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EXECUTIVE SUMMARY L

Title: Shuffling the Operational Deck: Future Requ1rements f01 the Plans Operatlons Medical.
Intelligence (POMI) Community

Author: Lieutenant Commander Richard E. Carroll, Medical Service Corps, United States Navy

Thesis: The Navy’s Medical Service Corps (MSC), specifically the Plans, Operations and
Medical Intelligence (POMI) community, must be adequately structured, possess sound strategic
leadership direction and implement a mindset of mentorship in order for its members to assume
potential roles for future strategic and tactical environments that will enhance Medical Planning
resource capability for the changing needs of the joint warfighter.

Discussion: The Mission of the Plans, Operations and Medical Intelligence is two-fold: 1)to
provide planning and operational support to Combatant Commanders, and 2) to contribute to the
transformation of Navy Medicine’s dual mission of planning for and providing optimal Navy
'Force Health Protection (NFHP) to active, reserve, and eligible Department of Defense (DoD)
beneficiaries across the full range of military and peace operations. The proposed MSC '
Executive Leadership Team will transform the POMI community through a blend of leadership
concepts; military, civilian and interagency education; and mentorship in order to meet the
‘challenges of the 21st century, in concert with a clear-vision of the Medical Service Corps
leadership. . :

This paper discusses how and why the POMI community must, change based on five key areas,
which are addressed in the five main sections of the paper. Those sections are: 1) statement of -
the problem; 2) strategic senior leadership direction; 3) succession planning defined; 4)
succession planning’s role in the private and military sector; and 5) proposals that will provide
the right person for the right job at the right time. The outcome of this paper is not to provide a
checklist for resolving the five key areas, but to provide an initial discussion platform for the
Medical professional affected now and in further generatlons :

‘Conclusion: In today s operational ‘environment, the need for career successmn planning in the
POMI community is at a critical crossroads. Senior POMI officers recognize potential capab111ty
gaps in the current senior medical leadership views the community’s succession strategy,
however, a change in the mindset of those will require a different perception of future
requirements. Thus, the POMI community should use the business industry’s structure,

* examples and standards in order to develop a logical hierarchy orgamzatlon in the POMI
subspecialty. :

In addition, current and future POMI core competence skill sets should be leveraged and harness
to encourage innovative thinking. In combination with the Navy Personnel Command (NPC)
team, the Leadership at the BUMED and, Senior POMI officers must improve communication,
both oral and written feedback in order to achieve Department of Defense’s future Force Health
Protection requirements.
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| Preface

The following thesis is my direct reflection on and my experiences of the past twenty-six
years in the United States Navy. This paper also covers my career progression as an-enlisted
Hospital Corpsman (HM), where I first developed an appreciation for hard work and the required
career steps to progress successfully in the Navy. This paper is my attempt to contribute to my
career field and help advance those dedicated individuals who will either harness the necessary
skills for their career succession or allow the current system to stagnate potential capabilities.

I would like to personally thank Dr. Craig Swanson for mentoring me towards the
relevance of my thesis and the potential effects within my community. He has provided much
needed professional guidance and assistance in the pursuit of my Masters in Military Studies. [

“also want to express gratitude to Dr. Patrice Scanlon, who provided honest advice and showed
great patience to help me sharpen my thesis’ focus while continuing to enhance my writing
abilities. To the staff of the USMC Research Library, thank you for assisting in many hours of
researching and gathering resources that directly influenced the completion and overall success -
of this document. Finally, and most importantly, I want to thank my family, Leeann and Kaylee,

- for their love, patience, and understanding, allowing me to ramble on my topic as it matured. -

Although difficult at times, the separation from my family provided me the dedicated time to

write this thesis. My ultimate goal is that this collaboration will provide a platform not only for
future POMI Officers, but also for other MSC communities, as appropriate.
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- Statement of the Problem
| . The Mission of tﬁe Plaﬁs, Operafibns and Medical Intelligénce is twoffold: 1) to provide

planning and operational ‘support‘ to Co?nbatanti Cbmmanders, and .2) to confribute to the
transformation of Navy l\//Igdicine’s dual mission of planning for and providing optimal Navy
Force Health Protection (NFHP) to active, reserve, and eligible Department of Deféﬂse (DoD)
beneficiaries across the full rénge of military and peace operations. The pro'posed M,edic‘al
Se;vicé Corbs (MSC) Executive Léadership Team will transform the POMI community through

a blend of leadership concei)ts; military, civilian and ‘interagency education; and mentbrship,iq |
order to meet the ch;llenées of the 21st century, in concert with a clear 4strategic vision of the
Bureau 6f Medical and Surgery (BUMED) leadership. |

, This comprehensivé study wﬂl illustrate How the United States Navy MSC Plans,

Operations and Medical Intel]igenc¢ (POMI) éommunity ﬁeeds to look beyond the current
assigh}nent étfucture and bégin to develop innovatiye staffing/personnel solutions in order to g
provide the right nﬁxture of medical planning capability to the joint warfighter. The gaps (
defined in this study arevbetween what POMI officers pefceive to be the'b‘ille'tA pléﬁning
* progression, the lack of-estéblished careef successior} guidelines’, aﬁd the Yalue of an instituted
-mentoring process. Accordingly, providing an efficient POMI career éuccessiOn planning will

require clear, concise and valﬁable executive -commupication among the NaVy MSC de’taﬂers, thé :
. seiu'pr BUMED éx‘ecuﬁve leadership, and the POMI career seniof planners. Cprrently, this
pl‘ofess:ional rnjnd'set'is' new for those mentioned. Leaders are responsible for the‘cdmpetence of
the organiiation, additional training and education, and skillls ﬁeéeséa.ry to l';»e successful for
fu'tl.lre étrategic, opérational and tactical roles. Reshuffling the deck may be‘what vis necessary for

the MSC and POMI community specifically.



