Logistics Management Institute

Joint Professional Military
Education for Reserve
- Component Officers

A Review of the Need for J PME for RC Ofﬁcers |
Asmgned to Joint Organizations

RAS501R1

November 1998

T DISTRIBUTION @’?ﬁmm’%
Approved fox gm

Dayton S. Plckett

Distribuiion Us

—t ~ David A. Smith
Ehzabeth B D1a1

19981214 084

pLFY [HPBCTED




Joint Professional Military
Education for Reserve
Component Officers

A Review of the Need for JPME for RC Officers
Assigned to Joint Organizations

RA501R1

November 1998

Dayton S. Pickett
David A. Smith
Elizabeth B. Dial

Prepared pursuant to Department of Defense Contract DASW01-95-C-0019. The views expressed
here are those of the Logistics Management Institute at the time of issue but not necessarily those
of the Department of Defense. Permission to quote or reproduce any part except for government
purposes must be obtained from the Logistics Management Institute.

LOGISTICS MANAGEMENT INSTITUTE
2000 CORPORATE RIDGE
MCLEAN, VIRGINIA 22102-7805




LOGISTICS MANAGEMENT INSTITUTE

Joint Professional Military Education for Reserve
Component Officers

RAS501R1/NOVEMBER 1998

Executive Summary

This report investigates the need for joint professional military education (JPME)
for the approximately 4,400 Reserve Component (RC) officers assigned to mobi-
lization billets—or serving on active duty—in joint organizations.' Specifically, it
identifies the type and amount of JPME needed by most of these officers if they
are to be prepared properly to perform their duties.

LMI began with a comprehensive inventory of all present opportunities for RC
officers to receive JPME. We identified the RC officer position authorizations in
all joint organizations and then surveyed the organizational supervisors of those
positions. Those officials described the jobs’ responsibilities, using the language
of the learning objectives associated with the JPME now being taught in DoD’s
intermediate (command and staff school) and senior (war college) military educa-
tional institutions.

In conducting our survey and analytical work, we became aware of a pervasive
and serious problem in position—or billet—management among the RCs and in
DoD’s joint organizations. This problem hampered our work, and it presents far
more serious challenges to RC and joint personnel managers as they attempt to
cooperate in future assignment and educational ventures.

Since the need for RC JPME far exceeds the present opportunity for RC officers
to receive it, we sought to determine the optimum structure and content of the
JPME that should be delivered to RC officers in view of the continuing con-
straints on their available time. But because the language of 10 U.S.C. 666 directs
that this education be as similar as practicable to that given to officers of the ac-
tive forces, a substantial educational effort is called for, as well as an appreciable
time investment by the RC officers who would serve in joint organizations.

Two workshops were held to identify the educational programs needed and to de-
velop realistic delivery strategies for providing them. The outcomes of the

! Our analysis is confined to officers in grades O-4 through O-6, for reasons explained in the
text.
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workshops, when blended with LMI’s analytical work regarding the need for
JPME, result in three recommendations:

¢ The Office of the Secretary of Defense (OSD) should act to improve the
accuracy and responsiveness of the information interface between the sev-
eral RCs and all DoD joint organizations so that the related preparation
and assignment of RC officers can be managed more effectively.

¢ OSD and the Joint Staff should promptly establish an advanced JPME
program for RC officers who are to serve in selected positions in joint or-
ganizations.

& OSD and the Joint Staff should establish a basic JPME program for offi-
cers of the Naval Reserve, Marine Corps Reserve, and Coast Guard Re-
serve and be prepared to do so for the RCs of the Army and the Air Force
as well.
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Chapter 1
Introduction

PROFESSIONAL MILITARY EDUCATION FOR OFFICERS
OF THE RESERVE FORCES

In the United States, the professional military education (PME) for Reserve Com-
ponent (RC) officers has varied over time, varied with the resources available to
support it, and varied among the RCs as well." In all cases, however, the educa-
tional models used for whatever kind of RC PME being offered at the moment
have been the PME Programs conducted for the officers of the respective active
forces.

This has been a reasonable path to follow. The educational preparation of our
military officers for war is a task to be accomplished first for those who will need
it first. It follows that the nature and composition of that education becomes the
reasonable standard for that offered to officers who are to reinforce or expand
America’s military leadership in time of emergency. Education of the latter group
should then be seen as having a lower priority. In addition, of course, RC officers
have much less time in their peacetime lives for military education than do their
counterparts in the active forces.

The part-time nature of RC military jobs has led to educational experiences that
are also largely part-time. Within all the Military Services, the resident programs
of the intermediate (command and staff) and senior (war college) PME schools
are designed for and attended primarily by active force officers. While some RC
officers do complete these programs, the vast majority of RC officers experience
their PME on a nonresident basis, either through seminars or traditional corre-
spondence courses.

In addition, about half of the professional military schools offer shortened or
compressed segments of their programs designed primarily for RC officer partici-
pation. A good example of this kind of program is that of the Naval War College
(NavWar), where three times each year USNR officers may attend a two-week
course offered by the College. Each short course contains a representative offering
of one of the institution’s three academic departments, so that three consecutive
courses combine to produce a six-week sample of the entire resident program

! This report deals with seven Reserve Components: The U.S. Army National Guard (ARNG),
the U.S. Army Reserve (USAR), the U.S. Naval Reserve (USNR), the U.S. Marine Corps Reserve
(USMCR), the U.S. Air National Guard (ANG), the U.S Air Force Reserve (USAFR), and the U.S.
Coast Guard Reserve (USCGR).
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(which requires an academic year to complete under normal circumstances).
These courses are taught at the intermediate level, that represented by the College
of Naval Command and Staff.

For more than 20 years, the Army’s Command and General Staff College (CGSC)
at Fort Leavenworth, Kansas has offered the longest of the RC-oriented short
courses. This 19-week resident course represents a major segment of the institu-
tion’s standard 42-week resident program. Completion of the 19-week course
qualifies participating RC officers with full credit for the College’s principal
course.?

The outcome of all these kinds of activities is a pattern of education that resem-
bles in content that of the standard, active-force-oriented programs, but at reduced
levels of intensity and breadth. The Services’ curriculum designers at the interme-
diate and senior PME schools have routinely used their resident curricula as foun-
dations upon which to build nonresident or shortened resident programs. The
results resemble the standard nine- or ten-month resident efforts as much as possi-
ble, while the courses are configured in ways that accommodate interrupted or in-
termittent effort on the part of the students. The accommodating reconfiguration
sometimes comes at the expense of important course content.

Just as the PME cultures among the Military Services differ, their RC PME cul-
tures vary as well, and in similar ways. In this case “culture” includes the tradi-
tions, attitudes, and practices that characterize the Military Service and, in many
ways, the accompanying RC(s). Thus, for instance, the PME philosophy and ap-
proach in the ANG and USAFR resemble (but are not identical to) the PME ap-
proach used for officers of the active Air Force.

Of all the Services, the Army believes most in extensive PME for its officers. It is
said that an Army officer of the active forces, throughout a normal career, can ex-
pect to spend about one year out of every four in some kind of PME. In this Serv-
ice, PME completion requirements for promotion consideration are commonplace.
In contrast, the Navy has traditionally considered attendance at officer PME
largely a matter of availability. The principal path to success for naval officers has
been to remain in the fleet throughout as much of one’s career as possible. The
PME culture of the Air Force approaches that of the Army in vigor and pervasive-
ness, and, as may be imagined, the PME culture of the Marine Corps resembles
that of the Navy more than it does those of the other two major Services. The
Coast Guard, with no PME schools of its own, has welcomed the PME opportu-
nities offered by the other Services.? The active Coast Guard (and the USCGR as
well) treats PME completion as a career-enhancing experience but not a necessity

? These RC-oriented short courses are normally available to officers of the other Services. The
CGSC short course is not open to officers of the active Army.

3 Those opportunities, interestingly enough, have come largely from the Navy and the Army. It
is unusual for a Coast Guard officer to attend Air University courses at either the intermediate or
senior level.




