| NTRODUCTI ON

We undertook this study of the Reserve Oficers’ Training
Corps (ROTC) to help chart a general direction for the
programas it prepares to enter the 21% Century. While
we touched on a wide range of issues and topics rel ated
to precommi ssioning education and training, three
overarchi ng questions gui ded our deliberations: (1) what
type of lieutenant would the U. S. Arny need; (2) would
exi sting organizational and adm nistrative arrangenments
adequately support the Arny ROTC program and (3) woul d
current nethods of developing |ieutenants remain rel evant
and effective in the com ng decades? Where we di scovered
di sparities between what the ROTC presently does and what
we believe the ROTC will need to do in the future, we
sought to identify nethods, means or nmechani sns t hat
woul d help elimnate these disparities. At the sane
time, we sought to identify ways to reduce the resource
requi rements of the ROTC without adversely affecting the
qual ity of precomm ssioning education and training.

Since our mssion was to identify needs and set a general
azimuth for the future devel opnent of the ROTC program
we couched our findings and reconmendations in general
terms. Translating the vision presented in this study
into concrete proposals is left to other, nore narrowy
focused study groups and panels that will westle with
the nyriad detailed questions that inevitably arise when
a program as |arge and diverse as the ROTC attenpts to
make even nodest adjustnments to its way of operating. As
this docunent is in the process of being produced, study
groups | ooking at the ROTC curriculum and the

adm ni stration of the ROTC schol arship system are
preparing to nmeet. We trust that the findings and
recommendations contained in this study are sufficiently
clear to guide the efforts of these and subsequent
successor groups.



SECTI ON |
Backgr ound

The |l ast two decades have seen a fl ood of technol ogi cal

i nnovati ons that have revolutionized the way we access,
transfer and mani pul ate information. This information
revol ution has profoundly affected every sector of

soci ety, none nore so, perhaps, than the mlitary sector.
Many expect this revolution to accelerate. The United
States Arnmy has enbarked on an effort to keep up with

t his ongoi ng revolution by incorporating new advances in
i nformati on technol ogy at every organi zational |evel.
This effort has noved the Arny to reassess the way it
organi zes its forces, trains its people, and develops its
| eaders.

The chal | enge posed by technol ogi cal advances is not the
only one the Arny nust face. A fundanental reordering of
the international systemis occurring simnmultaneously with
the information revolution and is also conpelling the
Arnmy to reevaluate the way it operates.

During the Cold War, the Arny’ s training and | eader

devel opnent prograns focused on preparing the officer to
fight on a md- to high-intensity battlefield. This
focus was appropriate given that the Soviet threat to
Central Europe constituted the nost dangerous threat to
nati onal security. However, with the coll apse of the
Soviet Union, the strategic picture and the strategic
assunmptions that guided policy formulation and
contingency planni ng changed abruptly.

It soon becane evident that the prescriptions of the past
woul d not necessarily work in the new post-Cold War
world. The lieutenant trained to defend the Fulda Gap
agai nst a Soviet attack m ght not be an effective
peacekeeper in Bosnia. Lieutenants of tomorrow will need
a broader range of intellectual skills and abilities than
their Cold War predecessors to function effectively in
this new and rapidly changing international environnent.

Mor eover, changes in denographics and societal val ues
have and will continue to change the way the Arny
recruits and trains its people. Current forecasts
indicate that the ethnic conposition of the nation wl|
undergo profound changes in the first three decades of
the 21%" Century. By 2030, Hispanics will be the |argest



ethnic mnority and the percentage of non-Hi spanic whites
in the population will shrink to 50 percent or |ess.
Greater diversity will make the Arny’s job of recruiting,
sel ecting and developing its officers nmore conpl ex than
ever .

The bedrock Arny values—toyalty, duty, respect for

ot hers, selfless service, honor, integrity, personal
courage—ni ght, sone fear, be very hazy concepts for many
young people in the 21° Century. Dr. Pat Shields
projected that the number and percentage of single-parent
fam |lies would continue to grow over the next several
decades. The Arny can expect that nore of its junior

| eaders will conme fromsuch famlies in the future.

I ndi vi dual s brought up in single-parent famlies are not
as likely to develop the sanme set of traditional val ues
or hold as firmy to those traditional values as are

i ndi vidual s raised in two-parent households. Dr. Howard
Pri nce spoke about the pervasive influence of
intellectual and noral relativismon many university
faculties. On sone canpuses, adherence to traditional
values is seen as a sign of narrow m ndedness or

i ntol erance. Thus, if students have not devel oped a

wel | -defined set of values before they go to college, it
is not certain, or even particularly likely, that they

w ||l develop them while attending coll ege.
The Arnmy will probably have to neet the many chal | enges
it will face in the 21° Century in a resource-constrained

environment. The budgetary and political pressures that
resulted in a 40 percent cut in active Arny end strength
bet ween 1988 and 1998 will continue to shape officer
procurenment and officer production policy in the
foreseeabl e future. Indeed, unless there are mgjor
changes in the international environment, these
pressures will probably grow. Cadet Conmand nust
intensify its search for nore cost-effective ways to
conduct preconm ssioning education and training.