This paper discussleé how and Why the POMI éommunity shéuld chaﬁge in five key

afea;e., which afe addressed in the five main sections of the péper. Those sections are: 1)

- statement of the problem; 2) strétegic direction; 3) succession planning; 4) role in the civilian'
and military discipline secfofs; and 5) 'proposals that ‘wilvl prqvide the right person for the right
job at the right time. The outcome of thié paper is not to provide a checklist for resolving the

i five Vke‘y ar;aas, but to provide an initial dispussiqn_ platform for thé Medical professional affected

| now and in further generatibns.
Strategic Direction
This section will examine historical litefature in order to providel an uqderstanding of

the succession;planning concept, the process by which implemented in the busineSS communi&
, and future implications in the Navy’s POMI ‘community. AHistory ﬁas demOnstratéd the power of )
planning for career succession. For example, General Carl von Clausewitz, Who was a Pfu'ssian
- mi]itaryv thinker, suggesté., “It is a mistake to believe that one ca}l 1ay down a plén of campai gn
and follow it through p_oint by point from beginning to end. ’The first encounter with the main
reciuirement will«cvreate ... an entirely new situation. To appreciate preéisely the qhanges which
¢venté have effected on the situation, take the desired measures in aArelativ'ely short time and o

Ill

execute thém with all desirable resolution.”” Thus, for the POMI coxr_]muhity to be organized for

the neéxt encompassing wa;'fi'ghting challenges there needs to be an organizational commitment to

f

stay on course and respond more efficiently as operational requirements change. As business -
organizations have matured throughout history, they too have had to overcome obstacles.
Clausewitz emphasized this idea as a construct for war but one can view this through a different

lens by capturing the central idea of succession through continually changing environments.*



‘The mission of the Department of Defense (DOD) and the Navy Personnel Command

(NPC) is to prov1de the military forces peeded to deter war and protect the Security of the Un1ted
’States (See append1x d- Navy Personnel Command Assignment process for roles and
; respons1b111t1eS) This mission executed by mamtmmné an unmatched, high-quality military
force,’ which can deter war in the most dynamic enviromnents known and protect tl1e intetests of
the United States in dornains previously unimagined.® Developing 21% century DoD leaders is a
joint business and Ini]itary effort to ensuie the appropriate operational and executive leadership :
cornpetencies and a transparent, creclible, and effective framework for rnilitary officers.’
- Therefore, senior Navy leadership has the 1‘esponsibilit'y for and duty of seeingtllnt succession
pla.nmng processes des1gned 1rnplemented rnanaged and contmuously transforrned to create.

‘quality and h1ghly capable rnedical leaders. In addition, the quahty and caliber of executive
| leadership can be the difference between orgamzational success and failure.
| Deputy Under Secretary of Defense (Civilian Personnel Policy) Patricia Bradshaw -
articulated recently to United States senior military leaders the importance and requirement to
.accommodate a dynamic environment 6 In‘fact' DoD will require 21St century leaders who ‘ |
exhibit the highest levels of leadership, 1ntegr1ty, character, motivation, and desue tokserve
Consequently, it is in the best mterest of the N aval Medlcme Department to also’ focus on and
dedicate efforts towards recruiting‘, retain'ing, and promoting medical ofﬁcers with these
identified attributes. |

-,

Currently, senior leaders at the Bureau of Medicine and Surgery are debating what the
future medical environment will look like and what type of military and civilian threats will
- affect their ability to project the right instrument of medical support. However, the senior POMI '

-leadership level appears to be in consensus as to what the environment and threats of the 21st

3



. century will be. Senior PbMI’s agree that the medical environfqent of thé 21% c’entu’ry will be
chaotic and potentially violent. ThAe‘POMI's‘ success, and in large part the future succe’ss of the
United States Me_dical Depaﬂﬁ1ent; telies oﬂ possessing _é rrjilitary ofﬁgef who is flexible in his
critical thought to deal with future unknowns, but grounded in the basics of wﬁghtér

: ‘requirements in order to provide a medical capability de:cisively. | |

| FurthermOre, the Bﬁrgeau of Medicine and Surgery’s V(BI.J‘MED)‘ key leaders can be a
valuable leadership resource for all POMI has to’ leverage. Oné’s ‘career path can be without
cléar, continuous and syste_matfickapproaches that ma;cimiie one’s potential. i‘hus, it is'.inipor‘tan‘t: '
to transform and réfocus leadersflip capabi‘]jtigs in order to meet the complex challenges on the
battlefield or in the hospital in the years ahead. For example, Vic:e Admiral Adam Robinson',-the
currént Surgeon General of Navy Medipine, suggests that fhe interdependépcies of the ability to
attract, Atr;.ﬁn, educate, and retain a diyerée inventory of 'persohnvel are never more complex and |
must be explqred té identify and}cor;‘ect process limitations thaf will impact current a_nd‘futu;é

Naval Medicine missions. ® | |

Howevé:, c‘onteniporéry operatibnal tempo, mil‘itary’gr’owth and the'increasing health

' care- eligible pbpulatidn has pushed the fequirement for a systematic and comprehensivé
approach to assessing total force succession planm;ng fér"Navy Médiciné to the forefront. Navy
pérsonnel leadership 'rﬁust critically think through current and future POMI assignmenfs in order
to provide a cadfe of experienced officéll's who ‘\,vill'suc':cessf’ully fill senior executive positions, =
theréfore’, ensﬁring the victory for not only Naval Medicine, but also for those individual's

- assigned.