Introduction

for its officers. Between 10 and 15 percent of all USCG and USCGR officers
complete intermediate or senior PME programs, compared with much higher per-
centages in the other Services.*

JOINT PROFESSIONAL MILITARY EDUCATION (JPME)

General

The professional military schools have included some form of JPME in their cur-
ricula since World War II. In 1986, however, the Department of Defense Reor-
ganization Act—also known as the Goldwater-Nichols Act (GNA)—brought
about a marked intensification of joint education in all professional military in-
structional programs. In addition, the new law directed that responsibility for de-
veloping policy for the coordination of all PME be vested in the Chairman of the
Joint Chiefs of Staff (CJCS).” Accordingly, the Joint Staff added, under the
authority of the J-7 (Director for Operational Plans and Interoperability), a new
Military Education Division. This organization, which has staff responsibility for
all of JPME, has published two successive guides to ensure that high-quality edu-
cation is received from the JPME system. The primary focus of the current guide®
is intermediate- and senior-level PME. The Military Education Division also su-
pervises and coordinates the Process for the Accreditation of Joint Education
(PAJE). An ongoing effort modeled after the accreditation process used by civil-
ian colleges and universities, PAJE is used to ensure the continuing quality of the
Program for Joint Education (PJE).”

JPME for RC Officers

That portion of GNA establishing the education requirements for officers of the
active forces specializing in joint matters® does not directly address the same issue
for RC officers. Rather, the statute directs the Secretary of Defense to establish the
necessary policies:

666. Reserve officers not on the active-duty list
The Secretary of Defense shall establish personnel policies emphasiz-
ing education and experience in joint matters for reserve officers not

* See Chapters 3 and 4 for a more detailed discussion of comparative completion rates.

3 In practice, the CJCS has chosen to provide only general guidance for PME but to exercise
aggressive oversight over the joint portions of the PME curricula.

6 CJCS Instruction 1800.01, Officer Professional Military Education Policy, 1 March 1996.

7 PJE is related to but different from JPME. PJE consists of both segments of the preparation
required for an officer to be designated a Joint Specialty Officer (JSO): the required JPME, and
successful completion of an official joint duty assignment. JPME refers only to the educational
component of that preparation. GNA further stipulates that the JPME be divided into two phases
and be taught by the institutions in the arrangement discussed in this chapter.

¥ 10 U.S. Code, Chapter 38.
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on the active-duty list. Such policies shall, to the extent practicable for
the reserve components, be similar to the policies provided by this
[section].’

A delivery system for the education required by GNA for officers who are to spe-
cialize in joint matters has been established throughout DoD." The Service inter-
mediate and senior schools offer Phase I JPME embedded in both their resident
and nonresident curricula, and the National Defense University (NDU) offers
Phase II JPME in three of its colleges." The NatWar and ICAF academic pro-
grams require an academic year to complete, while the AFSC course lasts 12
weeks. NatWar and ICAF together admit fewer than 10 RC officers annually, and
AFSC has had only one or two RC students in its Phase II course since its incep-
tion."” As a result, very few RC officers have completed Phase II JPME, and the
outlook is bleak for many to complete this course of instruction in the future.

Appreciable numbers of officers in the four Army and Air Force RCs are able to
complete Phase I JPME routinely (see Chapter 3). USNR members, on the other
hand, have attended their own—and other Services’—intermediate institutions
only sparingly.” While the number of USMCR Phase 1 graduates has historically
been low, the present rate of attendance is growing markedly. USCGR Phase I
graduation rates remain at between 10 and 15 percent of the officer corps.

’ 10 U.S.C. 666.

' Now called JSOs (and limited by law to officers of the active forces).

1 The National War College (NatWar), the Industrial College of the Armed Forces (ICAF),
and the Armed Forces Staff College (AFSC). NatWar and ICAF both have Phases I and I JPME
embedded within their respective curricula, while AFSC is the nation’s Phase II specialist, teaching
Phase IT JPME to about 1,000 students each year in four successive classes in the institution’s flag-
ship course. It should be emphasized that JPME is a subset of PME. Phases I and II JPME were
identified separately both for pedagogical and operational reasons. The teaching of joint matters as
part of a larger PME curriculum is a logical and natural way to meet the educational requirements
of GNA. Therefore, the high-intensity Phase II program at AFSC amounts to an instructional ex-
ception, brought about primarily by the statutory mandate to maintain JSO manning of joint or-
ganizations at specified levels.

"2 This absence of RC officers from the Phase Il JPME course is due primarily to three rea-
sons: Phase II, required only for the preparation of JSOs, has been considered inappropriate for RC
officers; class admission quotas are distributed by AFSC to the Military Services, which have not
selected RC officers to attend; and the present AFSC throughput of about 1,000 officers per year,
which strains the institution’s capacity, barely keeps up with the continuing demand for Phase Il
graduates (imposed by GNA) in joint organizations.

** The principal reason for this condition is the historic PME culture within the Navy. There is
no tangible reward for the USNR officer for successful PME course completion. His/her counter-
part in the active Navy has traditionally shunned PME attendance. Within the past several years the
policy of the Navy has begun to change, however. Present Navy policy suggests that naval officers
should attend either a Service intermediate school or senior school, but not both.
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Introduction

REMAINING QUESTIONS

But is the present JPME activity by RC officers enough to prepare them ade-
quately for effective duty in joint organizations? For the first several years fol-
lowing the enactment of GNA, the role of RC officers in “jointdom” was
considered inconsequential, and the above question had little relevance. Within
the past few years, however, the number of RC officers assigned to joint organi-
zations has risen sharply, to the point where approximately 4,400 Reservists and
Guardsmen in grades from major/lieutenant commander through colonel/captain
are now performing duty in these important units. Over 90 percent of these RC
officers are Individual Mobilization Augmentees (IMAs), all of whom are part-
time members of their respective joint organizations.'” The small remainder con-
sists of Active Guard/Reserve (AGR) officers serving full-time tours of duty.

Officers of the reserve forces now play more important roles in our joint organi-
zations than ever before. While for some time they were viewed only as man-
power assets training during peacetime for a future emergency, that perspective
has now changed. Today, even the IMA assigned to a joint organization may, de-
pending on his/her availability, be asked to deploy (typically) for a peacekeeping
or police action mission of definite duration as a unit member. At any given mo-
ment, there are now up to several hundred RC officers from our joint organiza-
tions on mission status, many outside the United States. While heretofore it was
not necessary, and perhaps not even advisable, for these RC officers to be edu-
cated in joint matters, there is now a widespread belief that at least some JPME is
needed for IMA and AGR officers in these units. In 1995, LMI was asked to de-
termine just what the need—if any—was. This report covers the actions and out-
comes of the ensuing study.

' For the purpose of this study, LMI has considered as “joint organizations™ those having po-
sitions included on the official Joint Duty Assignment List maintained by the J-1, Joint Staff.
Those organizations generally include the Joint Staff itself, the Combatant Commands (consisting
of the Unified Commands plus the North Atlantic Treaty Organization and the North American
Aerospace Defense Command), the Office of the Secretary of Defense, and a number (but not all)
of the Defense Agencies.

5 Within the past few years, several practices have developed to improve the day-to-day
management of RC officers performing duty in joint organizations. These practices range from the
establishment and operation of somewhat informal “detachments” that perform administrative sup-
port for their RC “members” to much larger, satellite-type joint organizations that sweep all RC
members of a particular joint command together in order to provide effective support to both the
RC members and the command itself. Members of these latter reserve organizations are no longer
considered IMAs, although they perform IMA-type duties in the combatant command or similar
joint organization supported. Looming over all these ongoing changes, however, are several rela-
tively new 10 U.S.C. portions (Sections 10171 through 10174) that require the members of all RCs
to be assigned under the control of the respective chiefs of the RCs. Throughout this LMI report,
all such “IMA-like” RC officers who work in joint organizations are called IMAs, whatever their
official or administrative designation.
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ORGANIZATION OF THIS REPORT

This report has five chapters and six appendices. The next chapter describes the
objective, design, conduct, and outcomes of the LMI study. Chapter 3 addresses in
some detail the issues surrounding basic or Phase I JPME for RC officers. Chapter
4 accomplishes the same task for advanced JPME for RC officers. The final
chapter sets forth our findings and recommendations.

