC officers and adding another re-
quired professional deveiopment course for RC
officers will exacerbate an already difficult situa-
tion. The PDOS policy was ultimately changed 10
require completion of a staff development course
or CAS3, any mode, within three vears after pro-
moiion to CPT.

d. General Richardson felt 1hat making
Ranger, Airborne, and Air Assault courses avail-
able 1o all officers who volunteer and qualify,
considering the Special Operating Force and
Light Infantry Division initiatives, would severe-
Iy strain our facilities that teach those courses.
He did not believe that it would be possible to
offer these courses to ail officers, He recommend-
e¢d making Ranger, Airborne, or Air Assault
training mandatory for all RA officers.

¢. General Richardson felt that providing fa-
miliarizatior firing on foreign weagons {e.g., So-
vict, Czech, British, etc.) at ¢ach service school
for all students, while an attractive objective.
could not be accomplished. Availability of for-
cign weapons, and especially ammunition, is not
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sufficient quantity Further, limited time and reé-
sources availablé for resident instruction, partic-
ularly field training, demands that we place firsi
priority on qualification with US weapons and
tactics. He feli that this policy should be scaled
down or eliminatéd.

f. General Richardson did not agree with the
creation of a limiied number of permanent senior
mentor faculty positions within the TRADOC
service schools. He stated that officers in these
positions wotuld ineviiably lose the close coniact
with the Army in the field that is essential 10
being a good military instructor or mentor. Re-
quirements for faculty continuity can be met by
civilian facuity.

g. With respect 1o the creation of a profes-
sional developmeént notebook, General Richard-
son felt it is not clear how, or if, this proposal is
related 1o MQS or to what extent it may be re-
dundant. However, he felt it highlighted the larg:
er issue of responsibility for professional devel-
opment. Officer proiessional development is a
training and education function and, as such, is
the responsibility of the Army's G-3, DA DC-
SOPS, acting ihrough HQ TRADOC and the
branch proponénts. To the extent that assign-
ments are relatéd 1o the professional develop-
ment process, the personnel community (ODC-
SPER, MILPERCEN]) should interface through
the proponents, who are responsible for idéntify-
ing appropriaie assignment patierns for their
branches. PDOS should clearly delincate profes-
sional development relationships and recomi-
mend overall résponsibility be given 10 ODC-
SOPS.

h. General Richardson felt that TRADOC
should review officer and enlisted iraining publi-
cations for standardiZation of 1asks, format tasks
and contént, but also felt that we could not have
identical formats for officer and enlisted publica-
tions. The Soldiers Manual of Common Tasks is
written for supérvisors and provides detailed in-
structions for setting up and conducting common
task testing. MQS manuals are written for the
officer himself, and since they cover a much larg-
er number of 1asks than enlisted manuals, are
written in less detail. TRADOC has considered
using idéntical formats for these publications,
and after considerable study, has decided that
different formats are required.

i. General Richardson expressed a concérn
with the réquirement for TRADOC 10 develop a
MQS 1V and MQS V {ficld grade) in that
TRADOC has significant difficulty in quanti-
fying officer tasks for the licutenant and capiain
ievel. Developing MQS for majors and licuien-

ant colonels will be much more difficult since the
range of duties is broader and the skills are “soft-
¢r.” Before we expend the résources required to
develop MQS IV and V., he believed that we
should implement MQS 1I and III and evaluate
theé resulis,

i. That TRADOC designate 2 MQS “propo-
néni,” General Richardson felt that the responsi-
bility is already delineated and doss not need 1o
be further specified. The Depuiy Chief of Staff
for Training (DCST) is responsible for establish-
ing MQS policy and plans and supervising devel-
opment and implementation. Theé proponents are
responsible for developing MQS manuals and Ar-
my Training Support Center (ATSC) is responsi-
ble for manual publication. This system is well
established and identical {o the System used for
enlisted manuals. No further action i5 reqaired.

k. Generai Richardson siatcd ihat 1o create a
separate office, headed by a BG (under
TRADOC) with the aim of dccélérating introduc-
tion of computer communication basé instruc-
tion {CCBI) into military schools (initially), then
16 uniis/organizations and ultimately for use by
individual officers was not necessary. He contin-
uéd 1o state that the Army has much higher pri-
oritics for general officer positions.

6. AMC—GENERAL THOMPSON

a. General Thompson was impressed that we
used mentoring as a basis for our philosophy. He
added that mentoring should also imply that the
menior should be able 1o exéri some influence in
a career, not nepotism, but assist in career deci-
stons (i.¢., assignments).

b. General Thompson felt we must sort out
the branch qualification issue. The first step is
force the branch chiefs 10 define brianch qualifi-
cation. Then we need to coordinate with the oth-
er branches, and finally, fo see what the OPMS
structure imposcs on each branch qualification
siandard. Generai Thompson said that this issuc
has 1o be pulled together at 2 level higher than the
two-star branch chiefs.

¢. Sirategic Geals:

. {1} In Strategic Goal 4, {Focus, long-term)
General Thompson folt we should say, “..., exper-
tise.in the art and science of and support of war.”

