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CHAFTER 1

INTRODUCTION

The'Galdk§ter-§xchcls EGD‘REGrganizeticn Act of 1985
’ coversla multitude of drgaﬂizatiﬂnal changes th#t will
significantly impact the management of the Department of
Defense. In statements before Congress on 8 October 1985,
Senator Sam Nunn [(Democrat/GA) termed the legislation as
“prahabiykthe mast iépcrtant undertaking regarding
nationéi security in the last 30 or 40 years and perhéps
Ianger-“(24:37} On that same date, Senata?tsarry Goldwater
k{RepsincaanZ) sﬁated that “the reorganization of the
kﬁegért@ent of Defense may be fhe mosi i#partént thihg that
fﬁsﬁétess.daes iﬁ my;iifetime.“€é4:3?} | | ‘
~ 5§r'many yearé ;ri§r to the,Iegisla£§cﬁ, Caégre5s
,e#pkesééd cancern‘d9er the quélity and‘training of
mélitary df%icers acrkiﬁg in positions ocutside of theif
’paren; éérv:ceskin a joint service environment. This.
’résulteﬁ in a number of studies by special boards and
;Elue Eibban“ panels. Additionally, military reform has
been urged by a large number of former, senior DOD civilian
’andfmi}itary officials.  The Honaorable Lawrence J. Korb,
theﬁ V;te President¥‘Carpcrate Gperatians; Raytheon
‘Cérpa?aticn, and former stistaﬁt Secretary of Defense for
Manpower , Reservezéf€airs and Laqistics, testified in

favor of major changes within the joint officer management




‘sysfem, stating in part:
By and large ctficers assigned to joint dety, especially

the joint staff, are not the “best and brightest.” Nor

are they as prepared as they shauld be far joint

assignaments. finally, they are not as coapetitive for

pramstiaon as officers who have resained clase to their

- eervices. {32:287) " ,
The military leaders of today have responded wi£h,an

. honest recognition that much improvement can came fram the
reaorganization. As a result, they are pushing their
services toward full implementation of the new law.
However, there has been one distinct afea of the law which
has all of the services concerned. Title IV—"The Joint
Qfficer Personnel Policy"—-—carves deeply ihtﬁ thékpersannel
- management of all the services. The greatesf cunéern
cames aver the establishment of a cadre of‘joint specialty
officers (JS0°'s) and the potential for that corps ta become
an elite careerist group. Many senior nilifary ieaders
Fear this will detract from the current e-ﬁhﬁsis an
developing the war-fighting skills of dur‘a¥€icers and
- their ability to prepare themselves for future leadership
pasitions. The additional requirement that an afficer
must have completed a joint tour in order to be pramoted‘
tao general officer further exacerbates feared careeriss
implications. This stipulation eliminates the possibility.
af picking up the "late bloomers"” and strictiy
cperations-oriented officers for promotion to general
officer at a later date.

Frior tc the passage of the law, the Department af
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‘Befehsé’was ésked to comment on prcpééed’chaégeé. Ina$s
Hérch 1?85 letter from ihe afficé af the Sécreféry of
‘Defense to Segétsr Goldwater, itywas,suggested that "any
‘prapased‘iegislatian~ﬁé requifed tclmeet a éet of cleariy
 defiééd:§aﬂ3§émént critéria.; it’waé fﬁrtﬁer proposed that
'”the Iegislatxcn shauld 1nciude prcvzszans that woufﬂ have
'“management and cperat:onai benef:ts which wculd clearly
cﬁtkéigh»the inevitable disrupticn ihat écccmpanies
'Eécr§aﬁiéatio$;“ Later, after a review of the actual
pfapasé& provisions of the Iegxsiatzan, the Eepartment of
‘Befeﬁée‘ﬁaﬁ addi{ianal recémmendaticns- In an 18 October
‘1935‘le£ter from the’Seneréi’CaunSEI of thé Secretary of
- Defense ta the Hanarahie ;es Aspin, - Cha:rman, Cemm:ttee un
Qérmed Serv:ces aof the Heuse of Representat;ves, the
f cag;grp gas expressgdﬁthat:‘:«~ -
. ;ﬁéafi u? the changes bgrescriheé ‘could- be achieved
“.primsarily through  management initiatives rather than thratgh
acre raé cal,. ;nffe ible legislation.{8:2)

Robin Pirie, who previauély éerved as éssiéﬁaﬁt
;’Seéretarf'afyﬁefeﬁsekfér Manpower , Réserve’Af{airé an&
Lagiétits, ahd at the time'cf testimony béforeytangkess wnas
the Vice Preszdent of the instztute of Defense Qnalys:s,
felt :hange was needed,‘ He was unhappy with th?
pracedures fer select:nq, tra:nxng, and pramat=ng officers
in chnt ‘duty billets. H;s concern was that the services

did not have the incentive to assign their best officers

 to joint duty. Even though he acknowledged ihe need for

-
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change, he clarified that he did not believe such change
could be effectively legislated. Specifically, he said:
Thiz bili, lite other congressional 2tteapts tao legislate
pni:cy, 1t bourd ta have miany unfnreseen consequences and
un:ntended results. (32:797)

Each of the military service chiefs and civilian
service secretaries have aired their concerns in testimony
before Congress since passage of the law on 1 Octaber
1786. The framers of the legislation recognized the fact
that some praovisions of the law would need revision. The
canference report stated:

...the confereos expect that unanticipated probless

w1il he identified as the DLefense Departsent implements
tne provisions of Title IV of the conference substitote
anendment and that adjustaments will be necessary...the
canferees eypressed a willirgness to consider groeptly
“apv aciustmente to these provisions that the Secretary
of Detenze may recommend based upon insights that actual
taplenentation may provide. (37:134)

As the law 1s implemented, the services are finding
that the majority of the law is feasible and workahle.
However, as the Air Force Chief of Staff; General Welch,
stated, "the 3 1/2 year tour for field grade officers in
the joint staff and the 3 year tour for general officers
is mathematically ‘impossible’.”(2:10} While this and
other aspects of the legislation are a probles, the chief
cancern is the long range ramifications on averall force
personnel management.