: The current structﬁre of the POMI community can sucéiﬁcﬂy describe as "changing” iﬁ
great part by its asyrhmetric challenges, requiring‘increased urgency of action, unity of effort
among all pértners, ’and synergize_d efforts both service.b wide and j ointly‘.g | It is changing to adopt
andi adapt to new aspécts of globalizétion and technology édvances. Tl,le.POMI Subspeéialty
Leader recently stated to tl}e BUMED core chiefs, that the more dynainic and con}prghensi_v'e this’
medical bﬁsinéss of saving lives becomes, inciuding its role ih and influence on thé nation’s

' operafiénal sUafegy, ﬂle more pomplex the demand for éxcellénce. Additi‘oﬁally, N;aVal
Medicine'é future goél is to move the POMI cdmmunity fqrward.by e.mplo’ying officers with
more refined capabilities to méet eme'rgir;g joint warfighter fequirements. ’

The néxt parag;aph will describve steps fo a&_vancing the POMI éommunity with the
purpose ’an'd definition of suc;ceSsion planning. ’A | |
Succession Planning Purpose and Definition
The purpose of succession planning-ié to assiét businéés corporations, academic A

' institutions, and \the military to create a pipeline of talent.'’ Succéésion plannjng is thh.ing mo}e

 than having a syété;natic pro;:ess where managers identify, assess and develop their staff to maké

sure they are ready to ass‘um'e key roles wiﬂ;in'the company.!! .Before an organization can select
the right employees to place in succession roles, specific talent needs or skills sets idéntified for

- each critical position. If gaps in talent aré not addressed, future POMI professionals might fail

| when they are aéked to fill senior roles. Ultimately, the POMI's success, and in largé part the
future success of the Medical Deparfménts, relies on having’ é nllilitaly ofﬁéér who is ﬂéxible '

~ enough to deal with future unknowns, but is grounded in the basics of warfighter 1'equireihehts.

Hdviﬁg this proc;ess ip piacg is vitai to the ’success of the organization because the individuais

identified in the plan wil] eventually be responsible for ensuring the company is able tb tackle

5



fumm cﬁallenges. These candidates carefully selected and then provided training and
development thaf gives them skills and competencieé needed for tomorrbw's complex
environment.'? ‘Su'cl:cession plénrﬁng is not something a well-run nﬁlitéry orgmﬁzaﬁon Cap ,
ignore. The consequences of nof being prépared to replace key personnél Will have a major
‘impact on the military’s ability to achieve its goals and strategic targets. The succession
planning?pr.()cess needs to be cOnsidered as part of the compaﬁy's s&atégic planning process
~ because the success of the plan deals with projecting future ché.nges by anticipating managé}ngnt , :
vacancies, then determining how to meet these ch‘allenges. 'i‘aken narrowly, "'replzichem'ent -
" planning” for key roles is the heart of suc_c;essidn planning. " |

Anqther reason to emphaSize the value of successibﬁ planning is that someday tﬁese
éandidates will become the 1eaders of the organization. For this purpose, the candidatés’
develt;pment needs to incorporate a broad range of learning opportunities. Indivi,duals SHould
élso bé exposed to as much of the working environment as pos'sible in order to gain an
~understandjng of ‘what the company requires to remain successful.

- Moreover, succession planning is one of those initiatives that many corporations do not
find the time to start until it is too late. The effort required to estabﬁsh a development program
for future leaders is worthwhile because it creates a motivated and capable group of employees
who are ready to move forward in the organization when the need arises. Finally, organizationé '
in the business wbrld 1'1nderstand‘ the need to managevthe‘: development of their high performers
are a Step ahead of their competitors.

Solid plans are effécﬁve continuity instruments. They keep an organization's critical
functions opelﬁﬁng at fop levels when key pel‘éonﬁél exit the firm or promoted to sénior,

positions. Furthermore, successful organizations prepare to respond to expected and unexpected

- b



servicé interruptions including the loss of cfitical pel‘sonnelfld' The Bureau of Medicine Personnel
- Office repQrted in 2010 that the average POMI.Officer career projected to be shorter than tw_enty /
years. This is due, to most POMI officers already po,ssessing.12-15 years of enlisted servi'ce .
befote serving as a POMI officer. Therefore, once an officer reaches twenty years of aetive o
service, they considered eligible for retirement. Therefore, -finding the right rnixtute of
assignments, education and training to enﬁee a POMI officer to stay past‘their twenty years is

. extremely difﬁcult. For that reason, senior POMI leaders must continue to realize the need td

- develop critical talent to keep the subspecialty operating efficiently. Succession plans will ensure

7

~ that one or more officers can step in and fill an important role.

The identiﬁed successors wﬂl likely laek hands—on experience to step ﬁght into the
incuxnbent's role. U1ti1hateiy, the MSC Detailer and the Seniot' POMI subsijecialty leader will
have to manage the succession nlanning process by facilitating group success'ion discussions B
with those individuals invel_ved. Information frdm these discussions will implement into the
officer’s career paths and talent profiles.