(2) In PDOS Strztegic Goal 3, Scope of
Development, General Thompson said “Army in
the field™ gives the perception ithail it cxcludes
MACOMs, AMC. and the wholesale side of the
Army. He would prefer it 16 be =...io m=et the
réquirements of the Army, with emphasis on the
Army in the field.”
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d. Gé’
definition
ihai we 'éi

ral Thompson concurred with our
Warrior Spirit, but cautionéd us
Q arduli& mar}:a nst eni% Xia*n-

mu

M. =)

§9 ensure 1 éi iha CSs s:dc. Of !m, Army feeis they

are z*zek.é é i*‘; our definitions and arc pem,;v;é

e. Gézﬁrai Thompson said he supported
CAS3, but worried that for the next few years the
CAS3 graduate is going to be cognitivély éi‘éa{i
of. not only his peers and majors, but possibly of
his licuicnant colonel baualion commander. We
also should look at former project managers, not
solely formier batialion commanders, for instruc-
tors at CAS3. Finally, he said we should export
CAS3 to get every captain through the course as
soon as possible.

f. Core war fighting skills being 1aughi at
CGS_C § d S5C is absolutely a must. Evervon
ca

m\

core unc}ﬁrstandmg Gftht. 5?&!‘3&9&*

T‘zgmp@ga s‘_iﬁ in over 40 vears of sew:z:eg hsf has
had two weeks of resident warfighting instruction
{one wedk a1 -‘E* Staff College and one week at
ihe Arined Forces SiafT College).
g. General Thompson questionéd the need 1o
reinforceé values at every level of schooling. Val-
ues are set early. If anvthing, the mentor, not the

school. should ri;nf'arcc values.

ral Thompson said that if refresher

é?i' icers in offline ass:gnmeﬁis, HE
E €ic, were 10 give “hands an” 1o now
i.n that would be fine. However, the
officer should not have 1 6 be “spoon
s branch ﬁ;}éak. Staving current in his
1 i§ implied in being a pfcf'esszénai oificer.

anders. and that our s;fz
ﬁras tcaching “commandérs

mu
m.\ ‘W
o 1
‘"w\

e our NG State QCS gmms

A degree for commissioning. We
i‘i lity with this policy. Wenesd a
110 cammumcam'c sk;iis ie;a% and

necessary: however, we néed 1o be careful in our
application and use of such a fest and its results.
We need 10 ensure that we package and market
our alternate CSC schaols (ALMC, DSMC, ctc.)
carefullv. We cannot afford a First Team—
CGSOC/Leavenworth and Second Team (all
others) syndrome 10 develop. Finally, he stated
that general officer educiiion should be limited.

“By the time an officer makes general, he should
know how 1c be a general ®

k. General Thompson said we need 1o rede-
fine success in terms other than promotion 1o
general officer. Each vear, AMC and the Army
loses 100 many good tenant colonels because
they feel they are not successful by the current
preceived definition of sutcess, i.¢., promotion,
selection for program manager, battalion/brigade
command and seléciion for resideni schooling.
One solution: why do not we publish the alter-
nate list for baualion/brigade command and/or
SSC level schooling? The mere fact of seeing
onc’s name on the list, albeit alternate list, could
satisfy the officer’s sense of success. We need a
professional development “career road map™ for
the officer corps. This would aliow for self-assess-
ment for each officer as hé progresses though the
system. General Thompson feels there is a valid
place in the Army and the officer corps for a
limited service (limited duty) officer. Given some
of our technical fields, a2n officer who knows he
will “cap out™ at major, could perform a valuable

function for the Armv, femaining in that narrow
1echnical field.

1. General Thompson is concerned with the
lack of officer feedback in his ravels and/er
briefings. He fecls wé &séi st the feedback loop

in our system.

m. MG Ross, Chiéf 6f Staff, AMC, was con-
cermned that the zraéi tional socialization of our
officer corps {Dining-ins/6uts, officers’ call, etc))
is fading out of our system. We need to reinforce
this socialization in our ;}raf‘essianal system. He
also outlined a program instituied at AMC where
lieutenants are rotated in their jobs afier 18
months to give depih 16 their skills. Additionally,
a pilot program was initizied 1o send licutenants
{0 Fort Dix for four wééks in the summer 1o serve
as a platoon leader %ii?z Esic training soldiers.
The ~Licutenams Program™ in AMC HQ has

great potential.
7. CENTCOM—GENERAL KINGSTON

a. We need 10 d5 a 101 more in the units with

respect 1o teaching the ari and science of war.

b. We new 1o change ihe definition of suc-
cess within the officer coips. This may mean that
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some of our officer corps would retire as majors,
but they are not necessarily failures.

¢. General Kingston stressed the need to in-
fuse the final PDOS product, especially the Phi-
losophy and Goals, into the officer corps, partic-
ularly in the pre-commissioning arena. It is most
important to get the professional development
picture to the younger officers.

d. He said that, in his opinion, the jump
from BG to MG is a bigger leap than from MG to
LTG. The responsibilities are greatly increased
for a MG however the job satisfaction is lower. In
short, do not lump BG and MG together in a
development period.

e. General Kingston said that to be a mentor,
an officer has to have confidence in his abilities.
He felt that officers in command for the first
time may not have that confidence, because the
fear of failure is just too great. We need to focus
on the commaznder, do not leave it up to boards.
Truly good ones should be given the opportusity
for repetitive commands. He also said that we
need to ensure that in marketing mentor. we are
careful in defining it to the field. “Mentor” car-
ries the connotation of godfather patronage.