Despite the conference committee’'s statement that
adjustments to the law were expected, to date, maost changes

that have been proposed have been rejected. In fact,
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;many o¥ the areas af cancern have been made even more

r:g;d by the chte suhaamm:ttee when issues heve been

ra:sed. The reccmmendat:an= u§ the service secretar:es,

Chxefs Bf Staf{s, and the Cha:rman cf the Ja:nt Chzefs af
Staff have been d:sreqarded. - The gro{esszanal opinians
of these a§¥1c;als are that tgey u;ll enceunter major
prablems with fuil 1mp!ementatxaﬂ of the Iaw-

Cha:rman Nlcha{s,rin respcnd:ng ta a consensus by the
Ch;sfs fand presented by the Chairman of Joint Ch:efs of

Staff, Qdmxral Erawe, 1 May 1?87} on their analysxs

frevealxng several areas where madzf:cat:aas would

trengthen the ja:nt cnmmunzty‘ responded that “"the
prcpqsed changes~ﬁsald weaken the ihteaf‘gf the
Iegisiafiaé;“i352~f} L '

 "Q§’mént£a6ed éérliéf,‘ét the core 6? ‘the services®

concern is the estabixshment of an cccupatzcnai categury,

' referreé ts as. the 3axnt sgeczalty,” for the managemnent

of cf*:cers uho are trained in, and driented toward, joint

matters.. The stated zntent is to a?tempt to elzmaﬁate
the percetved parach:al bxas by service fozcers that
m:ght be exhibzteé while assigned to the joint arena.

Thé proposed ﬁazéiipﬂ to prevent what has been termed
as Qintérservige rivalry™ méy, in fact,‘:reate’prablems
much greatér;and‘mare(divisive than those that it was
inteéded té aolva, fn this paper ée will discuss the

p?sblems wer sée as‘having~a strong §rehabi1ity of

=
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de&eloping. We will start with a short revieﬁ of the
Goldwater/Nichols Department of Defense éeorganization
Act. Then we will look at the specific'areas of
Careerism or Professionalism, Impact on Promotions,
.Career Plaieding af Nan-Joint Service Officers,
Prédictable Pitfalls Inherent with a JSO Elite, and

finally, Operational Implications.




CHAPTER 11

- REVIEW OF THE LAW

- ‘ T?tle IV of thé Gcidwater;ﬂichels bépartment #{
Be?ense Recfganiiatiaﬁ Act'ef 198&6 Qas effective on 1
October, 17846, 5ad tnéers reﬁuirements for the persanneii
management of jéintbafiicers. The law includes the
management af both f:eld grade {majors, lleutenant l
colonels, and calane}s) and general afficers. The é
Geldwater—ﬁ:chals Department of Befense Recrgan:zatzan Qct
of 1986 Ccﬂference Repcrt €??~824} grnvzdes a good summaryv

ysé prav:s:ens requ1red by T;tie V.. The majcr points

summarxzed uere:”

:‘ £stsblxshes an acﬁ&gst;uas! categafy‘ referred fe as thé
;8xﬁt spec:ai*g;‘ far the ﬁaﬁsgenent af eéfzcers who are
trained in aaé sr:erteé tauaré joint matters.

2. Frﬂ:;éﬁs that. 33;at speczaitv officers shall be selected
By thE‘SE:retarY gf Defense from nominees submitted by the
Secretarsesksf fhe’ﬂsiitarg bDepartsents. ) Ly

3. Séqé;reg thst'an'g¥¥itéri§e? aét §§ selected for the

: jsiht'sgéciaity,unfil te cospletes a joint éducatisn :
program and a full joint duty £§5r.

5. Reqaires‘tﬁe§ SG percent of joint duty positions 1n

grades above captain/Mavy liszutenant be filled by aofficers




who have been noainated or selected for the joint
specialty.

5. Directs the Secretary of Defense to desigrate at least
1,000 crrtical jaint duty assignaeents that aust always

be filled by joint specialty officers.

4. Requires the Secretary of Defense to ectablish
career guidelines for joint specialty aofficers.

7. Requirx;, sut ject to a warver by the Secretary of
Pefense, tﬁet all officers promated to general or flag
rank aust attend an education course (CAPSIONE) on working
with the other araed forces.

8. Reqﬁires all joint specialty officers and a high
praporticn of other cfficers whao graduate from a joiot
schael to be assigned iamediately to a ;nint duty pasition.

9. Prescribes, subject to & waiver by the Seéretary of
Defence, that joint duty tours shall be atlle;st 3 years
:a length for general and flag officers and at least 3 1/2
yearz in length for other officers.

0. PReguirecs the Secretary of Defense to exclude jaint
training assignments and assigneents within the Military
Departments in the definition of "joint duty assignaents.”

ff. Specifiec that each promotion board, subject to a
watver for tha Marine Corps, that will consider officers

vvvv who have served in joint duty assigneents shall include at

least one joint duty officer designated hy the JCS

Chairman.




A T

12. Establishes the ?silauiég promotion review process
for aftficers who are serviag, or have served, in joint

daty’assigsaeéts:

- a. reqat;es the Secretarg of ﬁefease ta férﬁ:sh ta
the Secretar:e= of the ﬁ:i;tary Besartments guidelines
to ensure that grematxaa besr&s'gi¥e agpragri#te
consideration is ,eznt d&ty peréar&aace,
b§:kd;regts *he JCS Cheiraaﬁ ta revseu prststacn bnaré
repcrts befw & tbey ars subnltteé ta the Secretary
of Befease; ‘
'c; éuthar;:éé the Secretéry af‘a ﬁiiitary Depsrtneat, if
: the JCS £hatrnan ﬁetersines that the pra:ntten board
sa¥ad 'astrary ta the Sesretary ef Befease s
gﬁxéelxnes, ta return the repsrt ta the graaet;an board
(ar 3 sabs uent prﬂﬁﬂtlﬂﬁ bearé) far rarth&r
pre:seéiﬁgs, arvene a spec;ai gfaant:aa baaré$ or take
,efhsr appfgﬁrzet& &Eti&ﬁ;’
é:x d:?écts the'Setréferyiaf Be§§352‘t6 take‘agprégriéfe
3Cf£9ﬁ'tﬂ rgss!%B any ret#iniﬁg &iségreeasﬁt‘betﬁéen ~‘
the Jecretary af a ﬂ;i;tary ﬂepartnent and the JCS‘

Cha:rsan.

13, Reqﬁires the Setreiary‘ef Defense to ensure that the
‘qualifications of af%itérs'assigaed to joint duty

assignm=nts are such that certain prosotion rates wmill}




be achieved.

14. Requires, subject to a waiver by the Secretary
of Defense, that an officer may not be prosoted te general
or flag rank unless he has served in a joint duty
assignaent, |

15. Requires the JCS Chairman to evaluate the }6jht duty
performance of afficers recomaended for three- add
four-star rank.

14. Reguires the Secretary of Defense to advise thé
President on the qualifications needed by of{i;érs to

serve in three~ and four-star positions. (33:96-97)

In addition to the summary provided aone, there are
several other provisions that should be nqted;

Additive to item 11 above is that offitqrs};ssiqned ta
any joint duty should have a promotion raté'not>ies§,than
the rate of officers of the same Service assiéned io the
headquarters staff of their Service. |

Regarding relief fraom the law’'s provisions, it allows
that officers who possess a "...critical otcupational
specialty involving combat operations (as‘deéignated'by_
the Secretary of Defense)...” may be selected far the
joint specialty after only two years of a joint duty-tnqr
and completion of the joint professional military
education; Any officer selected for the joint specialty

under this provision is required to complete a regular

10



joint taﬁr‘aé saﬁn'as pra:ticable'éfter the selection.

