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Executive Summary

The Way Ahead provides an assessment of the present operations of US Army Cadet Command, articulates a vision for the future, and charts a series of actions that must occur to achieve the vision. In addition, the document—

· Provides the context for the current status of the Reserve Officers’ Training Corps (ROTC) Program by explaining the history of ROTC and the accession programs for Army officers.

· Describes the current mission, organization, and resources, presents today’s mission gap, and demonstrates how the present ROTC second lieutenant has changed from the past. 

· Identifies challenges faced by the command and their impact. 

· Provides a view of the future and presents a choice: to sustain the current framework or to embrace a dramatic cultural shift. 

Depicts the imperatives and initiatives necessary to achieve change and to accomplish the assigned mission. 

Except for a brief period in the late 1980s, ROTC has never met the Army’s production goals. In addition, the Army has never defined what attributes a ROTC second lieutenant is expected to bring to the Army. As a result, the ROTC Program has evolved without a clearly defined methodology for its cadet education program. ROTC incentives have not evolved with the program or in response to changing campus environments. Consequently, ROTC entered the 1990s with a dated program unable to adjust to a changed post-Cold War environment. The 1990s show a program in steady decline attempting to execute a model that never adapted to its new environment. The command’s analysis identifies four overarching reasons. 

· First, the four-year model no longer applies to the majority of the command. Only 47 percent of commissionees enter the program as freshmen and matriculate through all four years. Most of our cadets enter in their sophomore year. In addition, the average time to complete a bachelor’s degree is 4.6 years. These two realities have produced a lateral entry process that attempts to equate ROTC Basic Camp to Junior Reserve Officer Training to Basic Training to prior service on active duty to the ROTC Basic Course. These programs have no clear parallels. However, ROTC is giving credit for them in lieu of the Basic Course. If a student cannot use a lateral entry method to enter the Advanced Course, he is forced to take freshman and sophomore ROTC concurrently. Called compression, it significantly reduces the attractiveness of our program and denies us access to juniors on campus without prior military experience. The four-year model and the training program designed to support it drive away potential cadets. A training model designed to “weed out” cadets is not an effective retention or mentoring tool. The command is working with an outdated training model that drives away cadets with excessive training requirements.

· The second is that cadre are not sufficient or appropriately trained or assigned to the battalions on campus. The command’s cadre are central to everything it does. However, the command has never invested significant energy in cadre training. Specifically, recruiting and retention skills have never been deliberately taught. Adequate enrollment in the 1980s meant cadre training wasn’t a concern. During the 1990s, the number of cadre on campus was significantly reduced, and the quality of cadre declined, as other Army programs were deemed more important. At this juncture, ROTC incentives declined in value and recruiting became problematic. This required cadre to be more than trainers; recruiting and retention became their prime concerns. In addition, the cadre were overseeing a system designed to attrit cadets, not recruit and develop them. Thus as the burdens on cadre increased, their numbers and quality were curtailed. Also, these changes required officers with skills not possessed by every Army officer. Cadet Command had no mechanism in place to screen inbound cadre or teach them the requisite skills.

· Next, national propensity to become an officer has declined significantly, despite efforts to improve it. The Army’s decision to release cadets from 1992-94 created an impression on college campuses that the Army wasn’t hiring. In addition, curtailed ROTC marketing budgets and a change in student attitudes toward Army service significantly undercut student propensity to enter ROTC. Annual measurements of student propensity are down for the past 10 years. 

Finally, the attractiveness of incentives has significantly eroded over time. As alluded to earlier, Cadet Command’s scholarship program and other incentives have not kept pace with on-campus inflation. Many ROTC incentives actually serve as disincentives because the value of the reward no longer outweighs the commitment incurred. Specifically, students are required to commit for eight years to an organization that doesn’t emphasize placing them in a field of their choosing during the branching process. In addition, cadet pay during camp is significantly less than what can be earned working over the summer. This hurts cadets that commit to the Army.

Without significant change, the command expects to be 300 to 400 lieutenants short of its mission through 2007. The four key problems outlined above are institutional issues that must change for Cadet Command to succeed. The declining incentive package and the continued downward trend in propensity feed off each other and prevent Cadet Command from reversing the trend without significant additional resources and a change in thinking. The ROTC model must change in order to expand the size of our available population on campus and to improve retention by lessening the burdens placed on our cadets. Quality cadre underwrite everything; without them no program change or increased resourcing can be effective. Cadet Command cannot accomplish its mission without change.

The command’s new vision embodies a cultural shift and new imperatives. This new culture seeks out the students we want as cadets. Recruiting efforts focus on identifying the scholar-athlete-leader the Army wants in its officer corps. We sell the program to these students as the world’s premier leadership training course. Targeted recruiting increases the need to retain cadets but also provides the type of cadets most likely to be retained. The new training focus on campus and at Advanced Camp decreases the time burden on cadets; thus making the program more attractive to our target audience by enabling them to participate extensively in activities other than ROTC. The cultural shift produces a better rounded, more capable, and culturally diverse second lieutenant.

The command will adhere to the following imperatives to accomplish the cultural shift. First, recruit effectively by understanding the market, targeting the students we want, and packaging our incentives to support the local markets. Second, develop leaders by imbuing each cadet with Army values and ethos, ensuring our training prepares them for service to the Army and nation. Next, retain quality with active counseling and mentoring programs that meet the cadets’ individual needs. Finally, provide responsive, effective command and control focused on ensuring that the professor of military science (PMS) has the resources needed to recruit, train, and retain the right cadets. Cadet Command’s geographic dispersion requires it to stay on the cutting edge of technology and power down decision-making authority to the lowest level.

· The command’s first step forward is to modify the model to accommodate lateral entry and stress development rather than attrition. As mentioned previously, the command is going to target students for the program in lieu of the shotgun approaches currently utilized. In response to the declining number of progression cadets, the command is going to develop and implement common standards for entry into the Advanced Course. The new standards validate a student’s life experiences with or without prior military experience and permit entry into the Advanced Course. The command will abandon the “weeding out” model of the past and focus on recruiting the right cadets and developing them effectively. Leadership training is not only our focus but also our legacy to the nation and cadets.

· The command will secure competent and committed cadre to accomplish its imperatives. Screening potential cadre is key. Not every officer or noncommissioned officer (NCO) possesses the unique skills required on campus. The command will interview incoming PMSs to measure their interpersonal skills. Other cadre will be screened using a process similar to that developed by US Army Recruiting Command (USAREC). Commanders of potential cadre will be asked to comment on their suitability for service on campus. Cadre who fail to perform will be removed from Cadet Command by a contact replacement system. The command seeks to authorize its contract cadre to perform many regulatory functions and ease the burdens on active duty cadre on campus. Special duty activity pay (SDAP) is our cadres’ due. Performing drill sergeant and recruiter functions entitles them to this incentive. The command also proposes a variety of quality-of-life (QOL) initiatives to make our dispersed cadre’s QOL equal to soldiers serving on Army installations.

· Next, the command will facilitate the recruiting effort. This will be achieved through a number of initiatives, including development of a competitive incentive package. The majority of resources and efforts will focus on campus. The campus effort is supported by an expanded national marketing plan funded by the additional dollars requested. Renaming the ROTC Program may be part of the national campaign. Strengthening the USAREC-Cadet Command partnership is key. Great strides have been made, but Cadet Command needs to better ensure that all Army recruiters understand all components of the ROTC Program and vice versa. ROTC’s presence in a broad base of schools ensures the diversity the Army seeks in the officer corps. Following a commandwide marketing analysis, the command will reinforce success and seek voluntary closure of programs in unproductive markets. Cadet Command will also train its cadre to recruit and retain. 

· In support of its recruiting and marketing efforts, Cadet Command will develop a competitive incentive package. Current incentives will be updated by increasing the book allowance, providing full tuition scholarships, and indexing the tiered stipend. New incentives include retaining Green to Gold cadets on active duty, matching sister service incentives, and obtaining authority to pay other college expenses. Cadet Command will also eliminate disincentives or program detractors. Cadets will be assigned branches via an order-of-merit-list (OML) process. In addition, the command will request more combat arms slots for its cadets and authority to oversubscribe to the combat arms. The command proposes a two-year active duty program with a reduced military service obligation (MSO) afterwards and a reduced MSO overall. Additionally, the Partnership in Nursing Education (PNE) Program will be expanded to accommodate nurse cadets at any school with ROTC. The command’s cultural shift away from a “weeding out” program is designed specifically to enhance retention. In addition, greater emphasis will be placed on internal assessments. Cadets departing the program will be queried to discover why they’re leaving and where the program needs to change. To enhance retention, we must make cadet pay competitive with summer employment opportunities, reduce ROTC burdens to encourage cadet participation in other campus activities, focus the curriculum on leadership, and eliminate the lethargic bureaucracy that makes it difficult for cadets to join or stay in the program.

Finally, the command will provide responsive, effective command and control. The command will change the headquarters’ structure and modify its current region and brigade structure in the field. This effort attempts to logically group our programs under brigade commanders and decrease their span of control. Decentralization of resources and authority enhances the field commander’s ability to influence events on campus. The command has made strides in its information technology (IT) infrastructure but more work needs to be done to effectively overcome its geographic dispersion. 

In summation, The Way Ahead maps out a vision for the future. Cadet Command is developing the campaign plan to support the vision outlined herein. The campaign plan assigns resources and identifies changes necessary to accomplish the vision.

The Future: A Case for Change

Because its key components have not kept pace with changing circumstances over the years, the model upon which the United States Army Reserve Officers’ Training Corps Program was built has significant problems. Essentially, the Army’s options are to accept the status quo or to change the program’s model.

[image: image1.wmf]Continuing on the present path offers little hope of attaining commissioning goals. Competition for the very best students will get stiffer without changing the advertising message, the incentive package, and the service obligation. Given that the economy continues to provide substantial education support packages—tuition, loan repayment, room and board assistance, paid internship programs—and jobs with lucrative starting salaries, we can expect to fall 300 to 400 lieutenants short of our mission each year through 2007. The chart below provides the forecast:

The combination of an inadequate national awareness advertising campaign, a limited capacity to advertise at the local level, and a cadre poorly trained in the art of recruiting and advertising all serve to force a reliance on prior-service students or students with a military family background. Thus the downward trend of officers with no prior military service background will continue, countering a principal purpose of the ROTC Program—to provide the Army with officers who represent the full spectrum of America’s citizenry. Continuing as we are will further widen the alarming gap between those who choose to serve and the rest of the nation. 

If we choose to change some components of the model to accomplish our mission, what do we modify? 

· Do we mount a national advertising campaign to increase propensity? 

· Do we add substantially to the incentive package to make it more attractive to prospects? 

· Do we refocus our efforts on trying to rebuild the progression component by flooding high schools with recruiters? 

Do we dramatically increase the number and quality of cadre members to get better results? 

Either singly or in combination, these alternatives could be prohibitively expensive in both dollars and manpower without any guarantee of producing the desired result. The right answer is to take this opportunity to adjust the model to meet the demands of the time, refocusing it to effectively contribute to the officer corps for the foreseeable future. This fix will require a cultural shift by the command that the Army must support.

Background

SOURCES OF ARMY OFFICERS

The US Army trains and commissions officers from five sources: the United States Military Academy (USMA); the Federal Officer Candidate School (OCS); the National Guard Officer Candidate School (NGOCS); direct commissions, lateral transfers, recall and activation; and finally, the largest, ROTC.

United States Military Academy

USMA provides a four-year academic and military curriculum that fully immerses cadets in the tradition, culture, and demands of the Army. Its purpose is to provide a professional officer corps by attracting some of the nation’s best students, developing their leadership skills, building character, and instilling values. USMA provides 17 percent of the active component’s (AC’s) annual requirement. 

Federal Officer Candidate School

The Federal OCS provides an intensive 3 ½-month full-time military curriculum to exceptional enlisted soldiers who demonstrate the potential to serve as commissioned officers. Its purpose is threefold: it provides a commissioning path to enlisted soldiers or college graduates who did not opt for ROTC; it produces officers quickly when mobilization requirements exceed USMA’s and ROTC’s capacity to produce; and it provides the Army a short-term capability to fill gaps in expected production from USMA and ROTC. OCS provides 12 percent of the AC’s requirement and a small number of the reserve component’s (RC’s) requirement. 

National Guard Officer Candidate School

NGOCS provides a two-year curriculum that enables Army National Guard (ARNG) enlisted soldiers to earn a commission. Each state executes the program, which provides the bulk of new lieutenants to the ARNG annually. 

Direct Commissions, Lateral Transfers, Recall, and Activation

Direct commissions, lateral transfers, recall, and activation sources provide the Army the flexibility to acquire the right officer for the right job at the right time. Medical professionals are frequently obtained from these sources, as is 18 percent of the AC’s annual requirement. The balance is obtained through a degree program designed for enlisted personnel.

Reserve Officers’ Training Corps 

ROTC provides the bulk of the Army’s second lieutenants. The majority of the officers in any Army unit are products of ROTC. The program provides military instruction over a four-year period to students at colleges and universities across the country. ROTC produces civilian-trained, civilian-oriented officers who are sympathetic to the aspirations of society at large. Its second lieutenants are critical decision-makers wherever the Army deploys.

The ROTC Program

In addition to providing the bulk of the Army’s second lieutenants, ROTC provides corporate and government leadership to the nation. Countless ROTC graduates leave the Army and provide invaluable leadership in the corporate world and at all levels of government. Graduates include Wal-Mart founder Sam Walton, Secretary of State Dean Rusk, Senator Strom Thurmond, and Lou Holtz. ROTC has given these and other individuals the leadership skills required to succeed.

ROTC participants reflect the broad spectrum of America’s colleges and universities and provide the Army with a representative cross-section of America’s youth to fill its officer corps. ROTC’s presence at leading universities across the country ensures that the Army will remain closely linked to the nation’s leading intellectual centers. This link to the country’s youth and intellectual centers provides a key component of the Army’s connection with America. 

The Beginning

The National Defense Act of 1916 established ROTC. The act provides the purpose of the program: “securing reserve officers for the military forces of the United States.” By autumn of 1916, 46 universities had ROTC programs. During World War I, training was suspended, but resumed during the interwar years, expanding to 220 institutions by 1940. ROTC was once again suspended during World War II, but provided the Army with 100,000 junior officers when mobilization started.

The Draft Era

ROTC in the 1950s. In 1948, the Selective Service Act and Distinguished Military Graduate (DMG) Program revitalized ROTC. The Selective Service Act encouraged students to enter ROTC and serve as officers. The DMG Program awarded Regular Army (RA) commissions to select graduates. Previously, ROTC graduates were assigned as reservists. These two developments reflected the prevailing opinion that ROTC was the most effective source for expanding the officer leadership of the active Army.

In addition to ROTC enrollment increases caused by the Selective Service Act, many schools required students to participate in the first two years of the program—the Basic Course. Some cadets opted to complete the final two years—the Advanced Course—and accepted RA commissions from the DMG Program. Although most cadets did not continue on to the Advanced Course, they gained valuable ROTC experience.

This ROTC Program revitalization created an enrollment pyramid. As cadets progressed to the end of the four-year program, their numbers declined. The pyramid formed the basis for the recruiting model used today—enroll as many first-year students as resources permit and use an evaluation of the student's proficiency and leadership potential to weed out those who should not commission.

ROTC in the 1960s. By the early 1960s, ROTC was producing 75 percent of the active duty lieutenants, and the DMG Program was producing twice as many RA officers as West Point. Despite these impressive numbers, ROTC was still not meeting its mission. The uniform quality of cadets was also an issue. In 1964, the ROTC Revitalization Act established a scholarship program, increased the stipend, and created an abbreviated curriculum to allow students who did not enroll as freshmen to catch up. 

The new programs failed to increase enrollment as society lashed out against the war in Vietnam. ROTC programs on college campuses became targets for antiwar sentiment. In response, many schools reduced or eliminated academic credit for ROTC, and nine programs were asked to leave campus. In addition, ROTC for freshmen and sophomores was no longer compulsory on most campuses. Between 1967 and 1972, enrollment dropped 75 percent (from 165,430 to 41,294). 