8. CHIEF OF ENGINEERS — LTG
HEIBERG

a. LTG Heiberg agreed that the concept of

balanced cells of quality needs to be institutional-
ized throughout the Army.

b. LTG Heiberg saw the PDOS system as
reinforcing the needs of Engineer Officers.

¢. We need to continue the programs to ro-
tate officers through duty positions during the
same tour, for example rotating engineer officers
from the Divisional Engineer Battalions to the
post DEH.

d. He stressed that the Army needs to do a
better job of identifying and supporting function-
al training needs of the TDA Army.

e. He cautioned us that PDOS needs to be
careful of the promises it, or the institution,
makes to the officer corps. We must think out
our policies and keep the promises given. He cit-
ed the Engineer District Advisor in the Republic
of Viet Nam, which was at one time a battalion
command equivalent, but was changed to a non-
commang billet. The other example he cited was
the CSA “Pull up your socks” letter by General
Abrahams in 1972 in which OERs were to be
deflated. Many officers received “honest OERs”
but the inflation crept back in the system and
those officers were hurt by future boards.
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Annex W

Control and Coordination

1. PURPOSE. To provide for a mechanism to
overwatch, monitor, and coordinate the imple-
mentation of approved PDOS policies and en-
hance efforts to coordinate the professional de-
velopment of officers.

2. DISCUSSION.

a. Need for Coordination, The 5 Nov 84
PDOS briefing to CSA identified as a system
weakness that “... no one single individual is in
charge of professional development” and *...
many players in the system ... are not fiited to-
gether.” These observations resulted from:

(1) The self-evident need to pin down re-
sponsibility for overwatch of professional devel-
opment to ensure coherence of the system, There
are many players who currently ¢an and do take
unilateral actions to further their aims and goals.
Although these actions are well intended, they
represent suboptimizations due to the limitations
inherent in the relatively narrower perspective of
these decision makers below HQDA level. In the
aggrepate, these actions amount to random per-
turbations, are not coherently coordinated, and
do not constitute a “system.”

{2) Survey results indicate the officer
corps is confused as to who is responsible for
professional development of officers.

(3) The potential exists for duplication of
effort, or worse yet, gaps in education and train-
ing.

(4) Confusion and uncertainty on the Ar-
my Staff as to who is or who should be in charge
of officer professional development, Action of-
ficers from ODCSPER and ODCSOPS both indi-
cate that their agency has or should have the lead.

b. Roles. ODCSPER and ODCSOPS both
have critical (and at times overlapping) roles in
the development process:

(1) The 1978 Long Study recommended;

(a) Consolidate responsibility for all mili-
tary training under ODCSOPS.

(b) Continue ODCSPER responsibility
for manning the training base, professional devel-
opment, career management, civil educaticn, ...
and precommissioning training.

{2) AR 10-5, Organization and Functions
(1 Jan 81) assigns:

(a) ODCSOPS responsibility for unit and
individual training policies, Program § (training)
resourcing, and supervision and control over cer-
tain instituticnal schools.

{(b) ODCSPER responsibility for military
personnel management and associated functions
and management systems (OPMS), pre-commis-
sioning training. and leadership development.

(3) The 1984 Haldane Study noted that
training responsibilities within current HQ DA
regulations are unclear and fragmented, and rec-
ommended:

(a) ODCSPER have responsibility to con-
duct leadership training in consonance with
ODCSOPS guidance.

{b) ODCSOPS be proponent for Learning
Centers and transfer ACES from ODCSPER to
ODCSOPS.

(c) ODCSOPS be reorganized to establish
ADCSOPS for Training and Education.

(d) Dayv-to-day responsibilities preclude
the full participation in training oversight by
CSA/VCSA,

¢. Findings.

(1) Necessary Steps. Retention of the cur-
rent status quo in professional development on
the Army Staff will detract from the PDOS aim
1o provide for an agency on the Army General
Staff to function in a long-term overwatch capac-
ity so as 10 monitor implementation of approved
PDOS recommendations. Consequently, the fol-

lowing steps should be taken to enhance efforts to
coordinate officer professional development:

g




{a) Create a fourth objective to the Lead-
ership Goal entitled “Professional Development”
so as 1o monitor professional development
through thie Performance Management Army
process in consonance with DA Memo 5-10.

{b) Create a PDOS cell in ODCSOPS to
coordinate implementation of approved PDOS
education and training policies/programs.

(2) Leadership Goal. The supporting
objectives of the Leadership Goal suggest a natu-
ral framework to centrally monitor professional
development, The three existing objectives and a
fourth proposed objective are as follows.

(a) Systems. Align the personnel system
and the training system to support unit perform-
ance and the leader development process in
units.