Formati on of the Study G oup

It was agai nst such a backdrop of change, uncertainty,
and fiscal austerity that Cadet Command began its inquiry
into preconm ssioning education and training in the 21°
Century. The origins of the long range revi ew date back
to October 1997 when Cadet Command | eaders becane

convi nced that technol ogical, political, social,
denographic and fiscal forces mght, in the very near



future, force fundamental changes in the adm nistration
and operation of the ROTC program These | eaders wanted
to direct this change and saw the | ong-range review as a
means to this end.

The commander’s vision for the long range review called
for the devel opment of an ROTC program for the 21°
Century that provided qualified lieutenants for the U S.
Arny and, in so doing, maxim zed educati onal
opportunities, ensured that cadets were trained to
standards and consuned fewer resources. That vision
further specified that |ieutenants produced through the
ROTC program nust possess requisite Arny val ues,
attributes and skills and be capable of performng the
actions required of junior officers.

After Cadet Conmmand established the goals and objectives
of the review, it selected a study group to conduct it.
The study group consisted of seven mlitary officers and
two civilians. All seven mlitary officers were
Professors of MIlitary Science commandi ng ROTC
battalions. 1In selecting these officers, Cadet Conmand
Headquarters sought to achieve representation fromevery
geogr aphi cal region of the country and fromevery type of
school (large vs. small, state vs. private, expensive vs.
i nexpensive, highly selective in adm ssions vs. mnimlly
selective). One civilian nmenber of the study was the
chief of the command’ s education and assessment divi sion.
He was included because of his know edge of the

uni versity-rel ated aspects of the ROTC education program
The other civilian, the command historian, was brought in
to provide historical context for the study.

The study group read a wi de variety of relevant docunents
and received briefings fromdistinguished to give it a
bal anced view of the Arny’ s | eadership needs and the best
met hods for developing officers. It chose both readings
and consultants with the objectives of balancing (1) a
mlitary with a civilian perspective, (2) a past with a
future focus and (3) experience with research. Cadet
Command provi ded the consultants with a pre-designed
package that outlined the purpose and the objectives of
the | ong-range review. The Arny’s new | eadership
doctrine, as contained in the 1998 draft of FM 22-100,
Arny Leadership, was the analytical touchstone for this
revi ew of preconm ssioning education and training in the
ROTC program




Cadet Command entrusted the study group with the tasks of
del i berating, analyzing and drawi ng conclusions fromthe
readi ngs and consultants; synthesizing the information
into a coherent view of preconm ssioning devel opnment
needs; and maki ng recommendations to inplenent the
necessary changes.

Maj or General Stewart W Wallace, the Commander of Cadet
Command, briefed the tentative results of the |ong-range
review to the TRADOC Conmmander, General John Abrams, on 9
Oct ober 1998. General Abrans, while generally approving
of the study group’s work, directed that the study be
expanded to enconpass a wi der range of opinion. He
want ed Cadet Conmand to get feedback fromthe consumers—
i.e, battalion commnders and seni or noncomm ssi oned
officers with recent experience with ROTC |ieutenants in
the field and preferably in a recent contingency
operation. Based on CGeneral Abranms gui dance,
representatives from Cadet Conmand Headquarters
interviewed Arnmy War Col | ege students with recent
battalion command experi ence, students at the Sergeants
Maj or Acadeny with recent troop experience, and sel ected
Korean War veterans. Most of those interviewed at the
Army War Col |l ege and at the Sergeants Mj or Acadeny had
hel d battalion | evel |eadership positions in one or nore
of the post-Desert Storm contingency m ssions in which
the U.S. Arny participated.

Previ ous Studies of the ROTC Program

Since the advent of the All-Volunteer Force in 1973,

t here have been several official studies that have deal't
at length with the Army ROTC program Rel evant
information contained in these studies is summari zed

bel ow.

Revi ew of Education and Training for Oficers (RETO).

The RETO Study, conpleted in 1978, nmade nunerous
recomrendati ons to strengthen and streanmline the Arny’'s
system of officer education and training. Unlike nost
other official studies of this type, the RETO report
devoted a great deal of space to precomm ssioning
education and training. As mght be anticipated in an
era of fiscal austerity, the RETO study group was told by
the Arny’s Chief of Staff to franme its recommendati ons in
such a way as to make them acceptable in and appropriate
for a “constrained resource environnent.” Cost, in other




words, was to be the study group’s | odestar. Manpower,

t he budget item that when cut yields the greatest short-
term savings, was the area in which the study group hoped
to econon ze.

The study group believed that precomm ssioning
preparation should be nore of an educational than a

trai ning experience, and nore theoretical than practical
in nature. The “pay-off” of preconm ssioning |earning
woul d come only after “being anplified” by practical
field experience, a philosophy to which nost professions
and professional schools subscribe. 1In the
preconm ssi oni ng prograns of other western nations, it
not ed approvingly, education took up 80 percent of the
program of instruction, training only 20 percent. It
expressly refuted those observers who argued t hat
preconmm ssioni ng | earning should focus al nost excl usively
on turning out conpetent platoon | eaders:

If one provides to aspirants only that | earning
which will allow themto function as second

i eutenants, a great deal of noney m ght be saved,
second lieutenants have little need for conputer
progranm ng, physics, or research techniques, and
t hey m ght even get by w thout know edge of
mlitary history or mlitary law. But their
capacity to grow will have been stunted...