The All-Volunteer Force Era

ROTC in the 1970s. The establishment of the all-volunteer force (AVF) was a boon for ROTC. In 1971, to encourage enrollment of officer volunteers, Congress expanded the scholarship program, increased the stipend, and authorized additional training opportunities for cadets in the summer—Airborne School, Cadet Troop Leader Training, and Ranger School. In 1973, ROTC established its region and brigade structure to provide oversight for campus programs. 

Following a brief détente, tensions increased in 1978. The result was a major increase in the requirement for RC officers to support mobilization war plans. The accession goal was 10,500 by 1985. The number of ROTC units grew from 297 to 420 between 1978 and 1983, as did the money and personnel directed to the program. ROTC enrollment increased but never reached the level required by the expanded mission.

Evaluation used in the pyramid-recruiting model was now applied to determine whether a new lieutenant would be assigned to the active Army or RC. Many enrolled cadets, originally intended for assignment to the contingencies of the Individual Ready Reserve (IRR), were motivated to serve in the AC. The AC became oversubscribed; so for the first time, the command used an OML to decide who would get which assignments. 

Increased enrollment raised additional concerns about the quality of ROTC graduates. Dr. William Snyder, associate professor of political science at Texas A&M and former PMS at Princeton, asserted that ROTC graduates were much less prepared when compared with the other three commissioning sources. Active duty officers agreed with his assessment. MG Charles Rogers, Deputy Chief of Staff for ROTC (DCSROTC) from 1975 to 1978, upbraided region commanders for enrolling personnel who “clearly do not have what it takes to be an officer.” In 1978, a Department of the Army (DA)-sponsored study group declared that “intelligence standards were inadequate.” 

The decentralized nature of ROTC defeated attempts at reform. Region commanders reported to the DCSROTC at the Training and Doctrine Command (TRADOC), who had no command authority. Region commanders and PMSs independently determined standards within their domain. This independence hindered the program’s ability to produce officers of standard quality. 

ROTC in the 1980s. Establishment of the US Army Cadet Command in 1986 transformed ROTC from a decentralized organization, producing junior officers of varying quality, into a centralized command, producing lieutenants of high and uniform quality. These high-quality officers were a direct result of improving the command and control apparatus, intensifying standardized training, expanding and updating the scholarship program, and improving leadership assessment and development. 

The new Cadet Command had an immediate impact on the quality and quantity of cadets in ROTC. The command established clear national standards upon which each cadet was judged for component and branching assignments. ROTC second lieutenants entered the Army at a higher and more uniform level of competence that enhanced acceptance at their first field unit.

Most importantly, in the late 1980s ROTC’s enrollments were enough to make mission for the first time in its history. Identifying the best cadets for active duty assignments was the key to adequate enrollment. Therefore, Cadet Command training programs were designed to identify the best lieutenants for active duty. Cadre focused their efforts on weeding out cadets in a prospect-rich environment. This played to the cadre’s strengths—training and assessment. In addition, cadre did not have to recruit to accomplish their active duty mission. ROTC incentives ensured a steady flow of qualified cadets into the program.

The Post-Cold War Era and the Drawdown - The 1990s

Efforts to reduce the size of the Army began at the end of the Cold War and proceeded in earnest following Desert Storm in 1991. The 1988 mission of 8200 commissions was reduced to 4500 by 1993. Steps taken to reduce this number were so successful that they actually outpaced the objective. The charts below show the result. The mission decline was designed to stabilize at 4500 in 1993. However production declined to a 1994 low of 3924. Production increased slightly in 1995 and 1996 and then resumed its downward spiral. The Army’s requirement for lieutenants was reduced to a low of 3800 in 1998. Nevertheless, production has not kept pace. The causes are explained in the paragraph on Mission Impact.
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Beyond the actual commission results, recruiting and retention results provide further evidence of the mission challenges observed in the 1990s. Recruiting effectiveness is measured by achieved enrollment. The chart below demonstrates this point. 

This chart shows cadet enrollment in each military science year for school years 1994-95 through 1999-00. Enrollment levels have declined since the mid-nineties and are at levels below those historically required to achieve a 3900 mission, i.e., 17,000 freshmen (MS1), 7500 sophomores (MS2), 6600 juniors (MS3), and 4800 seniors (MS4). Our recruiting reach is not yet sufficient to achieve our assigned mission.
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Retention of cadets from one year to the next is key to enabling the command to commission the required number of lieutenants annually. The chart below shows retention from year-to-year in four categories—freshmen to sophomore; sophomore to junior; junior to senior; and senior to the end of the senior year (commission point).

The graph portrays four previous year-to-year comparisons. The results demonstrate that a large number of cadets are leaving the program. While this attrition rate is not as high in the last two years of the program, it is still significant.

The recruiting model and the evaluation methodology to support component and branching assignments fostered the idea that the ROTC Program was designed to attrit cadets. The idea of acceptable attrition shaped cadre attitudes and the training models constructed for campus and camps. Cadet Command entered the new millennium still armed with this philosophy. The command failed to properly assess the performance data that demonstrated the fallacy of this method. New analysis of enrollment, retention, and production trends demonstrates the need to change in our most current commissioning year. 

CADET COMMAND

Mission

Cadet Command produces second lieutenants for the Army. ROTC provides just over half of the AC requirement and one quarter of the RC requirement annually. Half of the Army’s annual nurse production comes from ROTC.

The Deputy Chief of Staff for Personnel (DCSPER) at Headquarters, DA determines the number of second lieutenants Cadet Command needs to produce each year. Cadet Command’s FY01-07 production mission is 3900 commissions annually. Included are 175 Army nurses. Beginning in FY04, 800 of the 3900 are specified for duty with the RC. 

The Federal OCS Program is the primary method for making up shortages in ROTC production for active duty. In the 1990s, Cadet Command always produced enough second lieutenants to meet the active Army’s needs. ROTC requires at least two years to produce a second lieutenant; USMA requires four. OCS is the Army’s only means to make up projected shortfalls inside the two-year window.

ROTC’s failure to meet the RC commissioning mission for the past five years has forced the RC to turn to other commissioning sources for second lieutenants. ARNG is attempting to make up the shortfall by expanding its state OCS programs and offering more direct commissions. The United States Army Reserve (USAR) has also offered a significant number of direct commissions to overcome the shortage. However, the RC still lacks 6000 second lieutenants.

Organization

The geographic dispersion of Cadet Command has produced a unique command and control apparatus. Cadet Command headquarters, located at Fort Monroe, Virginia, is a subordinate element of TRADOC. The headquarters controls three regional headquarters, oversees policy, sets standards, and interacts with executive and legislative agents to tell the command’s story. 

Regional Headquarters. The three regional headquarters are the primary problem solvers. Working with the brigades, the regions have academic waiver authority and allocate scholarship monies within their region. A senior colonel commands each region. The headquarters at Fort Knox and Fort Lewis plan and execute Basic Camp and Advanced Camp, respectively.
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Brigade Headquarters. Brigade headquarters are the command’s direct link to the campuses. The command has 13 brigades, and each region controls four or five. Each brigade, commanded by a colonel, is staffed with 12 people who oversee 20 to 25 ROTC programs and more than 100 Junior Reserve Officer Training Corps (JROTC) Programs within their area of responsibility. Brigade commanders have significant span-of-control challenges, given geographic dispersion and the different school types within each brigade. The map below shows the command structure. 

College Campuses. ROTC’s presence on 270 college campuses is the command’s greatest challenge and asset. The schools represent 270 unique markets, academic standards, and levels of campus support for the program. An ROTC Program is present in every state, Puerto Rico, and Guam. To insert itself into this dynamic environment, Cadet Command has tailored programs to the schools and made a commitment to diversity.


Tailored Programs. The command uses battalion templates to govern the size of the cadre and the number of second lieutenants a unit is required to produce. Templates assign cadre and expect a certain range of production from an assigned number of cadre. The most common template consists of four officers, two NCOs, and two DA civilians and is expected to produce 12 to14 second lieutenants. The second most common template assigns five officers, two NCOs, and three DA civilians and expects to produce 15 to 19 second lieutenants annually. These two templates describe 200 battalions. The command has nine different templates tailored to fit the program with the school.


Commitment to Diversity. Despite expansions and contractions, the college ROTC Program has endured over the years in a variety of institutions throughout the country. This distribution was not so much a matter of conscious thought as it was exigencies of the moment, but the result has been a program positioned to bring into the Army officers from all backgrounds and walks of life. The chart below shows the variety of institutions that host the program. On one end of the spectrum are the inexpensive small state schools, balanced on the other by expensive private schools. The military and junior colleges are represented, as are the Historically Black Colleges and Universities, or HBCU, and Hispanic Association of Colleges and Universities, or HACU. They include most large state schools, though not all.
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The trend has been to move from the expensive private schools to the more affordable state schools. The exponential rise in cost at the more expensive schools and the Army’s commitment to ensure that the officer corps reflects the diversity that is America have accelerated this trend. Too, as the more prestigious schools attract a part of the population that is less inclined toward military service; the pressures have grown to make more effective use of scarce resources elsewhere.

Resources

Cadet Command’s primary resource is its personnel. Unlike most Army organizations, the command draws its personnel from four distinct sources. The command consists of 1739 RA soldiers and 587 DA civilians. The active ARNG and USAR have 205 soldiers working as cadre. Finally, Cadet Command hires 363 contractors to function as assistant professors of military science (APMSs), training NCOs, or administrative/logistics specialists on-campus. The contractors are retired military or members of the RC and function just like active duty soldiers. Over 80 percent of the command’s personnel work on campus with the cadets. 

Cadet Command derives its funding support in the Program Objective Memorandum (POM) process from the training and manning Program Evaluation Groups (PEG). ROTC’s annual budget totals $231.4 million. The command’s operations budget is $124.5 million funded by the training PEG. With the operations budget, the command funds civilian pay, cadet pay, the camps, marketing, and contract cadre. Of note, the marketing budget is $11.4 million against a requirement of $19.1 million. The scholarship program, which is funded by the manning PEG, consumes $88.1 million. The command is allotted $18.8 million in Military Training Specific Allotment funds.

Using the diversity model described above, the following chart shows how Cadet Command has distributed its cadre and incentive monies to bring in lieutenants from these varied backgrounds. Clearly the most expensive schools account for the largest part of the budget each year, while the military colleges represent a cost-effective means of producing lieutenants.
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Enrollment by Military Science Class

Cadet Command has not made mission since 1989, and projections out to 2004 show that the command will be 200 commissionees short of making mission. As indicated in the following chart, the command will also lack 59 nurse commissionees during that same time frame. 

Shortage of Second Lieutenants

DCSPER accession policies ensure that the active Army does not lack for second lieutenants. However, the RC is critically short of second lieutenants. ROTC’s failure to meet the RC commissioning mission during the past five years has forced the RC to turn to other commissioning sources. The National Guard Bureau (NGB) has attempted to increase production using state OCS programs and direct commissions. From 1997 to 2000, state OCS programs produced 807, 808, 850, and 879 lieutenants, respectively. NGB offered direct commissions to 300 soldiers and the USAR to 254 soldiers during FY00. In spite of these efforts, the RC is 6000 lieutenants short of requirements.

Table 1. ROTC Second Lieutenants Accessed for RC
FY 1996-2001

	FY
	RC Total
	ARNG
	USAR 

	1996
	1520
	797
	723

	1997
	725
	505
	220

	1998
	462
	308
	152

	1999
	406
	260
	146

	2000
	229
	153
	76

	2001
	491
	340
	151


The critical shortage of second lieutenants in the RC means that starting in 2004, 800 second lieutenants will automatically be sent to the RC. Based on current production projections and past active duty requirements, Cadet Command’s projected failure to make mission could leave the active Army short 100 to 200 second lieutenants in 2004.

Demographics of the commissioning class of 2000 describe the type and background of the lieutenants the Army is currently producing. The class of 2000 is categorized by gender, race/ethnicity, academic discipline, percentage on scholarships, prior military service, number with families, percentage produced by school type, and the number of progression cadets versus lateral entry cadets. Table 2 shows increased female and minority participation in the program. Academic discipline and percentage of cadets on scholarship have held relatively steady.

Table 2. Commission Profile Trends


1995
1996
1997
1998
1999
2000

Sex


Male
83%
82%
81%
79%
78%
79%


Female
17%
18%
19%
21%
22%
21%

Race


Caucasian
82%
80%
77%
75%
74%
73%


African-American
11%
11%
11%
13%
13%
12%


Hispanic
 4%
5%
6%
6%
7%
7%


Other
3%
4%
6%
6%
6%
8%

Academic Discipline


Generalist
46%
48%
50%
53%
55%
52%


Technical/Management
20%
18%
20%
19%
20%
21%


Physical Science
16%
15%
14%
12%
12%
13%


Engineer
13%
13%
11%
10%
8%
9%


Nurse
5%
6%
5%
6%
5%
5%

Scholarship % of Commission


Scholarship
62%
65%
65%
65%
69%
67%


Nonscholarship
38%
35%
35%
35%
31%
33%

Grade Point Average (GPA)
2.99
2.92
3.04
3.07
3.09
3.09

AGING CORPS OF CADETS
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Diversity in Production

Currently, 23 percent of the cadets have prior service. The increasing number of prior-service cadets generates an aging corps of cadets. It also indicates that ROTC is failing to attract students without prior military affiliation. Clearly, ROTC is becoming more insulated from society as a whole, with 86 percent of cadets having had a nuclear family member in the military. The chart below shows the age distribution of the corps of cadets.

DECLINE OF PROGRESSION PROGRAM
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The following pie chart demonstrates the decline of the progression program and the increasing importance of Basic Camp. Progression cadets, who are no longer the majority of our cadets, make up fewer than half of the commissionees. The other half uses a lateral entry method. The command is becoming increasingly reliant on Basic Camp and prior-service cadets to accomplish the mission. Students are less likely to commit to ROTC until they arrive on campus. Therefore, Basic Camp, prior service, and compression are expanding, and the progression program is shrinking.

The 2000 commissioning class demonstrates clearly the changing environment in which ROTC is operating. The following paragraph compares today’s ROTC graduate to his or her predecessor.

The Changing Face of ROTC 

THE CHANGES

The second lieutenant produced by ROTC has fundamentally changed compared to 20 years ago. The changed recruiting environment and retention dynamic attract a different type of student to ROTC today than it did in the past. These realities have invalidated many of the assumptions on which ROTC was based. 

· Cadets in the year 2000 have become more insulated from society, reducing ROTC’s connection to the heritage of the citizen soldier. Of these cadets, 86 percent have family ties to the military or are themselves former enlisted soldiers. 

· The combination of Army recruiting incentives and the GI Bill has dramatically increased the number of veterans found on college campuses. In an environment of decreasing propensity for military service, these veterans are prime candidates to enter ROTC. Cadets with prior military service comprise a significant portion of the command’s cadet population. In 1986, 9 percent of those commissioned were prior service; in 2000, 23 percent were prior service.

· The combination of increased prior-service participation, lengthier degree programs, and students delaying entry to college has aged the cadet population. A third of the commissionees are over 24 years old. As a result, cadets are more likely to be married and have a family than in the past. In addition, most degree programs take 4.6 years to complete. 

· Current scholarship cadets enter the program with reduced academic and leadership credentials. The average Scholastic Aptitude Test (SAT) score for a four-year scholarship winner has declined from 1327 for the class of 2001 to 1242 for the class of 2003. Our share of high school varsity letter winners who received four-year scholarships declined from 82 percent in 1994 to 71 percent in 2000. Our four-year scholarship awardees who were class officers declined from 72 percent in 1994 to 44 percent in 2000.

· In addition to declining academic and leadership credentials, scholarship applicants are granted more medical waivers in order to participate. The medical waiver approval rate between 1993 and 2000 increased from 37 to 78 percent.