{(b) Doctrine and Training. Leadership
doctrinal training materials to provide for a lead-
er development program which is comprehen-
sive, sequential, progressive and integrates the
school with the field.

(c) Climate. An environment in each Ar-
my unit that reinforces values and empowers
leaders at all levels to seize the initiative and act
innovatively and creatively; in short, 10 be “pru-
dent risk-takers.” The desired concept is much
like the german “Auftragsiaktic”® nation which
stressed acting as the situation required (sec An-
nex R, App 1).

(d) Professional Development. The prepa-
ration of officers and noncommissioned officers

to effectively lead the Army and efficiently man-
age its resources.

(3) PDOS Cell. A PDOS cell in ODC-
SOPS would effectively be able 10 coordinate im-
plementation of approved PDOS recommenda-
tions (to include overwatch of CGSC-AWC
cooperation). Placement of this cell in ODC-
SOPS is necessary because revised TRADOC
policies and accompanying resource matters are
central to many recommendations. Also, ODC-
SOPS currently manages training policy and re-
sources.

3. Recommendations.

a. ODCSPER add a fourth objective to the
Leadership Goal entitled. “Professional Develop-
ment.”

b. ODCSOPS create a long-term PDOS cell
to coordinate approved PDOS education/train-
ing policies related to Army schools and individ-
ual/unit training (initially with a2 minimum of
three field grade officers—directed military over-
strength).

c. ODCSPER overwatch Professional Devel-
opment under the Leadership Goal; coordinate
approved education/training/development poli-
cies related to the management of officers and to
other related studies(TWOS, ROTC and OPMS).

4. CSA Remarks. Approved in concept.
Appendices

1 Action Plan
2 Phasing Plan

.ffé




e e e i g = e i = g g o e

‘S3LON

*(SKA0 puv *DI0Y ‘SOML | | .
¢+3¢3) SITPNIS PIIBTII A9yI0 03 pue -
Ex921330 3o jusuadvuem Byl o3 paaryaa |

8$919310d Juamdoyaaap/Bujureas

-

Juorawonps pascidde ajeuIpaood {yron qw | !
8uyoduo dyysxapeaq ay3 zapun juawdoraaag mw Y w
$8ad Dz ¥3ds$000 TeuUOYSBIJOIJ YOIBAIIA0 YIJSIA0 210 _ !

(OR@ 8a20F330 Ipwad pray3y 223y3 jo } ,
wnwpule ® Yyige L11eyajuy) Bujujesn
ITUN/TENPTATPUT puw ST00YIS Lmiy 03
paieTax 83337, ! Sujuyeajjuogiednpa
sva 50ad paaocxddy ajeuipicod o3 (oD “
S8xd bz (d) sd0sS2d0 Sogd wx23-3uoY ¥ I3WaID $305000 1L0 ;

Appendix 1 to ANNEX W
Action Plan

,532IN0BRT SIT ! .
a8pupm L13Uay0¥339 pur Amay ay3 pesay &, vy

£12A7303339 03 SIIDTJIO PILOISSTUWOD % "
-uou pus B23DFIJo jJo uolieawidaad ¥ o
ayl ajuvawdoyaAng [euUOIsSRIONg,, 4 , w |
sYa PITITINI Twon dyysaapead] 3y3y o3 : M
S8AI bE (d) ¥3ds0a0 aay3d9(qo y3aInoj ¥ ppw YIJSIAD OLD i J,
i

(SINOILOV ONILLHOJdNS NOILYONIWWOO3H

S o, | NOLLIGWOD | ‘dsan AUYIHG-(d)
%| q3uno3Y SIIONIDY

)
ss_%:é_‘ , '




Appendix 2 to ANNEX W

Phasing Plan

MOZ MOn M.Q- MQ. MC MO. Mo MO- MO- MQ. MQ. mc.
SNOITUN $-JONVHD Vai
] ! ! / / ! { ]
ARANANARARARARINANANAN
A/ UA-ALINOYS ONY  J3VLS
AN/YN SLN3ONLS
96 AJd|S6Ad|YEAd|E6Ad |26 LS _myh_0m>u 60 Ad|BO AJ|LG AJ|98 AJ|S8 Ad
$304¥N0S3Y
TR0 oupt sodd  sdospaeQ v
MWD digEaIawt
Ql 3ot HIWANIPAIA  IMINISSIAPUL v
56 Ad]|S6Ad|bE Ad|c6Ad|26Ad[16 Ad|06AJ|6@ A3|98 AJ|LGAI|98 AI|SR A

*(SKdD OGNV 7J10Y ‘SOML °°9°3) satanLs
0317334 H3RLO 0L QNY SY¥3)1440 40 LHIWIDYNYH
MY 01 0MI¥I3Y SIIDIT04 LNIHIONIAIQ
JONINIVBL/NOTILYING3 03A0HAEY I1vNIQBODD
200 dITHSUIAYIT] IHL YIOHG LN3HJIOTIA3()
IVHOISS IO HILVMUIAD HISI0 270

*(OWG S¥ADEII0 BOVHO 1314 BIWRYL J0 WAHINIW
VHLIM ATIVILINT) DHINIYYEL 1IN0 WAGIAION]
GV SI00HDS §,AHHY OL Q3LV134 $3121704d
ONINIYHI/NOTLYIRAT SO0 G3ADNAdY BLVHEOHODD
01 1130 6004 WHIIONOT ¥ 3IvINI SJ0SIN0 1.0

FOYNYH ATARATDT 43D ONY AWBY
L3S L GHIBLI O ORNOT
K iy

1IN

Y




Author: MAJ Meriwether
Team Chief: COL Dunn

“-_AA“

Annex X

Creation of Balanced Cells of Quality Across the Army

1. PURPOSE. To create balanced cells of offi-
cer quality throughout the Army and to eliminate
excepted units for quality distribution of officers.