:Ta be se}écted‘far pra@atian to general officer, the
law requires thE’éfficefjta have ccmpietéd a jninf duty
"-aséigﬂment; 1t also &irécts that to be sélécteﬁ’as
Cammander—in—thié§ §f'a unified céﬁmané;‘Chiéfﬁaf Staff of
a military Sérvi£e§~6f Vice Chairman uf‘the Joint Cﬁiefs
of Staff, the officer must be a joint égecialty afficer
and, in addition, maét have served a tour of duty in a
Joint duty assignméﬁt wbile a generai é%fi:er.

‘"The. law alsa»aiia&s a waiver ¥ar‘jaint duty éssignment
hefore promotion to generaI af£i:er by the Secrétary of
-Defense fa;:éfficers‘“;..whose proposed selection for
p?cmoticn is based prima?ilykupﬁn scienti?i: and tecbhica;
";qqa{ifiéat{on‘fcr uhi;h‘iainf quQirEmehts do nat
} ke::ist‘.F.;A;?“(SE;#’S’}‘“ - |

“éﬁ iéﬁcrtant p;ft of £hé legigiatiaﬁ isythe t;an§itiaﬁ
‘pravigiéns that'éilqéitﬁé'ﬁiiitary‘td fully impleménf
Title IV, | |

The law al}a#s{tﬁe Sécretary‘nf Befénse to ﬁ#ive the
requirement fab a jéint déﬁf assign@eﬁt for promotion to
general officer until 1 Jan#ary 2?92,v if the‘afficer“
*...served before the dété'af the enactment of this
subsection in an assiénméét f{other than a joint duty
assignment) that~invc£ve§ Signi$icant experience in joint
matters (as determined‘ﬁyitﬁe Secretary)." (33:43-44)

Additionatly, the iaw provides transition provisions

11




for the selection of Joint Specialty Officers. The
Secretary 94 Defense is allawed to waive either the joint
professioﬁ;i'military education or the rgquirement for a
completed joint duty assignment follauiné the‘education,
but not both. (32:44) The law also allows the Secretary of
Defense to, “consider as a jaint assignﬁent any tour of
duty served by the officer before the date af the
enactment of this Act (or being served on the date of the
enactment of this Act) that Qas consideredvfo be a jaint
duty assignment or a joint equivalent assignaent under the
regulatiaons in effect at the time the assignnent began. "
{33:45) These transition provisions expife an 1 Octaber,
1988,

With these legal provisions in mind, Qe can now look
at how they will affect the professionaliss of the aofficer

corps.




CHAPTER III

CAREERIJ& GR FRQFESSIGNQLIbH7

" Webster ﬁef:nes a c#rpé%xst as ;that peréc& who is
"1nterested ch:ef!y in ach;e§1ng h;s own prn%ess:aﬂal
ambition ta the negiect Gf other thxngs Careerism
is "the behavior of a career15t—-exclustve ar selfish
devat:an to prafesszcﬂal amb1t:ans.“(34'“21)4’The Air
Farce Ch:ef of Sta{f Generai Larry weich,ixs kéli;knéwh to
- be adamant abcut dxsccurag;ngvéafaerism amang members‘cf
the Air Fcrce.(gq:—*} Hau wefy zran:: that, dur:ng h:s ’

' ﬁtenure as the Chxef he 15 ren?ranted a:th ?1tle iv af the

V'Galdnater-ﬂichais BGB Eearganzgat: nfﬁct.‘ It d;ctates

iiestabxishment af ‘a careerxst eixte~;the Jaxnt Specxalty
,kﬂffzcer {JSB} wha,‘as a‘senzarvcaptazn‘ar 3unzar majar,‘

: must be 1deﬂt1fled and put thra&gﬁ jaxnt Prcfesszanal
7'Hziztary Educatzan {PﬂE} and }cznt duty assxgnment w:ckets
in order to qual;fy for ccnsxderatzan fsr general cffzcer.
The results may ‘he fhat thxr Iegxsiatxsn, like no cthef\

: beFare, will create a career:st elite.

Some have iaﬁeiled miliﬁéryyéfficefs as béing of an
féhtrepkeﬁéurzai‘Eentalit;g* fhése nffiﬁéré are allegedly
mare'téncefned wifh mana§i6§ th§iE :;reérs tafénsure
‘praméfinnkthan w%th serviﬁé‘tﬁé;néiibn.{&:SG}‘

‘:Héwever,‘thé motivafiényéf vast naﬁbe?sucfi

" conscientious, dedicated and hard-working majors,

13




lieutenant colonels and colonels, in part, stems from their
professional asbirations. They continuously set goals

for themselves tao be successful in coapetitiun for
challenging assignments and promotions. And, in the

midst ofvtheir aspirations, they apply theﬁselves‘té the
aczomplishment of the missicn of the Rir‘Force. .They are
truly professionals. Professionals, as defined by
Webster, "are those who have much experience and great_
skill in a specified role.”(34:1163) These afficers do
not fit the designation of careerist, rather, they are
duing a goond job becéuse they believe‘in the Air Farce and
the &efense of the nation. "Pro{essiangligm' doves not
negate their desires and ambitions to continue ta succeed
in the promotion system. To deny thelrgality af that
human desire is to disregard that Air Force (military)
pro%ess{cnals possess normal emotions and needs-—neéds
Iiké those thaf are inherent in capable individuals in all
crafeszions.,

Ambition and desire for promotion are considered more
than just acceptable. In the civilian work faorce, as well
as the htlitary, they are often deemed‘essential if one is
to be jﬁdged as a successful contributur by athers. (15:611)

One cannaot expect potential leaderé to passess vision
toward mean}ngful accamplishments for the estabiishment
if they are denied enviszioning their own pragress within

Lha establichmont. In the Air Force, such progress is

14




’ most tiearly evident in achieving suctess4in thé promotion

. system. Such aspirations are chafacteristic afk

. professionals who recognize that with ﬁard wcrk‘alsa

;camé persaﬁal éatisSactién, aiccmglisﬁ@eutS'éﬁd
‘ ,pr$$atiéns. ‘These asgifstiené are not to the deﬁriméﬂt of
Jtheucréanizatiaé; they are, in fact, the é}emenis thaf
complement the srganizatién.