Finally, declining enrollment and production levels over the past few years may have compelled ROTC to be less selective in the commissioning process. While Cadet Command did not formally lower its commissioning standards, its ability to exercise qualitative discretion was, to a certain extent, reduced. In FY00, for the first time in the post-Vietnam history of the ROTC Program, the Army was compelled to place significant numbers—approximately 160 ROTC graduates who had requested reserve duty—into the active Army. The morale and commitment of these lieutenants, who comprised about 5 percent of that year’s ROTC graduating class, were not uniformly high.
In summation, cadets are older, more likely to be married, and less likely to have graduated from the nation’s top universities. Furthermore, fewer are athletes or class leaders. Finally, they enter commissioned service more likely to pursue a career outside the Army following their initial obligation.

MISSION IMPACT

The dichotomy for Cadet Command is that its current program relies on assumptions that, while valid when the original program was created, have become invalid over time. The command produced the requisite number of cadets by relying upon the following assumptions:

· A valid four-year progression program.

· A sufficient, competent cadre committed to the program.

· A high student propensity to join the program.

Incentives sufficient to recruit and retain quality students.

 As the following paragraphs explain, these assumptions have changed with time and are no longer valid. However, the command still relies on them to try to make its mission. 

Invalid Four-Year Progression Program 

One assumption that is no longer valid is that the four-year progression model is the principal means of producing lieutenants. This model relies on recruiting high school students, signing them up as they arrive in college at the beginning of their freshman year, training and retaining them through four years, and granting them commissions at the end of that period. This model no longer reflects reality on campus.

In fact, most commissionees now enter ROTC through a process called lateral entry. Lateral entry gives students who want to become officers, but did not sign up as freshmen, the opportunity to participate in the Advanced Course, or the last two years of the program. These lateral entry routes are through the compression program, prior service or JROTC credit, and the Basic Camp. Each relies on different mechanisms to grant credit for the first two years of the program.

· The compression method allows a prospective cadet to “catch up” with missed classwork by enrolling in freshmen and sophomore ROTC modules simultaneously. Simultaneous enrollment doubles the amount of class time a new cadet spends in ROTC and leaves less time for other college pursuits, which presents a challenge for students who place a premium on time. 

· A second lateral entry route is available to those prospective cadets with prior enlisted service time or JROTC participation. These students can simply receive credit for the Basic Course and enter the Advanced Course. Simultaneous membership cadets fit into this program as well.

The third route, completion of Basic Camp, allows students to enter after attending this six-week summer camp at Fort Knox, Kentucky. Basic Camp was originally established to provide Basic Course credit for students entering after their sophomore year. Since that time, it has evolved from a way to provide a few four-year university students entry into the final two years of ROTC to the principal source of cadets on many campuses.

Cadre, desperate to increase commissions in their programs, have come to rely on lateral entry to provide short-term results. For example, huge amounts of energy go into recruiting cadets for Basic Camp in the hope that this experience will convince them to contract for entry into the Advanced Course.

Unfortunately, none of these lateral entry routes has any common standard that each cadet must demonstrate before entry into the Advanced Course. For example, Basic Camp is an attempt to show prospective cadets what military life is like without discouraging them—a kinder, gentler version of basic training. At the same time, the Basic Course is intended to emphasize leadership, the military ethos, and officership. These lateral entry routes emphasize rites of passage more than they require one to demonstrate the specific competencies of a prospective officer.

As a result, the four-year model has become the exception rather than the rule on most campuses. Cadets contract to be officers through a method that was intended to be used by only a select group of prospective cadets, and to have a common entry standard.

Insufficient Cadre 

Another assumption of the four-year progression model was that cadre assignment policies would adequately resource ROTC assignments, which they have failed to do. In fact, the primary reason Cadet Command is failing to meet mission is because the Army has failed to ensure that sufficient, competent, and committed cadre are on campus. Not surprisingly, the command’s inability to keep pace with the mission parallels the deterioration of its cadre posture. 

Historical Perspective

In the 1980s Cadet Command had 13 cadre members in its base organization on each campus. Recruiting and retention were not the problems they are today, so their principal mission was to instruct. They could focus on identifying the best cadets in the program because they had a surfeit of applicants for active duty. Although the program had 10,000 Advanced Course cadets, the active Army had positions for less than half. Recruiting and retaining cadets assumed much less importance.

Then, however, the Army shrank, and when the national propensity to serve changed, the pool of available applicants did also. Cadet Command shrank with the rest of the Army, and, in fact, paid a larger price than did the rest of the Army. The average size of each detachment changed significantly as the Army struggled to find officers to man such initiatives as the AC/RC effort. 

Further manning blows came as the Army struggled with additional personnel cuts that exacerbated the imbalance between faces and spaces. The leadership decided to man its combat formations at full strength; the bill had to be paid somewhere, and Cadet Command took the brunt. Since 1998, Cadet Command's authorized strength has declined by 660 officer billets, a subset of the Army's reorganization. To prevent closure of nearly half of its 270 programs, it hired 330 contractors to serve as APMSs, which left the campus detachments operating at minimal manning levels. 

Related decisions had a compounding effect. In an attempt to find spaces, the command tried to become a “flat” organization. It increased the span of control for brigade commanders, placing at least 20—and in one case, 30—schools under one colonel with a twelve-man staff. The command decided to centralize all administrative actions at its headquarters, relying on an as-yet-untried IT network to take up the slack.

In the meantime, the recruiting environment became even more difficult. The “open the door and they will come” method wasn’t producing results, and the skyrocketing economy was producing a job market that demanded an aggressive program. Traditional incentives were not producing the desired effect either, as they were being matched by programs in the civilian sector or losing their value monetarily as they failed to keep pace with actual college costs.

Even the battle rhythm of the command has been affected. Where cadre previously could support summer camps almost to the exclusion of anything else, that summer period now demanded sufficient cadre in two places at once. Summertime became the critical period for recruiting new cadets and retaining old ones—activities that could not be done from camps. At the same time, other Army organizations that had previously supported camp became more hesitant because of OPTEMPO (operations tempo) and PERSTEMPO (personnel tempo) issues, placing a greater demand on an overtaxed cadre.

Aware of the burden it placed on the command, the Army authorized the aforementioned effort to replace active Army cadre with contracted members. Unfortunately, contract cadre cannot perform any of the regulatory functions that abound in a detachment, such as sitting on boards, using International Merchant Purchase Authorization Cards (IMPACs), keeping property books, or conducting investigations. Consequently, some military cadre are unable to devote the time needed to effectively recruit or mentor because these administrative requirements monopolize their time. This is especially problematic at small units if the military cadre happen to be best suited for recruiter duties.

Just as the command shrank, it’s priority for replacement fill dropped significantly below other organizations of a similar nature, such as USMA, USAREC, and AC/RC advisory positions. As the Army scrambled to fill higher priority positions, operating with significant underlap or, in many cases, with no one in an assigned position became commonplace.

So the command evolved from one that had a robust cadre focused on instruction to one that faces extraordinary challenges. The mission has evolved to something far more than just instruction, and the environment is much less accommodating. Its members, shorthanded, are now expected to work harder, often 70- and 80-hour workweeks. Even compensations like contracted cadre create their own demands and lack the desired effect.

The Working Environment. Battalion cadre are, in reality, small detachments engineered in size to the smallest level commensurate with their mission. Most are located miles from any supporting installation where they would be able to take advantage of traditional Army benefits such as housing, post exchange (PX), commissary, and the like. PMSs are virtually autonomous; because their supervisors have such a large span of control, they can reasonably be expected to visit only once every semester. 

If at full strength, a PMS generally has two captains and one major working on staff. One is likely to be contracted, with terms stipulating that the worker can be fired or may quit with minimal notice. Another is likely to be an Active Guard or Reserve (AGR) officer. Though PMSs have one host school, their programs average four additional schools with students from which cadre recruit, train, and retain. They also canvass scores, perhaps hundreds, of high schools in their area, looking for students who fit the progression model. Most cadre leave campus during the summer—when the workload is heaviest—to man the rolls at one of the camps. About half are reassigned or retire each year, affecting relationships with cadets and university personnel alike. This creates a turbulent, sometimes chaotic picture that is not well understood by the Army at large. 

Assignments. Within this environment, present personnel policies have unexpected effects. ROTC duty is considered a three-year assignment that provides officers an opportunity to work on an advanced degree, to wax philosophical in academe, and to mold and shape young men and women bent on becoming officers. Personnel managers see these positions as requiring no particular credentials other than an acceptable undergraduate GPA. No one screens applicants to ensure a person with the wrong skills is not accidentally assigned, or that enlisted members who depend on military programs to help them with significant family or financial challenges do not slip through the net.

The command’s low priority for replacement fill means it has become commonplace to operate with significant underlap, or, in many cases, with no one in an assigned position. Officer strength trends for the command are graphically portrayed below. 
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Even timing of the underlap is an issue. Most permanent change of station (PCS) moves occur in the summer when cadre are needed on campus to support summer camps. Even when the underlap is short, it leaves no time for certification or training necessary to allow the new individual to immediately make an effective contribution. 

Performance. It should be evident that dedicated cadre are essential if a program at a given university is to be successful. All must pull their weight. Most are learning to operate in an environment that is foreign to them, and the learning curve is steep. They must sometimes discard what they have learned as commanders, often changing their personalities to meet recruiting and retention challenges.

Effective PMSs. The centers of activity are the battalion commanders, who serve as PMSs. They are all volunteers. Though notable exceptions occur, most have had all the “right” jobs but fell a notch below their contemporaries who made the cut for battalion command. By and large, they have demonstrated their mettle as leaders and trainers in tactical units. Most choose an ROTC assignment recognizing that it will be their final tour in the Army, and most do great justice to their uniform despite significant odds. When they do not, the results are devastating.

Problem PMSs. Problem PMSs fall into two general categories.

· First are those who were the wrong fit from the start. They simply do not have the skills to be a recruiter or a retainer, to win the confidence and respect of the academic community, or to operate independently far from the flagpole without much guidance. Most in this category rely too heavily on their backgrounds in troop units and run their “battalions” the same way, with disastrous effects. They do not adapt to their environment, and their recruiting and retention efforts suffer. They alienate the entire community—cadets, academicians, and cadre. Because of their autonomy, they are seldom discovered before their programs go awry.

The second category is the most common. PMSs in this category come to the program as “balls of fire.” Through force of personality, they ensure that their programs thrive. Then they make the decision to retire, often at the end of a three-year term. Because they are preparing for retirement, their commitment wanes. They no longer make the extra effort required for program success. Because their program thrived in past years, no indications surface outside the campus that they are not having the same success recruiting or retaining as they had previously. In fact, given the span-of-control challenges their brigade commanders face, they are often given the benefit of the doubt because they have already proven themselves. They know they will not be around to face the consequences of their actions the following year.

Experience has shown that both cases require their successors to generate a rebuilding effort that takes several years to produce results. Recruiting and retention efforts must be constant; they cannot be turned on and off without creating a bad taste that potential cadets and influencers must overlook before they are willing to support the program. Unfortunately, neither of the two types is easy to spot, and any remedy means trying to find a replacement on very short notice. By the time the problem surfaces, the damage is often done.

APMS Attitudes. APMS selection is a similar dilemma. In the recent past, the quality of officers assigned to the command has dropped significantly. Selection rates are down; resignations and retirements are up. Here are the facts. The command lags behind in its fair share of quality. Cadet Command selection rates consistently fall below the Army average. Over the last five years, primary zone selection rates for our serving APMSs have equated to one in three majors promoted to lieutenant colonel and two of every three captains promoted to major. These low promotion rates automatically translate into a large ratio of nonselect officers assigned to Cadet Command.

Table 3. Comparison of Promotion and Selection Rates

	
	FY 99
	FY 00

	
	Army
	CC
	USAREC
	USMA
	Army
	CC
	USAREC
	USMA

	LTC
	68.8
	43
	27.3
	73.3
	71.7
	49
	50
	72.9

	MAJ
	78.1
	76
	61.8
	91.4
	79.6
	74
	76.3
	96.6

	CSC
	30.1
	20
	14.0
	25.0
	35.3
	35
	19.4
	UNK


Low selection rates then head to terminal assignments. The table below depicts officers currently assigned to various Army commands with an established mandatory release date (MRD) within the next three years who are therefore in their terminal assignment. One of every five majors assigned to Cadet Command is serving his terminal assignment. 

Table 4. Officer MRD Comparison*

	Command
	Cadet Command
	USAREC
	USMA

	LTC
	14 / 5%
	0
	6 / 5%

	MAJ
	54 / 18%
	24 / 13%
	11 / 6%

	CPT
	20 / 10%
	24 / 7%
	3 / 3%


*Number/% assigned strength

Other losses cause ROTC turbulence. A review of captain resignations in FY00 shows a 17 percent rate of those assigned to Cadet Command, compared with only a 6 percent rate at USMA. Although many of the Cadet Command resignations were necessitated by nonselection for a second promotion, Cadet Command has a higher number of officers serving terminal assignments than either USAREC or USMA.

The drop in quality is clear, as is the fact that officers in the command fare poorly when compared to commands with similar functions. Today’s Army assignment pattern suggests that ROTC is viewed as an ideal terminal assignment. The Army intentionally uses ROTC duty and our geographical locations to assist departing officers in their transition to civilian life. So, in addition to the effort required to get a replacement APMS, the command often finds itself saddled with officers whose self-esteem has taken a beating and are ready to leave the service. 

At some point, these officers naturally shift their focus to preparation for life after the Army at the expense of their ROTC duties. Ironically, it is these officers on whom such a heavy recruiting and retention burden rests. The results are eminently predictable.

Quality-of-Life. A final factor impeding cadre focus on the mission is the difficulty they face in maintaining the QOL to which they have become accustomed. Currently, cadre must deal with the fact that their QOL standards decline as they arrive at ROTC assignments. 

[image: image17.wmf]Officer Fill 

vs 

Requirements

600

800

1000

1200

1400

1600

1800

2000

Jan-93

Oct-93

Jul-94

Apr-95

Jan-96

Oct-96

Jul-97

Jul-98

Apr-99

Jan-00

Assigned

Required

Authorized

ODP

•

Contract Cadre

Integration

98% -18 Officers

( 794 / 812 )

Most ROTC campuses are long distances from military installations, so cadre have little opportunity to take advantage of entitlements and benefits available to their contemporaries. Subsidized child care, government housing, commuting costs, health care, commissary, PX, youth activities, socialization of family members, and social services enjoyed by soldiers assigned to Army installations are not available to many ROTC cadre. The Army’s inability to compensate cadre for out-of-pocket expenses associated with their duties worsens the problem. The following graphic depicts out-of-pocket expenses imposed on NCOs at several different locations.

Child Care. Given the age of most cadre members, child care is an important consideration. Soldiers using military facilities annually spend about $3,000 less per child for child care. 

Housing and Commuting Costs. Affordable housing and commuting distances create several problems. Cadre assigned to schools in the Washington-Boston metropolitan area are seldom able to live near their schools because housing is so expensive near these campus settings. Many live an hour or two away and must pay tolls as they drive to work. Several soldiers in New Jersey paid tolls that averaged $3,000 per year, with no Army reimbursement possible.

Similarly, enlisted soldiers assigned to universities in the greater Boston area elect to live in government quarters at Hanscom Air Force Base because affordable quality housing is simply not available. This decision results in an approximately 180-mile roundtrip commute to Boston each week. 

The method of compensation for housing costs is also flawed. Housing cost surveys confirm that housing allowances are not adequate, and that the methodology for collecting data often fails to reflect actual costs. For example, surveys based on home address zip codes ignore the long distances that cadre must live from their work sites because of exorbitant costs.

Once cadre get to campus each day, these charges do not end. College campuses are notorious for exorbitant parking fees; $50-$100 annually is not uncommon, and some charge much more. Cadre are not exempt from charges that most universities require to use gym facilities, even though soldiers must keep physically fit, and the Army’s Morale, Welfare, and Recreation (MWR) Program provides for fitness centers on every large installation.