A\ leading challenge surrounding succession planning is that senior leaders fear losing
their positions/to less qua]ified, and operational experieneed juniors. For this reason, |
experienced and highly skilled professionals should lead successibn—planning discussions. Each :
critical role discussed and feviewed during reéular scheduled »meetings Te include education
.professmnal ceruﬁcatlons specialty knowledge potenﬂal future work experience, and strengths
and weaknesses The idea here is that as senior POMI’s rehre they take with them a wealth of
knowledge that are not learned sunply by reading a manual. The transfer of _knowledge and
experienceneeds te ‘happen hefore they leave. This is When succession planning can make ali

the difference.



Senior POMI officers serving in éenior level medical positions agree thét in order to provide
the future operational environment wi;h the most effective POMI, BUMED musf work within a
pyramid sfructufe, continuous investment of military, civilian, and interagency education,v and>é
refoéus in the importance and overall effectiveness of mentorship. The C}lrreht POMI mission |
and vision 'clearly identify the roles and responsibilities must provide the warfighter. |
Consequently, it would behé)ove the MSC to adapt to identify gaps ﬂlgt are hindéring the
- - potential of the future POMI The Medical Corps’f dedicated missioﬁ is to provide tﬁe right .
person, for thé right job, with the right qualifications. o
' The next paragraph will describe steps to advancing ihe POMI cofnmunity with the role
‘succession planning plays iﬁ an organization. B
Role Succession. Planniﬁg Plays in an Organization
. ‘One of the most successful businesé leaders of all time, Jack Welch, who started working <
at Gencrél Electric (GE) in 1960, moved ﬁp in the »ofg‘a[.liz;ation by dispiaying those leadership.‘
quaﬁﬁes that set him apartk'ffom his peefs. > One of his most admired skills was the ability to |
develop his sqbordinates so.there was always someone ready to take his place when Jack was
offered ;a promotion. Mr. Weich stresses that planning and development of fﬁture leaders does
not exist in iéolatién - it needs‘to reflect thf; company's strategic objecti&é and s_trétegic goals.il6 A
.Generai Electric’s first stAepv in succession’ pljanhihg was t’ovestablish the purpose and
capacity for successors to place into 1eadefship positions within the organization. For that, GE
established multiple oversight co'mmitteés of l;ighly e}‘{periénced personnel to evaluate.
'cand.idates.‘ The committee outlined the missién, vision, and goalé of the succéssion plan. Next,

they outlined the policies for considering issues such as integrity, performance appraisals,



norriinees, mentoring, and tra.inirig development. Then, the committee identified those positions
_for which the company needed successors and choice nominees to begin the process.'

Jack Welch suggest that it is. elear to characterize GE’s succession and nominee
development practices reflected in a cyolicai_series of activities include, but are not limited to,
these fun detment als:!? Additionally; the succession-management process is ah'imderiyir_lg phiiosophy.‘
that argues top talent in the corporation must be managed for the greater good of the enterprise.

e Identify key roles for succession or replacement planning -

e Define the competencies and motivational profile required to undertake those roles
» Assess people against these criteria - with a future orientation '

» Identify pools of talent that could potentially fill and perform highly in key roles

e . Develop employees to be ready for advancement into key roles - primarily through -
the nght set of experlences 18

Merck the second-largest pharmacentical rcjompany in the world argues that a "talent
| mindset" must be part of the ieadership culture for these practices to be effective.lgl In many
companies, the emphasis hes shifted from planning j o.b’assignments to development, with much
greater«foci_is on rilanaging hey experiences that are critical to growing business leaders.?’ North
American companies tend to be more active in this regard, followed by the European and Latin
AmeriCah countries. PepsiCo, IBMVand Nike are‘ eurrent examples of the so-called "game
.planning" abproach to succession and talent rhanagement.ﬂ. Annual reviews for these and other
| eompanies supplemerit with an ongoing series of discussions among senior leaders about who is
ready to assume larger roles'.'-‘"2 Organization rea]igriments view as critic'al wihdows of
opportunity to create development .‘rnoves that will serve the greater good of the enterprise.23
There is no widely accepted formula for evaluatjng" the potential of leaders, but there are

tools and approaches that coritirrue to use today. For example, Eliot Jaques, a world renowned

psychologist, argued for the importanceof narrowly focusing assessments on critical



djffelenﬁators of future perform‘ance.‘z.4 During his extensive work with dispnrale organjzations, ~‘
Dr. Jaques was ﬂle first to develop an objective scientific process for testing and measuring
human behaviof through a numerlc and provable methodology. I-le further developed a .
persuasive c.ase for measnring candidates' al)ility‘to mandée complexity, a robust and operational
deﬁnition of business intellig,rence.;‘"5 This scientific process called Business intelligence (BI) is n
| broad category of applications and technologies for gathering, storing, analyzing,kand providing
access to data to help enterprise users make better business decisions.? |

Research indicates many succession-planning initiadves fall short of their intent.”’
"Bench strenéth," as it is commonly ca]led,. remains a stubborn problem in many if not most -
o mp anjes 28 S.tudies “indicate that cornpanies that report the greatest gains from succession
: plannlng feature high ownership by the CE_O and high degrees of engngement among the larger
leadership team.z? For example, companies that recognize for their succession planning and
'enecutivie talent development practices include GE,‘Honeywe]_l:, IBM, Marriott, Microsoft, Pepsi, |
‘Proctor, and Gamble. | |

In addition, there is a substantial body of literature on the subject of succession planning.
Walter Mahler addressed snccession planning in his book "Executive (f,'ovnt‘inui.ty."30 Mahlef was
directly responsible in the 1970s for helping to shape the General Electric succession process that
became the gold standnrd of corporate practice, He beliened that in order to have an effective
succession or talent-pool manaéement it must have a series of feeder groups up and down the
entire leadership pipeline or progression.>! (For an example of how companies us a
performance/potential matrix, to plot where an execntive would see his or her standards see -