. However, Title IV, in establishing the’jaint,afficer
; specia1ty,1wi11fcreate an *elite® afficer‘cﬁrps, with
cffi;e?s being forced to join this extiusive group in
order téyédvance their caréer'gsals.  Thevdéint Specialty
‘G¥§ice?¢“:grps" will become a sort of suéer‘careerist |
 cIés§; with a type of careerism much‘sfraﬁgef th#ﬁ we
texperiéncé toﬁay.{ZE:I?) | | |

‘Unti;‘the‘mi;itary‘sets the‘éxa:t;ngmhe? c% jéint‘
~;r,gqai;—egeétsi that have to be filléd, the Air Force cannot
determine'the number of joint afficeés;tﬁét must be
bﬁainfaiﬁeﬁ and’traiﬂed thfcugh‘jaint PME. Once that
&eferminatieﬁ is made hcwever, theré’wili Se a~cértain
‘percentage cf‘ﬂfficers who will aésessynﬁat needs to be
done to re@ain campetitivé faor promction. As a‘resnit,
both thBSE with professional aspifaticné tb best servé‘thé
érgaﬁizatisn’andkthgse with a tendeﬁcy tauard’“cafeerismu~
will begin planing their careers to fill thé "new
squares.f A new class of careerist officers will be

created who are meroely following what has been mandated by




Congress as necessary to progress inrthe military.

In observing the process, one must recognize that
there is a fine line between "professionalisa" and
“"careerism.” It is arguably incorrect tn»Iabel all military
officers who want to succeed in the proesation system as
"careerist." Such success for many is a stfcng persanal
and professional aspiration. Haowever , such aspirations
cannot bt categorically viewed as overpowering an
otherwicse strong commitment and dedication ta the Air
“orce.

Both careerists and professionals are realizing that
the creatinon of the JSO will have a sigrnificant impact on

[ .

“he outcome of the promotion system.

ibé




A

]pasxt:ans.

" CHAPTER IV

IMPACT ON PROMOTIONS

' Some believe an officer ‘s career randomly places

his‘cr her in one assignment aftérvahéther and;Athus,

, bu:lds the gutentxai which subsequentiy makes that nr§icer
:cnmpetxtxve for promotion ta general a{facer. In #u-e
- cases that may be what happens. Hauever, the conscientious
*fo¥ficer'kncus that potential success gay,sezi éeéehd on
Tcapxtai:zxag on new appartun:t:es. Ekﬁcsuke in a v;fiety
'af Ja& eppcrtun:t:es allows an a%ficar ta gazn dxversxfied
'experxence and, in turn, brcaden the kncuiedge basa. A
“‘successxan cf such different exper:ences better prepares

fiyfan cff:car tn becnme csmpet:t:ve *ar future challang;ng

s The AF Fcrm ?G, Gf§xcer Career Cbgect:ve Stataaent

'(Lxeutenant Colanel and be}aa}, and the QF Farn 620,

Enlanei Resume, g:ve zndzv1dua1 aff:cers tha appartunzty

ta;express the:r preferencas. The Bf*:cer Effect:veness
fREpart (0ER) requires an officer’s sﬁ@érvisaé to document
',past perfarmance and predict future potential. Théknere

i tharnugh and canv:nc:ng these dacuments are, the better

egpcrtanxty the nff:cer has in the ass:gnment pracess to

‘rece:vefthe really tsugh, chaileng:ng b:llets.

Our - promﬂtxcn system is §aundeﬁ on seiecting c*fzcars

based on their patent:al to assume tha next hzgher grade.
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Those selections become more competitive as one progresses
to the more senior ranks. The Defense Officer Personnel
Management Act (DDPﬁA) recognized that many will be fully
qualified, but the limited number of guotas would
nécessitate selection of only the "best" qualified.

Yet, the Goldwaters-Nichols Act redefines DOPMA and
dictates a new "eligibility cut® for promotion to general
officer. 1In order to be fully qualified and, thus, be
eligible to compete for best qualified, an aofficer must
have served a full joint tour. By itself, this provision
may not appear to be unreasonable until one considers that
those selected to fill the critical joint billets sust, in
most cases, come from thase nominated as captains and
majors to be Joint Specialty Officers. In short, if one
does not get on that train early, there are no tracks to
follow that will prepare an officer to be competitive for
promotion beyond colonel. |

One can argue that the percentage of officers who
attain the grade of general is so ssall that it should not
be a major concern that the law necessarily limits the
pool of eligibles. But, on closer examiration, the
smaller pool is a major concern. That concern, and the
fact that the tour lengths prescribed by Title IV would
result in fewer officers being cycled through joint duty,
was addressed by then Secretary of the Navy, James H.

Webb, Jr. He noted that “"extended tours of duty wauld
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reduce the numbers of officers who have Joint experience
’ and,'thus, limit the resource pool fraom which senior

- officers are selected.”(3:3)

By virtue of attaining categorication as a Jdint

ijSpéciait? Officer, the Gppdrtunity‘far prametiuﬁ to

sgééefai officer will become signﬁficaﬁtly enhanced.

The pramatien system, as prestribed by current law,

requires that an officer may not be considered by a

'seiecticn board for promotion unless the board considers

all aff:cers who are senior to him/her. The promotion

haard‘nay recommend for promotion only those officers it

‘,acansidersvtc be fully qua}ified. 1f the nuaber of fully
“;séﬁéiifieﬁ c?fiters ccﬁpeting is greater than the number of
&#$t§ﬁ€ies, the promotion board wil}‘ﬁelécimthe best
~;,qaad1fted-£14'—-}"Infeséence, consideration uﬁder Title :
1V of the sazduater—mcmis Act will be in technical terms
 fcn£y.f'CﬂIaneIs will become eligible for promotion to

Qbrigadier genefal based on their dates of rank. Hauever,

fhe&r tack of a }cxnt taur will mean they are not fuily

";qualzf:ed and therefore are autcmatxraiiy not cempetxt:ve

g Fcr prqmﬁt:cn.