The authors of the RETO study felt that the attai nnent of
t he baccal aureate degree was the “proper quality
standard” for the ROTC program They were not concerned
about the type of degree that |ieutenants earned. For
most officers, they maintained, a general education in
one of the liberal arts or sciences would be sufficient.
However, they did recommend that the ROTC curricul um

i nclude “extensive work” in conmunications skills,
research and information skills, and anal yti cal,
conputing and conceptualization skills along with courses
in mlitary law, mlitary history, organizationa
behavi or, national security affairs and “the behavi oral
sci ences.”

The RETO study al so recommended the establishment of
precomr ssi oni ng accessi on assessnent centers to neasure
t he nmedi cal, physical, notivational and | eadership
aptitude of prospective cadets. The assessnent center
concept was designed to identify those prospective

of fi cer candi dates who possessed the requisite skills and



attributes to becone officers and to turn away those who
did not. By elimnating unfit candi dates before they
enrolled in the Advanced Course, these centers would save
the Arny time, effort, noney and manpower.

St udy group nenbers observed that the Arny could get nore
production for its nmoney if it increased the nunmber of
two and three year schol arships while reducing the nunber
of four year awards. Admttedly, quality—-as neasured by
SAT scores—i ght decline but a “good selection of highly
qual ified students would still be possible.” Moreover

if the bulk of scholarships were of the two year variety,
t he “unacceptable” attrition rates in the Basic Course
woul d di sappear.

Reserve O ficers’ Training Corps Study G oup Report. The
Chi ef of Staff of the Arny chartered this study group in
Oct ober 1984. |Its charge was to conduct a conprehensive
review of the ROTC program The study group published
its findings in May 1986. Miuch of its report dealt with
recruiting and advertising, which was to be expected

gi ven the existing production shortfalls and the

pessim stic denographic forecasts which told of an

i npendi ng decline in the nunmber of college age youth.
The group concluded that the Arny nust devel op nore
efficient ROTC recruiting practices and raise the
“sensitivity and visibility” of the ROTC recruiting
effort “at all levels.” It recomended, anong ot her

t hings, that the responsibility for high school
recruiting be turned over to the U.S. Arny Recruiting
Command (USAREC) and a nore credi ble “m ssion nodel”
based on a “detail ed market anal ysis” be devel oped. It
al so endorsed a TRADOC proposal to create an Education
Assi stance All owance (EAA), a financial incentive
designed to raise the MS Il to MSIII retention rate.

The study group al so expended considerable effort in
searching for the “optimum placement and structural
design” of the ROTC. This effort led to the
recomrendation to establish ROTC as a mmj or subordi nate
command of TRADOC. |In the study group’s schemm, all

| ogi stical and adm nistrative functions were to be taken
out of the region headquarters and consolidated at the
national level. This consolidation would allow region
and area commanders to focus on training and recruiting—
areas that the study group felt were being slighted.



The ROTC study group expressed concerns about ROTC s | ow
intellectual standards. |Its concerns echoed those voiced
by Arny field commanders and school commandants who

mai nt ai ned that too many newly comm ssi oned ROTC

i eutenants had serious deficiencies in the basic
education skills of witing, reading and mat hemati cs.

The Arny’s Vice Chief of Staff told school commandants to
devel op prograns that would ensure that all officer basic
course (OBC) graduates could read at the twelfth grade

| evel .

In the opinion of this study group, a cadet’s pre-
conm ssi oni ng experience should equip himor her with the
follow ng: (1) the know edge, skills and abilities
necessary for mlitary decision making; (2) the ability
to apply anal ytical processes to decision making; (3)
general problemsolving skills; (4) mathematical skills;
and (5) witten and oral comrunications skills. “A

di sci plined, systematic acquisition of basic intellectual
skills in precomm ssioning education,” the study group
mai nt ai ned, “enabl es post-comm ssioning education to

achi eve a higher quality, reduce tinme and energy expended
on renedi al work, and enhance the officer’s professional
devel opnent.” Like the RETO panel, the ROTC study group
bel i eved that a “general education” in one of the |iberal
arts or sciences provided “enough focus for nost
officers.”

Arny Science Board Ad Hoc Study. The authors of this Ad
Hoc Study (February, 1996) deplored the general state of
technological illiteracy that they believed characterized
the officer corps. To address this problem they made
three “overall recommendations” relative to the Arny’s
of fi cer education system (1) inmbue technol ogical val ues
in the officer corps’ ethos; (2) develop a vision,
strategy, concept and tine-phased action plan to
institutionalize technol ogi cal expertise in the officer
corps; and (3) establish a personnel managenment process
and career devel opnent path that keep pace with the
accel eration of technol ogi cal change.

The study noted that while the Arny’s reliance on

t echnol ogy had been growing, it had been reducing its
cadre of technology-literate officers and science, math
and engi neering (SMBE)-educated officers. The Arny’s
system of precomm ssioning education, it was alleged, was
partly responsible for this state of affairs. The



study’s authors did not think that the ROTC was equi ppi ng
its conmm ssionees with the requisite educational
background. Specifically, it charged that the ROTC (1)
does not have m ni mal SM&E educati onal requirenents for

conm ssioning; (2) does not |ink scholarships to the
Arnmy’s scientific requirenments; and (3) does not
adequately define scientific degrees (e.g., it classifies

accounting as a scientific discipline).