Health Care. The distance from other TRICARE users makes many cadre members the only users of that complex health maintenance organization (HMO) system in their community. Many report major problems finding providers or keeping them once they must wrestle with timely payments. Though the process is improving because of recent emphasis by senior leaders, TRICARE remains a daunting challenge for families accustomed to relatively immediate access to health care professionals. Additionally, cadre at great distances from installations lack access to the many counseling or referral services these installations offer. Thus family problems requiring counseling services can immediately become a financial burden. 

The graphic below illustrates how the QOL of two staff sergeants (SSGs) compares—one an ROTC cadre member away from a military installation, the other residing on post at Fort Bragg, North Carolina. The Fort Bragg SSG resides in government quarters and has full benefit of post facilities and programs. The ROTC SSG is a member of the University of North Carolina Chapel Hill ROTC Battalion, is renting, and must use civilian services. It comes as no surprise that the SSG assigned to ROTC duties has a greater amount of out-of-pocket expenses. 
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Reenlistment rates have always been useful indicators of soldier and family member contentment with their QOL. It should be no surprise then that Cadet Command’s mid-career reenlistment rate was only 20 percent of TRADOC’s objective during the past two fiscal years. A soldier’s arrival on campus places him in a position where his QOL is less than his peers on any major installation, and the vast majority do not like it. 

Training. PMSs are not trained to recruit, nor do recruiting officers receive any substantial formal training. They are given two days compared with six weeks given USAREC recruiters, even though their missions and backgrounds are similar. Few PMSs have done any real market analysis. Consequently, many schools wait for walk-ins rather than use aggressive recruiting methods. 

Cadre are not trained, resourced, or empowered to retain quality cadets until they are commissioned. Cadet Command has not adequately emphasized the reasons cadets leave ROTC programs prior to commissioning. In many cases, the cadre mentality is that attrition is acceptable, even unavoidable. A former cadet’s comment that he “lost interest” has become an acceptable reason for leaving the program. The real reasons are not pursued and understood. Consequently, PMSs at many schools do not aggressively encourage cadets to remain in ROTC programs until commissioned.

As a consequence of this ineffective training, most cadre view the incentives such as scholarships and cadet pay as our most effective recruiting and retaining tools, rather than the value of the program itself. Their training and retention programs focus on the value of the scholarship rather than focusing on a first-class leadership development program offering an unparalleled opportunity for personal development while serving one’s country. 

Good officers are not inherently good recruiters. Recruiters must be trained to deal with prospects who say “no,” and most officers coming from the field are not used to dealing with rejection of their chosen profession. It is easier to convince prospects of the financial advantages of joining and hope that the personal development from service as an officer becomes apparent over the long term. This approach is akin to buying a car for the rebate, rather than liking the car. Disillusionment with the car can follow quickly after the euphoria of the deal has evaporated.

To be effective as recruiters, mentors, and role models, cadre must be sufficient in number, undistracted by personal issues, and committed to the mission. Such is not the case today. Cuts have pared the structure to the point that it cannot absorb poor performers, underlap, or shortage—whatever the reason—without impacting recruitment or retention. Cadre coming to the command expecting to prepare for retirement or to transition from the Army cannot focus on the mission at hand; it requires too much effort. When cadre lose their focus, it takes years to rebuild the program.

Declining Propensity to Become an Officer 

The abundance of employment opportunities in the civilian sector, a limited marketing budget to compete with these opportunities, and the existing MSO are only a few of the factors that combine to produce propensity levels much different from previous years. These and others, such as the lengthy medical qualification process and the inability to obtain the branch of choice, are discussed below.
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The following chart shows the percentage of college-bound survey respondents who have expressed an interest in joining Army ROTC. The propensity level is well below that required to produce 3900 second lieutenants (5.3 percent). This gap is so significant that despite the Army’s new marketing initiatives, this trend is not expected to change

Cadet Command and USAREC track national opinions and trends of American youth through independent national surveys (Teenage Research Unlimited). Youth propensity to participate in ROTC is down. Awareness and knowledge of Army ROTC is also down. Although cadets who decide to participate generally describe the decision as uniquely theirs as freshmen (MS1) and sophomores (MS2), they ascribe some influence to family and friends. By the time cadets reach their junior (MS3) and senior (MS4) years, they acknowledge that their parents are highly influential in their decisions to join ROTC and to commission.

High school teachers, coaches, and counselors do not always steer youngsters toward participation in ROTC. Although many cadets reported seeing information about ROTC in the high school counselor’s office, counselors apparently do not provide information or encouragement to students, and knowledge about ROTC among secondary educators is apparently insufficient or erroneous. By and large, college instructors and professors do not encourage participation either. Cadets who say friends influenced their decision to enroll usually do not stay past the freshmen (MS1) year. In the end, only parents seem to be critical positive influences in the decision process.

Lengthy Medical Qualification Process. The Department of Defense Medical Evaluation and Review Board (DODMERB) medically qualifies cadets to participate in ROTC. PMSs submit locally completed physicals to DODMERB, which reviews them and takes one of four actions: qualifies, disqualifies, recommends a specialist for specified additional testing, or forwards to the Cadet Command surgeon to determine final qualification 

In theory, this is a logical, simple process. However, completing this process often takes four to six months. Frequently, cadets pending medical clearance lose interest, find other means to pay for school, or lose potential scholarship benefits pending DODMERB’s decision. A freshmen recruited during the spring semester, for example, may wait until the end of the fall semester, sophomore year, for medical clearance. Thus, he is deprived of a semester of scholarship benefits. The inability to quickly qualify candidates hinders recruiting efforts.

Inability to Obtain Branch of Choice. Cadets currently have little control over the branch they ultimately receive. Though a board reviews their performance and ranks them in an OML, this OML is used to distribute quality evenly among the branches through a mathematical model, rather than to reward good performers by offering them the branch of their choice. Consequently, in a given school, one cadet who performed superbly might be placed in a branch he did not want, while another who performed much worse is placed in the branch the better performer wanted.

Analysts equate branch satisfaction with the opportunity to enter one of a candidate’s top three choices. Statistics indicate that about 90 percent of candidates get one of their choices, and therefore branch satisfaction is high. However, this conclusion ignores the fact that only about 35 percent get their first choice. Because many cadets are set on one particular branch, they are not satisfied with the results of a mechanical process that offers little reward for performance. 

Most cadets understand that the preponderance of the Army’s senior leaders come from the combat arms. However, their entrance into those branches is limited by the requirement to branch 80 percent of USMA males and 20 percent of USMA females into combat arms, giving ROTC candidates far fewer opportunities for those more prestigious branches.

From their perspective, cadets are asked to sign up for a system that will keep them in the military for eight years, place them in a branch they may not want, and fail to reward them for performance. Prospective cadets see this system at work and are understandably deterred from committing to the program.

Lengthy Military Service Obligation. Starting in 1994, the MSO increased from six to eight years. As a result, nonscholarship commissions have steadily declined as a percentage of overall ROTC commissions from 45 percent to 31 percent. In 1999, 82 percent of cadre identified the MSO as the Number 1 deterrent to participation in ROTC. Cadet surveys substantiate this view. Annual surveys from 1991 through 1998 have consistently shown that 18 to 21 percent of all cadets—both contracted and noncontracted—expressed concerns about the time commitment after college. Nine percent of cadets who left the program without contracting said that the service commitment was the main reason. For this age group, particularly given their lack of propensity for military service, a commitment to eight years is a deterrent. The following table provides the current ways to satisfy the MSO.

Table 5. Current Ways to Satisfy the MSO

	Scholarship
	Component
	Active Duty
	Reserve Duty
	Remarks

	
	Active 
	4 years
	4 Years
	RC duty can be in either ARNG/USAR TPU or IRR

	
	Reserve
	0 Years
	8 years
	ARNG/USAR TPU

	Nonscholarship
	Component
	Active Duty
	Reserve Duty
	Remarks

	
	Active 
	3 Years
	5 Years
	RC duty can be in either ARNG/USAR TPU or IRR

	
	Reserve
	0 Years
	8 Years
	2 years may be served in the IRR


Erroneous Perceptions. The Army’s effort to reduce its size in the 1990s included the voluntary release programs. Reducing the size of particular commissioning year groups was a technique used in 1991 and 1996. A by-product of these releases was the perception among prospects that the Army was not hiring. They also created the impression that the Army needed no more officers. These perceptions reduced the number of inquiries about Army ROTC and contributed to reducing the number of new enrollments for several years beyond the early release programs.

Negative Publicity. National press reports about junior officer dissatisfaction with the Army negatively impact ROTC retention and contribute to a mindset that the Army might not be the best place for a young person to serve. Inducing college students to join an institution that is losing so many of its junior leaders is difficult. The current generation seeks careers that are challenging and rewarding. These national press stories portray an Army career as neither. The Army’s perceived inability to deal with junior officer attrition continues to impede ROTC efforts.

Loss of Marketing Dollars. As available dollars decline so do the results each dollar could produce. In 1985, the advertising and marketing budget was $9.4 million—in 2000, $10.5 million. Factoring in inflation, the real buying power of the advertising and marketing budget is only 45 percent of 1985 levels. The dramatic decrease in advertising and marketing has been followed by a sharp decrease in propensity to participate in Army ROTC among college-bound 16- to 19-year-olds.

The problem is exacerbated by the irregular flow of dollars. These kinds of expenditures are often the first cut in a budget battle, and the amount received in the 1990s varied considerably from year to year. The inability to plan for and apply dollars consistently to counter the lagging requirement is reflected in the current population, whose propensity for service is at 1.8 percent of the target population, about one-third of the 1991 level of 5 percent. The following chart clearly displays the chaotic nature of previous marketing budgets. The inability to effectively plan any sort of consistent marketing effort is directly attributable to the inconsistent dollar flows demonstrated below.
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The chart portrays the inconsistency inherent in the command’s national marketing effort. Declining propensity created a need for a larger marketing budget. In addition, marketing resources expended at the national level do not show immediate results. The command has to wait two years before it can assess the impact of marketing efforts. Therefore, to be effective, national marketing requires a steady funding stream. Cadet Command’s marketing budget has been inadequate and the funding stream irregular. As a result propensity has continued to decline unabated.

Failure to Prioritize. Failure to prioritize insufficient funds produced a fragmented effort at both national and local levels. Rather than adjust to new funding levels and determine what they could accomplish, Cadet Command attempted to do business the way it had for years. Unfortunately, given the level of resources available, it was unable to conduct both national and local campaigns effectively.

The results speak for themselves. On the national level, awareness and knowledge of ROTC are nearly nonexistent outside the Army community. College-bound 16- to 19-year-olds confuse the ROTC message with the USAREC enlisted recruiting message and are unaware of what Army ROTC is, what being an officer means, or the benefits of participation. This lack of knowledge directly links to lowered propensity and fewer programs on campuses.

On the local level, the command has been forced to consolidate its efforts by implementing the restrictive and cumbersome Local Advertising Purchasing System, or LAPS. This system, brought about by elimination of personnel positions, lacks flexibility for PMSs to adjust to short-fuse or unique opportunities. For example, the web-based LAPS is designed to allow for rapid transfer of requests for printed items, giveaways, and advertising purchases (newspaper, radio, etc.). But the time required for review, approval, and contracting means that battalions must place their requests a full four months prior to the on-hand requirement date, which is directly contrary to the spontaneous nature of many college events.

The loss of expertise through personnel cuts has had another effect on the local level. Untrained battalion personnel must submit all their advertising efforts to regional and national levels for review, which inevitably results in inefficiency and ineffectiveness locally. By comparison, USAREC, with a similar mission, has significantly greater flexibility with three dedicated advertising and public affairs personnel at each battalion.

Disjointed Recruiting Effort. The total Army recruiting efforts are fragmented as well. ROTC frequently competes with Army or ARNG recruiters for prospects who are eligible to enroll in Army ROTC. For example, many of our host ROTC units are located in the vicinity of Army Reserve and Guard units. When this occurs, recruiters from USAREC, ARNG, and Cadet Command often approach prospects, all offering separate options. Separate AMMED recruiters or ROTC cadre recruiting for the ROTC nurse program may also approach the same prospect. This competition confuses prospects and constrains the Army’s ability to identify the right program for the right individual.

Ineffective Market Positioning. The current market positioning, which is affected by history and political factors, is not optimal. Missions for ROTC units are based on historical production analysis, not a true analysis of market potential that identifies universities with the best production potential. A combination of performance, policy, special interests, and political considerations has shaped the composition of these units. 

Effective businesses conduct periodic reviews of sales or production to determine if they are positioned in the best markets. When performance falls below established goals, stores or factories are relocated to more favorable locations. USAREC routinely does this with recruiting stations. While Cadet Command uses an annual program review (APR) to provide a performance assessment, it is not free to move to other universities with greater undergraduate size or interest. 

This is true for several reasons. First, the Cadet Command program spans two to four years, creating a commitment to cadets to complete the training once it has begun. Second, the command relies on universities to provide facilities and infrastructure to support its program on campus. These commitments cannot be quickly changed. And third, command programs provide federally funded education and employment opportunities in Congressional districts. Congress gets involved quickly when schools in their districts are affected.

Challenges to Nurse Recruiting and Retention. Program changes intended to improve nurse retention increased recruiting challenges. In 1996, the Partnership in Nursing Education Program was implemented to improve acceptance rates into upper division nursing courses, to increase retention rates, and to decrease scholarship expenditures. Cadet Command partnered with 42 nursing schools that agreed to accept scholarship winners and transfer students and guaranteed upper division clinical nursing seats to students meeting the schools’ minimum acceptance criteria. The effect was that Cadet Command removed itself from the student nurse market and lost access to the top-ranked nursing schools. PNE was a misplaced effort to repair a failing program with a resource-induced fix. 
On-Campus Training. Cadet Command’s methodology for selecting cadets to enter active duty exacerbates the training paradox for cadre and cadets. Cadets receive points for their academic grades, performance in ROTC on campus, and performance at Advanced Camp. Each element represents a third of the total points available. 

This imposes two realities on cadets and cadre. First, cadets who participate extensively in ROTC are rewarded with additional points. Second, the cadre focus training on Advanced Camp tasks to give cadets as much of an advantage as they can. Consequently, cadets must limit their involvement in other on-campus activities. Current training is effective, but the time it requires is a detractor for many students. Students attend college for an education and the opportunity to explore new interests. Participation in ROTC limits a student’s ability to be involved in other activities. Students are not inclined to get up at 6 A.M. three days a week for exercise, for example. In addition, the program’s early focus on basic soldier skills does not appeal to students looking for intellectual challenges and leadership training. Thus, training that is focused on preparing cadets for Advanced Camp retards retention/recruiting efforts.

In addition, ROTC’s training demands prevent cadre from recruiting effectively. Instructors’ focus on preparing cadets for success during Advanced Camp has not only supplanted the intended officership content of classroom hours with soldier skills and tactics instruction but also increased the time burden on cadets. 

This effect is most evident during a cadet’s junior year, which immediately precedes the Advanced Camp summer. In this year, Cadet Command regulation require cadets to attend three hours of classroom, one hour of lab (field), and three hours of physical training instruction per week. Junior cadets must also take the Army Physical Fitness Test and attend an overnight field exercise each semester. In addition to these minimum requirements, cadre often add additional field and physical training, extensive homework assignments, and the requirement to prepare and deliver lab classes to other cadets. It is not unusual for core and locally imposed ROTC requirements to demand 20 or more hours per week from MS3 cadets.

The self-imposed training regimen dominates cadet and cadre time, leaving little room for anything else. Cadets are forced to choose between ROTC and other beneficial campus activities. Cadre have little time to mentor cadets and less time to recruit new ones because of the demands instructing places on them. Consequently, the cadre fail to attract enough potential cadets to achieve success and lose many of those they do recruit because ROTC demands too much time, and the training is unappealing to anyone not committed to soldiering.

Lack of Information Technology. Cadet Command lacks the IT to be responsive to cadet needs or to effectively assist in the recruiting and retention effort. The command transitioned to a flat organization very quickly. Unfortunately, it still does not have the necessary information systems to provide timely and responsive information to its commanders in order to facilitate retention or recruiting or to provide efficient support to its cadets. Command information management systems are unable to keep pace with the reorganization of Cadet Command. IT is not optimized for maximum effectiveness and fails to provide timely information to all command levels.