(d) Thirteen percent take positions that
can only be categorized as “other™ (i.e.. sugges-
tions only made by one general officer).

{3) Sixty-four percent of lieutenant gener-
als concur with the recommendation, and eight
percent support minimizing excepted units with
equal distribution of the remainder.

2. DISCUSSION.
a. Think Piece on Quality Distribution.
(1) On 20 August 1984, a memorandum
prepared by PDOS and entitled ~“A Think Piece
on Quality Distribution™ was sent to all serving
general officers (Appendix 1) with a request for
input on this issue that appears 1o be “prickly to
handle but is of crucial importance in fulfilling
Army needs.”

(4) Of the nine Generals responding, four
fully support the recommended strategy: three
suppor! the compromise position of minimizing
excepted units and distributing the remainder of
officers equally by promotion potential across the
MACOMs and activities, and one believes that
“all should get each tvpe of officer, but the distri-
bution scheme could be weighted as appropri-
ate.”

\Ww

{2) The basic thesis of the think piece is
that the distribution policy of having excepted
units for quality be eliminated, and that officers
be assigned from captain through lieutenant colo-
nel based upon their qualifications, with instruc-
tions to MILPERCEN to maintain the balance by
promotion potential across all MACOMs and ac-
tivities.

<. Findings.

{1) Two out of three gencral officers who
responded support the strategy to create equal
cells of quality across the Army without compro-
mise,

(2) Therz is three and four star support for

b. General Officer Responses. Response .
! CSPONSES. RESDOMSCS  \pis strategy.

from 205 generals was received as of 6 November

1984. {3) Of those general officers who do not .
- o s A N support the entire proposal, at least one-third of |
dix 2 (1) A response table is provided at Appen these would support holding designated units to a :

minimum, while creating equal cells of quality
across the remainder of the Army.

(4) Systemic advantages/disadvantages
are discussed at Appendix 1.
3. Recommendations. ODCSPER distribute

non-promotion risk officers throughout the Army
so as 1o provide balanced cells of quality.

{2) Sixty-four percent of all general of-
ficers favor implementation of the recommended
strategy without compromise. Of the remaining
36 percent:

{a) Twelve percent recommend some min-
imum number of excepied units, with equal dis-
tribution of the remainder across MACOMs and
activities. a. No Army activity will be designated to
receive higher percentages of non-promotion risk

b} WNine percent stated 1 some jobs/
(b) percent that s jobs/ officers than any other.

assignments arc more important to the Army
than others but do not take a position on quality
distribution.

b. Eliminatc excepted unit distribution.

c. Assign officers based upon their qualifi-

{c) Three percent nonconcur entirely. cations.

X-1




) d. Maintain balance by promotion poten-
tial from captain through lieutenant colonel
across all MACOMs and activities.

4. CSA Remarks. Minimize rather thap elimi-
nate excepted units for quality distribution: Ar-

W S 0 g 5

my Studies Group provide recommenda-
tions—consider the needs of TRADOC,

Appendices
1 A Think Piece on Quality Distribution
2 Creatioin of Balanced Quality Cells
3 Action Plan
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Appendix 1 to Annex X

Text of Memorandum Entitled “A Think Piece on Quality Distribution”

1. I have been concerned for some time about
the way we distribute officers in the Army. We
have what is known as excepted units for quality.
What this means is that those units are assigned
only to non-risk officers, i.e., officers who, in the
opinion of MILPERCEN, will be promoted 10
the next higher grade. I believe that this policy
has an overall detrimental effect upon the Army
for many reasons. For example:

a. We do not reccgnize that all jobs are im-
portant to the accomplishment of the Army mis-
sion.

b. We do not have balanced cells of quality
throughout the Army.

¢. We encourage the officer corps 10 seck out
jobs for personal career purposes, rather than
sending the message that all jobs are imponant
and that vou should do whatever job is assigned
10 the best of your ability.

d. Each time a promotion or selection list is
published we waste thousands of manhours writ-
ing cards and letters and making phone calls 1o
MILPERCEN and the DA Siaff concerning the
results. The result of this is that the hose may be
turned on a particular command or activity for a
while to improve quality; as a result, other com-
mands and activitics suffer, except for excepted
units. This has an adverse impact upon continui-
ty and stability.