- Appendix ¢ Performance Potential Matrix)
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William Rothwell, President ‘of Rothwell and associates, inc.; a fhll—sewice édﬁsulﬁng
‘Succession 'Planning’ﬁrm provides oﬁier partner industries with the value of strategic _planniﬁg
and the ability to strategic thmk ﬂlrough the processes.32 That, he demonstratés to'maﬁagement
the importance of Succession Planning and that without it, the prgéxlizaﬁon will have difficulty
. maintainin g leadership c;ontinuity' or idenﬁfying appropriate leaders Qhen a chaﬁge in l;usiness
strategy is necessary. Rothell described how the pla,nnin'g process has evolved over tune In
"the old days," he said, ﬂle CEO simply looked around for sdnieoné smart (but not too smart),

" and a)cc‘omplished (but not too much), charming (but no more charming than the CEO ‘himself), )
and malléable.33 He then groomed his successor pers;)ﬂéllyl Rothwell admits ruefully,
‘succession systems can be so elaborate that they are daﬁntin g |

At the sanie timé, the process is harder to do _thén it used to be becauée_: (1) glbba]ization
has increased the diversity of workplaces and emﬁloyees, and business colmplt‘axit‘yhas‘ .
skyrocketed; (2) much middle maﬁagement has Be‘en eliminated, so that groonﬁng time is

, red;lééd and the gap befwcen one job and ﬂle next above it is much larger thah it was; and (3)
employees are muc]i more likely to hop from one employer to another, 50 Human Resources
'(HR) does not know who it wili have tomorrow. Ne\(ertheless, resgarph ha§ proven that those
factors make a solid succession pian ﬁlore necessary than ever before. The essentials of a good
process are engﬁging and develo_pin g your targeted high performers. Recruiﬁng and Selection_are
also irhp'ortant,'but vnot as high a priority.35 | |

The civilian sector dqes a s_oﬁd job codﬁﬁng the many key objectives thét are critical to
, cétab]ishin g an effective succeSsion—leg frariiework. These ‘objecti.vesAtend,to be core to
6

' many or most companies that have well-established practices:3

. Ideritify those with the potential to assume greater responsibility in the organization

11



<

* Provide critical development experiences to those that can move into key roles
. ' Engage the leadership in supporting the development of high-potential leaders
 Build a data base that can be used to make better staffing decisions for key jobs37

The next paragraph will describe steps to advancing the POMI communitywith |

succession planning proposals, and inteIView themes.for the community.
| Succession PlanningvProposals for the POMI Community

The concept of “succession planning” needs to be refocused away from replacement
planning to include a rnorecornprehensive set\of assessment and development practices that
support the entire pipeline or flow of talent, from entry level campus recrniting through general- .
management selection. (See Appendix d Plans, Operations, and Medical Intelligence (POMI)
© Career Flow Chart example) In addition to the insights outlined in tl]is paper, the Departinent of |
Defense must eontinue to be aggressive in eontinuously recruiting new talent into the business,
| and must become more creative in rewarding and retaining the highest performers.38 Once this
process for 1dent1fy1ng ‘and developing internal people is developed eventua]ly key leadershlp
positions will be adequately filled. Thus, it is extremely important to understand that in today s
"fast-paced world that the United States rmhtary continue to review those-organizations that have
successful used suceession planningr and leverage capabilitiesitliat use in our organization,
. especially When it involves our number one a_s'set -'people. ‘v Helping talent. groyv takes time and
requires eonstant attention. Haying a systern in plaee to identify and deyelop strategic talent and
critical roles today and into the future'transforms an often—elusive proeess into one that reaps the
rewards of a healthy talent plpehne (See Appendix e Plans Operat1ons and Medical Intelhgence
(POMI) Career Path example)

In particular, civilian sector career succession planning initiatives point to the degree of

seriousness with which senior medical executives within the BUMED institution and senior level
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POMI officers agree with approach towards deVeloping personnel talent: Appendix f — Themes yfor'
, ‘ , .
Succession Planning is a senior POMI ofﬁcer’e representative sami)le of succession planning percep‘tions
1n regards to the POMI 'cornmunity. |
| Theme 1 - Senior Leedership Directien
‘. Senior Level Planners must 1dent1fy what skills the organization will need in 5, 10 or 15
vears and analyze the workforce to identify those individuals eligible for retirement
within the next five years.”
Fi've years in advance is going in the right direct 1n erder to prepare those moving up and
time to transition those departing. Ten yeéu's in even better. The point is.that the earlier the

successibn plans, seamless the transition process is likely to be.*?

e Senior 1eaders need to 1dent1fy responsibilities, skills and competenc1es that need by their
replacements.*! ‘

Providing future employees with information on internal career options enables them to
‘better prepare for job changes that will benefit tllemselveé and the orgzlnlzatiori. 6ne Solution.to '
this large problem could be to leverage technology. The use of technology will automate billet
infermatien and provide a frameworkrfor el‘fective succession activities. Once this data is -
examined further (for example, job descriptions, w\hat the required skill sets for that job, and
: comnetencies, licensure neeess@), the organization will be able to learn more,al)ouvt tlle
, differen‘t eapabllities requested from the ‘Combatant Commanders, Senior Executive’s, and other
potential r'equeetor"s, co‘mpéred to what may needed in the future.*?

o The skills of potential successors must be developed through work expenences job.
rotation, projects and other challenging a331gnments

Now that senior management has buy-in and they share your sense of urgency and
passion for this inlﬁaﬁve, proceed to create a succession planning process — a road-map — that is -
easy to follow, makes sense and clearly links human capital to organization results and corporate
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Ob]eCtIVCS For an example see Appendix e Plans, Operatlons and Medical Intelligence career
succession road map.
" Theme -2 Adequately Structured ‘

o The program must have the support and backing of the orgamzatlons senior 1eve1 _
executive management.