Battalions in the field lack the basic IT necessary for them to succeed. For instance, Cadet Command has a multimedia recruiting CD, but the battalions do not have the laptops needed to show it when they meet with students outside their offices. The command depends on internet-based systems to pass information and actions. However, some battalions, limited by the school’s IT infrastructure, connect at a baud rate of 14.4 KB. The command depends on technology to operate but lacks the necessary computer infrastructure to make the systems work.

Without the requisite IT system to support it, Cadet Command’s reorganization is only partially complete. Geographic dispersion of the command increases its dependence on these systems, and their absence hinders all of the command’s efforts.

Erosion of Incentives

ROTC was structured on the assumption that incentives designed to encourage participation in the program would attract a certain number of quality students into the program. The monetary aspect of the incentive package is a key component of the program. In fact, it has become the centerpiece of most recruiting and retention efforts because of cadre ineptness at recruiting. As the following discussion will show, the incentive package has lost its competitiveness, with a corresponding effect on enrollment.

ROTC provides scholarships for more than 10,000 cadets annually. These merit-based scholarships are used to attract quality students to ROTC. A scholarship provides up to $20,000 for tuition, $510 for books, and a $200-a-month stipend. However, a strong national economy and vibrant national tuition assistance programs provide Army prospects with other employment or educational options. The following facts provide evidence of this economic competition for students.

· Civilian unemployment is at a 30-year low. The rate declined from 7.3 percent in January 1992 to 4.2 percent in January 2001.

· America’s disposable income (source of tuition payments) is increasing. Half of all Americans now own stocks or mutual funds. In November 1992, the Dow Jones Industrial Average was 3252; now it is over 10,000.

· Labor shortages have resulted in aggressive Fortune 500 company recruiting. High-quality ROTC prospects can often find starting salaries much higher than second lieutenant pay.

· Several states have scholarship programs that offer a free education at a state school to students who maintain a minimum GPA. These programs often include room and board. In addition, many National Guard programs offer students who agree to accept a commission after graduating a free education at a state university.

National tuition assistance opportunities have dramatically increased and directly compete with the ROTC scholarship program. Grants, loans, scholarships, fellowships, and corporate-sponsored stipends have risen sharply (see the chart below). ROTC’s greatest financial aid competition is the information now available to students through the web and through paid financial aid finders. Many scholarships that would go unfilled for lack of suitable candidates are now being filled due to the wealth of available information and the sophistication of students seeking aid.
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The National Center for Education Statistics Report of October 1998 amplifies the point: "Scholarships and fellowships have been rising more rapidly than most other types of college expenditures in recent years. At public universities, between 1985-86 and 1995‑96, inflation-adjusted scholarship and fellowship expenditures per full-time-equivalent student rose 84 percent compared with 9 percent for instruction expenditures. At private universities during the same period, scholarship and fellowship costs per student rose 67 percent, and instruction costs rose by 32 percent." 

The Campus-Based Scholarship Program (CBSP) operates on a decentralized selection process. Each PMS receives a number of scholarships based upon historical usage, which they may offer to qualified individuals. 

Effective use of scholarships is constrained by an inflexible program. Although the PMS selects cadets to receive scholarships, the command has adhered to a strict application timeline and relied on centralized processing to determine eligibility, resulting in a rigid system unable to respond to student interest in a timely manner.

Limited Incentive Options. The Army can legally use scholarship funds only against tuition and fees. The command’s inability to pay other costs limits its ability to attract quality students. Room and board at some schools are three times the cost of tuition. Consequently, ROTC scholarships have little value on these campuses. The ability to tailor ROTC incentives to the market is critical to the Army’s ability to recruit and retain scholars-athletes-leaders.

The figure below illustrates the situation using average in-state expenses for public colleges in 1998 and 1999. The $200-per-month stipend and the book allowance, currently $510 per year, can be applied to the student’s other expenses, including parking fees, health insurance, and activity fees. As a result, the average in-state scholarship student at a public school gets coverage for only half of his total budget, even with a “full” scholarship.
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The command is concerned about this because costs are increasing, making financial aid more crucial, and students are working more and graduating more slowly. The number of full-time students working—especially those working more than 20 hours per week— has increased over the past 20 years. These work commitments compete with academic progress and ROTC participation. Schools with low in-state tuition rates but high room and board costs are hard sells for our scholarships.

Spiraling Tuition Costs at Prestigious Schools. Cadets at high-cost schools suffer. Spiraling tuition costs at prestigious schools have eroded the buying power of ROTC scholarships. For example, the University of Notre Dame’s tuition is now $21,000 versus a scholarship that pays $16,000. The diversity of students from these schools is invaluable, and ROTC’s leadership training is a powerful draw for them. However, school expenses force them to prioritize academics and employment. The command is hindered in its ability to attract these students, without offsetting the cost of their education. 

Low Pay. Low pay hinders attendance and retention. ROTC has always offered pay to compensate cadets for their commitment to the program. This incentive served to recognize their burden. However, current cadet pay fails to fairly recognize the cadets’ commitment or to serve as an effective incentive. 

· Stipend has not kept pace with cost-of-living increases. The current stipend paid to contract cadets is $200 per month. Based on cost-of-living increases since 1973 when it was $100, the stipend should be $392 per month. Since 8 of every 10 cadets work to help pay for college, the stipend must offset other employment opportunities to motivate prospects to join or remain in ROTC. Prospects working 40 hours a week at the $200 level earn $1.25 per hour. At a 20-hour part-time workweek the stipend equates to $2.50 per hour. This is well below today’s minimum wage of $5.15 (expected to increase by $1 in April 2001). College students have numerous expenses, so prospects weigh what is gained versus what is lost when evaluating the ROTC Program. Many choose not to join, or leave because they cannot afford not to.
Cadet pay becomes the reason not to attend summer camps and training programs. Cadet pay at summer camps is tied to the pay rate of service academy cadets (Sec 209c of Title 37). This rate is $600 per month, or $20 per day. Given a 16-hour day, the rate is $1.15 an hour—a rate that does not compete with other summer employment opportunities. More than 5000 cadets who attend Basic and Advanced Camps annually are affected by this pay. In addition, 3100 of them continue training at an Army school (e.g., airborne) or with Army units (Cadet Troop Leader Training). This additional training time creates a further gap between pay received and what the cadet could have earned in a minimum-wage job. The Army has failed to maintain cadet pay at a level capable of competing against summer employment opportunities, further disrupting ROTC’s delicate incentive balance.

The pay disparity has two related impacts. First, recruiting for Basic Camp is a hard sell. Why should a struggling college student accept a 50 percent pay cut to attend Basic Camp compared with earning only minimum wage? Actually, college students make significantly more than minimum wage in the summer. Surveys place their average hourly wage at $8 to $10 an hour. Given this, it is not realistic to expect college students to give up 60 percent of their potential summer earnings to attend Basic Camp if money is a major issue. Second, junior cadets resist attending post-Advanced Camp training opportunities for the same reason. Consequently, cadets leaving Advanced Camp are foregoing additional training that would give them much needed practical leadership experience in the Army.

A Cultural Shift

Adapting to changed circumstances requires the command to undergo a cultural shift. We cannot continue to engage in passive recruiting, putting up a table with an ROTC banner next to a climbing wall and hoping that qualified prospects will join us. We cannot continue to act as though our principal purpose is to weed out those who want to join us through some Darwinian process. Nor can we continue to jam most of our cadets into a model that no longer fits. We must instead—

· Determine the kind of cadet we want, narrow our focus to those students who demonstrate desirable qualities, then concentrate resources on actively recruiting, developing, and retaining them. We must accommodate those who have the requisite qualities by facilitating their entry into the program well into their college years, recognizing that individual “propensity to join” can change over time, particularly when presented a realistic picture of service in the military.

· Sell the program on its merits rather than relying on financial assistance as the principal benefit. We must be known as the best leadership development program of its kind in the world, one that produces graduates who go immediately into demanding positions where they can develop their skills even further.

Focus resources on a pool of students who show attributes that would make them good officers. By doing so, we can produce better lieutenants with less training. The scholar-athlete-leader model facilitates that focus. Successful officers demonstrate these qualities. They demonstrate through academics that they can conceptualize and use their imagination even though not Phi Beta Kappa material. They have demonstrated the mental and physical toughness and teamwork that comes with athletic competition even though not all-American. Finally, they show a willingness to lead their class, their club, or their fraternity or sorority, even though they are not student body presidents. Students with these qualities will enjoy the opportunity to serve as officers and will be far easier to develop than those who do not have them. This is not to suggest that the program will not continue to take in all qualified applicants. Those who meet the academic, medical, and physical requirements will always be welcome. It simply recognizes that some students are better prospects for officership than others, and that we must focus our resources on those prospects.

We will recruit our cadets from two principal sources, continuing to recruit outstanding high school seniors, emphasizing our expertise at leadership development, and using a four-year scholarship as an incentive. This source forms the base for our programs in our military colleges and many of our more challenging academic institutions. Little will change from what we are presently doing.

In addition, however, we will pursue a much more targeted effort to recruit students already on campus who meet our scholar-athlete-leader criteria. During the freshman year, on-campus cadre will thoroughly screen each class looking for those individuals who meet our requirements and watching carefully how they adjust to the vagaries of college life. Cadre will select those they want to become officers and vigorously pursue each one, using the various strategies and incentives available to them to convince that individual to join the program. 

Should that individual not join the program that year, the cadre will continue to offer him or her opportunities to join. We will modify our program of instruction, our scholarship structure, and our marketing and advertising strategies to facilitate this effort. This more-focused effort will allow the cadre—using their leadership skills—to screen, select, train, and retain the best possible candidates rather than relying on simply signing up those who “walk in” already interested in the program.

We will continue to support other sources of cadets: those on active duty who show their leaders they are committed to becoming officers through the Green to Gold Program and those who wish to enter the program by attending Basic Camp. Our success in the more-targeted programs will reduce our reliance on these other sources, however. 

A New Vision

The senior ROTC Program will produce lieutenants of character, each with a breadth of perspective formed by the variety of experiences inherent in college life. Lieutenants from this source of commission will bring experiential, ethnic, and cultural diversity to the officer corps because of the rich experiences and opportunities available to them as they undergo college life. These lieutenants will have demonstrated a capacity for scholastic, athletic, and leadership excellence. They will be confident of their ability to be competent Army leaders because of the rigor of their training. They will be committed to serving in the Army for the duration of their obligation and receptive to further service. 

To be successful with this new vision, we must adhere to the following imperatives.

· Recruit Effectively. We must be in the right markets, understand in what segments of our markets we will find individuals with the qualities we want, be able to pick the individuals we want, and know how to convince them why it is in their best interests to join us.

· Develop Leaders. Once the individuals we want join our program, we must ensure that they are prepared to become officers. We have the best leadership training program in the world, and we will emphasize leadership development in all that we do. Our training will be exciting and dynamic and will stress how to think, not what to think. It will imbue in each of our cadets the Army’s values and ethos, so that whether a cadet stays for a career or just a few years, the experience prepares him or her for a lifetime of leadership and service. 

· Retain Quality. After we recruit the cadets we want and as we are training them, we will inspire them to seek their commissions and to serve as officers. The cornerstone of our retention program will be an active counseling and mentoring effort by cadre that will ensure that each cadet’s needs are met. Our cadre will serve as the paragons of leadership, and the retention of their charges will be the mark of their success.

Provide Responsive, Effective Command and Control. The focus of our organizational structure will be to ensure that the PMS has the resources needed to recruit, train, and retain the right cadets. Because the responsibility for success or failure ultimately lies with each battalion and the PMS who commands it and because each program operates under unique conditions, each PMS must have the greatest degree of flexibility. Consequently, the higher echelons in Cadet Command must establish clear standards, decentralize control of resources wherever possible, and respond rapidly to the unique requirements in each program. 

Brigade commanders will be the principal quality controllers, ensuring that each program meets recruiting, training, and retaining imperatives. Where necessary, they will reallocate resources to ensure each program performs these imperatives optimally. They will ensure, in particular, that each program meets its milestones and will take appropriate action where programs fail to do so. Region commanders will supervise the brigade commanders, continue to serve as problem solvers, ensure that Basic and Advanced Camps are properly run, and allocate resources within their regions as appropriate.

Cadet Command headquarters will stay on the cutting edge of technology so that it can provide effective administrative and logistical support to the Junior and Senior Programs throughout the world. Most significantly, it will develop processes that enable it to interact directly with battalions where appropriate—and without bypassing the chain of command—thereby allowing cadets to be contracted, enrolled, supported, paid, evaluated, and commissioned in the most efficient manner possible.

To recruit, train, and retain cadets effectively, we must train each cadre member and certify that each has the required skills to perform his or her duties. Most cadre members come to Cadet Command unprepared for their new positions. Though all are experienced trainers, few are experienced in recruiting, interacting with academic institutions, counseling and mentoring college students, or living far from the support provided by military installations. Even the administration and logistical efforts in the command rely on unique systems that require substantial training before users can master them. Prospective officers will gain confidence in the Army as an institution because they will experience a command that can support their needs administratively and logistically.

The Way Ahead

In order to execute this vision, Cadet Command must significantly modify the model it uses as the basis for its program; it must ensure it has the right cadre implementing the model; it must revamp its recruiting program and its incentives; and it must provide responsive, effective command and control.

MODIFY THE MODEL TO ACCOMMODATE LATERAL ENTRY AND STRESS DEVELOPMENT RATHER THAN ATTRITION

Previous sections discussed how the progression model, with its emphasis on high enrollments early in the freshman year and its reliance on attrition, no longer meets the command’s needs. To implement this cultural shift, we must move from a model based on attrition to one based on selecting those that we want, then developing and retaining them. We must get the model right, for it serves as the cornerstone of our program. Cadet Command regulations must define it, command policies emanate from it, resources come from it—in short, this model must define everything the command is supposed to do. Basically, the new model must focus on two principal objectives.

· First, it must facilitate bringing students into the program past the start of the freshman year. It can no longer penalize cadets for not having joined at the beginning of their freshman year by requiring them to increase their academic load or giving up a summer period for basic training that, in the main, has little to do with leadership development. This revision means that major portions of the program must change to accommodate lateral entry, including the basic course curriculum, standards for entry into the Advanced Course, the contracting process, and the content of Basic Camp. 

Second, the model must practice developing leaders, not attriting them. This becomes particularly important, because we are improving the qualifications of those entering the program by choosing scholar-athlete-leaders who have lots of other choices available to them. These quality students will go elsewhere quickly if we do not show the benefits of being in a program that stresses development.

The quality of the Advanced Course suggests that that part of the program needs little modification, so the model would not change completely. We will, however, define a standard for entry into the Advanced Course that allows us to easily assess students who have progressed beyond the freshman year. That standard must define the necessary prerequisites for participation in the Advanced Course, allow the PMS to evaluate and credit students’ scholastic, athletic, and leadership abilities, then provide alternatives that meet the requirements for inculcating officership, the military ethos, and critical military skills. As one of those alternatives, the entire Basic Camp needs to be reviewed to see whether it accomplishes these objectives.

In summary, then, the model will change to recognize that the predominant method of entry into the program must be lateral rather than progressive, and the tone of the program must be developmental, rather than relying on attrition. It will clearly define the standards for entry into the Advanced Course and offer reasonable alternatives to college students who decide to enter the program beyond their freshman year. Those programs that thrive on the four-year progression model can continue to do so. But for all others, this change will promote and enhance selection and development of quality students for whom the system has proven too cumbersome to overcome. 

RECRUIT AND RETAIN COMPETENT, COMMITTED CADRE

The realities of today’s Army manpower constraints preclude increasing the size of Cadet Command’s presence on the nation’s college campuses. Cadet Command must operate within existing manpower resourcing limits. Because Army personnel assignment procedures do not support mission accomplishment. We must ensure we get the right people to the right positions on campus.