Under Title IV, those who are not selected to be

:JS@f§, ar do not complete a joint tour, are simply not
- .garng ta be eligible for promotion to general. This
will be the case no matter how proficient they are in their

rhasen field or how dynamic in their Ieadersﬁip abilities.
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In testimony before Congress on 1 Mav 1987, Admiral
Crowe noted the "challenges to be confronted in finding a
balanced approach that meets the DOD requiresents in the
joint arena, establishes a rewarding career pattern for
the JS0, and yet continues the fairness that is the
hallmark of the military promotion systea.™ He made
reference to earlier comments by former Chairsan of Th§
Joint Chiefs of Staff, General David C. Jones, that
indicated a need for the services to correct pasct
deficiences in the joint arena. He further noted Ganeral
Jones’ emphasis that as large a number of ﬁfficers as
possible be given the experience of joint fours. That
concern was to ensure a sufficiently large number of
qualified officers would be available to compete for
}future senior leadership positions. (30:—)

The Air Force will attempt to preserve the
fundamental purpose of the officer promotion program
as stated in AFR 36-89 (Promotion aof Active Duty List
Dfficers, 15 Sept 1981): |

to select officers through a fair and cospetitive selection
process that adviances the best qualifiad officers to
positions of increased responsibility and authority and
provide the necessary career incentive tos attract and
maintain a high quality officer force.(1:1) -

Title IV makes the definition of “fair and
competitive” even more elusive than it has been ib the
past—-—especially to the non—-JSO. Not only will the

potential to be competitive in the promotion systems
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diminish, the non-J50s likewise will experience
frustration when they recognize their career progress has

platéaﬁéd.‘
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CHAPTER V

CAREER PLATEAUING OF NON-JOINT SPECIALTY OFFICERS

One of the hidden impacts of Title IV will be the
career plateauing of the non-JS0s. With full
implementation of Title IV it will be apparent sarly in an
.officer’s career that without the joint tour completion,
they can wave goodbye to any professional aspirations for
promotion to general officer. As noted earlier, in
relation to the large numbers of field grade officers, the
percentage who attain general officer is relafivcly small.
Comparatively however, the 'pro&eséianal aSpiratians' aof
the huge numbers of field grade officers are not ssall. A
concern that must be recognized by leadership is the
impact Title IV will have on the greater partion of
the officer force—-—-the non-JSOs.

"Career plateauing™ is an area that has been researched
in the civilian sector and could potentially be applicable
to non-JS0Os. The term is normally considered as having a
negative tone that suggests failure and defeat. In
actuality, there is nothing inherently negative about the
notion of a career plateau. To say that a person has
plateaued teils us nothing about that person’s perforsance
on the job, morale, ambition, or any other personal or
behavioral characteristic. It simply describes that
individual ‘s current career status within a particular
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organization. czszacs:

Tom Peters in his best-sell;ng book In_Search_ of
‘ﬂExcellence descrxbes how we are all creatures of our
fenvzrcnmeni uha are very sens:t:ve and responszve ta
'externa}vrewards and punxshment‘ He nates that,‘althaﬁghb
‘ ue aré éfrcnglysdfivén ffcm:aithiﬁ {and self—mctivated),

C we aise despefately ﬁeéd meaning in our }iQES. For that
‘reasan, ue ﬂxll sacr:fxce a great deai to the institution
that u:ii prov:de mean:ng far us. Peters alsc notes that
"peapie tune eut 1¥ they feel they are fazl:ng, because
"the systemu is to biame-“(zé-SG} o |
‘ ﬂrganizatzonally piateaued 15 # person ‘s statas shen,

althcugh possesszng the ab:l:ty to per§arm uell in hxgher

7i ylevel jnbs, because of a lack of'apen:ngs, exper:ence or

 appartunxt:es, one is prah:h:teé from be;ng campet:tive
Far pragresszan or gramat:cns.fis éG#) Bes:des the
:tendeacy’¥ar the crganx‘atxon to. treat its plateaued
vpecple pass:ve}y,kthe crgan:;atzan may aisa hurt itsels hyk
’ deny:nq these persanne! access ta challengxng assxgnmeats
‘iwhere their talents and expertxse carn &est benef:t the
‘crgaéxzat:an- Qdd:t:cnaliy, the pctent:al zmpact on
,self—:mage may ix&eﬂxse damage the ahziitles of the‘
1nd:v:duai.‘ 

| ch-one csnsxders his/her se}f :mége can be d:rectly
related te that persan s feelings of value. Values are an

'1adzv1dual s sources af satxs¥act1cm such as




status. (31:19) Webster defines status as "a state, or
condition——position, rank, standing". (34:1425)

In addition to a person’s aptitudes and work interests,
he/she has life adjustments and satisfaciidlé which affect
'behavior and aspirations arising from value comsitaents.
Such value comamitments, or internalized criteria, cansist
af what that person considers to be the "good life.™

His tehavicr arises oaut of matters he t:u.-siders to he
iapartant as ferces in deteramining his style of living, his
daily behavior, and his aspirations which serve to ‘pull’
(teleolayy) him 1nto the future. (18:149)

Unfortunately the non-JS0s, who recéqniin fhenselves as
career plateaued, may encounter diff_icultyrpAt"og}re.ssing
towards any goal directed activity. They-ay see their
futures at a dead end. The consequence ucnld be a de;:line
in their career attitudes (i.e. peséi-is- d:mt future
praspects). e

The vcrganization would then probably loée the sanager,.
eithar 1n the physical sense (resignation} or the:
psychological sense (staying en with reduced esthusiasa for-
the work). Either way, an investgent in bheman rescurces
would not be realized, either partly or fully. (20:393)

The difficult reality can patentially dllutza career
plateaued officer’'s professionalism. They-ay view their
"employment” more as a job due to thevlessaj\ed incentive
to proceed with a “career."”

And yet, many of these officers will have progressed
to that stage in their lives when they are experiencing
their greatest productivity. In Gail Sheehy’ s boak

Fassages, she discusses the highly refined dimension aof
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gra&tb that ;s‘anly‘pnssibie and appropiate after an
individual has had time to profit by years of life

expe#ien:es. Sheehy says:

\,..qs;;iﬁq &v*‘ ;ﬂtheatic;iig yieans yihe 'arfiwai";t that
feliciticus ztate of inner eugressica in which we Fnow of
all our p?t?at!;I;tIES and . pussess the ege strength to
_direct their full reach. (3%:34) S
The prospects exist in Title IV for the direction of
\thnse patentiéiiiies fa be thwarted¥—thwartéd Ey a system
‘;that‘ailiyﬁai‘énﬁéﬁragé ﬁiiit#?y pfsfeséibﬁais t# direct
'tﬁeif'étredéths £stuI1 frﬁitiaé, but will prevent their
pra¥25513531 asp;ratlcns. k
The que t:nn;‘ "is it better tc teli a manager that he -
‘ar she has piateaued or ta aliaw the zndzvzduai to
o mazntazn hupe c{ eventua} pramet:an?“ w:li nct applf ta
Vg:the mslxtary cffzcer cnce the chnt Spetzalty foxcer
:3dentzfxcat:ans have heen made. kThe answer will be
‘abvxuﬁs~-1¥*éne has not ccmpieted a’jéiﬁf‘tauk aSsignment,
. asptratzcns far :ertaxn type assxgnmeats or prumet:an to
*general are nat cnly unrealxstzc, they are in fact,
prahxhzted by law!t
Ty turn, the- Ieg:slatxcn has the pctent:al of creating
pit§aiis:fcrfthe designated “fast track® J50s. The neut

- chapter will discuss some of these possibilities.