Mor eover, the study charged, the ROTC was losing its
“brightest prospects fromthe M Ts and Harvards of the
world.” This was because the Arny was offering |ess
generous schol arships than the Air Force and Navy. The
Army covered only a portion of a scholarship cadet’s
tuition while the other services covered the entire
anount. The board conment ed:

| mpl enentati on of such a [schol arship] policy
exenplifies—and communi cates to the nation’s
educational and political |eaders—the quantity-
versus-quality commtnment evident in the Arny’s
personnel acquisition strategy, and that the Arny
is wlling to forego first class SMRE tal ent.

Results of Previous Studies. The Arny adopted many of

t he individual recommendati ons made by the RETO Panel and
the ROTC Study Group. RETO s |egacy includes Cadet
Command’ s system of | eadership assessnment, used both to
devel op and eval uate | eadership, and TRADOC s
preconmm ssi oni ng common core tasks (PCT), a set of basic
mlitary skills that new |lieutenants are supposed to
mast er before reporting to their branch officer basic
courses. The ROTC Study Group advocated the

establi shment of the ROTC as a mmj or subordi nate conmmand
of TRADOC in its report. General WIlliam R Richardson,

t he TRADOC Commander, created this independent command
for the managenent and operation of the ROTC programin
April 1986. The Arny Science Board's report did not have
an i mredi ate i npact on precommi ssioning training but it
did stinmulate debate.

Yet the overall inpact of these studies on
precomi ssi oni ng education and training was limted. One
reason for this was that there was no effective

organi zation in place within the ROTC conmand structure
to assunme ownership of these recomendati ons or integrate
theminto the fabric of the ROTC program Sone of the



measures recommended in these studies endured but, nore
often than not, they were inplenmented piece-neal.
Somewhere al ong the way, the overarching concepts or

i deas that inspired the recommendati ons were | ost.

Mor eover, these studies were conducted by what was
essentially an ad hoc assenbl age of officers intent on
solving a set of imediate or near-term problens. Rather
t han establishing a vision for the ROTC program which
woul d have given their recommendati ons coherence and
direction, they came up with a set of prescriptions to
remedy existing ills.
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SECTI ON |1
Fi ndi ngs

Qur investigation led us to the follow ng concl usi ons or
findi ngs about the nature of preconm ssioning training,
devel opment and education. These concl usions were shaped
by an extensive analysis of the presentations, readings
and interviews. They represent a group synthesis of
information and expert assertions. Our synthesis was

gui ded by the consistency of information across sources
and by our collective mlitary experience. Synopses of

t he presentations and papers of the various consultants
are included in the appendi ces.

From t he various presentations and readi ngs, we distilled
t he nost significant points and included themin this
section. These points formthe philosophical and

i ntell ectual underpinnings of our specific
recomendati ons that are presented in the next section.
Qur major findings are:

The mlitary consultants along with the majority of
students at the Arny War Col | ege and the Sergeants Maj or
Acadeny believed that Cadet Command “has things about
right.” They comrended the fundanmental change of
direction in the ROTC programthat began with the
establ i shnment of Cadet Command in 1986. That change of
direction entailed a conbination of inproved technical
and tactical training and a nore systematic nmet hod of
| eader devel opnent. Cadet Command is turning out an
excel l ent product and should be wary of maki ng maj or
changes to the program wi t hout thoroughly assessing the
probabl e i npacts.

Precomm ssi oni ng education and training in the early
21%" Century nust provide the ROTC cadet with a solid
foundation for continued | earning (self-devel opnent)
t hroughout a full mlitary career, fromthe OBC through
retirement. The ROTC program therefore, must continue
to have a dual focus: (1) to provide the cadet with those
val ues, attributes and skills necessary for his
continui ng devel opnent as an officer and (2) to provide
the cadet with the entry level skills necessary for the
next level of training (i.e., OBC).

1



The attai nnment of a baccal aureate degree should
remain the quality standard for precomm ssioning
education. The degree hel ps ensure that the officer
possesses certain necessary intellectual capacities and
experiences and that he or she has gone through certain
devel opnental stages. Moreover, the baccal aureate degree
requi renent hel ps sustain the vital partnership between
the Arny and the nation’s intell ectual centers and
mai ntain the diversity that the ROTC gives to the officer
cor ps.

The consul tants were unani nous in stressing the
i nportance of pronoting Arny val ues and good character in
precomi ssi oni ng education. Preconm ssioning training is
i nadequate unless it devel ops in cadets a deep respect
for the dignity and worth of others and i nbues themwth
a keen sense of responsibility for their profession and
for the society that they serve. The trend toward nore
single parent famlies and the strong influence of noral
relativismon coll ege canpuses give Arny val ues an
unprecedented urgency. The ROTC nust take every
appropriate nmeasure to ensure that newly comm ssi oned
of ficers understand and internalize Arny values. This
must include formal instruction in values and ethics as a
regular part of the ROTC curricul um

It is especially inportant that preconm ssioning
educati on address the value of selfless service.
According to First Sergeant Martinez and students at the
Arny War Col | ege and Sergeants Maj or Acadeny, this val ue
is not fully devel oped in many new |lieutenants. Sonme new
| i eutenants report to their first assignnent indicating
their intention to | eave the Arny as soon as their
service obligation expires. This gives the inpression to
junior enlisted soldiers that these |lieutenants are
focused nore on their future enploynment prospects than on
the m ssion at hand. This type of behavior, which cuts
across conm ssioning sources, is indicative of what many
see as a larger problem This |arger problementails the
perceived failure on the part of sone recently
conm ssioned officers to subordinate their personal
conveni ence and interests to the interests of their unit,
their soldiers and the Arny. Fortunately, this failure,
in the great majority of cases, reflects an ignorance of
accepted professional norns rather than a surly or
di saffected attitude. Junior |eaders want to do the
ri ght thing but sonetinmes do not know what the right



thing is. This shortcom ng can be corrected for the nost
part by education and professional socialization in the
precomm ssi oni ng years.