' Any succession planning efforts must start with getting the organization to understand
‘why succession planhing_ is a critical issue and how it will affect Naval Medicine in the short-
term and long-term. As taliantéd individuals improve and develop, they will in turn improve and
" develop the organization system. As POMI leadership succession process improves the
organization will attract talented, high potential individuals. Talented people w111 focus on
developmg others and make further strategic strategies even more successful in order to ensure
| that Navy Medicine has a long and dlStll’lglllSth future.*®
e It must be a part of an 1ntegrated process that includes i:rammg, development and

performance appraisal (Fitness Reporting). To include, complete background .

1nforn1at10n on poren‘ual successors, to 1nclude educatlon eﬂ)enence skill sets,

appraisals and senior executive leadership potential review.

Through a “360 degree” evalnation, senior medical planners can coach future leaders to
Undersrand all their areas of strength and weakness. In this approech, an iinmediete boss, peers,
and direct reports proffer their perspectives on the current skilis of the person in question. In the
Business sector, this idea used not only to provide ekecutives Withdvalu.able feedback_, but also to
measure in detail the degree of “fit” to the future requirements of the organization.“‘

For further inf_ormaiion, see appendix c the Performance Potential Metrix as an example

4 implement to plot where an executive would see his or her performance.”® For the POMI’s

involved, this implement in the tier officer structure. .Furthermore, parts of the planning should

include the evaluation that should signify bench strength by rneasuring the nurnber of well-
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qua]iﬁed candidates for each ];ey position, the record ef proﬁoﬁons, and the retention of high
peffonners. At the same time, evaluations should also capture Am’ovrale,‘.conﬁdence and
competence within the planning community. Senior POMI leaders agree, a successful .
succession-planning prdgram‘tailored,» be system-atic, and provide a elear process that enjoys -
' dedjcet_ed ofgarﬁzalional support and that emphasizes long-term leadership development,49 |
e A systematic approach for idenﬁfying, nominating and selecting potenti\al sﬁccess()rs ‘
established. A system for monitoring candidate's development plan progress by senior
management recognized.”

| Have systems in place to enhance career development. Provide the identified employees
" with opportunities to learn from their sﬁperioré. T h_e‘moireinformation they given todey; the less
difficult a transition will be down the road. | /

T he orgarﬁzation really only knows if it worked long after the leader has left and the
organiz.ationA continues to make progress, We can however, work towards succession by
communicating to potentialv leaders in an open and honest way, therefore aliowing the successor
to take risk wh;le the current leader i_s still around to‘support and help them out. The transition _
will need fo be seamless and transp;irent to our customere.

Mentoring Mihdset
-. Implementation of a mentoring program within the institution.
The word mentor reaches baek to Greek mythology. When Odysseus went to war, ’he
entrusted Mentor with his sen;s education and development. "Mere important than leaving an
inheritance is leaving a legacy."-- Autho; Unknown | - |

Additionally, a mentor's wise counsels, teaching, are evident in current interpretations of -

the mentoring process.”’ Mentoring links employees with experienced professionals.for career

15



‘ de\}elopment\. A mentor facilitates personal and professional growth in an employee by sharing
the knowledge and insights learned through the years,**

Menton'ng isalso a powerful form of human development. Some organizations believe ‘
mentoring improves the talent for management and‘ technical jobs as well as helps to shape future
leaders.” Thus, mentoring is not anew concept and has been part of formal development
© programs for some tirne Menton'ngL is an effective vehicle for developing leaders.™ M,entoringv
offers an opt)ortunity for mentors and employees to expand their leadership, interpersonal, and
technical skills. The process can be simple and natural or very SOphisticated.

‘Katlry Kram and Nancy Colley™ suggest, that mentoring offers a private and protected
relationship that enaoles protégés to test out new ideas. and examine issues with a fresh |
perSpect_ive in a safe and non-threatening environment.*® Senior MSC’s officers agree that
effective n1entors foster nurturing envi_ronmentsv in tNhich an ofﬁcer may develop faster and more
completely that their peers, and are therefore better prepared as organizational leaders.

Mentors are not a panacea, and there are some tensions inherent in the mentoring
V relations_hip.57 Additionally, the process makes neavy der:nands.on mentor time, support, and
IEsources. \’ T hus, itis important.to understand that mentoring is just one elenrent of snccession
| planm'ng. |

. Mentoring tips that irnplement in the business community but senior POMI officer agree
are successive 1n the POMI community.5 8 ‘

Additionally, according to four senior level POMI officers interviewed, there are certain
guidelines mentors can follow to make the mentOr—mentee relationship a successful one.

a. Share their experiences — both successes and failures. Teaching through stories
will offer insights that can assist the Mentor professionally and personally.
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b. Guide the mentee through the POMI road map by providing educatlonal training,
and professional approaches to achieve their potentlal

c. Advice the mentee on difficult situations they may encounter.

. d. Support and reassurance the mentee when times become difficult or -
overwhelming. When rudder-guidance is necessary, offer it.

e. Network with other communities, other j oint,planners, and interagency partners
for professional growth and additional developmental opportunities.