CHAFPTER VI

PREDICTABLE PITFALLS INHERENT WITH A JSO ELITE

When one speaks aof “fast track,” either iﬁ the
civilian or military arena, the term generaliy refers to
those persons identified as havipg the strongest potential
for being rapidly moved through the systeﬁ and placed
earlier in more responsible leadership/sanagement
positions than their peers. While the eétablishment of
the Joint Specialty Officer does notvnecessarily equate
ta that commonly referred to as the fast track, bath the
JS0 track and the fast track (below-the-pramotion—-zone in
the military) share a potential long’tern prablem.

Indeed, the potential strongly exists far the JSOUO to be
deprived of building a solid technical fouﬁdatian in
his/her cervice specialty.

Ever, officer must develop and deﬁoﬁstrate salid
competence in some critical task or function. Thase who
fail to do so will have no major buildiné block for a
career outside the joint staffing arena. An understanding
aof the technical aspects of a special—-ty hecames critical
when officers are placed in more senior sanagesent and
leadership positions. Without such technical éxpertise,
they will not know what questions to ask or haw.ta
maintain control over the operational area. Even the most

dedicated, hard-working arnd honest officer cannot replace a




" void in,expérience, egpeciaily iﬁ tﬁe cpératiénai areﬁa.
1f one does not understand the critical functians of the
‘Specialty Qr‘iécké technical expertise, it will not be
prSiﬁle;ta b%ﬁ?idebtecﬁnitél ieadefship or affe;
subardinates help on techn:cal prchiems.

L1kewzse, the ncn—“fast trackers“ or non-JSﬁ will
suffer. First, the lack nf cantinuity that &ill be
‘apparent for the JS0s who lack extens:ve experlence in
" their service spec:alt:es uzll have a negat:ve :mpact on

;the careers of subordinates. Subard:nates uxll depend on
“these'nf{icef§'¥af leadership as neii as their perfarnance
‘appraisals and recommendations #ar prémcti§h.

‘ I'};he ;;e-égsufe"aﬁ t‘he:sas; am' be ire@e&aaus.:' They
u;li be eypected ta nat only develap jﬁint expert:se, but
‘"alsa ta maxatain reassnabie currency in the:r servzce‘
 '§pec1ait3e5 ta znsure they are ready for return duty
in the future. ;ﬂhile that emphasxsvzs accurlng with the
Jsos, tﬁefnon'-dsa"s, who will have more difficulty
progressing to iﬁe ﬁigﬁér raﬁ§s’due to the 15&? of joint
experience, will ﬁaée &aﬁy af ﬁhei#‘falentSVQirtuaily
bypaééed; Basicaily, theré is the potential fér’a system
that pdtivétes éVSmaII‘percéntage aof émpléyées and turns
off the #éjority, £heréby treating‘discentent. |

In crder to broaden the careers of JSQs {to groom for
future seniar Ieadership and management pas;t:ans) they

will have to be rotated betwees joint assignments and
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operational or service assignments. There u&l}, no doubt,
bé many occasions where they are placed in a billet and
vgiven responsibility for e:xperienced specialists who are
’better qualified by specialty expertise to occupy the
billet. When such situations occur, it will be difficult
far that specialist (non-JS0O) to confront the boss—or fhe
assignment system. In such circumstances, feélings af
fesentment may develop, and people will begih to think of
theméelves as second class citizens in the dfganizatiun.
The non—-JSOs will recognize, and rightly sa, that they
have less upward mobility than they had before the JSO
existed.

James Rosenbaum, in a study on career patterns in a
cofporation, compared promotions to a career tournasent:
"e..in which contestants must succeed in early rounds to
parficipate in later rounds.” From Rosenbaum’s research,

it appears that the valuable abilities of "late blabuers'
may never be recognized and utilized in an organization
that cancentrates on identifying “futuvre leaders™ early an
and aiming them toward a specific track. (27:236) The
frustrations of the overlooked officers, the n&n-JSGs,
may eventually lead them to perform far beln§ their
ability or even to pursue their career interests
elsewhere. (13:32)

The potential for creating voids in an afficer’s

service specialty expertise by placing him or her in the
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" JS0 track eérly méy in fact end up pfagfahming the nfficér
for éltiﬂate {ailufe, Indeed, if sﬁcﬁ vaids are created,
the affzcer may be den:ed the nppartunzty to engage in a
fuli career that mxght have athers;se tapped considerable
potent:al. The JSBs aha enceuater d:ff:cuit;es when
placed in leadershxp ané managemeat pcs:tlcns in thesr
servxce specialties, 3111 meet wzth d:sziluszanment,
‘d:senhhantment, and frustratzan. Further, thrcugh their
'deraximents, the potentzei peal frum ah:ch tc seiect
‘*futare a*f:cers fcr pramat:an ta general will dwindle even
further. In the m:lztary, as in any argan:zétzon uhere
ﬁIeaﬂersth is essent:al {ur survzvai the lsss af a
‘szgnxfzcant aumber af patent:al Ieaders may ultrmately
:decrease the chances of organ:zat:anal success.{zl 4?)

o ﬁst only :s the pragress:ve develnpment ef the,
 spec1a1ty skills cr:txcal bat sc is the n¥£zcer 'S
 deveIcpment cf 1nterperscnal reiat:ensnxps. As a result
 ths faxlure to a:qu:re the necessary persnnal skxils to
Iead grcups nf pespie in Iarge argan:zatxsns may oCCur..
yf?izé?} Thts 1nab1}1ty'w111 be ts the detrament af the
JS0°'s career pgtentzal as wel! as to the detr:ment of the
5 srganxzatlaa- . ‘ |

Rdéenbéﬁh‘éisé points c&f iﬁ his tcurnaméﬁt nnéei

same'"dysfun:tzanal”<cansequeﬂces in that initial wins in

‘the tcurnament can,

....teaé to create self-fulfilling prophecies in which early
winners are seen as “high-potential people’ who can do no
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wrong and who are given additional appartunities and
challenges, while those wha do not win in the early
campetition are given little or no chance tao prove
themselves again.
The early winners will continue in the challenging
socialization process which will help them to develaop
themselves further, while the others will receive a
custodi al socializatién process which will homogenize
them to fit undemanding, alienating roles. (27:234-237)
While the system (the military) may never intend for this
to happen, individual officers will invariably experience
such feelings.

Without a crystal ball, the long range leaderzhip
potential of those officers identified to be JSOs is
difficult to predict. Likewise, it will be difficult to
determine if it is really in the best interests of the
services to select the bulk of the pool of potential
candidates for general officer when they are still senior
captains or junior majors. The probability will exist that
the JSO seiection will largely be governed by identifying
individual characteristics without examining haw well an
individual ‘s abilities fit particular job demands.
Professionals in industry and examples of some in the
military reflect that those who have skipped fundamental
development staqes in their specialty have often found
themselves in soume difficulty later on in their careers.