Eliminate Underlap

The unique nature of Cadet Command’s operating environment dictates a constant 100 percent personnel strength operating posture. Every missing cadre member results in cadets not recruited, retained, developed, and ultimately commissioned. First, Cadet Command requires full manning based on its austere authorized strength levels. Second, assignment procedures need to be modified to incorporate a contact replacement system, ensuring that newcomers arrive with no underlap. 

Improve the PMS Selection System

The right PMS will produce a successful ROTC Program. However, the current Cadet Command centralized selection board mechanism does not adequately identify the right officers for PMS duty. The command needs officers with good personalities—effective public speakers who are committed to recruiting and selling and are able to operate independently. Campus cadre must have the requisite personality not only to recruit effectively but also to serve as mentors to cadets. The current selection system identifies good officers for command but not individuals with the skills required for success as a PMS. Personal interviews by ROTC brigade commanders are being added to identify the interpersonal skills Cadet Command requires. We will recruit prospective PMSs aggressively, interview candidates to ensure they have the appropriate skills, and get them to the right schools. This effort will be the mainstay of our cadre improvement program. 

Ensure that Cadre Focus on the Mission. Cadet Command will develop ROTC assignment screening guidelines to ensure that only qualified cadre are assigned to campus. Specifically, Cadet Command needs assignment screening criteria to minimize assignment of “at-risk” cadre, to include those whose expressed intent is to leave the service. In addition, campus cadre must have the requisite personality to serve as effective recruiters and mentors for cadets. 

Screen Cadre at US Total Army Personnel Command (PERSCOM). ROTC cadre operate in a unique environment and require special interpersonal skills to succeed. In addition, they are far from Army support systems. These realities require that soldiers pending assignment to ROTC units on campus be screened to ensure they do not have any family or financial problems that would interfere with their jobs. PERSCOM should also ensure that cadre possess the interpersonal skills the ROTC mission requires. With slight modification, existing procedures used by USAREC and Drill Instructor Branch would be effective as screening tools for prospective cadre. Chain-of-command assessments of soldiers, completed prior to their leaving their current unit, would be invaluable in identifying the “right” soldiers for duty on campus. 

Develop Reassignment Procedures

The austere personnel manning level on the college campus does not have the depth to carry nonproductive cadre. Therefore, Cadet Command proposes that assignments to ROTC battalions be, in essence, one-year contracts renewable at the command’s discretion. The contact replacement system would remove and replace cadre who fail to perform. 

The contact replacement system would immediately replace poor performers and those charged with misconduct. The chain of command will handle the necessary evaluation reports and appeals as required. The system replaces poor performers and those charged with misconduct without underlap. Those identified for removal will not return to their battalions to await orders. 

Award Special Duty Assignment Pay 
The unique and arduous nature of ROTC enlisted duties parallels those of both recruiters and drill sergeants who currently receive monthly SDAP. To date, however, ROTC enlisted soldiers have not been awarded SDAP, an inequity that must be resolved. All ROTC campus cadre, regardless of grade or duty position, serve as ROTC recruiters. Their recruiting market includes both on-campus students and prospective high school applicants

Additionally, all ROTC cadre serve as mentors, coaches, and role models to cadets—a duty essential to retaining students in the ROTC Program. These intrinsic duties are not grade- or duty-sensitive. Nor are they accomplished strictly during the normal duty day. Significantly, the mentoring, counseling, and retention interface with cadets occurs as required, including evenings and weekends. All ROTC enlisted cadre are active participants in the critical retention mission. 

All ROTC enlisted soldiers, regardless of grade or primary skill, serve as trainers. Like drill sergeants, the entire ROTC cadre has the responsibility of transforming civilians into soldiers. In fact, the ROTC transition is more difficult because of the unique campus environment. Unlike drill sergeants who have total control of their trainees, ROTC enlisted trainers are limited to only dedicated ROTC training opportunities. 

Like drill sergeants, all enlisted cadre participate, mentor, and coach cadet physical fitness training. Because of the small number of cadre on campus, training is a collective effort. The entire enlisted cadre is used to teach weekly campus-based ROTC leadership laboratory sessions. ROTC field training exercises (FTXs) require the presence of the entire ROTC cadre to conduct tasks to standard. 

During the summers, the enlisted cadre perform traditional drill sergeant functions and duties at Cadet Command’s two camps. This intense 24-7 training environment is the primary vehicle to complete initial entry training for the Army’s future second lieutenants.

The ROTC enlisted soldier’s duties fully encompass recruiting, retention, mentoring, coaching, and training of the next generation of Army leaders and not only mirror but exceed recruiter and drill sergeant duties. Recent legislative changes permit DOD review of SDAP eligibility. DOD will consider granting SDAP eligibility to all Army, Navy, and Air Force ROTC enlisted personnel. Cadet Command has advocated initiation of Level-1 SDAP compensation—$55 per month for enlisted cadre. Implementation would cost the Army $665,000 per year and translate to an additional $660 per soldier annually.

Authorize Contractors to Perform Regulatory Duties

Replacing the 330 captains Cadet Command lost in the TRADOC reorganization with contractors created a unique problem. By law, contractors cannot perform regulatory duties, e.g., 15-6 investigations, reports of survey. Therefore, the law must be modified to authorize contractors to perform regulatory duties, thereby giving the PMS maximum flexibility to employ personnel to the best advantage.

Make QOL Commensurate with Army-at-Large

Cadet Command’s cadre, stationed on campus, deserve the same QOL as their counterparts living on Army installations. Congress and DOD have passed initiatives designed to improve our cadre’s QOL. However, current Army budgets have not guaranteed funding for these initiatives. The Army owes the command’s cadre the requisite funding for these initiatives.

Initiate a Leased Housing Program. The Army is contemplating initiation of a Leased Housing Program for soldiers assigned to Cadet Command. This would resolve problems soldiers face in high cost areas. The concept of the program is to provide Army-procured housing at no additional individual cost above the established zip code basic housing allowance rate. Cadet Command strongly endorses implementation of this program. 

Resolve TRICARE Issues. The decentralized nature of the command makes TRICARE issues difficult to monitor and resolve. Individual complaints are currently resolved directly through the medical system, further complicating their visibility to the command. Problems continue, however, as individual cadre members often report that health care issues seriously affect morale. 

While the system has improved overall, numerous problems related to network provider availability, covered services, billing, and customer service still exist. The command’s family advocacy coordinator will serve as the command’s primary point of contact for all TRICARE-related issues, both systemic and individual. The coordinator will spearhead an effort to bring all TRICARE issues to swift and positive resolution, ensuring that soldiers and their families get the care they deserve.
Pay Gymnasium Fees. Out-year targeted funding—approximately $102,000 per year—is necessary for the payment of university gymnasium fees. 

Pay Parking Fees. Congress passed a law authorizing each service secretary to pay parking fees after 1 October 2001 for ROTC soldiers. Out-year targeted funding—approximately $276,000 per year—is necessary.

Fund Counseling and Referral Services. To achieve parity with similar USAREC programs, TRADOC provided Cadet Command with sufficient FY01 funding to procure contractor counseling and referral services. Initial feedback from soldiers and their families has been very favorable. The command needs long-term funding—approximately $51,000 per year—to continue this contract indefinitely.

Provide Affordable Child Care. As mentioned previously, childcare is an expensive and sensitive issue. The Army’s on-post child care is among the best in the country, and it is unavailable to most cadre. Cadet Command requires a system that ensures its cadre pay the same amount for child care vis-à-vis their on-post counterparts. The Army would make up the difference with the care provider directly. 

FACILITATE THE RECRUITING EFFORT

Develop Marketing Strategies

Our marketing leads and advertising must have three essential thrusts. First, we must do what we can on a national level to improve awareness of the profession of arms and the officer’s role. Second, we must continue to attract quality high school students by enticing them to sign up for the world’s best leadership development program and offering a great four-year scholarship as an incentive. Finally, each PMS must be able to use marketing and advertising resources focused on his local market to attract targeted college students. Let’s look at each in turn.

Enhance Awareness of Officership. To improve national awareness of officership and its inherent leadership base, we must define the term and clearly convey its meaning to the general public. We must design our advertising and marketing products—videos, web pages, brochures, print ads, and radio spots—to target prospects and influencers from the various segments of society. Our products will provide testimonials from active duty and former officers, civilians, representatives of recruitment firms, and chief executive officers of leading corporations—all espousing the value of the ROTC experience and subsequent service as an Army officer.
Mine the High School Market. In addition to explaining officership, we will target and actively recruit quality high school students. We will obtain the names of students who excel in academics, participate in varsity athletics, and serve in leadership positions. We will target individuals who will bring experiential, ethnic, or cultural diversity to the officer corps, emphasizing to these students the short- and long-term benefits of our program. Many of these students participate in or are recognized by national organizations such as the National Honor Society, the Boy Scouts of America (Eagle Scouts), Optimist International, and Boys/Girls State. We will explain to these and similar organizations the benefits of our program so that they are willing to influence students to join us. High school guidance counselors may be our strongest allies in identifying the scholar-athlete-leader. In order to effectively convince quality high school students to apply for scholarships and enroll in Army ROTC, we must refine the criteria used to purchase direct mail lists, rewrite direct mail letters, and replace general advertising with ads that target the scholar-athlete-leader. 

Tell the ROTC Story. As mentioned previously, studies reveal most student influencers do not understand ROTC. In response, Cadet Command will dedicate a portion of its marketing effort to telling the ROTC story to key influencers in high schools and colleges. The message will emphasize the leadership training and character-building aspects the program offers.

Provide Requisite Marketing and Advertising Resources

We have 270 host and approximately 1400 partnership schools. These schools cover the entire spectrum: large, medium, and small states; senior military colleges; HBCU; Hispanic-serving institutions; and private institutions. The variety of schools makes it absolutely essential that PMSs have the requisite marketing and advertising resources to effectively attract the prospects we want and to sway the key influencers in their local markets. Each on-campus marketing strategy must be geared to the motivators most prevalent on that campus. We will ensure the right products—products tailored to the specific campus on which each recruiter must operate—are available during specific time frames throughout the school year. Campus-based research will enable us to allocate local advertising and marketing resources based on each school’s commissioning mission and local market potential. We will improve the efficiency of LAPS so that the local commander can successfully market his program with minimal administrative effort.

The current budget and POM 2002-07 do not fund an adequate advertising and marketing campaign. The average shortfall is $4 million in the POM. Severely underfunded, the FY01 marketing allocation of $17.4 million is only 63 percent of the requirement. This requirement is based on the direct relationship between advertising/marketing and the propensity to participate. The failure to fund requirements means a continued lack of awareness of Army ROTC, a low propensity to participate, and low enrollment numbers.
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The general advertising/marketing budget must be $17.6 million in FY02 to maintain a mission level of 3900. To reverse the nearly decade-old downward trend in propensity, an additional $1.8 million will be needed, bringing the total requirement to $19.4 million in FY02 and $19.6 million in FY03. In FY04, the required amount will revert to $18.5 million.

Expand ROTC Brand Recognition

ROTC brand recognition is very poor. Perhaps it is time to change the name of the program. Serious consideration is being given to changing the name of the program in conjunction with the Army’s Marketing Group. Through the new contract for the Army Advertising Program, Cadet Command will ensure that Army ROTC features and benefits are incorporated appropriately into broader Army messages. Army advertising, formerly focused primarily on the enlisted mission, must be broadened to show how a wide variety of prospects could benefit from Army programs such as Army ROTC. The concepts of officership and quality will be highlighted. 
Arm All Recruiters with All Options

The Army must ensure that all recruiters, regardless of component or specialty, provide the right Army option to each prospect to satisfy that prospect’s skills and buying motive. To assist in accomplishing this, Cadet Command will continue efforts to partner with USAREC and establish stronger ties with ARNG. We will provide appropriate Army ROTC materials—recruiter publicity items, fact sheets, updates—to all Army recruiters, including ARNG and regular and reserve USAREC recruiters. We will update recruiting and retention NCOs on our programs at their worldwide conferences and through their own publications, such as the pocket recruiter guide and the Opportunities and Options book. The long-term goal is to provide an automated link to all recruiters so that program information and prospect referrals can be provided in real time. 

Recruit from a Broad Base of Schools 
To continue providing the Army with leaders that represent society, we will ensure that we remain in schools that provide this diversity. In each of these schools, we must stay focused on quality, ensuring that our program includes the best possible students at each school.

As we work to balance the resources available to the command, we must reflect on the resources devoted to each part of that diverse base. From a fiscal perspective, one could easily conclude that the program should remove itself from the expensive private schools, as one scholarship there might provide a handful at the less expensive state schools. Critics also point to the dearth of Ivy League graduates who remain in the military beyond their initial obligations and suggest that the dollars devoted to their education have not been returned in kind.

An approach that further reduces our presence in these colleges would be counterproductive to the best interests of the Army and to the country in general. Graduates from prestigious private institutions have historically gone on to become leaders in business, industry, government, and academia, if not the military. In an era where fewer and fewer of our citizens have any contact with the military, it is shortsighted to close any venue where lifelong relationships may prove to be invaluable 20 or 30 years in the future. The opportunity to interact on campuses with students of this caliber should not be forsaken, despite the difficulty in ascribing a specific cost to this aspect of nation-building.
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Cadet Command will develop a model to distribute resources that support this concept of diversity, using the allocations represented in the chart below as a starting point. The models will account for the unique nature of each program’s market and ensure proper resourcing. For instance, at expensive private schools, incentives sell ROTC, and high admission standards guarantee the type of scholar-athlete-leader the Army seeks. Conversely, at a large state school, tuition is significantly less, but getting ROTC’s message out to 50,000 students and locating the scholar-athlete-leader significantly increase the marketing cost per cadet. HBCUs provide a unique opportunity to access the African-American market and ROTC belongs there. Some HBCUs are private, others public, incurring unique costs like any private or public institutions.

By drawing from this diverse background, the Army guarantees the intangibles that produce an effective officer corps for our diverse nation. As Cadet Command responds to market forces, it will continue to strive for representation across the spectrum of school types. Such diversity benefits the Army every day—in Kosovo, at Fort Bragg, and in the society it defends when its graduates leave the Army and assume positions of leadership in the civilian sector.

Seek More Effective Markets

This year, Cadet Command will review colleges and universities without ROTC units to determine if better markets exist. Several ROTC locations have, over time, become unable to support enough student interest to maintain efficient annual production. We will work with these universities to secure voluntary closures, where appropriate, and to transfer resources to more effective markets. 

Several existing ROTC units, if reinforced by cadre or incentives, can substantially improve their annual production. Also, several existing partnership programs are already significant contributors to their ROTC unit partner or have a substantial market opportunity. Beginning this year, we will use the APR process to seek them out and provide them additional resources, making changes as necessary to make the programs more effective.

Focus Recruiting Efforts

On small campuses, PMSs can easily target scholars-athletes-leaders without much help. On larger campuses or those where most students do not live in dormitories, targeting is a much greater challenge. This is also true of large metropolitan areas with multiple universities. 
To help with this effort, Cadet Command will implement a pilot survey program at selected universities with Army ROTC. This survey will measure the attitudes and characteristics—age, family history, affluence, etc.—of the student population; unique environmental factors—commuter student status, partnership school contributions, administration/faculty climate; and types of marketing media—radio, print, local TV—to which students respond.

This initial effort will help us understand these tougher markets so that we can assist PMSs in effectively focusing their efforts. The use of screening criteria ensures that each PMS will know where the targeted population is on campus, what their interests are, what they listen to, and how they can be reached. Screening criteria include such things as participation in varsity sports, leadership positions in extracurricular activities, and demonstrated ability to be a part of or to lead a team.

With this knowledge, each PMS will be able to develop a specific marketing action plan to recruit the students he wants. All will know which influencers affect their prospects and how to reach them. They will then be able to prioritize on-campus efforts on the characteristics of their individual schools, and Cadet Command can give them the necessary marketing and advertising dollars to support these plans. This knowledge will also allow each PMS to create a media presentation campaign targeted to the specific advertising media that students are likely to listen to or read. This will increase PMS awareness as they work to increase enrollment.

Some national marketing dollars will support local efforts as long as they prove responsive to the PMS. These efforts include developing targeted and tailored advertisements and recruiter publicity items, purchasing consolidated media time and space, and maintaining support systems such as the prospect management database. 