Addjtion'a]ly, setting a professional example is an important element for the mentorship
relatlonshlp to exist. In this case, it is critical to pro_] ecta profess1onal image to the mentee so
that the mentee has semeone to‘asplre to be: Mamtalmng a professmnal rapport with the mentee,
as well as inquiring about the mentee’s career goals and what is happening in his or her _]Ob w111

"be beneficial for both part1es 1nvolved | |

_» Be honest with the employees about the1r development. If they are gomg to be ready for
a promotion, they need to know what weaknesses need addressmg

Many orgamzatlons forget that identifying hlgh-potentlal individuals is Just one side of
- the equation. The other s1de is developlng and retaining talent. In fact, most of the time spent
developing the talent pr0v1d1ng them with challengmg opporturutles surroundmg them with
knowledgeable mentors, bu11d1ng their skill-sets so that they are ready to assume senior roles,
when the opportumty arises. Managing expectatlons is also unportant. While developing the
talent, it is uncommon for the respective 1nd1v1duals to become restless and think they are ready
. sooner than they really are. It is therefore critical pr0v1de junior POMI officers w1th new
.challenges and developmental joint and interagency assigﬁments, while giving them timely and
relevant feedback. | |
Four important discussions expressed from Senior Level POMI’s Interviewed concerning
Feedback during the Mentor./ Mentee relationship:
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a. Communicate regularly and efficiently. 4 of the 5 Senior POMI officers
interviewed agree that feedback to the mentee is extremely important. 1 of the 5.
agree with the importance but offer that feedback takes a lot of personal time,
effort, and that there’s no reward for doing it from _the organization.60

b Keepiag trust levels high th'rough‘conﬁdentia]ity. "5 of 5 Senior POMI officers
agree that trust is a critical factor in the mentor-mentee relationship.

c. Staying positive. 5 of 5 agrée ‘with the importance of being positive, not only in
your profession but in all aspects of your life. All 5 agree that a balance is’
extremely important to the success of the Mentor.

d. Addressing problems as they rise. 50f5 agree that be proactlve on issues is
important to the success of the POMI officer

Likewise,thile succession planning at the top is undoubtedly criticalifor any future-
oriented organization, succession planning is just as important below the senior management
_ level. Junior and mid-level ‘employees are future leaders, and the same d/egree of attention must
be giVen to identifying; developing and retaining them. This is espectally the case, today with -
| Generatian Y employees whorcha]lenge the cqncapt, ot IOng—terrtl loyalty and requtre .
significantly more coaching m or.derto stay motivated a.nd~ loyal in the iong—term. Gen Y will
~ Dot have had the experiencé necessary to step in as managers.» Thus, by providing training to
those personnel how th comrﬁunicat'é‘ is essential if you want the older generatiorts to share their
.knowlredge and for the younger generations to receive and understand it.s!

anclusion

As discusséd in the Strategic Direction paragraph, succession plaaning is a complex
‘ administrative and organizational task that requires constant attention and t)ngoin'g resources. In
- order for the POMI commanity to be successful will 1'equira considerable time atld resources to )
mapping out a roadmap Vof current and future POMI skills andb competencies so that the -

organization can recruit and retain appropriately, while achieving the warfighter’s needs.
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Additionally, current and future POlVlI eore competence skill sets should be leveraged and
harness to encourage innovative thinkipg. ‘In combination with the Navy Personnel Command
(NPC) team, the Leadership at the BAUME‘D and, Senior POMI' officers must inlprove
communication, both oral and written feedback in order to aehieve l)epmtment of Defense’s .
future Force Health Protectjon requirements. |
Furthermore, the civilian sector best—p1‘actice organizations continue to view the
importance of preparing for unforeseen events and the potential‘ loss of key personnel.
Therefore, the civilian sectors view on succession planning as an‘ ohgoirlg proeess rather tharl an |
event must be addressed every year or two. Ultimately, agreeing that a comprehensive
| succession—planning strategy helps businesses leverage the full vallle of human capital. We
' should ’take h’eaﬁ to this concept and implement what llas worked for the civilian sector
- organizations in regards to suc’cessionv planning. |
In today’s operational environment, lhe need for career suceession plarlniné in the POMI
community is at a critical crossroads. Senior POMI officers 1'ecognize potential capability gaps
in the current senior medical leadership vlews the comlpunity"s soccession’strategy, however, a
change in the rn.lndset of those will require a diffel'ent perception of fufure requirements. Thus,
the POMI community should use the business lhdusﬂy’s_ structure, examples arld standards in
* order to develop a logical hieraichy organization in the POMI subspecialty.

This study; has served its purpose in terms of enhaheing and enriching understanding of
the lmportance of succession planning. This l'esearch. offers promising_avenues for further study. !
The mam oldjective vva_s to encoorage senior leadership to think cﬁll_oally about the many issues -
and potential proposals offered. The need for career succession irl the POMI eommonity focused
more than.in loday’s \operat_ional environment.
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Additioﬁally, the overall purpose of this research was to enhance and support the
development, and as a result, the j;)erformance of individuals i‘n “strategic leader” roles.
Specifically, the skill set should de;/elop and ha‘rness technology, educational and training
’ obpormmties, é.nd enhancéd Iﬁentorshjp. Naval Medicine, Senior POMI leaders, and those up
- and corﬂing POMI ofﬂcers clearly recognjie the capability gaps in our’cOznﬁunity’s career
succession strategy, with fhe emphasize on the detailing brocess, the combination of established
core compétencies, will evgntﬁally shabe the POMI personnel to the right job at the right time

and might a benchmark for other Naval Medical cbmrnum'ties to emulate.
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APPENDIX A
NFHP - Navy Force Health Protection |
MSC - Medical Service Corps |
vBUMED - Bureau of Medical and Surgery
* POMI - Plans, Operations and Medical Intelligence