(13:322)




While testifying to Congress on the proposed
legislation, Dr. Tcm’?eters expressed his concern over
creating an elite officer csrp. His comments were:

I do §u1£ ueli vnderstaﬁd that the intent is nat ta creste
an elite. And whea 1 Icok back at the private sector
~aver the last 25 years, we did not aean to create an elite

with central financial planners and strategic planners,

but it turned nut that way because they were closer to the
big chair. And, by definition, it worked that we had the
wrong people 1n the eltte status. So [ understand the
intent and that is my fear. The intent is marvelous. The
rnaiity.’ly fear might be camething other than sarvelous.

)-.EII? . .
Dr. Peters erpressed h:s v:eu fraa exger:ence and
h:nds;ght. Such 1ns:ghts are‘nct,uni:ks these our
‘mxiztary plannersf service Secretaries'ahd Chiefs have
attempted to express to Cangress.;

Rh:le careerzsm 'and elxte carps _are ¥actnr5 that

‘shouid be d:qcussed, hcu thxs Iegxs!atzsﬁ affects our

‘day—gqjday ab:}xty tannage uar;alsa deserves attentzan.




CHAPTER VI{
OPERATIONAL IMPACTS
The hidden i1mpact of the Goldwater—Nichols DOD
Reorgani?ation Act will be how it affects the overall
operational capability of the day-to-day Air Force. We
have already discussed the career impacts on both the JSOs
and the non-JS0s, and how it will change theif autloak on
the Air Force. This chapter will look at how the
Goldwater—-Nichols DOD Rearganization Act will affect the

|

combat capability of our leaders and the cnrresbonding

1

impact on the overall AQir Force. 4

The most important function ;f the Air Force is its
war—-fighting capability. As a resplt, the Air Fﬁrce (and
other services) has historicélly put the best and
hrightest officers in positions aflleadersﬁip within Eéch
organization. This ensures that each unit has the best
possible chance of success in the event it has to go to
war. In turn, as mentioned in chapter 1V, our personnel
system has been built around providing these officers the
necessary backgraund and experience to perform their Jjabs
via the assignment process. Thesetassignments enhance
their knowledge aof Air Force doctrine, command policies,
ataff functions and capabilities, Snd force employment in
conjunction with other Air Force and sister service units.

t

While there is not a single career sequence that ensures a
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. command billet or success in same, 311 af the sequences
better one’s understand:ng of how te best emplcy asszgﬂed
€srces ‘should the need arise. When one cnns:ders the

I

pnss:bie :mpacts, total understandzng af haw to best
emplcy the forces ass:gned has ta be the pr:mary ééai in
desxgnxng a praper4career pattern.  | | i "

' The Go‘dwater—&xchcls BGB Reargan;zatznn Qct d;ctates
career assanments far our aff;cers that may have a
fngnlfxcant xmpact on their abzl:ty te fﬁnct:aﬁ as

effect;ve cammanders. An offxcer s kncuiedge'c¥ cammand

structure, understandzng nf cammand pal:czes, and

i
1

ﬁ*?famzixar:ty with staff functzans are zmpertant facturs in

 his or her abzlity ta successfully carry aut the ass;qaed
,mszIBn.‘ Staff tcurs are ca@mﬁn and expected dnr;ng the
kccurse Gf a m;!xtary fareer. Nhat is szgnzfzcant ;5
 uhere the taur is served and hau 1t 1mpacts the affzcér s
depth of }nawledge far Iater use dur;ng a cﬁnmand or even'
hxgher Ievel staf§ tsur. N ;
in a Hajcr Ccmmand!Headqnarters er Fércé '

”{ﬁAJEGH!HQFE tcur, an o‘f;cer can he expected to gaxn

a wealth nf knawledge that can be bath ﬁseful aad
necessary durxng ¥uture ass:gnments. In a HﬁJCGﬁIHﬂF tour,
“1nszght can be gained in the aperat:anai Empicyment of
‘Qne s awn service capab:lzt:es, | In addxtznn, cne'ga:ns :

“‘an apprec;atxan for the impact of future systems

‘nperatxsnal cagabtlxty and a uark:ng kncwledge of preseﬂt
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force structures/modernization beddown plans and driving
factors that determine these plans. Additionally,
training restrictions and limitations can provide a keen
appreciation of how these plans ancd operational
capabilities can be married into a comprehensive and
cohesive force employment plan. This information can
serve as an excellent basis for making intelligent
decisions when an officer goes back to the field and
serves as a senior commander.

Serving in a joint tour can also significantly
increase an officer ‘s perspective aon how each of the
services fits in the overall big picthe- However, it can
be argued that thé knowledge gained from serving in a
joint tour billet belaw the general/flag officer level
will not appreciably enhance one’'s knowledge of
operational constraints and limitations assoﬁiated with
present day sophisticafed weapons systems. This paint was
proven in World War II by the German General Staff in
its lack of specialization.

The Gerﬁan General Staff was created on the premise
that 'integration” was the only way to effectively run a
military organizafion. Officers were picked at a young
age (avg. 28 years oldf to attend a three year school that
ingrained tactics, and the integration of all the military
'Forces available. Individual service (tank, infantry,

air force) perspectives became blurred with the plan for




use of the “tétal“ force. Nc ang uorr:ed abaut be:ng the
expert“'en an 1né;v1dual branch QF the service. The
‘ccnciuszcn aof the U.S and British Inteiligence agen:ies

;publxshed in 1944 stated.»

Their caatempt fsr sgac1ai:*a*;ea, heneVEf, nesﬁt that

they too often paid little regard to the collizction and.

the processing of information. Because of the focusing of

their attention on the general picture, they failed to

"realize what could te achieved by the sifting of detail in

building up the general picture. As a result, German

cosmanders in preparing their plans did npt always have at

their disposal the information about the eneay which -

specialists, adeguately organized by the General Staff

cmsid ha:e prcw:ded £2 195-951

Spec:alazatxan, ar knawledge of one's own servxce f

'capahzlztxes, is an :mpartant, and yet, hard tc quant:fy
aspect ef how to emplay ava:lable fcr:es. ch the nen
'Ieaders are tra;ned has a dzrect 1apact an thezr ab:lzty
‘«Vto be su:cessfui 1n cammand pasztzans- 

. The preblem Izes in the amauat a% t:me avazlable once
reach:ng Ly Caianel!Commander.‘ Ac:ardxng ta a recent 6A0
‘repart 1t ‘takes 14 years (14 2 raunded nff} frcm the t:me

an cff:cer‘makes 0~4 until he/she becames elxg:bie fcr'