2. My idea is that we should assign officers,
from captain through licutenant colonel, upon
their qualifications and that we should instruct
MILPERCEN to0 maintain the balance by promo-
tion potential across all MACOMs and activitics
within plus or minus two percent, For example,
assuming we promote 70 percent of majors to
lieutenant colonel each vear, then each MACOM
and activity in the Army should expect that 68 to
72 percent of their majors will be promoted and
that 28 to 32 percent will not be promoted.
MILPERCEN can do this. Obviously, it will 1ake

X-1-1

about three years to fully implement this due to
normal rotation policies.

3. In my view. the only exception to this policy
would be for command selectees.

4. Some will say that this proposal is unreason-
able for many reasons:

a. We cannot afford to have but the very best
assigned to the Army S1aff. For example, pro-
grams at this level are too important to have any-
one but the very best working on them. I am
suggesting that 70 percent of the majors will be
promoted and 30 percent will not. across the Ar-
my. What people forget is that these majors work
for licutenant colonels, who work for cclonels.
who work for generals. They also forget that a
major who does not get promoted may be very
competent and may be more competent in a cer-
1ain area than his contemporary who does get
promoted.

b. Some jobs are tougher than others and we
should assign our very best people 10 these tough
jobs. Some even assume and assert that every job
on the DA Siaff is like this. First, there is still
latitude within that 70 percent of promotecs to
assign the very best to the toughest jobs. Second,
I would suggest that there are some tough jobs at
MACOM and installation level. What about our
schools? When all majors or a significant percent
of them do not get promoted due to our assign-
ment policies, these jobs become even tougher.

¢. Some will sav that we cannot have anyone
teaching or leading our cadets a1 West Point that
will not be promoted. I disagrec. It may be help-
ful for the cadets to understand the real world.
Also. by assigning by qualification, I do not be-
lieve we would have a diminution in instruction.

5. If we don’t take this recommended ap-
proach, it seems 10 me that we will not be able to
get away from the “ticket punching™ syndrome
that evervone talks about. We will need 1o accept
this fact and quit worrving about it.




6, If we don’t take this recommended approach
there are still some things we should do to lessen
the impact. First, we should reduce the number
of excepted units to the bare minimum. Second.
we should insist that officers be disiribuied equi-
tably by promotion potential throughout the re-
mainder of the Army.

NOTE: “Excepted units for quality™ is defined
by MILPERCEN to mean “designated units.”
The intent is 10 maintain a balance of quality
(not necessarily quantity) distribution of officers
across the Army.

CHARLES W. BAGNAL
Licutenant General. USA

X-1-2
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Appendix 2 to Annex X

Creation of Balanced Quality Cells

203 general officers responded 10 a proposal 1o
climinate designated uniis for quality aud dis-
tnibute officers (03-05) so as to maintain the bal-
ance by promotion potential across all MACOMs
and activities. Response categories are by grade
(BG-GEN) and by type response (complete agree-

ment. minimize excepted umis but distribute the
remainder 1o mamtain promotion balance, some
jobs are more imporiant than others [but with no
position taken regarding distribution]. noncon-
cur. and other).

Responsa BG MG
Completely agree 54{61%) 57(68%)
Minimize Designated units® 13{15%;) 6{720)
Some jobs are more mmpontant™ 6{7%:} 8(10%0)
Nonconcur 5{6%%) 0
Other* 11{12%) 12{14%.)
89 A3

*But disinbuic the remarnder io mamtam promotion balance,
**No position taken on qualits distribution

X-2-1

-

GEN

4({50%)
3(38%)
0

0
1(13%)

€

TOTAL

131(64%)
24(12%)
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Annex Y

PDOS Computer-Based Teleconferencing Network

1. PURPOSE. To describe the use of the
PDOS Computer-Based Teleconferencing Net-
work (PDOSNET) in support of the Professional
Development of Officers Study.

2. DISCUSSION.

a. The PDOSNET was established 10 pro-
vide a forum for substantive group discussion.
input to decision making and the exchange of
messages and information as it rclates to the pro-
fessional development of officers. The study
group sought to involve as many participants as
were willing 1o contribute to the analysis of how
best to professionally develop Army officers.

b. Teicconferencing System.

{1} A computer-based teleconlerence pro-
vides 2 means in which group discussion. group
decision making and cxchange of messages and
information is accomplished without having all
raembers phvsically co-locateé or working on
iaentical ume schedules. This is done using a
computer system which acts as the centrai clear-
ing house for information processing. The com-
puter svstem maintams both the group discus-
sions and privaie messages for the participants at
all umes. An individual participant can enter the
conference at any time by using a data terminal
connecied to the system by a commercial icle-
phone cali.

{2y The particular system used by the
PDOS group is called CONFER. It was devel-
oped by Dr. Robent Parnes and is available
through the US Army FORUM under contract
with Advertel Communication Systems. Inc. The
CONFER sysiem opcrates on the Michigan Ter-
minal System (MTS) at Wayne State University.
Detroit. Michigan. The system is non-secure. and
no classified material can be discussed or trans-
mitted for security reasons.