Throughout the report, we have included tables showing global or representative
data. Detailed supporting data are located in tables in Appendix A. Appendices B
through D contain the questions used in our survey of RC position supervisors in
joint organizations. Appendix E is the report of the May 1997 workshop for mili-
tary educators held at LMI to address the educational issues of JPME for RC offi-
cers. Finally, Appendix F is the report to its Steering Committee of the September
1997 workshop held by the senior-level working group representing all constitu-
encies with potential for involvement in any JPME for RC officers.
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Chapter 2
The LMI Study

OBJECTIVE

The objective of the study described in this report was to assess the need for RC
officers working in joint organizations to receive JPME “to the extent practica-

ble,” as required by Section 666 of GNA. If we found that there are RC officers

requiring JPME in order to perform satisfactorily in their assignments, it would

then be necessary to determine the level and extent of that education.

DESIGN AND CONDUCT OF THE STUDY

The study faced three major challenges. The first was to determine the specific
assignments of RC officers in joint organizations. The second was to determine
whether their duties and responsibilities would require JPME of some kind to
equip the incumbents to perform their duties satisfactorily, both during peacetime
and under emergency conditions. If the need for JPME was identified, then the
third challenge of the study was to determine its nature and amount.

Joint Organizations and RC Officer Billets

We first determined the authorizations in joint organizations for RC officer billets,
grades O-4 through O-6.! This effort resulted in the identification of 4,385 posi-
tions.? Table 2-1 lists the joint organizations found to be authorized RC officer
billets and the corresponding number of billets in each organization’s manning
documents. '

! We chose to focus our review on JPME at the Phase I and Phase II levels. Officers below
grade O-4 or above O-6 typically would not be appropriate candidates for those levels of JPME.
Also, the number of billets at those grades is inconsequential.

2 This identification proved to be difficult. We decided to use the information maintained in
each joint organization’s manning document as most appropriate. This issue is treated in detail in a
separate section later in the chapter.

C2-1




Table 2-1. Joint Organizations and RC Officer Billets Authorized

Joint organizations RC officer billets®
Combatant commands
Atlantic Command 639
Central Command 217
European Command 258
Pacific Command 603
Southern Command 199
Space Command® 181
Special Operations Command 172
Strategic Command 96
Transportation Command 90
NATO 11
Subtotal 2,466
Office of the Joint Chiefs of Staff
Joint Staff 73
National Defense University 14
' Subtotal 87
Office of the Secretary of Defense® 163
Defense agencies and activities
Small agencies and other
activities® 96
Defense Intelligence Agency 838
Defense Logistics Agency 745
Subtotal 1,679
TOTAL 4,385

Source: Joint organizations’ manpower authorization documents as of
mid-1996. See Appendix A for detailed data on billets in joint organizations
by RC and grade.

? Grades O-4 through O-6.
® Includes North American Aerospace Defense Command (NORAD).

¢ Includes Reserve Forces Policy Board (RFPB) and National Commit-
tee for Employer Support of the Guard and Reserve (NCESGR).

4 Includes Defense Finance and Accounting Service (DFAS), Defense
Information Systems Agency (DISA), Prisoner of War/Missing in Action
(POW/MIA) Office, Armed Forces Information Service (AFIS), Ballistic Mis-
sile Defense Organization (BMDO), Defense Lega! Services Agency
(DLSA), and DoD Inspector General (DODIG).

Duties and Responsibilities of RC Officers in Joint Organizations

Determining of the duties and responsibilities of approximately 4,400 officers,
both during peacetime training and duty and in time of emergency, was the next
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essential step of the study. We surveyed all joint organizations to obtain that in-
formation.

The survey respondents were the supervisors of the RC officer billets, chosen be-
cause we believed that they would know most about each position. In addition,
since the vast majority of these RC officer positions are to be filled by IMAs, it
would have been very difficult to survey RC officer incumbents. Finally, we be-
lieved that Active Component or civilian supervisors would provide a more accu-
rate and full understanding of the positions’ duties and responsibilities than would
RC officer incumbents.

CONTENT OF THE QUESTIONNAIRE

In addition to a set of administrative questions, the questionnaire was divided into
three basic sections:

1. Questions relating to the 33 learning objectives for Phase I JPME. These
learning objectives are focused on the “understand” level of learning; they
are listed in Appendix B.?

2. Questions relating to the eight learning objectives for Phase IT JPME.
These learning objectives, focused on the “application” level of learning,
are listed in Appendix C.

3. Four work-related questions:*

¢ Is the officer required to work with two or more Military Departments
or agencies?

¢ Is the officer required to work on military operations or operations
support activities, as opposed to activities other than military opera-
tions or operations support?

¢ What is the primary focus of the officer’s work—for example: plans,
doctrine, intelligence, administration, law, medicine?

¢ What percentage of the officer’s time is committed to joint activities:
less than 25 percent, 25-50 percent, or more than 50 percent?

? We sought to keep the questions relating to learning objectives from being overtly or obvi-
ously related to education. We were concerned that, in order to receive better prepared officers,
respondents might tend to overemphasize officers’ required educational preparation.

* In these questions, we asked the supervisor to describe the types of duties and responsibili-
ties associated with the billet in question. The questions asked for specific information regarding
the primary focus, the subject matter, and the type of work associated with the billet. A copy of
these questions is included as Appendix D.
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SURVEY RESPONSE RATE

Table 2-2 shows the numbers of responses and their corresponding return percent-
ages for the questionnaires sent. High rates of response were experienced for all
organizations. An overall response rate of 78 percent is excellent for this type of
survey.

Table 2-2. Table Survey Responses and Percentages, by Joint Organization

Questionnaires Percent
Joint organizations returned returned
Combatant commands
Atlantic Command 583 91%
Central Command 209 96%
European Command 221 86%
Pacific Command 413 - 68%
Southern Command 170 85%
Space Command® 138 ' 76%
Special Operations Command 165 96%
Strategic Command 96 100%
Transportation Command 90 100%
NATO 11 100%
Subtotal 2,096 85%
Office of the Joint Chiefs of Staff
Joint Staff 65 89%
National Defense University 12 86%
Subtotal 77 89%
Office of the Secretary of Defense® 123 80%
Defense agencies and activities
Small agencies and other
activities® 84 88%
Defense Intelligence Agency 549 66%
Defense Logistics Agency 473 63%
Subtotal 1106 66%
Total 3,402 78%

Source: Source: Joint Organizations’ manpower authorization documents as of mid-1996.
See Appendix A for detailed data on billets in joint organizations by RC and grade.

?Includes NORAD.
®Includes RFPB and NCESGR.
“Includes DFAS, DISA, POW/MIA Office, AFIS, BMDO, DLSA, and DODIG.
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ANALYSIS OF THE RESPONSES

Some questions asked the supervisors to assess the specific abilities required by
the RC officers to perform their assigned duties and responsibilities. Other ques-
tions sought information on the extent and intensity of joint activities that required
involvement by the RC officers. Analysis of the responses, when taken together,
made it possible to identify how many positions required the incumbent to do
genuine joint work needing educational preparation.

The knowledge and abilities needed for incumbents provided information related
to accomplishment of JPME educational learning objectives, while information
dealing with the extent and intensity of the work told us whether the incumbents
were required to perform work on joint matters. By starting with those incumbents
who need to have achieved at least one of JPME’s learning objectives, and pro-
ceeding to test the work of those incumbents for “jointness,” we deduced the
number of RC officers needing JPME.

Southern Command Example

Using the United States Southern Command (SOUTHCOM) as an example, it is
possible to show how the analysis was accomplished. As shown in Table 2-1,
there are 199 RC officer billets (Grades O-4 through O-6) assigned to
SOUTHCOM. Table 2-2 reflects that 170 questionnaires were returned, for an
85 percent return rate.