Respect for others is another value that nust be
stressed in precommi ssioning education. Along with the
nation, the Arny will beconme nore ethnically and
culturally diverse in the 21° Century. Leaders nust be
tol erant of those who hold beliefs different fromtheir
own. Even nore inportantly, they nmust learn to foster an
envi ronnent of tol erance and acceptance within their
unit. Moreover, it nust be inpressed upon themin their
precommi ssi oni ng years that respect is a value essenti al
for the devel opnent of disciplined, cohesive and
effective warfighting units. Respect engenders trust
which in turn pronotes discipline and unit cohesion. A
| ack of respect produces suspicion which erodes
di scipline and unit cohesi on.

The concept of “officership” is another thenme that
received attention from several consultants. One
consultant, Dr. Don Snider, thematically structured his
presentation around this concept. O ficership, as used
in this context, enphasizes the inportance and uni queness
of the social contract that bonds American officers to
Ameri can society and entrusts themwi th the task of
fighting the nation’s wars. It enconpasses the tenets of
the “warrior ethos” but goes far beyond this by stressing
the noral obligation of officers to be conpletely
conmmtted to the society they serve and to the profession
t hey have chosen. The concept enphasi zes the speci al
soci al position of the officer corps as a repository of
national values. It is especially inportant that
officers internalize the principles of officership during
peri ods of prolonged peace when no gal vani zi ng t hreat
exi sts to underscore the inportance of the mlitary to
the public. In such an environment, the incul cation of
appropriate val ues and the devel opnment of a rel evant
m nd-set becone as inportant as preparing cadets to
becone pl atoon | eaders. The officer corps needs to keep
the faith in tinmes of peace so that it can draw upon that
faith in times of need. |If faith disappears, it cannot
be easily or quickly restored.

Preconm ssi oni ng education and training nmust prepare
the lieutenant to operate effectively on the md-to high-
intensity battlefield of the early 21° Century. War will
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be nore conplex and denmand a nore nentally agile officer
to conduct it. That officer nust be able to scan and
filter the immense flow of information that will be
avai l able to himand quickly determ ne what is rel evant
and what is not. General Hartzog asserted that the
capacity to elimnate irrelevant information is one of
the nost critical skills that junior officers will need
on the digitally enhanced battlefield of the future. In
addition, junior officers nust be confortable with

anmbi guity and pressure and possess the ability to make
rapi d deci sions under conditions of uncertainty and
stress. Wthout these attributes and skills, the officer
will be unable to see through the “fog of war” that,
observers like Brigadier General J. M Dubik tell us,
will continue to cloud the battlefield of the next
century.

At the sane tine, a majority of consultants agreed
t hat technol ogi cal sophistication should not be over-
enphasi zed in the preconm ssioning years. General
Ri sCassi stated that the Army should not turn the soldier
into an icon; the Arny nust strike a bal ance between
conputer skills and the warrior spirit in the devel opnent
of officers. Mst freshman will enter college with a
sufficient |evel of conputer proficiency to effectively
function as an ROTC cadet and a second |i eutenant.
Mar garet Salter and Barbara Bl ack noted in a recent Arny
Research Institute (ARI) report that, for students who
have grown up with conputer ganes and video arcades, the
absence of conputer proficiency m ght be nore notable
than its presence. Those that do not have this
proficiency will develop it in the course of their
regul ar academ c work. Indeed, witten and oral
conmuni cati ons seemto pose a greater problemto newy
conm ssioned |ieutenants than computer skills.

A mpjority of the consultants believed that Cadet
Command shoul d carefully and thoroughly consider the Arny
Sci ence Board' s recommendation to link Arnmy schol arshi ps
nore closely to the Army’s scientific requirenents and to
prescribe science, math and engi neering educati onal
requi renents for comm ssioning. Attracting nore SM&E
maj ors into the officer corps is a worthy goal, but
adj usting schol arship selection criteria or prescribing
SME&E conmm ssi oni ng requirenments m ght have unforeseen or
uni nt ended si de-effects.

14



Preparing the officer to function effectively on the
md- to high-intensity battlefield of the future is not
enough. The Arnmy nust also equip the officer with those
skills, attributes and abilities demanded by operations
ot her than war. To produce a |ieutenant prepared to
serve across the entire spectrumof conflict, the study
group believed that Cadet Command shoul d adopt Gener al
Peay’' s “strategic” view of preconmm ssioning education and
training. By “strategic,” General Peay neans t hat
precomni ssi oni ng preparation and instruction should be
| argely educational and theoretical in nature and ai ned
at inmparting those enduring values and attributes that
of ficer aspirants can build on and use throughout their
entire mlitary career. This will result in a nore
fl exi bl e and adaptabl e |ieutenant—ene prepared to deal
with a broad range of challenges. If the command adopts
this nodel of precomm ssioning learning, it will bring
the ROTC in |line with many ot her pre-professional
prograns that focus on teaching the apprentice howto
think rather than on filling himwth |arge vol unes of
short-lived technical know edge. At the sane tine, Peay
made it clear that he did not advocate abandoni ng
tactical training; he just wanted to shift certain
portions of it to summer canp and OBC. Finally, General
Peay expressed concern about the post-Desert Stormtrend
to close, in the nanme of fiscal efficiency, ROTC units
that did not nmeet certain quantitative production goals.
If the Arnmy cut back too far, he feared, its principa
of ficer education programwould find itself |imted to a
few |l arge universities. This would have the potential to
make the ROTC and the officer corps |less representative
of the population at | arge and take away one of the
Army’s main vehicles of public outreach—+the ROTC unit.
In an era in which the Arny is becomng smaller and its
opportunities for close and nmeani ngful interaction with
the larger society are becomng fewer, it is critical
that it maintain strong links with the nation’s
intellectual centers. Oherw se, the Arny m ght find
publ i ¢ understandi ng of and support for it eroding.