(3) The US Army FORUM is a voluntary
group of American soldicrs and citizens who con-
tributc uscful and innovative insights. perspec-

of
N
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tives and approaches to complex issues facing
our Armv, The FGRUM operates cut of the Of-
fice of the Chief of Siaff. Army. Currently. the
FORUM has six hundred members world-wide
operating on nineteen nets at all levels in all ma-
jor commands (MACOAMIs).

¢. Equipment. To usc this system e¢ach par-
ticipant must have access 1o a computer terminal
connected to the central computer by telephone.
A majority of participants usc portable data ter-
minals to acccss FORUMNET. The two most
common lerminals in use are the Silent 700 (Tex-
as Instruments) and the Whisper Writer (3M). A
smaller percentage of participants usc micro
computers or office word processors which are
cquiped with 2 communications capability. As a
general rule, amy equipment that uses ASCII
communications protocal and functicns at a
baud rate of 300 or 1200 will be suitable for usc.

d. Operating Protocol.

(1) The PDOSNET sought to be a product
producing system. The desired environment was
onc which sumulated candid discussions of
PDOS issucs with an attitude of confident expec-
1ancy that working together, a quality product
will emerge. In so doing. discussion of the issues
sought o be focused at all times. Additionally. an
cffort was made to pursuc suggestions to well
formed conclusions and recommendations.

(2) In creating and main*aining this de-
sired PDOSNET environment. the following
rules of protocol applied:

-PDOSNET 1raffic was informal. unoffi-
cial and candid.

-respoasible differing opinions were en-
couraged.

-participation was recognized as the on-
Iv mode of contribution.

-a response to cvery item was requested:
comment with concurrence or nonconcurrence.




communications
couraged: messages were suggested for use when
information was for only one or two participants.

-public were  en-

-the role of the PDOSNET organizer
was explained referencing two Advertel Commu-
nication Svstems, Inc. publications: “The User’s
Guide 1o CONFER II" and “The Organizer's
Guide to CONFER IL”

-participants were 10 s1ga on the system
10 “read thewr mail”™ at least three 1imes a week.

-recsmmendations for new PDOSNET
participants were encouraged.

-substance. not form. was recognized as
the key aspect of a successful PDOSNET Orera-
tion: spelling and grammatical errors would be
tolerated.

¢. Participanis. The Study Director personal-
Iv selected all general officer net oparticipants.
Others requesting nct participation were consid-
ered on a case-by-case basis. Following a careful
examination of their expertise and potential for
contribution. access to PDOSNET wzs granted to
selected applicants. Appendix | to this annex
lists all PDOSNET participants.

f. Training.

(1) The PDOSNET Organizer received
prcparatory training for one week in two phases:
initial indoctrinauion and sclf-study. The Army
FORUM Organizer presented a detailed briefing
on the FORUMNET followed by a discussion of
desired PDOSNET characieristics which served
as the initial indocinination. The remainder of
the week was devoited to self-study based on two
key references: “The User's Guide to CONFER
II" and “The Organizer’s Guide to CONFERIL™

{2) PDOSNET panicipanis in several
cascs were familiar with the CONFER svstem
thus requiring no further training. New CON-
FER users were provided the references men-
tioned above as well as casv to usec summary
sheets provided by the FORUMNET Organizer
which provided cookbook instructions on per-
forming basic-user functions. Participanis were
encouraged to contact the PDOSNET Organizer
with problems and questions. In many cases pre-
vious CONFER users were on the installation
with new PDOSNET users and provided assis-
tance as required. The ideal training program for
new CONFER users i1s to co-locate all users
under the supervision of the net organizer for a
two day tramning exercise focusing on hands-on
training using the svsiem. This was not practical
for PDOSNET users.,

o
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g. Substantive Contributions.

(1) The capabilities of the CONFER sys-
tem were rigorously employed in support of the
study (especially in the early phases) as the fol-
lowing data indicates. The PDOSNET had 47
items on the system with 51 participants in-
volved in discussions and comments during the
course of the study. There were 1653 individual
uses of the system which lasted 14,326 aggregate
minutes. There were 266 messages sent. 2230
items displayed. 292 responses made. 3772 sets
of responses seen during a total of 6865 “DO
NEXT?" cpportunities. Appendix | contains a
list of PDGSNET participants.

(22 A major PDOSNET contribwticn to
the study was the dialogue conducted on the
PDOS Philosophy Statement. which is now
called Fundamentals of Officer Professional and
Leadership Developmen:. The evaluation, in-
sights and comments made by numerous partici-
pants were invaluable during the very difficult
initial drafting and subscguent revisiun process
of this document.

{3) The lengthy debate on the content.
styvle and subsiance of the PDOS Strategic Goals
made a significant contribution to the study. This
subjecs reccived the most attention on the net.
The process of operationalizating the guiding
principals contained in the philosophy statement
was a challenging endeavor which benefited from
the thoughtful comments of nearly all net partici-
pants.

(4) The dialogue on the quality distribu-
tion issue provided, in part. the impetus to an
Army-wide survey of all serving general officers
by way of written correspondence. The debates
on this subject was lively. substantive and highly
opinionated.

{5) Much of the study’s hard work was in
the area of CAS3 and CGSC-level schooling. The
items dealing with this subject provided very
timely information and comment which assisted
the analysis of various mid-level military school-
ing options.