BASIC JPMES® FOR SOUTHERN COMMAND RC OFFICERS

After extrapolating the answers received so that they represented all 199 RC posi-
tions in the organization, we undertook the following reasoning process for basic
JPME, based on the content of the supervisors’ answers:

1. If the achievement of only one of basic JPME’s 33 learning objectives were
needed by incumbents to perform the job satisfactorily, we observed that 133
officers filling those positions would require Phase I JPME. None of the su-
pervisors reported their positions as requiring the accomplishment of all 33
Phase I JPME learning objectives.

2. The requirement of any position for the skills representing the attainment of at
least one Phase I learning objective became a necessary but insufficient con-
dition for designation as a job that needed a Phase I-qualified incumbent. Be-
ginning with the 133 billets so identified, we applied four additional tests
(represented by the work-related questions on the questionnaire) to identify
those billets whose incumbents were actively and extensively involved in joint

*> We followed this process twice: once for Phase I JPME and once for Phase IT JPME.
¢ Throughout this report we use “Basic” and “Phase I’ JPME interchangeably.
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work. This screening resulted in the identification of 95 positions whose in-
cumbents would need basic JPME

ADVANCED JPME FOR SOUTHERN COMMAND RC OFFICERS

A similar process was used to determine the number of SOUTHCOM-bound
RC officers who would need advanced JPME to perform their jobs satisfacto-
rily.” A total of 71 RC officer billets were identified by their supervisors as
needing incumbents who had achieved at least one of the eight learning objec-
tives of Phase II JPME. Of those 71, two appeared as requiring all eight
learning objectives. As before, we conducted the screening process by re-
viewing the nature of the work in the 71 jobs using answers from the four
work-related questions of the questionnaire. The result of that screening was
the identification of 46 positions whose incumbents need advanced JPME to
perform their work adequately. Table 2-3 displays the SOUTHCOM require-
ments data for both basic and advanced JPME

Table 2-3. SOUTHCOM Example of RC JPME Analysis Results

Numbers of Numbers of
Officers required to have achieved officers needing officers needing
learning objectives basic JPME advanced JPME
All of the learning objectives 0 2
At least one of the learning objectives 133 71
At least one of the learning objectives,
plus extensive involvement in joint work 95 46

In SOUTHCOM, therefore, 95 positions require basic JPME and 46 positions re-
quire advanced JPME.

DEVELOPMENTS DURING THE STUDY

As the study progressed, we kept our sponsors informed of developments, obser-
vations, and findings. With the completion of our initial analyses, it became evi-
dent that a sound requirement existed for providing at least some JPME to a large
number of RC officers. Upon briefing representatives of the Office of the Assis-
tant Secretary of Defense for Reserve Affairs (OASD[RA]) and the Joint Staff
(J-7/MED) in March 1997, we were asked to convene a workshop of military edu-
cation experts to explore ways to provide this education to RC officers and to

7 Advanced JPME is not equivalent to Phase II JPME. The separate, 12-week Phase II course
at AFSC is simply too long to permit RC officers to attend regularly. RC officers requiring more
than Phase I JPME should attend “advanced JPME,” which is JPME beyond Phase I, but at an
intensity and in a configuration to be determined later. We believe that this advanced JPME should
resemble Phase II JPME in many ways, but that it should be configured to accommodate the par-
ticular needs of RC officers. Throughout this report, we use “advanced JPME” to refer only to this
(as yet undefined) RC officer-oriented course.
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discuss the possible content and configuration of any such education. The work-
shop was held at LMI on 19 to 20 May 1997.

First Workshop on JPME for RC Officers

The workshop was sponsored jointly by OASD(RA) and the Joint Staff
(J-7MED). Attendees included academic experts (deans, curriculum developers,
faculty members, and policy makers) from most of the PME schools® and PME-
responsible staff members from OASD(RA) and J-7/MED, as well as LMI facili-
tators.

Workshop attendees endorsed the overall need for JPME for RC officers and sug-
gested consideration of several alternative methods for providing this education,
including an outline of the general curricula that should be included. Most impor-
tant, however, workshop members suggested a formal DoD effort to study the de-
livery of RC JPME, in order to identify actions that OASD(RA) and J-7/MED
could take to proceed constructively. The notes of the May 1997 workshop are
contained in Appendix E.

The need for basic JPME for RC officers was at this time not supported by a con-
sensus of PME educators. The DoD leaders of the RC JPME initiative therefore
decided to defer any action on basic JPME for the time being. Based on our re-
search, described in Chapter 3, however, we believe that a separate initiative for
basic JPME for RC officers is warranted. This report includes a recommendation
to that effect. '

Steering Committee

Subsequent to, and on the basis of the recommendations of the May workshop at-
tendees, the Assistant Secretary of Defense for Reserve Affairs (ASD[RA]) and
the Director of the Joint Staff agreed to establish jointly a steering committee to
oversee efforts to improve RC officer access to advanced JPME. Membership of
the steering committee, in addition to the sponsors, included the Deputy Assistant
Secretaries (Reserve Affairs) of the Military Departments, the RC Chiefs, the
President of the NDU, and the Director of Reserve and Training, U.S. Coast
Guard.

The steering committee’s objective was to ensure that an avenue be made avail-
able for RC officers to receive the education needed to equip them to perform
more effectively in the joint arena, both in peacetime and in contingency opera-
tions. At the first meeting of the steering committee, on 20 August 1997, the
committee chartered a senior-level working group to develop proposals on the

8 Schools represented included the NDU headquarters, AFSC, Army War College (AWC),
CGSC, NavWar, Marine Corps War College (McWARY), and Air Command and Staff College
(ACSC).
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curriculum and delivery methods for RC officers to obtain advanced JPME. Upon
completion of this work by the working group, the steering committee would re-
view and validate the proposed actions for delivery of the desired JPME.

Senior-Level Reserve Component Working Group and Second
Workshop

The charter for the working group, as provided by the steering committee, was to
evaluate, analyze, and recommend methods and possible vehicles for providing
RC officers JPME beyond Phase 1. This advanced JPME would need to meet a
sufficient number of the desired learning objectives in the existing JPME Phase II
curriculum, be customized to accommodate the limited time availability of RC
officers, keep costs to a minimum, and provide an educational environment fos-
tering acculturation to and greater understanding of the joint arena.

The working group met for a workshop on 22-23 September 1997 at LMI. Upon
completion of the workshop, the group provided the steering committee a general
implementation plan leading from the present time and conditions to an opera-
tional advanced JPME program for RC officers. Important aspects of this report
are discussed in Chapters 3 and 4, and a complete copy of the report is in Appen-
dix F.

POSITION MANAGEMENT

Early in the study, we observed that serious anomalies existed in the management
of RC officer positions in joint organizations. Three sources of data were
plumbed: the Services’ manpower authorization files, the joint organizations’
manning documents, and the Defense Manpower Data Center’s manpower files.
These sources did not often agree, and in some instances the disagreement was
significant.

It is not clear whether the principal cause lies in the gaining organizations, in the
several RCs, in any intermediary Service organizations, or in all of these. But it is
clear that the problem is widespread, and it affects all RCs and all joint organiza-
tions. Disagreement may be attributed to different “dates” of the files, to the time
lag in making changes throughout the system, to the confusion caused by the zero-
based review of wartime manpower needs that occurred during the period of this
study, and to simple inaccuracies in maintaining the data. In all cases, billet in-
formation originating in all organizations must pass through intermediate organi-
zations (or staff sections) before reaching personnel managers in the RCs, thereby
increasing the likelihood of delay and the possibility of error.

Recognizing these problems, we elected to use the information contained in each
joint organization’s manning document for our survey of position supervisors.
- Unfortunately, this step did not prevent all accounting problems from becoming
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troublesome to our work. The documentation we used normally identified each
position as Active Component or RC, but did not differentiate between IMA and
AGR billets. As a result, we do not classify them separately in this report (USAR
and USAFR positions shown include both IMA and AGR billets). In the case of
ARNG and ANG positions, however, we were able to make separate identifica-
tion through the help of the staff of the National Guard Bureau. All National
Guard positions are AGR positions.