. Al l of the consultants placed great enphasis on the
devel opnent of interpersonal skills in the
preconm ssi oni ng educati on process. These skills, which
some of the consultants enphasized nore than cognitive
skills, are valuable in m ssions and roles that span the
spectrum of conflict. They include the ability to get
along with people; the ability to communicate in speech
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and witing; the ability to |isten, enpathize and

under stand; teammrk and the ability to develop teans.

Of these interpersonal skills, teammrk and conmuni cation
are particularly inportant. Teammrk is a thene that ran
t hrough virtually all the presentations and articles. So
was comruni cation, especially the kind of face to face
comruni cation that allows a | eader to inform direct and
notivate his subordi nates.

Counsel i ng—probl em counseling in particul ar—s
anot her very inportant interpersonal skill that the
recently comm ssioned officer should possess. Many
i eutenants arrive at their first duty station ill-
equi pped to help junior enlisted soldiers with their
marital, financial, substance abuse and ot her problens.
Second |ieutenants should have an under st andi ng of
counseling theory and a grasp of basic counseling
techni ques and procedures. They nust al so be nade aware
t hat counseling entails active |listening. Lieutenants
must be conditioned to be attentive to both the words of
a soldier and the manner in which these words are
delivered. Tone of voice, inflection, pauses and the
speed of delivery are sonetinmes nore illum nating than
t he actual words thensel ves.

Sonme of the consultants, Generals Richardson and
Vuono in particular, enphasized the inportance of
tactical and technical conpetence. However, technical

skill, which draft FM 22-100 defines as “skill wth
things,” definitely falls behind tactical skills, which
the draft FM defines as “skill with people, ideas and
things,” on the precomm ssioning |list of training
priorities. Techni cal and tactical training does mnuch
nore than teach cadets certain elenentary mlitary skills
and prepare themfor their officer basic course. It also

serves as a vehicle for the devel opnent of higher order
probl em sol ving, | eadership and deci si on- maki ng
conpetenci es and, to paraphrase CGeneral Richardson, gives
them an idea of what the Arny is all about. It is

i nportant that the ROTC give cadets a clear and accurate
pi cture of what Arny life is like. This will help reduce
reality shock when they enter the Arny and avoid
attracting students into the programwho will |ater |eave
because they received an inaccurate picture of the
mlitary profession. Devel oping technical and tacti cal
conpetence in cadets should remain an inportant ai m of

t he ROTC program
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The mlitary consultants and the students we
surveyed in EIl Paso and Carlisle were concerned about the
“zero defects” environnment that has grown up in the Arny
since the end of Operation Desert Storm They view this
repressive atnosphere as inimcal to the devel opnment of
initiative and critical thinking skills vital to junior
officers. The freedomto take calcul ated risks and
experi ence occasional failure nmust exist in the Arny.
ROTC i nstructors should encourage cadets to take
cal cul ated risks giving them an opportunity to grow and
make m stakes. Cadet Conmand nmust do everything within
its power to ensure that a “zero defects” environnent
does not pervade the ROTC program

The consul tants, Generals RisCassi and Richardson in
particul ar, stressed the inportance of the instructor’s
role as a mentor and role nodel to cadets. According to
General Richardson, cadets |learn by “osnpbsis,” that is,
by observing and enul ating a professional exanple. He
beli eves that they |l earn nore about the Army and
| eadership in this way than they do in ROTC courses.
Recruiting and career notivation in cadets are al so
closely related to nentorship and rol e nodeling. The
dynam ¢ and assertive young captain who nurtures
prof essi onal relationships with cadets is perhaps the
program s best recruiting and retention tool. This is
why it is critical that the Arnmy assign top quality
active duty officers as ROTC instructors. Through their
personal exanple, outstanding officers communicate to
cadets what it nmeans to be a | eader and instill in thema
desire for a mlitary career. Unnotivated ROTC
instructors, on the other hand, often do great dammge.

The face-to-face interaction between cadet and
officer is an invaluable aspect of the ROTC experience
and shoul d not be sacrificed to distance | earning
met hodol ogi es. The consul tants concede that nmany
know edge- based skills can be effectively taught
el ectronically and that Cadet Command coul d achi eve sone
econom es in this area. However, such practices nust be
bal anced agai nst the need for personal interaction
bet ween officer and officer aspirant. For it is through
cl ose and frequent contact between officer and cadet that
the norms, values and traditions of the officer corps and
the Arny are transmtted.