Cadet Command will also sponsor speaking engagements by junior officers to humanize the Army and appeal to students who are interested in international relations or high-tech fields. Officers speaking on multinational peace support operations, logistics, management systems, and the benefits of Army service to corporate America will help the PMS capture students’ attention.

Develop an Effective Training Program

Attracting and retaining quality cadets in the ROTC Program is fundamental to the mission. Detailed market analysis is the first step in training the cadre to recruit successfully. It will show the cadre where their market is and how to access it. 

More importantly, however, Cadet Command’s certification program will provide cadre members with training to enable them to recruit effectively. Cadre will learn to recruit prospects on the merits of the program, with the central theme that Army ROTC is the best leadership development program in the world. The schooling will teach them the hard sales skills fundamental to a focused, effective, and sustained recruiting program.

Developing an effective training program requires a long-term resource commitment in manpower and dollars. Recruiting is a learned skill that requires behavior and personality changes for most officers.

Train Cadre to Recruit

Because few cadre are experienced, Cadet Command will develop a comprehensive program to enable each cadre member to develop the requisite skills. It will consist of three phases, all to be coordinated by the School of Cadet Command. The first phase will use distance learning to teach newcomers the theory behind effective recruiting. The second will concentrate on hard skills and require each individual to demonstrate the competencies needed. These two phases will take place as soon as possible after assignment to Cadet Command. The third phase, which will occur annually, will refresh or update those skills.

The intent is for all cadre to participate as they all play a role in both recruiting and retention. Available funds may dictate prioritized attendance, however, until the funding stream adjusts to the requirements. That priority will go first to PMSs, then to other officer cadre, then to senior instructors, and finally to administrative and logistics personnel, including civilians hired by the universities.

Cadre will leave this training with the skills necessary to target desired populations for recruitment and to successfully recruit quality scholar-athlete-leaders into the program. Either the Recruiting School or a contracting effort will be used for this training. The curriculum will use small-group and one-on-one instruction designed to enhance cadre interpersonal communication and counseling skills, while simultaneously developing market analysis and sales skills. 
Allow Recruiters to “Close the Deal”

We will arm Cadet Command recruiters with the tools necessary to bring every interaction with a prospect to a mutually beneficial agreement. Recruiters will have current information available in attractive and professional displays and brochures and will be thoroughly trained on conveying the message, identifying prospect motives, demonstrating how Army ROTC features will benefit the prospect personally, and overcoming objections in a professional manner. In addition, we will equip cadre with laptops capable of presenting our multimedia marketing tools. The Army ROTC recruiter will not “hard sell” a prospect but will maintain frequent contact with priority prospects in order to continually convey the benefits of Army ROTC and influence the prospect to enroll and remain in the program. 

Develop a Competitive Incentive Package

Leadership training is our message, but incentives give cadre the ability to close the deal. Each ROTC unit possesses a unique environment that must be considered when developing an effective incentive package. At some schools, the tuition payment through the scholarship benefit is key. At others, room and board costs motivate the student to accept or reject an offer. Many universities provide enrollment incentives that enhance our package. Our objective is to create a flexible, easily understood, incentive package that responds to each of these unique environments. This is accomplished by revitalizing the program, providing new incentives, and eliminating disincentives.

Revitalize the Current Program.

Too often today, incentives have become the principal attraction for the program, rather than a means to encourage students to become cadets. The incentives have lost their value as well as their meaning and must be revitalized.

Add Agility and Flexibility. We have eliminated deadlines and accept on-campus scholarship applications year-round. With a year-round window, PMSs can fill scholarship allocations at any time. The scholarship application process is further streamlined by empowering PMSs to determine eligibility and by giving region commanders specific waiver authority. Quicker application processing provides a speedier response to the applicant, thus reducing the number of prospects who find alternative school funding. We expect our take rate to improve as the wait time to approve and award scholarships decreases. We have also given brigade commanders the authority to allocate scholarships among schools within their brigade. Previously, unused scholarships were consolidated at Cadet Command and redistributed on a centralized basis. Brigade commanders now have greater control over scholarship allocations and dollars within their scope of influence. 

Finally, upgrades to our information management systems will improve the flow of information through the chain of command that should increase scholarship usage and enable PMSs to identify and track potential cadets. Incorporating new IT, such as web-based scholarship applications, is a key component to the successful implementation of the CBSP—not a simple transition for an organization so widely dispersed and serving such a large constituency.

Pay Full Tuition. Scholarships continue to be the best incentive for people to remain in the program. The ability to close the gap in mission shortfall relies on fully funding the scholarship program. The intent is to acknowledge the cadet’s commitment to ROTC. 

The increase to full tuition will cost approximately $11.8 million more than is currently in the FY02 budget. Without the additional dollars, going to full tuition will reduce the number of available scholarships by 1200. Approval authority rests with DA DCSPER.

We must also increase the book allowance. For the past five years the book allowance provided to each scholarship cadet has remained fixed at $450 annually. This school year marked the first increase to $510, with a second to $600 next year. Ideally, an increase to $900 is warranted to offset the rising costs of books (typically costing a minimum of $85 each) and associated school supplies. This increase would cost an additional $3.1 million more than is in the FY02 budget. Without additional dollars, increasing the book allowance will reduce the number of available scholarships by 343. 

Pursue an Indexed-Tiered Stipend. The FY01 National Defense Authorization Act (NDAA) increased the stipend from $200 to between $250 and $674. The increase will be tiered: freshmen $250, sophomores $300, juniors $350, seniors  $400. It will provide a greater cost-of-living offset, reduce the time cadets must work to pay living expenses, and motivate more cadets to stay in the program. The top range permits DOD to be more responsive to necessary inflationary increases to the stipend level over the next decade. However, this discretionary authority is subject to annual budget pressures. Protection against these pressures is provided by an index to military base pay (established again for service academy pay in the FY01 NDAA). This proposal will be coordinated among the ROTC service chiefs and presented during the FY04 Unified Legislation and Budget Cycle. 

Provide New Incentives.

In keeping with the new emphasis on a developmental model, it is time to create incentives that support that emphasis and compete effectively with those offered by others.

Expand Options. Cadet Command needs the authority to pay additional academic expenses for its cadets, i.e. room and board, health care, and parking. The expanded incentive program allows cadets to focus on academics, campus activities, and ROTC exclusively. The Army gets a better-rounded, more educated officer by eliminating his or her need to work. In addition, expanding the options available to the ROTC Program makes it more attractive, reduces the financial burden on funded cadets, improves recruitment and retention, and produces additional commissions. This requires a change in legislation and support from the Navy and Air Force.

Retain Green to Gold Cadets. Currently, soldiers awarded a Green to Gold scholarship are discharged from the Army to accept the scholarship. The Green to Gold Active Duty Program (Enlisted Commissioning and Education Program) proposes a law change to allow active duty soldiers to remain on active duty while attending school and enrolled in ROTC. This program is similar to one already in use by the Navy and Air Force, except this proposal uses the ROTC Program to provide precommissioning training. 

The program provides numerous incentives for active duty soldiers and benefits Cadet Command. It dramatically improves QOL for soldiers with families because they would no longer be required to work while attending school. The program permits redistribution of scholarships now reserved for the Green to Gold Scholarship Program and makes Green to Gold Program soldiers available for subsequent assignment should they drop out of school. No additional MPA (military personnel, Army) cost is required, as these soldiers would be transferred to the trainee, transient, holding, student (TTHS) account. The program frees up approximately $2 million in scholarship funds for use elsewhere. 

The DCSPER and Assistant Secretary of the Army for Manpower and Reserve Affairs support the proposal. An FY02 Unified Legislation and Budgeting proposal is at DA for coordination.

Neutralize Sister Service Competition. The Air Force and Navy are the most direct competitors for the high-quality prospect interested in a military career. Cadet Command’s intent is to give a PMS the requisite tools to neutralize sister service competition. Changes in ROTC’s incentive program are designed to provide PMSs with a variety of tools to succeed in their market.

Eliminate Disincentives. 

We must do away with those facets of the program that discourage students from joining or force cadets from the program.

Assign Branches Based on Performance. Branch dissatisfaction is one of ROTC’s greatest detractors. Cadet Command intends to solve this problem by assigning branches in accordance with a cadet’s ranking on the OML. Cadets who are in the top 20 percent (DMGs) will receive their first branch choice. When a cadet’s first choice has closed out, the board will continue through that cadet’s preferences before proceeding to the next cadet. This not only eliminates a great detractor for Cadet Command but also ensures the best cadets are properly rewarded for their efforts. 

Cadet Command proposes several new initiatives to enhance branch satisfaction and ensure quality leadership for all branches. First, we will recruit for specific branches based on need. Incentives would be provided to assist this effort. One such program could pay a bonus to a cadet when he contracts for a specific branch, which he would receive with the commission. In addition, scholarships could be designated to support specific branches.
Facilitate Assignment to Combat Arms Branches. ROTC cadets often cannot enter combat arms because no slots remain. Recommend oversubscription to the combat arms to enhance cadet satisfaction and the attractiveness of ROTC. Cadet Command, with DCSPER, should also develop a model that allows ROTC to receive a more equitable portion of the combat arms slots. USMA must commission 80 percent of its male cadets and 20 percent of its female cadets into the combat arms. OCS commissions 50 percent of its officers into the combat arms. In FY99, fewer than 40 percent of ROTC commissionees were commissioned into the combat arms.

Offer a Two-Year Commitment. A new option for a two-year active-duty service obligation (ADSO) would increase interest in the service and ultimately the number of citizens who experience military service. Under this program, lieutenants would attend the Officer Basic Course, then report directly to a unit without any potentially extensive follow-on courses. Following this period of active service, the lieutenant would complete his MSO in the RC. This option would not be available to officers seeking assignments to positions requiring substantial follow-on courses. 
Reduce the Military Service Obligation. A reduced MSO, in combination with more equitable branching, will improve scholarship acceptance rates. The current MSO is eight years for all ROTC cadets. The reduced MSO would result in approximately 300 new lieutenants to compensate for earlier separations. Reduction of the ADSO for two- and three-year scholarship winners will also improve retention and result in approximately 100 additional new lieutenants. Table 6 reflects proposed ways to satisfy the MSO.

Table 6. Proposed Ways to Satisfy the MSO

	Scholarship
	Component
	Active Duty
	Reserve Duty
	Remarks

	4-Year
	Active 
	4 years
	4 Years
	RC duty can be in either ARNG/USAR  TPU or IRR

	
	Reserve
	0 Years
	8 years
	ARNG/USAR  TPU or IRR

	3- and 2-Year
	Active 
	3 years
	3 Years
	RC duty can be in either ARNG/USAR TPU or IRR

	
	Reserve
	0 Years
	6 years
	ARNG/USAR TPU or IRR

	Nonscholarship
	Component
	Active Duty
	Reserve Duty
	Remarks

	
	Active 
	2 Years
	4 Years
	RC duty can be in either ARNG/USAR TPU or IRR

	
	Reserve
	0 Years
	6 Years
	ARNG/USAR TPU or IRR


Simplify the Physical Examination Process. Cadet Command, in conjunction with DODMERB, is implementing several changes to streamline the physical examination process. For example, DODMERB has agreed to give PMSs access to their database via their web site, allowing them to monitor the status of a cadet’s physical examination or remedial evaluation. The command surgeon is in the process of developing a handbook that summarizes for a PMS the physical examination process. In addition, the command is making a concerted effort to educate new PMSs on the nuances of the medical waiver process. Finally, the command is exploring options to reduce the time required for physicals to work their way through the approval process.

Restructure Nurse Recruiting

Cadet Command must reinsert itself into the student nurse market and nursing programs, and must do so quickly. To increase flexibility in our four-year nurse scholarship market, the PNE Program has been expanded from 42 to 56 schools. In addition, 32 of the 38 programs identified as top nursing schools in The Gourman Report
 will also be added to the list of designated schools. Four of the 38 top nursing schools already have PNE designation. 

The four-year nurse scholarship market will be further expanded by marketing PNE to those nursing programs with the largest number of nurse graduates. The number of PNE schools will not be restricted. PNE applications will be accepted throughout the year instead of once a year. 

In the past, PNE status was associated with Cadet Command’s “guaranteeing” a certain number of scholarships to each PNE school in return for their participation in the program. We need to eliminate this link, but must do it gradually. This change has the potential to be politically sensitive if the Army is perceived as backing out of a contract or taking something away from the universities. For future PNE schools, this link has already been eliminated by providing students the opportunity to compete for available four-year scholarships

The on-campus market is also being expanded. The requirement to attend a designated nursing program to be eligible for a three-year nursing scholarship has been eliminated. Effective this FY, both two- and three-year nurse scholarship recipients can attend the ROTC-affiliated nursing program of their choice (PNE, top nursing school, or non-PNE school). 

The nursing major has more rigorous academic standards and time requirements than other academic majors have. Nursing program admission criteria is often higher than the academic standards required for participation in ROTC. For nurse cadets, primary emphasis must be the “scholar” of the scholar-athlete-leader triad. In addition to meeting basic ROTC eligibility criteria, nursing students must meet the academic acceptance criteria of the nursing program and maintain the required cumulative GPA of their academic major or ROTC, whichever is higher.

Nurse cadets are more apt to experience “academic overload” between the academic major and ROTC training requirements, which in turn impacts retention. The command must remain sensitive to the demands placed on this group of cadets as changes occur in the ROTC training regimen.

Enhance Retention

The command’s cultural shift away from a weeding-out process for cadets to a developmental focus significantly enhances their retention in the program. Selective recruitment increases each cadet’s value to the program. 

Train to Retain. 

The command will establish programs that provide the cadre with the necessary skills to understand cadets and the campus environment and to enhance skills used to retain cadets.

Assess Reasons for Attrition. 

To know why cadets leave the program, we will continue our exit surveys, revise and better define the disenrollment codes that describe why cadets leave, and, finally, analyze the results and include attrition reasons in the curriculum.

Share Best Practices.

We will continue to improve our best practices program. High retaining units will provide the best practices needed to improve unit retention throughout the command. This information will be incorporated in the curriculum and provided through the best-practices web site. 

Implement an Active Mentoring Program.

Direct, positive, personal cadre involvement in student developmental counseling has a direct relationship to keeping students involved and energized regarding ROTC and ensuring that they reach their commissioning goals. Cadet Command has a well-developed, mature Leader Development Program. Fundamental to this program are the coaching and counseling tools used to develop and shape the process. This process builds on observing, coaching, assessing, and providing constructive feedback to cadets to allow them to improve themselves. To ensure this program continues to evolve and improve, Cadet Command will reexamine the program and the related tools and skills resident in campus cadre. The focus of this evaluation is to further develop and enhance the ability of cadre to adapt and mold this important retention tool to individual cadets. Cadre will be equipped to examine cadet performance in the context of the college environment—not just in the ROTC setting. This program provides cadre the skills and knowledge to better analyze and assess individual issues and factors that drive cadets away from ROTC.

Implement Retention Plans. 

Systems will be established to ensure cadre maintain contact with students during semester breaks. This contact will serve to improve retention from semester to semester.

Eliminate Reasons to Disenroll.

Cadets disenroll from ROTC for a myriad of reasons. Many of them are policies the command can modify or eliminate. The following subparagraphs discuss the issues identified by the command as counterproductive to retaining cadets.

Summer Training Pay. Low summer camp pay constrains recruiting efforts for Basic Camp and pressures cadets to leave the ROTC Program. Camp pay must be $1476 per month to be competitive. To compete with the many employers who offer $8 per hour, camp pay must be raised to $1920. To this end, we will submit the necessary legislative change. Cadet pay is $20 a day. The proposal is to double the amount in the near term and triple it in the out-years. Estimated annual cost is roughly $4.7 million and $9.4 million, respectively, in annual RPA (reserve personnel, Army) funds. As an interim measure, allowing cadets to draw the stipend year-round would provide cash flow competitive with minimum-wage jobs.