Chapter 3
Basic JPME for RC Officers

INTRODUCTION

This chapter discusses intermediate-level PME, basic JPME, and related issues
dealing with RC officers. As mentioned in Chapter 1, basic JPME is imbedded in
the resident and nonresident intermediate-level and senior-level PME courses of
all the Military Services. This chapter will focus on the nonresident courses at the
intermediate level, because nonresident courses are the ones that most RC officers
attend. While basic JPME is imbedded in all the senior-level PME courses, these
courses are not reasonable alternatives for obtaining basic JPME, for three rea-
sons: more than 50 percent of the positions requiring basic JPME are for O-4s,
who are not eligible to attend senior-level PME; only the Air War College and the
Army War Colleges have nonresident courses at the senior level; and intermedi-
ate-level PME is a prerequisite for these courses, so anyone attending should al-
ready have completed intermediate-level PME.

We will also concentrate on the part-time RC officers who are IMAs, because
over 90 percent of the reserve positions we surveyed are IMA positions, and the
pressures faced by part-time RC officers are different from those faced by full-
time RC officers, or AGRs. It is important to note that IMA positions do not exist
in either the Army or Air National Guard. The only Guard positions in the joint
organizations are AGR positions.

This chapter covers the following topics: the PME and JPME opportunities avail-
able to RC officers, the requirements for RC officers who have completed these
courses, the supply of such officers, and the impact of personnel management
policies on all of the above. It concludes with some observations about the present
JPME system and RC officers.

PME COURSES FOR RC OFFICERS

As mentioned previously, RC officers usually attend PME in a nonresident status.




At present, nonresident courses are offered in three formats as follows:

¢ Seminar. A seminar course is a formal group of students who meet weekly
(or at least regularly) to work on a certain lesson at each meeting and who
take their tests together. Seminar courses have a designated leader who
may be a faculty member or a student.!

¢ Correspondence. A correspondence course is a self-paced, work alone
course. The student usually receives instructional materials in the mail and
returns his or her completed work the same way. Correspondence courses
often require one or more short periods of active duty at the educational
institution for students to complete these courses successfully.

¢ CD-ROM. A CD-ROM course is similar to a correspondence course. The
student receives instructional materials on the CD-ROM instead of in book
format, but it is a self-paced, work-alone course. This type of course re-
quires that the student have access to a personal computer with a CD-
ROM drive.

All the Service PME schools offer intermediate-level nonresident PME courses
containing basic JPME that are attended by RC officers: the CGSC, the College of
Naval Command and Staff (CNCS), the Air Command and Staff College (ACSC),
and the Marine Corps Command and Staff College (MCC&SC). These courses
vary in format, length, and enrollment policy. The various courses of each school
are discussed below.

Army Command and General Staff College

CGSC offers nonresident intermediate PME in two formats: seminar and corre-
spondence. Enrollment is open to all officers meeting the prerequisites.

The seminar version is taught by USAR officers from the Professional Develop-
ment Education Brigades (of the U.S. Army Reserve Command). Seminar classes
are held in many locations around the United States and Europe. Students are ex-
pected to keep pace with their seminar and to attend two 2-week resident phases.
The CGSC seminar version is designed to be completed in 24 to 36 months.

The CGSC course is also available as a traditional correspondence course. Stu-
dents work alone, completing the subcourses at their own pace. The CGSC corre-
spondence version is designed to be completed in 36 months.

! Seminars conducted by CNCS are led by faculty members. Seminars that are part of ACSC
and the Air War College are led by student seminar members.
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College of Naval Command and Staff

CNCS offers nonresident intermediate PME in two formats: seminar and corre-
spondence. Enrollment in both courses is limited.

The seminar version is faculty-led and is offered at only a few locations. Unlike
the ACSC seminar, it is not offered at most Navy installations. RC officers who
wish to attend compete for seats with Active Component officers, who are ac-
commodated first. Students are expected to keep pace with their class and attend
all seminar meetings. The CNCS seminar is designed to be completed in 30
months.

CNCS is also offered in a traditional correspondence course version. Enrollment
is limited because the sponsoring institution is unable to grade large numbers of
tests and papers. This is unlike the ACSC CD-ROM and CGSC correspondence
courses, in which anyone meeting the prerequisites can enroll. The CNCS corre-
spondence course is designed to be completed in 24 months.

Air Command and Staff College

ACSC now teaches nonresident PME in two formats: seminar and CD-ROM. The
traditional correspondence course version of ACSC is being phased out, and new
students can no longer enroll. Students who cannot take the seminar version must
now enroll in the CD-ROM version of the course. Enrollment in both courses is
open—that is, available to any officer who meets the prerequisites.

The seminar version of the course is offered at most air bases worldwide.
Seminars are student-led, and students are expected to keep up with their
seminar—that is, take the tests on schedule and attend seminar meetings. All
seminars worldwide conduct the same lesson at approximately the same time so
that an officer who is traveling can attend another seminar and not miss a lesson.
The ACSC seminar course is designed to be completed in 11 months.

The CD-ROM version of the course requires the student to have access to a per-
sonal computer with a CD-ROM drive. As with a correspondence course, the stu-
dent works through the lessons alone and at his or her own pace. The ACSC CD-
ROM course is designed to be completed in 12 to 36 months.

Marine Corps Command and Staff College

MCC&SC offers one nonresident intermediate-level PME course, through its Ma-
rine Corps College of Command and Staff Nonresident Program (MCC&SCNP).
It is taught in one format only, correspondence. Enrollment is open—that is,
available to any officer who applies and meets the prerequisites. The
MCC&SCNP course is designed to be completed in 24 months.




RC OFFICER REQUIREMENTS FOR BASIC JPME

Using the results of the questionnaire and the analytical methods described in
Chapter 2, we determined the number of RC positions in joint organizations
whose incumbents require basic JPME. These are positions for officers in the
grades of O-4 to O-6 only. Table 3-1 below shows these positions by joint organi-
zation.

Table 3-1. RC Basic JPME Requirements, by Joint Organization

Numbers
Billets by requiring
Joint organizations organization® basic JPME
Combatant commands
Atlantic Command 639 227
Central Command 217 119
European Command 258 141
Pacific Command 603 370
Southern Command 199 95
Space Command” 181 96
Special Operations Command 172 80
Strategic Command 96 22
Transportation Command 90 58
NATO 11 10
Subtotal 2,466 1,218
Office of the Joint Chiefs of Staff
Joint Staff 73 39
National Defense University 14 7
Subtotal 87 46
Office of the Secretary of Defense® 153 60
Defense agencies and activities
Defense Intelligence Agency 838 579
Defense Logistics Agency 745 48
Small agencies and other activities® 96 6
Subtotal 1,679 633
Total 4,385 1,957

Source: Joint organizations’ manpower authorization documents as of mid-1996.
See Appendix A for detailed data on billets in joint organizations by RC and grade.
See Appendix A for detailed data on JPME requirements by joint organization, RC,
grade, and JPME level.

® Grades O-4 through O-6.

® Includes NORAD.

® Includes all normal OSD staff elements, plus RFPB and NCESGR.

¢ Includes DFAS, DISA, POW/MIA Office, AFIS, BMDO, DLSA, and DODIG.
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The 1,957 positions requiring JPME represent 45 percent of all the RC officer po-
sitions authorized. Over 90 percent of these positions are for IMAs, RC officers
who are part-time members of their joint organizations. The remaining few posi-
tions call for AGR officers serving full-time tours of duty. Table 3-2 shows the
grade distribution of these positions for all joint organizations, combined by
Service. This information is extracted from Tables 2 and 4 in Appendix D, which
show the numbers of positions by grade in each organization as well as those re-
quiring basic JPME, by grade and organization.