17



The consul tants appl auded Cadet Command’ s efforts
and achi evenents in the areas of | eadership devel opnent
and assessnment. Only by using a valid system of
docunent ed assessnent and devel opnental feedback can the
Arnmy be sure that the young people it comm ssions possess
the potential and requisite skills to be officers.

There was general agreenent that, in the future,
of ficers must exhibit a high degree of cultural awareness
and sensitivity. ROTC nust be attentive to two demands in
this regard. Internally, it nust plan for the grow ng
nunmber of Hispanics and Asians in the popul ation.
Externally, it must ensure that ROTC graduates possess a
hi gh degree of cultural sensitivity to enable themto
performeffectively in a variety of foreign settings.
Cul tural awareness and sensitivity are especially
val uabl e on the | ower end of the spectrum of conflict
where a rich and varied socio-political know edge base is
often nore inportant than a proficiency with the
enpl oyment of weapons systens.

Sone of the consultants—General Hartzog in
particul ar—asserted that the ROTC has become too tine-
consum ng at sone universities. Cadets at these schools
spend many hours during the week and a majority of their
weekends engaged in or preparing for ROTC rel ated
activities. Sonme cadets are practically majoring in
ROTC. This can and, in a few instances, has resulted in
an i mbal ance in the ROTC program and in ROTC cadets.
General Peay noted that there is a lack of athletes in
the program-a | ack which he attributed to the ROTC s
demands on the student’s tinme. He believed that the Arny
needed broadly educated and wel |l -rounded people to | ead
it. To pronote this end, he believed the cadets should
be encouraged to develop intellectually, socially and
culturally as well as mlitarily and be afforded the
opportunity to participate in a wi de range of
extracurricular activities. In some units, this is now
very difficult to do.

Bri gadi er General Howard Prince, Dr. Owen Jacobs and
Dr. M chael Runsey stressed the inportance of cognitive
capacities in the selection and devel opnment of officers.
| ndeed, Dr. Runsey intimated that cognitive capacity
woul d be the nobst inportant determ nant of |eadership
success in the 21° Century. The lieutenant will need
skills such as nmoral reasoning, critical thinking and
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eval uating, systematic inquiry, analysis, synthesis,

vi sual i zati on, comruni cation and cultural sensitivity.
The consultants al so enphasi zed the need to suppl ement
these intellectual skills with a broad knowl edge base.
These are very anbitious goal s—goals that the ROTC
curriculum al one cannot achieve. Cadet Command needs to
integrate the ROTC and college curricula in such a way
that will facilitate the achievenent of the desired
intell ectual and know edge gai ns.

Mlitary history should remain an inportant
conponent of the ROTC knowl edge base and a conm ssioning
requi renent. More than any other consultant,
Representative | ke Skelton enphasi zed the inportance of
this subject to the professional Arnmy officer. The study
of history broadens perspectives; gives insights into a
culturally diverse world; devel ops sensitivity to the
i deas and experiences of others across cultures, |ocation
and time; enhances understandi ng of human behavi or;
devel ops critical thinking skills and anal yti cal
reasoning abilities; and hel ps | eaders di scern broad
patterns and antici pate and shape change. Moreover, an
under st anding of how mlitary organi zati ons have dealt
with problenms in the past enables | eaders to address
contenporary problens nore effectively.

Dr. WIIliam Snyder enphasi zed the desirability of

closing small, inefficient ROTC units. Sonme ROTC units,
he noted, habitually fail to graduate the requisite
nunber of officers. Indeed, over the |ast several years,

sonme have produced, on average, fewer than four

i eutenants per year. The continued operation of such
units results in fiscal waste and poor training since a
unit nust attain a certain mnimmsize before it can

of fer meani ngful | eadership training to cadets. The
assertion that |large ROTC progranms tend to produce better
| eaders surfaced during interviews at the Sergeants Mjor
Acadeny and in a survey of division commnders conduct ed
by Cadet Command. Here again, the idea is that cadets in
very small units (like officer candidates in very snmall

st at e-operated National Guard OCS prograns) sinply do not
have the sane opportunities for |eadership as cadets at
more robust units. These small and inefficient producers
nmust be closed and the cadre redistributed to nore
efficient and productive units.
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Li eutenant General Ohle stressed the inportance of
building a review process into the ROTC “system” Such a
review process i s necessary for Cadet Conmand to give
rel evant and neani ngful feedback to senior Arny | eaders
and to ensure that the ROTC can adapt to changes in the
Army and in society.

The consultants along with the students at the Arny
War Col | ege and Sergeants Major Acadeny coll ectively
painted a picture of the |ieutenant needed for the 21°
Century. The values, attributes, actions and skills nost
often nmentioned as key to success as a junior officer are
listed bel ow

SKI'LLS

» Decision-making; particularly the ability to nake
conpl ex and rapid decisions while fatigued and in a
chaotic, anbiguous and tine-constrained environnment.
The demands of the digitally-enhanced battl efield of
the future will place a prem um on these skills.

> Interpersonal; including the ability to work as a team
menmber; to effectively work with individuals and groups
of diverse cultural backgrounds; and to devel op and
pronmote the productivity of teans; also enconpasses
counseling skills.

» Analytical; the ability to break a conpl ex problem or
Situation into its constituent parts and to discern the
rel ati onshi ps between these parts to facilitate
pl anni ng, organi zing, inplenmenting, and eval uating.

» Synthetic; the mental construction of a greater,
br oader or nore conprehensi ve understandi ng through the
conmbi nati on of various elements of information to form
a coherent whol e.