Outside Interests. The ROTC Program will ensure that ROTC demands do not inhibit cadet participation in the rich variety of campus activities that inculcate a diverse, well-rounded perspective. Increasing their flexibility will reduce the propensity of ROTC leaders to place counterproductive demands on cadre and students. The combination of these efforts will foster a campus environment that is more student-friendly and will lead to increased retention.

Curriculum. Cadet Command will refocus its curriculum to emphasize leadership development, officership, the role of the military in American society, values and ethics, communication skills, problem-solving skills, military history, teamwork, etc. At present, approximately 90 percent of a cadet’s on-campus training is devoted to individual soldier skills and tactics instruction and the remaining 10 percent to leadership topics. The revised curriculum increases the time devoted to leadership topics to one-third of the available hours. This curriculum gives cadets a superior understanding of the Army as a profession, including the opportunities for personal and professional fulfillment that service to country offers.

Personal Needs. The administrative and logistical systems that support cadets often impede retention efforts. For reasons very difficult to comprehend at their level, pay is late, medical clearances take months, records are seldom correct, accessions packets are shoddy and incomplete, orders require them to report for active duty on short notice. In summary, they see how they and their fellow cadets are treated and lose their enthusiasm for an organization that is either unfeeling or ineffective.

We will develop mechanisms to ensure that appropriate performance standards are met and actions are followed through to completion. The far-flung, diverse, and decentralized nature of the command makes such measures an absolute requirement. Information technology is key here, but even the use of “snail mail” does not preclude a more responsive effort on the command’s part. 

Identify Units Needing Help and Take Appropriate Action. We will establish retention indices to identify units with retention problems that must be solved. We will collect and distribute this information to commanders monthly so that brigade commanders can take steps to improve retention. The indices and process used to distribute the information will be included in the cadre-training curriculum.
Provide Responsive, Effective Command and Control

Redesign the Structure

Cadet Command operates with a hierarchical command and control structure modeled on most Army organizations. Earlier discussions highlighted its flaws: extraordinarily large span of control of dissimilar units, untimely information flow, poorly defined measures of success or failure. In short, commanders above battalion level have been generally unable to influence the action at the appropriate time and place. The fact that few are even in Cadet Command before they assume command compounds the effect; they are often not sure what questions to ask or what is good or bad.

Work at fixing these issues has begun. We are planning to prepare the next cycle of leaders to execute their tasks. We are working on developing a useful, timely information flow, allowing commanders to determine which subordinates are performing effectively and taking appropriate action. Structurally, several options may ameliorate some of the issues using current resources. Using geography to define the boundaries between commands may not be optimal. Like schools could be lumped together into brigades, making their problems and solutions easier to understand and resolve. The learning curve for brigade commanders would not be so steep or long. Outside of their roles of running camps, the utility of regions is also in question. Converting the six colonels associated with the regions to brigade commanders would significantly reduce their span of control, though it would still be daunting. Responsibility for summer camps remains a concern, but we are exploring options here as well.

Decentralize Control of Resources and Hold Leaders Accountable for Their Mission

The resources necessary to achieve this mission will be provided to subordinate commanders so that they have the necessary flexibility to ensure the best possible utilization. Brigade commander control of the scholarship program is an example of this step. Commanders will be held accountable for their assigned commission mission and the recruiting, retention, and training required to support that mission.
Develop IT Architecture 

Develop Efficient Processes. More efficient processes to recruit, contract, enroll, pay, evaluate, and commission cadets are needed. Continuous process reengineering is necessary to ensure that the burden on battalions is reduced. These processes were substantively changed between 1998 and 2000. Process owners will seek improvements to apply each year. Continuous upgrades to the command’s automation capacity will help implement these improvements.
Upgrade and Expand IT Capabilities and Network Bandwidth. To be successful in providing management information and IT to all users, Cadet Command must be resourced in a manner that allows it to—

· Expand existing communications infrastructure.

· Provide needed equipment to the field.

· Define and refine Cadet Command Information Management System (CCIMS) functionality, capturing only information needed to manage the command.

Train. 

For software systems and technology to be successful, resources must be available that allow the command to train. The approach to training must be flexible, providing the battalions and brigades access to an IT professional who can provide local assistance. Without the ability to train, the full benefit of new hardware and software technologies cannot be realized.

Cadet Command will change information systems to provide access to everyone with a need to know and to provide commanders visibility and flexibility in analyzing data. We will minimize the development of new systems in favor of modifiable, commercial off-the-shelf software or standard Army systems. Cadet Command will continue to refine and implement technologies supportive of the command’s flat organization and its geographic dispersion. 

Using the Internet to deliver information, we will increase access to our information systems by continually monitoring network traffic and upgrading communication lines as the command’s need increases. Where feasible, we will partner with colleges and universities to upgrade battalion IT capabilities. In areas where this cannot be done, we will implement alternative connections to the Internet through the use of digital subscriber lines (DSL), cable modems, and commercial satellite communications. 

Provide Administrative/Logistical Instructional Hardware. Cadre training programs will include introduction to Cadet Command and control processes in the Distance Learning School of Cadet Command and more extensive discussion, analysis, and hands-on applications during resident instruction for senior leaders and recruiters. Resident programs of instructions will cover how unit missions are developed and how resources are allocated and controlled and include scenario-driven sequential exercises designed to develop, exercise, and demonstrate cadre competence in the various functions demanded of ROTC cadre at battalion, brigade, and regional levels. With increased reliance on IT, all personnel must have access to IT equipment. In order to maximize the IT resources provided by the colleges and universities, the command will make it a goal to minimize the need for any specialized software to support the mission. In areas where combined university and Army IT resources are not adequate, we need to increase funding in order to provide the necessary equipment to perform the mission.
CONCLUSION
The actions outlined in The Way Ahead delineate a bold new course for the entire command. At this juncture in the command’s history, it is necessary to depart from the past and move forward along a new axis if the command is to continue to produce the majority of the Army’s officer corps. The Way Ahead is the defining document for the command; it is our blueprint for the future. The changes will not be easy, but they are absolutely necessary for the command to accomplish its mission. 

Cadet Command will develop a detailed Campaign Plan to implement the changes required by the new “Way Ahead.” Those actions we can take, we will implement immediately, such as changing the training program for cadre, modifying campus and camp requirements, improving the command and control mechanisms, and producing the appropriate marketing tools for effective recruiting.

This Campaign Plan will also describe how we will pursue changes outside the Command’s control.  Our priority in these actions will go first to ensuring that we have the right cadre on campus, in sufficient numbers, as all else is dependent on them.  Next, we will seek resources as necessary to supplement our training program so these cadre members are properly trained to do what we expect.  Third, we will seek to change those policies and legislation that is counterproductive to effective recruiting and retention, such as the branching methodology and the military service obligation.  Finally, we will seek assistance in offering adequate incentive packages that will compete with those offered by our corporate and other governmental competitors.

With these measures in place, the College ROTC program will again become a vibrant and reliable source of commissioned lieutenants for the US Army.

 Glossary


AC
active component


ADSO
active duty service obligation


AGR
Active Guard or Reserve


AIT
Advanced Individual Training


AMMED
Army Medical Department


APMS
assistant professor of military science


APR
annual program review


ARNG
Army National Guard


AVF
all-volunteer force


BCT
Basic Combat Training


CBSP
Campus-Based Scholarship Program


CCIMS
Cadet Command Information Management System

CD
compact disc


CGSC
Command and General Staff College


CMSU
Central Missouri State University


CSC
Command and Staff College


DA
Department of the Army


DCSPER
Deputy Chief of Staff for Personnel


DCSROTC
Deputy Chief of Staff for the Reserve Officers’ Training Corps


DEERS
Defense Enrollment Eligibility Reporting System

DMG
Distinguished Military Graduate


DODMERB
Department of Defense Medical Evaluation and Review Board


DSL
digital subscriber lines


FTX
field training exercise

FY
fiscal year

GPA
grade point average


HACU
Hispanic Association of Colleges and Universities


HBCU
Historically Black Colleges and Universities


HMO
health maintenance organization


HQDA
Headquarters, Department of the Army

IG
inspector general


IMPAC
International Merchant Purchase Authorization Card


IRR
individual ready reserve


IT
information technology


JROTC
Junior Reserve Officers’ Training Corps


KB
kilobyte


LAPS
Local Advertising Purchasing System


LCD
liquid crystal display

LTC
lieutenant colonel


MIT
Massachusetts Institute of Technology


MPA
military personnel, Army 


MRD
mandatory release date


MS
military science


MSO
military service obligation


MTF
military treatment facility


MWR
morale, welfare, and recreation


NCO
noncommissioned officer


NDAA
National Defense Authorization Act

NGB
National Guard Bureau


NGOCS
National Guard Officer Candidate School


OCS
officer candidate school


OML
order-of-merit list


OPTEMPO
operations tempo


PCS
permanent change of station


PEG
Program Evaluation Group

PERSCOM
United States Total Army Personnel Command


PERSTEMPO
personnel tempo


PMS
professor of military science


PNE
Partnership in Nursing Education


POM
Program Objective Memorandum


PX
post exchange


QOL
quality of life


RA
regular Army


ROTC
Reserve Officers’ Training Corps 


RPA
reserve personnel, Army 

SAT
Scholastic Aptitude Test

SDAP
special duty active pay


SROTC
Senior Reserve Officers’ Training Corps


SSG
staff sergeant

TPU
troop program unit


TRADOC
United States Army Training and Doctrine Command


TRICARE
Army HMO system


TTHS
trainee, transient, holding, student account


US
United States


USAR
United States Army Reserve


USAREC
United States Army Recruiting Command


USMA
United States Military Academy


WAMC
Womack Army Medical Center
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To meet mission of 175 accessions, historically data shows that 
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FY01 - project 125 accessions













0


100


200


300


400


'92 '93 '94 '95 '96 '97 '98 '99 '00


DA Mission Achieved Projected





_1046867122.ppt


Marketing Budget and Propensity 







$4,000


$6,000


$8,000


$10,000


$12,000


$14,000


$16,000


$18,000


$20,000


1993 1995 1997 1999 2001


0


0.5


1


1.5


2


2.5


3


3.5


4


4.5


Actual Requirements


Actual Budget


Propensity





_1047279710

_1047360667.ppt


The Future without Change

HQ DA MISSION 3900

3500

3600

3700

3700

		  Competing for quality students continues in strong economy

		  Numbers of prior service & older cadets continues to grow

		  Retention efforts challenged by civilian competition

		  Local / National awareness of ROTC won’t recover from insufficient Marketing





CHANGE MUST OCCUR TO CLOSE MISSION GAP







PROJECTED COMMISSIONS


2000


2500


3000


3500


4000


MS 02MS 03MS 04MS 05


Expected


Commissions


From Stipend


Increase


Expected


Commissions


From Base


Enrollment





_1047276721.ppt


Marketing Budget Requirements

M

i

l

l

i

o

n

s



$







19.2


19.4


19.6


18.5


18.9


19.4


19.8


17


18


19


20


FY 01 FY 02 FY 03 FY 04 FY 05 FY 06 FY 07





_1046181228.ppt


Declining Propensity

Source:  Teenage Research Unlimited

Propensity to Enroll in Army ROTC

(Base 16-19 Year Olds Planning to Attend College)

Percent

All propensity is down sharply since 1990.  Long-term economic growth parallels trend downward.  Some recent improvement is directly tied to increases in marketing funding.







7.6


6.7


6.4


5.5


3.9


3.5


2.7


2.9


3.3


3.4


2.5 2.5


2.4


1.1


1.8


0.8


5.5


5


4.1


3.2


2.3 2.3


1.8


1.8


2.1


3.3


1.2


1.2


1


1.5


4.5


2.3


1.7


0


1


2


3


4


5


6


7


8


19901991 199219931994 1995199619971998 19992000


College Bound Males


College Bound Females


All College Bound





_1044692607.ppt


 Cadet Age Distribution







1


75


70


913


819


415


203


176


147


109


106


66


43


26


8


3


0


100


200


300


400


500


600


700


800


900


1000


19 20 21 22 23 24 25 26 27 28 29 30 31 32 33 34


Age at Commissioning





_1045988099.ppt


Diversity in Production







9%


6%


3%


2%


7%


2%


12%


11%


21%


2%


5%


1%


20%


15%


11%


32%


31%


50%


20%


20%


10%


3%


4%


3%


0%


5%


10%


15%


20%


25%


30%


35%


40%


45%


50%


HBCU


(23)


SMC (6) HACU (30) MJC (6) SMALL


ST (55)


LARGE


ST (88)


PRIVATE


(52)


20K (10)


% of Schools


% Commissions


% Market Share





_1046168375.ppt


Data from FY00 Commission Database

Source of Advance Course Enrollment







NG BCT


7%


Compress


5%


Other ROTC


2%


Basic Camp


13%


USAR BCT


6%


Prior Svc or 


JROTC


20%


Progression


47%





_1046168473.ppt


Officer Fill vs Requirements

		Contract Cadre Integration



98% -18 Officers 

( 794 / 812 ) 







600


800


1000


1200


1400


1600


1800


2000


Jan-93


Oct-93


Jul-94


Apr-95


Jan-96


Oct-96


Jul-97Jul-98


Apr-99


Jan-00


Assigned Required Authorized ODP





_1046090357.ppt


Lieutenant Production





5200

4500

4500

4699

4284

3924

3963

4275

4175

FY

4120

4259

3900

3800

3180

As of 21 November 00

3800

3800

3281

4500

3587

3305

3700

3900

3500

3500

3900

3900













3000


3500


4000


4500


5000


5500


'92 '93 '94 '95 '96 '97 '98 '99 '00 '01 '02 '03 '04


DA Mission Production Projected Production





_1045306772.ppt


Enrollment by Military Science Class

Data Source:  Opening Enrollment database

  SY	Total

94-95 	35,520

95-96	 36,365

96-97 	33,705

97-98	 30,020

98-99 	29,277

99-00	 28,536







15566


15441


14641


12798


7509


7250


6848


5988


6267


6608


5437


4845


4546


13816


12642


6484


7569


4605


3703


3692


4116


4837


5180


4680


0


2000


4000


6000


8000


10000


12000


14000


16000


18000


SY94-95 SY95-96 SY96-97 SY97-98 SY98-99 SY99-00


Cadets


MS1 MS2 MS3 MS4





_1045310223.ppt






Monthly Out of Pocket Cost Comparison

(SSG at Chapel Hill, NC vs. SSG at Ft. Bragg, NC)







0 0 0


242


100


297


500


30


250


1177


242


0


0


225


450


675


900


1125


1350


Housing Utilities Child Care Medical Parking Total


Chapel Hill Ft. Bragg





_1037173244.xls
Chart3

		Average In-State Costs		Average In-State Costs		Average In-State Costs		Average In-State Costs

		Benefit Package		Benefit Package		Benefit Package		Benefit Package



Other

Books

Room & Board

Tuition

Scholarship

Stipend

Books

Estimated Public College In-State Costs Compared to Scholarship Benefit Package

3700

4300

510

2490

3700

2000

510



Sheet1

		Average In-State Costs		Benefit Package

		3700		3700

		4300		2000

		510		510

		2490





Sheet1

		



Other

Books

Room & Board

Tuition

Scholarship

Stipend

Books

Estimated Public College In-State Costs Compared to Scholarship Benefit Package



Sheet2

		





Sheet3

		






_1044692405.ppt


Retention Rates

Average loss

from MS III to 

commission is

1010 over the

past 3 years

Command 1 Year Averages







21%


19%


28%


23%


28%


22%


38%


31%


73%


81%


72%


81%


90%


93%93%


91%


0%


10%


20%


30%


40%


50%


60%


70%


80%


90%


100%


MS1 TO MS2 MS2 TO MS3 MS3 TO MS4 MS456C TO COMM


SY 9596-SY9697 SY9697-SY9798 SY9798-SY9899 SY9899-SY9900





_1043640048.ppt


Nurse Production





390

165

265

129

136

188

212

225

225

FY

238

243

175

175

160

265

218

142

125

175

175

175

175

175

126
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To meet mission of 175 accessions, historically data shows that 
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