Table 3-2. Distribution of RC Positions in Joint Organizations by Grade, Service,

and RC
Positions 04 | O5 | O6 Total
Total Army RC positions 857 | 537 | 143 | 1,537
USAR (852) | (520) { (129) | (1,501)
ARNG (5) (17) | (14) (36)
Army RC positions requiring basic JPME 395 | 267 70 732
USAR (392) | (256) | (59) (707)
ARNG (3) @ty | (1) (25)
Total Naval Reserve positions 778 | 507 | 132 1,417
USNR positions requiring basic JPME 306 | 203 50 559
Total Marine Corps Reserve positions 137 95 18 250
USMCR positions requiring basic JPME 84 51 8 143
Total Air Force RC positions 703 | 364 100 1,167
USAFR (403) | (224) | 47) | (1,144)
ANG © | 6 |07 | @3
Air Force RC positions requiring basic JPME 291 | 181 44 516
USAFR (291) | (178) | (30) | (499)
ANG © | @ || (7
Total Coast Guard Reserve Positions 4 10 0 14
USCGR positions requiring basic JPME 2 5 0 7

Notes: 1. ANG = Air National Guard; ARNG = Army National Guard; JPME = Joint Profes-
sional Military Education; RC = Reserve Component; USAFR = U.S. Air Force Reserve; USAR =
U.S. Army Reserve; USCGR = U.S. Coast Guard Reserve; USMCR = U.S. Marine Corps Re-
serve; USNR = U.S. Naval Reserve.

2. Figures in parentheses are included in appropriate subtotals, above.

In every Service except the Coast Guard, more than half of the positions requiring

basic JPME are O-4 positions. Overall, more than 90 percent are in grades O-4
and O-5.
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IMPACT OF CULTURE ON PME ATTENDANCE

Navy

Air Force

While RC officers attend PME for a variety of reasons, to a significant extent their
participation is controlled by the culture (and reward structure) of their Service
and component. PME is attractive to RC officers, regardless of Service or compo-
nent, because it is a source of retirement points. In addition to serving as an
enchancement to some RC careers, it attracts those who enjoy taking courses and
enjoy learning for its own sake. The following section describes the reward struc-
ture of each Service and the various aspects of Service culture and traditions that
relate to PME.

As mentioned in Chapter 1, the Army culture emphasizes PME, and promotion is
tied to PME completion. To be eligible for CGSC intermediate-level PME, an
Army officer must have completed a basic course as lieutenant, an advanced
course as a lieutenant or captain, and the Combined Arms Services Staff School
(CAS? asa captain. Under the current system, CAS is a prerequisite for promo-
tion to major for RC officers. While the Army culture emphasizes PME, Army
RC officers may be deterred from early enrollment in CGSC because they have
experienced intense demands on their personal time, having already taken so
many hours of nonresident courses. A further deterrent to early enrollment in
CGSC is that selection to lieutenant colonel in the USAR and ARNG requires
completion of only 50 percent of CGSC.2

The Navy culture does not emphasize PME. The residual Navy philosophy is that
time in the fleet is more important than attendance at PME. While GNA has be-
gun to change this philosophy slowly, formal Navy policy calls for attendance at
intermediate- or senior-level PME but not both. This policy is unlike that of all the
other Services. The resulting low numbers of intermediate-level PME completers
can be seen in Tables 3-3 and 3-4 below.

The Air Force culture emphasizes PME. Service policy is to send Active Compo-
nent officers to intermediate-level (ACSC) PME as early as possible after selec-
tion for promotion to the rank of major. The ACSC selection board meets
immediately after the promotion board and considers the same pool of officers.

? The window of opportunity for RC Army officers to opt for nonresident CGSC attendance is
open for about five years. There is no powerful incentive for those officers to enroll early, during
years one or two in the period, and we believe that late enrollees are more common. Senior O-4s
are not attractive nominees for O-4 billets in joint organization because of their impending likely
promotion to O-5.
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Unfortunately, this policy does not carry over to the Air Force Reserve and Air
National Guard. Like RC officers of all the components, the Air Force’s RC offi-
cers must apply for ACSC. Therefore, individual officers have complete control
over when to attend intermediate-level PME. However, RC officers being consid-
ered for selection to lieutenant colonel are expected to have completed ACSC,
providing a strong incentive to attend and complete ACSC.

Marine Corps

While it had historically resembled the Navy’s PME culture for some time, Ma-
rine Corps culture now diverges from the Navy’s. RC officers are expected to
have completed intermediate-level PME prior to consideration for selection to
lieutenant colonel. As expected, Tables 3-3 and 3-4 show higher numbers of com-
pleters in the Marine Corps than in the Navy.

National Guard

Both the Army and Air National Guard cultures emphasize PME to a greater ex-
tent than their respective reserve counterparts, the USAR and USAFR. This is re-
flected in the information in Tables 3-3 and 3-4 in the next section.

SUPPLY OF GRADUATES

Supply versus Inventory

Tables 3-3 and 3-4 show the number of officers in the officer inventories who had
completed intermediate-level PME as of 31 March 1997 by grade, Service, and
component. The number in parentheses is the ratio of completers to the total num-
ber of officers in this grade and component as of 31 March 1997.

Table 3-3. Officers in Grade O-4 Who Had Completed
Intermediate-Level PME as of 31 March 1997

Service Active Guard Reserve
Army 9,662 (74.6%) | 4,311 (70.7%) 3,557 (33.2%)
Navy 542 (5.0%) n/a 16 (>1.0%)
Marine Corps 71 (2.1%) n/a 242 (12.1%)
Air Force 7,232 (45.8%) 1,091 (26.6%) 1,228 (25.4%)
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Table 3-4. Officers in Grade O-5 Who Had Completed
Intermediate-Level PME as of 31 March 1997

Service Active Guard Reserve
Army 7,135 (77.9%) 3,086 (85.3%) 5,665 (66.7%)
Navy 967 (13.4%) n/a 12 (>1.0%)
Marine Corps 156 (9.1%) n/a 192 (26.3%)
Air Force 3,554 (34.5%) 1,429 (51.5%) 1,337 (44.2%)

RC Officer Supply versus Basic JPME Requirements

We now compare the supply of RC intermediate PME graduates, as of 31 March
1997, to the number of joint organization RC positions requiring basic JPME, by
Service.

The Army has 392 USAR O-4 positions that require basic JPME (see Table 3-2)
and more than 3,500 USAR majors in the inventory who have completed interme-
diate-level PME. There are also 256 USAR O-5 positions requiring basic JPME
and more than 5,600 USAR lieutenant colonels in the inventory who have com-
pleted intermediate-level PME.

The Army has 3 ARNG O-4 positions that require basic JPME (see Table 3-2) and
more than 4,300 ARNG majors in the inventory who have completed intermedi-
ate-level PME. There are also 17 ARNG O-5 positions requiring basic JPME and
more than 3,000 ARNG lieutenant colonels in the inventory who have completed
intermediate-level PME.

NAvy

The Navy has 180 USNR O-4 positions that require basic JPME and 16 USNR
lieutenant commanders who have completed intermediate-level PME. There are
also 153 RC O-5 positions requiring basic JPME and 12 USNR commanders who
have completed intermediate-level PME.

MARINE CORPS

The Marine Corps has 83 USMCR O-4 positions that require basic JPME and 242
USMCR majors in the inventory who have completed intermediate-level PME.
There are also 37 RC O-5 positions requiring basic JPME and 192 USMCR lieu-
tenant colonels who have completed intermediate-level PME.
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AIR FORCE

The Air Force has 291 USAFR O-4 positions that require basic JPME (see Table
3-2) and more than 1,200 USAFR majors in the inventory who have completed
intermediate-level PME. There also are 178 USAFR O-5 positions that require
basic JPME and more than 1,300 USAFR lieutenant colonels in the inventory who
have completed intermediate-level PME.

The Air Force has no ANG O-4 positions that require basic JPME (see Table 3-2).
There are 3 ANG O-5 positions requiring basic JPME and more than 1,400 ANG
lieutenant colonels in the inventory who have completed intermediate-level PME.