{6) A key system-wide issue under study
was the concept of the “warrior ethos.” Some
very iucid comments were made on this subject
by several PDOSNET contributors as were some
excellent suggestions for reference materials. The
comments and suggestions made by participants
in this area served as a primary source of data for
the “warrior spirit™ system-wide issue.




3. Recommendations.

a. A 1200 bavd data terminal with cathode
1ay tube (CRT). word processing and full-screen
editing capcbiiity is recommended for use by the
net orgaiiizer for any high volum. FORUM Sub-
Net. The increased speed. efficiency and quality
print capabilities wrastically reduces the amount

of file maintence time required by less capable
svstems.

b. Participants should be notified as carly as
possible abcui the cquipment reguirements for
using the sysiem. A limited numbper of Teaas In-
struments Silent 700s or 3M Whisper Writers
should be obiained by the net organizer for tem-
porary issue to kev net participants who have no
terminal capabiinty.

¢. Net Organizers should coordinate directly
with the Study Director ard the FORUMNET
rganizer on the system design of their nct
Some decision raakers may wish 1o have access to
their net limited to oniy a few seiected members:
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some ma: wish tc have all those ¢xpressing an
interest in the subject under study on the syvsiem.
Some may direot a rigid issue cycie for item dis-
play with response suspensces: others may wish io

have an unrestricted open format for et dia-
logue.

d. Adequate time must be avzilable to the
net organizer and participants to beceme profi-
cient :n their responsibilities. especiaily the use
of the equipment. beiore quality products can be
expected from the system.

¢. Documeniation on the use and velue of
the systerm must be provided to the USA FO-
RUM Jirector 10 enable the system o justify
continued operations and growth. The primany
vay 1o “sell” ithe value of the technology 1s
ihrough documented operational case studies.

4. CSA Remarks. None.

Appendia
I List of Participants
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Appendix 1to Annex Y

List of Participants

Jim Baker
Robert Bergguist
Peter Boylan
Jack Bradshaw
Rick Brown

Ed Burba

Tom Carney
John Crosby
Stretch Dunn
Maury Edmonds
Fred Elam
Robert Elton
Sam Endicott
Bob Forman

Lee Gragg
Ralph Hallada
Vald Heiberg
Billy Holland
Johnny Johnston
Sam Kem

Ward LeHardy
Aaron Lilley
Mike Malone

Mike McGee

John Moellering
John Myers

Roger Nye

Dave Palmer

Bob Parnes

Ross Pickus

Don Pihl

Bill Potts

Robert Riscassi
Don Rodgers
Mike Rodier
Vincent Russo
Crosbie Saint
Fred Sanborn
Dick Trefry

Walt Ulmer

Carl Vuono

Huba Wass De Czege
H. Norman Schwarzkopf
Ronald Watts
Steve Whitworth
Jack Woodmansce
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Annex Z

OPMS Crosswalk

1. PURPOSE. To ensure continuity and pre-
clude conflicts between PDOS and the Officer
Personnel Management Study (OPMS).

2. DISCUSSION.

a. Background. The OPMS Study Group Fi-
nal Report contained numerous recommenda-
tions within the broad categories of Force Struc-
ture, M gement, Accessions and Separations,
Educatio ind Training. Distribution. Deploy-
ment, Professional Development and Selection.
Proponency, Women in the Army. Warrant Of-
ficers. Special Branches. Army National Guard.
Philosophy of Officer Corps. and Ethics.

made m this area. PDOS supported 15 while
slightly modifving seven others (Appendix 1).

¢. Additionally. PDOS recommended several
modifications of OPMS recommendations in
other areas. These are incorporated throughout
the report and 1n the recommendations that were
provided to the Chief of Staff.

3. Recommendations. As per Appendix | and
incorporated in other areas of the PDOS Final
Report.

4. CSA Remarks. None.

Appendix
b. The Education and Training recommen- 1 PDOS Modifications of OPMS Recom-
dations were forwarded in their entirety to PDOS mendations
for consideration. Of the 21 recommendations
Z-1
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Appendix 1 to Annex Z

PDOS Modification of OPMS Recommended Policies on
Officer Education and Training

OPMS

1. Complete CAS3 Phase ] in OAC

2. Delay OAC 10 5-6 YOS due to
Regimental System.

4. Defer CAS3 until promotion to
MAJ.

5.CGSC faculty criteria consider
qualifications, not promotion risk.

8. Adjust CSC window from 11-15
YOS 10 12-17 YOS,

15. ACS policy should require troop
assignment after education, then
utilization tour.,

s SCVERMMENT PRINTING CPFICE: 1584, lae O]
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PDOS

1. CAS3 Phase 1 will be QAC
follow-on module for OCONUS/
Bde staff: “on own” in 18 mos for all others,

2. 0AC at promotion to CPT,

4. CAS3 during TP 2 {5-8 YO8).

5. Distribute officers s, as
10 provide balanced cells of
quality,

8.CSCar TP 3; ASAP afier
promotion to MAJ.

15. Utilization tour will
follow ACS,