NPC - Navy Personnel Command

- BI - Business ihte]ligence

BPI - Best Practice Institute

*HR - Human Resources
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ASS!GNMENT PROCESS

N PERSOHNEL
COMMAND

Key Players

Detailer - Officer’s advocate ensure career and personal concerns
“are balanced with the needs of the Navy; advocate for all
subspecialties; career counsehng [ career management
flassighments. |

Specialty Leader - SG’s advocate for community-specific
concerns including: billet distribution, training, accessions,
professional and career development. Specialty Leader advises
Detailer on requirements and Offlcers w:thm their communlty —
‘does not detall /

Placement Offlcer'- Command’s advocate; single POC for manning
concerns; work collaboratively with BUMED, Regions, Commands,
Detailers and Community Managers to properly distribute -
personnel resources across the enterprise.




Thesis Statement

The Navy’s Medical Service Corps (MSC), specifically the Plans, Operations and Medical
Intelligence (POMI) community, must be adequately structured, possess sound strategic
‘leadership direction and implement a mindset of mentorship in order for its members to
assume potentlalﬁ roles for future strategic and tactical environments that will enhance
Medical Planning resource capability for the changing needs of the joint warfighter.

?“Dlrectlon

: ehglble for retirement w1th1n the next ﬁve years

1.a. Yes, for 1dent1fymg sklll sets but not to necessary to. .. 1 of 5 disagree
;dennfy those ret}rmg within the riext five years. -

prb]ects and other challengmg a331gnments
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Thesis Statement

The Navy’s Medical Service Corps (MSC), specifically the Plans, Operations and Medical
Intelligence (POMI) community, must be adequately structured, possess sound strategic
leadership direction and implement a mindset of mentorship in order for its members to
assume potential roles for future strategic and tactical environments that will enhance
Medical Planning resource capability for the changing needs of the joint warfighter.

2.a. Time, manpower it would take to complete this effort
would not benefit the organization.” Also, senior leadership-
fwould need to commit to' the overarching concepl.

1 of 5 disagree
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Thesis Statement

The Navy s Medical Service Corps (MSC) spec1ﬁcally the Plans, Operations and Medical
Intelligence (POMI) community, must be adequately structured, possess sound strategic
leadership direction and implement a mindset of mentorshlp in order for its members to
assume potential roles for future strategic and tactical environments that will enhance
‘Medical Planning resource capability for the changing needs of the joint warfighter. )
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Thesis Statement

The Navy’s Medical Service Corps (MSC), specifically the Plans, Operations and Medical
Intelligence (POMI) community, must be adequately structured, possess sound strategic
leadership direction and implement a mindset of mentorship in order for its members to
assume potential roles for future strategic and tactical environments that will enhance
Medical Planning resource capability for the changing needs of the joint warfighter.

E‘:

- Senior Leadership 1. Senior Leadership identify POMI skills that the 4 of 5 agree
Direction organization will need in 5, 10 or 15 years and '
. -analyze the workforce to identify those individuals
eligible for retirement within the next five years S
- l.a. Yes, for identifying skill sets but not to necessary to 1 of 5 disagree
 identify those retiring within the next five years. =~~~
2. Senior leaders identify responsibilities, skills and 5 of 5 agree
competencies that will be needed by their '
replacements

3. The skills of potential successors mustbe  50f5 agree
developed through work experiences, job rotation, :
projects and other challenging assignments
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Thesis Statement-

The Navy’s Medical Service Corps (MSC), specifically the Plans, Operations and Medical
Intelligence (POMI) community, must be adequately structured, possess sound strategic
leadership direction and implement a mindset of mentorship in order for its members to
assume potential roles for future strategic and tactical environments that will enhance

Medical Planning resource capability for the changing needs of the joint warfighter.

50f5 agree

‘Adequately Structured | .
‘ ! y 1. The program must have the support and backing of the

(PCISODHCI, Equipment, Tr aining) organizations senior level executive management

2. Tt must be a part of an integrated process that includes B 4 of 5 agree
‘training, development and performance appraisal (Fitness - :
Reporting). To include, complete background information on
“potential successors, to include education, experience, skill sets,
‘appraisals and senior executive leadership potential should be
reviewed . .
2.a. Time, manpower it would take to complete this effort 1of5 disagree

would not benefit the organization. Also, senior leadership

_ would need to commit to the overarching concept.
‘3. A systematic approach for identifying, nominating and " 50f5 agree
‘selecting potential successors must be established. A system for

" monitoring candidate's development plan progress by senior

_-management should be established =~
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Thesis Statement

The Navy’s Medical Service Corps (MSC), specifically the Plans, Operations and Medical
Intelligence (POMI) community, must be adequately structured, possess sound strategic
‘leadership direction and implement a mindset of mentorship in order for its members to
assume potential roles for future strategic and tactical environments that will enhance
Medical Planning resource capability for the changing needs of the joint warfighter.

Mentoring mindset 1. Implementation of a mentoring program ~~~ SofSagree

2. Identified tips on Successful Mentoring ~~ ° ' 2 %8¢

3. Be honest with the employees about their ; t
development. If they are going to be ready fora ~ §5of 5 agree
promotion they need to know what weaknesses - '

- need to be addressed

o
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