IMPACT OF PERSONNEL MANAGEMENT POLICIES

Like Service culture, personnel management policies have a substantial impact on
PME attendance. This section discusses two policy areas that affect PME atten-
dance: the PME selection process, and the position selection and rotation policies.

PME Selection Process

Perhaps the most important difference between the Active Component and RC
PME experiences is the selection process involved. Active Component officers in
all Services are automatically considered for PME attendance. PME selection
boards screen all eligible officers, and the individual officer does not have to do
anything in order to be considered. In contrast, RC officers of all Services must
apply to attend or enroll in PME. One result is that individual RC officers control
the timing of their attendance at PME. As is not the case in the Active Compo-
nent, the needs of the Service and the capacity of the PME school are not part of
the PME-attendance decision.

Position Selection and Rotation Policies

IMA POSITIONS

The Sea Services manage all RC position assignments centrally. RC officers are
deliberately selected for positions and scheduled to rotate every three years. The
selection process allows the component the opportunity to compare the qualifica-
tions of the officer to the requirements of the position, compare the officers with
one another, and then select the best qualified person for the position.

The Army and the Air Force differ from the Sea Services in how they select RC
officers for IMA positions. In the Army and Air Force, the Service reserve per-
sonnel center maintains a list of vacant positions and their required qualifications
(usually limited to grade and skill). Officers select the positions they are interested
in, and they are assigned on the basis of the required qualifications. Geographic
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proximity is an important consideration, because individual officers must fund
their own travel and expenses for any training other than a two-week annual
training tour, for which the component funds the travel. While applicants must be
qualified for the position, they are seldom compared to any other applicant for it.
There is no specific rotation policy. In general, Army and Air Force Reservists
self-select for IMA positions and stay in them for as long or short a time as they
choose. Essentially, individual officers control position assignments, and the
needs and requirements of the Service are not considered except as individual as-
signments are made.

AGR POSITIONS

AGRs are managed centrally by component, meaning that they are screened to
assure that they are qualified for position assignments, programmed to attend
PME (or any other required education or training) in accordance with the needs of
the Service, and scheduled to rotate periodically. AGR officers, like Active Com-
ponent officers, are nominated for the positions they will fill in the joint organiza-
tion, giving the Commander-in-Chief (CINC) or agency director the opportunity
to reject a candidate for a joint assignment. None of the RCs nominate officers for
IMA positions in joint organizations.

- OBSERVATIONS

We have now discussed the PME opportunities available to RC officers and have
seen the results these courses produce in terms of basic JPME-qualified officers
by Service, component, and grade. We have compared this supply of officers to
the positions in joint organizations that require basic JPME qualification, and we
have seen some mismatches. The impact of Service culture and other policies has
also been reviewed. It is now time consolidate our observations.

¢ PME courses are long. If a part-time RC officer were to enroll in a PME
course upon assignment to a joint position, it would take him or her at least a
year to complete basic JPME and probably longer. ACSC is the only interme-
diate-level PME course intended to be completed in this short Iength of time,
one year, while all the others require longer study.

¢ Naval Reserve officers have very few opportunities to complete basic JPME,
since enrollment in the nonresident CNCS is limited. This condition is com-
pounded by the Navy culture, which has not valued PME, and by Navy policy,
which discourages or prohibits attendance at either intermediate or senior
PME.

¢ The promotion incentive in the USAFR, ANG, and USMCR leads to comple-

tion of intermediate-level PME as a senior major, in time for the lieutenant
colonel selection board. In the USAR and ARNG, this incentive leads to
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completion of intermediate-level PME as a lieutenant colonel. The problem is
that most positions requiring basic JPME are graded for majors (O-4s).

¢ The pool of USNR officers is too small to fill the existing positions with basic
JPME graduates. As of 31 March 1997, while there were 16 licutenant com-
manders and 12 commanders who were intermediate-level PME graduates,
there were 305 and 203 positions requiring, respectively, O-4 and O-5 basic
JPME graduates.

¢ If geography is not considered, the pool of basic JPME-qualified USAFR,
USAR, and USMCR officers appears adequate to fill the requirements. We
know, however, that geographic proximity is an important consideration for
drilling positions and that therefore, the apparently robust pool of officers in
all three components may be overwhelmed.

¢ While the Sea Services have a system for selecting and rotating RC officers,
only the USMCR has an adequate pool of basic JPME-qualified officers.

¢ Because the USAFR and the USAR do not have a system for selecting and
rotating RC officers, self-selection and the importance of geography may ne-
gate the size of the pool of basic JPME-qualified officers.

¢ The limited number of ARNG and ANG positions, for both O-4s and O-5s,
that require basic JPME pose4 a sharp contrast with the relatively large in-
ventories of majors and lieutenant colonels in these components who have
completed intermediate-level PME. The National Guard should not have sig-
nificant trouble filling their assigned positions in joint organizations with ba-
sic JPME-qualified officers.

These observations lead us to conclude that the current system for producing basic
JPME-qualified RC officers through completion of intermediate-level PME is
largely inadequate to fill the joint positions requiring this level of education. The
Navy cannot educate enough USNR officers at this level to fill its positions. The
other Services have problems of geography and timing of the education. All the
courses are long. The happy supply-and-demand situation existing in the two Na-
tional Guard components affects relatively few positions.

The joint organizations need their positions filled with qualified (or soon to-be
qualified) RC officers. An additional initiative is needed.




Chapter 4
Advanced JPME for RC Officers

INTRODUCTION

This chapter discusses advanced JPME, or that joint military education proposed
for RC officers beyond Phase I JPME.' As mentioned in Chapter 1, Phase Il JPME
is provided by three NDU schools: NatWar, ICAF, and AFSC. These programs
now provide all the Phase Il JPME graduates needed for the active forces under
the organizational manning requirement dictated by GNA.

This chapter covers the following topics: the advanced JPME opportunities avail-
able for RC officers, the number of RC positions in joint organizations requiring
officers educated at the advanced JPME level, the senior-level working group rec-
ommendations for providing advanced JPME to RC officers, and the annual
training rates to educate officers assigned to the selected positions in joint organi-
zations.

OPPORTUNITIES FOR RC OFFICERS TO ACQUIRE
ADVANCED JPME

Fewer than 20 RC officers each year are selected to attend the resident programs
of NatWar or ICAF. As previously discussed, RC officer attendance at the
12-week Phase II program at AFSC is also nearly nonexistent. Therefore, Phase II
joint education is provided in resident status only. There is no means to obtain
Phase II JPME through non-resident means. There are two primary reasons for
this:

1. Application Orientation of Instruction. The learning objectives associated
with the well-established Phase II education at the three NDU colleges all
emphasize the application (as differentiated from understanding and
knowledge only) of military principles, theory, and practices under joint
conditions. Indeed, this focus on application is what truly sets Phase I
JPME apart from the knowledge-oriented basic JPME. And application is
taught best through practice and repetition under near-real (or closely
simulated) conditions that the student will face in the near future. The very
nature of nonresident study makes the repetitive practice of routines diffi-
cult at best. Hence, DoD has offered its application-oriented teaching of
Phase II JPME in resident programs only.

! Advanced JPME is not equivalent to Phase IT JPME. See footnote 7, p. 2-6.
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2. Acculturation of Students. It is by now generally understood and widely
accepted that the single most important ingredient of successful joint
military learning is the student’s assimilation of the thought patterns, am-
biance, capabilities, limitations, and historical perspectives—in short, the
culture—of the other Military Services and other national military forces
represented by fellow students. It is insufficient simply to learn about oth-
ers’ differing approaches, tactics, abilities, and limits. One needs to go be-
yond understanding and begin to “think like and even act like” his or her
military associates from other Services or nations. The academic programs
at NatWar and ICAF have the luxury of an academic year to bring about
the acculturation required by their Phase II JPME curricula. The Phase IT
JPME program at AFSC, however, demands that this acculturation be
achieved in only 12 weeks. AFSC leaders help achieve this objective by
assigning all one’s student roommates from other Services.? Likewise,
work teams, seminar groups, and all other such student groups—as well as

the AFSC faculty—represent a true cross section of U. S. Military Serv-
ices.