.. general officer. In order to ccmmand, ‘attain staff
experien:e, Intermed:ateiSen:cr Serv:ce Sthﬂﬁi, Jazﬁt taur,
. -and then ‘move to the neyt higher pos:t:aa aof cammand
‘raff;cers w;ll have to g;ve up that necessery NQJCGM or Air
Staff experience that prepares them far the next cnmmand

pssitisa. If an officer is daoing ueli and gaes ta Senicr

Service School and then to a joint vice Headquarters
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staff, how prepared is he or she to function as a Wing
Commander with only joint experience and PME since being a
Squadron Commander? Again, one runs into the prablem of
credibility in‘the job and the ability to function
effectively as a commander. Secretary of the Aray Marsh
noted in his testimony to Congress that "...while joint |
duty is clearly a prerequisite for high level éombat
leaders, it is equally clear that it must not come at the
expense of their operational expertise. That éxpertise is
primarily derived from employing the forces of their osn
services.” (30:—-)

1f officers take the opposite route and stay in
joint duties, they begin to lose touch with the realities
of how to plan for the effective use of the forces for
which they are supposed to be the expert. As noted in GAO
report #371067, cone can stay in joint duty‘ggg long
{emphasis added). If one does not renew the service
operational perspective, one‘s value in the jaoint world
could be limited.

The mix between operational perspective, operatiaonal
capability, joint perspective, and joint capability is a
finé line that requires a significant amount of foresight
and planning. Establishing a set of rules with no
exceptions can be a dangerous gamble on the capability of
our military. There is no single answer to the question

of experience needed to be successful in command. The
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uéeratiéﬁ#l exﬁerieéce tﬁat’eath:individual carries into a
cammand pas:t:on in any service 15‘3 carefully’aurtured
Lapabxllty that ensures cpt;mum use cf the farces at one’ ‘s
cammand.k If one cannot effe:tzvely‘empisy the fsrces of
one’s current cammand, then no amaunt cf 3&1nt enper;ence
w;ll solve the prablem- If we uant tu malntAin an
e?%ectivé fighting farte, we need tsvensure that our
commanders have the service experience gecessary ta
win the battle at hand. The only way to accomplish this
is with théraughly proficient ccmmanﬁe&s who fuliy
}nnderstand without hesitation, the capabilities and
resp&ns;bllltzes of their parent serv::e fsrces.

The relatxsashxp betﬂeen cperatznna! exper:ence and
- joint capability is the key to the averall ef{ectzve :
  enp1ayment of U 5. m:lztary fcrces. Hawever, Iasxng s:ght
of ane u:thaut cens:der:ng the cther :auld have Iang term
) damagxng effects on those farces capahxi;t:es. Leg:siatxng
smeepxng changes to the way we manage the tra;nzng and
" grooming of our next cammanders apens the dacr ta
unforeseen difficulties. ;

The;ability of the services ta emplay “jainﬁly“ té
counter aéy possible th&eat is theyreasan'ae exist. But,
is tﬁis legislative change enhancing eur’capabiliff, ar'
decréésing our éapaﬁiiity? The servités have built a‘
syStem of assignheafs and experience thét prepares an

sfficefyta assume command and be successful at that
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command. Joint experience is necessary, but, below the
general/flag rank level, it can come at the expense of
operational expertise using forces that a commander is

sepposed to employ. Operaticnal expertise and knowladg

L]

is the cornerstone in building a successful leader and a
military career, not just the knowledge of haw to

effectively integrate the force at the joint level.
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CHAPTER VIII
CONCLUSION AND RECOMMENDATION w
Tﬁe Gci&&ater—Nicﬁcls‘BGB Reérganizafian Act of 19864

has been tautéﬂ as the mast significéat‘legisiatian
a{fettzng the Department of Eefense in the Iast 30+ years.
i  thle m;l;tary refarm has been taiked abaut and discussed

for years, this act is the first s;gnxf;cant change to the

way the military oaerates since the Nat:cnal Security Act

of 1947. |

Bne a?‘the msst impartéét aspecfs cf'tﬁe legislation

is T:tle v uh:ch geverns management a{ 3cint affxcer
' requ:rements and resnurces. It has far reathzng :mpacts
'that anly txme and experzen:e can truiy measure. Scme'
 jpart1ans af the Iegislatzsn can be farecast wzth‘same
measure»cf ccnf:dence hased on current farce structure,
17¥crce pssture; e%perlence and h:stary;
A szgnzf:cant Impact wlil he the 1ﬁcrease af the
4 m11:tary serv;ces jaznt capablixty wzth the ass;gnment of
‘some of thezr best officers to Jcint b:ilets. ﬂ:th the
'requ:rement far a chnt tour be#nre seiectznn tc general

'aff;cer, the services will be {Qrced tc piace the joint

:‘ﬁ‘tnuf”in thé career pattern for each of its future leaders.

:  The jo;nt ass:gnment and des:gnatxcn as a J50 will became
?1necessary “t;tket punching stsps tn be successful in a
'miiitary career.

In turn, this will cause an increase in the careerism
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within the Air Force. While careerisa is not sénething
that can ever be completely stopped, it is difficult, if
not impossible, to slow if down when the entire officer
corps has a career path defined by legislation.

fhe next observeble effect will be the incféase i the
pramotion selection rate for the.JSUs to géﬁérgl afficer,
and a corresponding drop in the selection r;te for the
non-JS0s. This will becaome an ingrained part of the
officer promotion selection system and produte a
non—competitive, non-JS0.

The effect on the "non-joint" officers will be
undetermined until the system has been in effect for a
period of time. Hdwever, our analysis indic;tes that we
can expect the "non-joint" officers to reaét.Py leaving the
service early, retiring early, or simply beihqvless
motivated on the job than they would haveﬂb!ﬁn with a
possibility of future promotions. |

These changes to the management of the officer corps
have been legislated with the intent of inprdvintj‘mr joint
military capability, but, they carry a notential sevefe
panalty for the entire corps and the nilitafj:in general.

Our analysis indicates that the new legislation will
enhance our joint capability, will cause aa‘increasévin_
careerism, will cause career plateauing of the non—JSa,
will impact the promotion system, and will affaect the

caombat capability of our future leaders.
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RECGﬂHENBQTIGN

Gur reaammendat;an is that the cangress:enal

ar:h:tects a{ the Galdwaterfﬂxchals bob Reurgan:zatxsn Act
©of 1?86 hcld a canference uzth representatives a{ each ‘

of the armed serv:ces, The can?erence shauld be dedzcated

te framzng legiblatzan that sccampl:shes the azms af

- Congress in putt;ng “3aiat servxcef in prcper‘perspective,'

and also includes workable plans for imblementétian and

~,:ategratxan of the program with necessary service gsels of

~1wbuxldzng future Ieaders.
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