What this resident study dependence means for RC officers, of course, is that
there is almost no opportunity for them to attend Phase II JPME, whatever the
need. There is therefore no Phase II-qualified pool of RC officers from which to
draw properly prepared men and women for assignment to joint organizations.

Any advanced JPME program proposed for RC officers will have to address the
double challenge of instilling in RC officer students an ability to apply the theory
and practice of joint operations while becoming acculturated to the operational
ambiances and practices of their sister Services. Given the RC officer’s lack of
time to experience the continuous interrelationships and repetitive practices that
are a part of resident study, these are difficult challenges to meet.

REQUIREMENTS FOR RC ADVANCED JPME

Using the results of the questionnaire and the methodology described in Chapter
2, we determined the number of RC officers in joint organizations who require
advanced JPME. Table 4-1, shows these positions by organization.

2 AFSC Phase II students are typically assigned to bachelor officer quarters while undergoing
Phase IT education. They are most likely to be separated from families during this assignment.
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Table 4-1. RC Advanced JPME Requirements, by Joint Organization

Numbers requiring
occupants who
Billets by have completed
Joint organizations organization® advanced JPME
Combatant commands
Atlantic Command 639 191
Central Command 217 93
European Command 258 106
Pacific Command 603 327
Southern Command 199 46
Space Command® 181 66
Special Operations Command 172 63
Strategic Command 96 13
Transportation Command 90 56
"NATO 11 1
Subtotal : 2,466 962
Office of the Joint Chiefs of Staff
Joint Staff 73 34
National Defense University 14 6
Subtotal 87 40
Office of the Secretary of Defense® 153 39
Defense agencies and activities
Defense Intelligence Agency 838 150
Defense Logistics Agency 745 - 36
Small agencies and other activities® 96 : 4
Subtotal 1,679 190
Total 4,385 1,231

Source: Joint organizations’ manpower authorization documents as of mid-1996.

Note: See Appendix A for detailed data on billets in joint organizations by RC and
grade. See Appendix A for detailed data on JPME requirements by joint organization, RC,
grade, and JPME level.

® Grades O-4 through O-6.

® Includes NORAD. ,

© Includes all normal OSD staff elements, plus RFPB and NCESGR.

4 Includes DFAS, DISA, POW/MIA Office, AFIS, BMDO, DLSA, and DODIG.

The incumbents in these 1,224 RC billets (which equate to about 28 percent of all
the RC positions in joint organizations) require JPME at a level beyond JPME
Phase 1. That number represents the quantitative requirement for the advanced
JPME preparation of RC officers in joint organizations. This total is not sensitive
to the number of positions unoccupied, to turnover, or to other important aspects
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of the management of the military personnel involved. Simply said, the officers

who occupy these billets need this preparation.

Table 4-2 shows the grade distribution of these positions for all joint organiza-

tions by grade, Service, and RC.

Table 4-2. Distribution of Positions in Joint Organizations by Grade, Service,

and RC
Positions 04 | O5 ]| O6 Total
Total Army RC positions 857 | 537 | 143 1,637
USAR (852) | (520) | (129) | (1,501)
ARNG (5) 7)) | (14 (36)
Army RC positions requiring advanced JPME 223 | 175 58 456
USAR (220) | (164) | (47) | (431)
ARNG (3) (1) | (1) (25)
Total Naval Reserve positions 778 | 507 132 1,417
USNR positions requiring advanced JPME 170 | 140 41 351
Total Marine Corps Reserve positions 137 95 18 250
USMCR positions requiring advanced JPME 44 35 8 87
Total Air Force RC positions 703 | 364 | 100 1,167
USAFR (703) | (358) | (83) { (1,144)
ANG (0) (6) a7 (23)
Air Force RC positions requiring advanced JPME 169 | 126 29 324
USAFR (169) | (123) | (15) | (307)
ANG © | e |04y @7
Total Coast Guard Reserve Positions 0 10 4 14
USCGR positions requiring advanced JPME 0 5 1 6

Notes: 1. ANG = Air National Guard; ARNG = Army National Guard; JPME = Joint Profes-
sional Military Education; RC = Reserve Component; USAFR = U.S. Air Force Reserve; USAR =
U.S. Army Reserve; USCGR = U.S. Coast Guard Reserve; USMCR = U.S. Marine Corps Re-

serve; USNR = U.S. Naval Reserve.

2. Figures in parentheses are included in appropriate subtotals, above.

In all RCs except the USCGR, about half of the positions requiring advanced
JPME are O-4 positions. The number of O-4s plus O-5s requiring advanced JPME
is 90 percent of all positions needing incumbents with that kind of military educa-

tion.
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THE ADVANCED JPME INITIATIVE

Approaching the Problem

Since virtually no opportunity exists for RC officers to obtain JPME at a level be-
yond Phase I, there is no pool of RC officers with this advanced ability who could
be used to man the positions requiring it. But 1,224 RC positions in joint organi-
zations require advanced JPME. How can this problem be solved?

In September 1997, this question led a steering committee, chaired jointly by the
ASD(RA) and the Director of the Joint Staff, to convene a senior-level working
group to search for solutions in a special workshop held at LMI. The working
group (see Chapter 2) analyzed several different options for providing advanced
JPME to RC officers. The full report of the working group is in Appendix E. For
the purpose of continuity, included here are the most important recommendations
relating to the scope and content of the proposed advanced JPME training pro-
gram for RC officers.

A “Bookend” Educational Program

Figure 4-1 shows the option selected by the working group and recommended to
the steering committee. It would have an initial 200 RC officers attend a two-
week resident session commencing in July 1998, conducted by NDU at NDU
Headquarters with AFSC curriculum support.

Figure 4-1. Proposed “Bookend” Model

Jul Aug SepEOct Nov Dec Jan Feb Mar  Apr May Jun Jul

“Bridge”
NDU : .
HQ —>: Weekends/evenings ——»|
(AFSC | gutv : :
consult)} “i E Distance learning prepared by |
' AFSC/NDU HQ S
' ek _2,we_(_-;k_s
200 students ; 200 students active” |
! duty - ié
300 stﬁdents

A

<«—— FYgs — > = FY99

This session would be followed by a non-resident, distance-learning “bridge” de-
veloped and operated by AFSC and using various media approaches, including the
Internet, video teleconferencing, CD-ROM self-paced instruction, and perhaps
seminars. The distance-learning segment would be followed by a final bookend,




or two-week resident course at AFSC in Norfolk. That session would be based on
the last two-week section of the current JPME Phase II curriculum, which consists
of joint exercises and war games to an extensive degree. This session would begin
in March 1999.

The Curriculum

The curriculum for RC officers would be drawn principally from that of the AFSC
12-week JPME Phase II program; the proposed RC program is listed below.

FIRST RESIDENT SESSION, OR BOOKEND—INSTRUCTIONAL TOPICS
RECOMMENDED FOR CONSIDERATION

*

2

Orientation

Introduction to Joint Issues/Perspectives
Joint Doctrine

Orientation Exercises

National Command and Control

National Command Authority, President, Joint Chiefs of Staff, Secretary
of Defense, Congress

National Security Strategy and National Military Strategy
Regional Perspective, CINCs |

Service and RC Capabilities

RC Relationships with the Active Component

RC Mobilization

Preliminary Joint Exercise

Synchronization Effort

Campaign Plan

CINC Staff

Introduction to Distance Learning

After-Action Review
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DISTANCE-LEARNING SEGMENT, ON BRIDGE—INSTRUCTIONAL TOPICS
RECOMMENDED FOR CONSIDERATION

Topic Suggested Medium
¢ Joint Doctrine/Joint Warffghting Self-paced/CD-ROM
¢ Regional Issues Seminar
¢ Unified Command Plan Self-paced/CD-ROM
¢ Force Apportionment Seminar
¢ Joint Strategic Capabilities Plan Group project
¢ Joint Vision 2010 - Self-paced/CD-ROM
¢ Mobilization Policies/Integration Self-paced/CD-ROM
¢ Regional Contingency Pla