» Conmputer; including proficiency in spreadsheet,
presentation graphics and contenporary word processing
pr ogr ans.

» Oral and witten comruni cations; including the ability
to clearly communi cate a nessage to others of diverse
backgr ounds.



» Information filtering, the ability to scan nmassive
anmounts of information quickly and efficiently and
deci de what is relevant and what is not.

» Research; the skills necessary to systematically seek
knowl edge and i nformation.

ATTRI BUTES

» Mental agility; the ability to rapidly conprehend
conpl ex problenms, quickly shift focus between problens
and adjust to changes in problens as they occur.

> Flexibility; the psychol ogical elasticity necessary to
adapt to different settings and situations.

» Adaptability; the ability to adjust quickly to a
variety of different m ssions; adaptability is
particularly inmportant in operations other than war

» Physical hardiness; physical strength, endurance, self-
confidence and the ability to cope with extrenmes of
climate, terrain and operating conditions.

» Enotional hardiness; the ability to endure boredom
fatigue, isolation, disconfort, fear and stress and
still function effectively in an anbi guous and rapidly
changi ng environnent.

> Foll owership; the inclination to loyally and resolutely
execute the |l egal orders of one’s superiors in the
chain of command even when those orders are not in
accord with one’s own desires, preferences or opinions.

» Dom nance; defined by Wng, Peterson and Hoffman as the
“tendency to seek out and enjoy positions of | eadership
and influence over others. The ...dom nant person is
forceful and persuasive at those tines when adopting
such characteristics is inportant.”

ACTI ONS

» Team Bui |l di ng; involves caring for, counseling,
coachi ng, evaluating, assessing and training
subordi nates; results in strong bonds of nutual trust
and nmutual respect; cenents discipline and unit esprit.
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Deci si on Maki ng; synonynous with probl em sol ving;
includes identifying problem situations, collecting
rel evant information, analyzing information,
formulating a solution and inplenenting the sol ution.

VALUES

>

Selfless Service; the willingness and ability to place
the interests of the nation, the Arnmy, the unit and
subor di nat es above one’s own personal interests,
preferences and desires.

Respect; denotes the regard and recognition of the
dignity of others; it is treating people as they should
be treated.



SECTION |11
Recommendati ons

From our findings, we devel oped recommendati ons that we
believe will produce the kind of |ieutenant that our Arny
will need in the 21% Century and grouped them by
functional system

Before |listing and di scussing these recomendations, we
will outline the end state toward which we see our
recomrendati ons | eading. W offer this “vision” of the
desired ROTC end state to clarify this report and our

i ntentions.

Vi si on

At present, the educational aspects of the ROTC program
are receiving significantly less attention than the
training aspects. This could have serious adverse
consequences given the greater intellectual and cognitive
demands that, our mlitary and civilian consultants tell
us, will be placed on junior officers in the future. W
envi sion the present system of ROTC preconm ssi oning
preparation, which is heavily oriented towards training,
evolving into a systemthat strikes a bal ance between
education and training. WIIliam Snyder’s prescription for
an ROTC Program of Instruction (PO) with a 50/50 bal ance
bet ween education and training we feel is about right (as
opposed to the 80/20 bal ance in favor of training that

exi sts today).

In the new system the bulk of tactical and techni cal
training will be conducted at the ROTC Advanced Canp,
which will retain its rigor and stress. The availability
of superior facilities and resources coupled with the
absence of training distracters allow tactical and
technical skills to be taught and | earned nore
efficiently at Advanced Canp than on the coll ege canpus.
Training will still be conducted on canmpus but on a
reduced scale. Its focus will be on | eader devel opnent
and career notivation rather than on just skil
acquisition. The ROTC will retain in its program of
instruction only those skills necessary to conduct squad
operations. This mninmm essential skill set is an
enabl i ng mechani sm f or addressi ng hi gher-order | eader
devel opnent goals, not an instructional end in itself.
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At its core, ROTC is not about teaching or |earning
hi ghly perishable mlitary skills.

In the new system | eadership | aboratories will becone
more chal | engi ng and exciting. Adventure training wll
be prom nently featured. These |aboratories will have a

recruiting/retention as well as a | eader devel opnent
value. To free the program from scheduling constraints,
Professors of MIlitary Science may elect to consolidate
them that is, hold them once every two or three weeks

i nstead of weekly but nmake themtwo to three tinmes |onger
in duration.

To teach the necessary cognitive skills and devel op the

requisite attributes and values, the ROTC will adopt a
smal | -group learning format. This format will foster
student -centered as opposed to instructor-centered

| earning and will broaden the role of the ROTC
instructor. The instructor will become nore of an
educator/facilitator and | ess of a trainer during the
academ c year. In his newrole the instructor will |ead

cl assroom di scussi ons; gui de cadets through anal yses of
case studi es; ask probing, thought-provoking questions;
elicit student participation; and stinmulate discussion.
The new role will stand in stark contrast to the old in
whi ch “canned” exercises and scripted | essons out of
TRADOC- pr oduced training support packages often were the
instructor’s principal resources. This will bring Cadet
Command on line with the rest of the Arny education
system and expose cadets to the those ways of thinking,

anal yzing and reasoning that they will encounter and use
upon entering the Arnmy. In the new curriculum oral and
written comruni cations, critical thinking, decision
maki ng and values will play a prom nent role.

To develop a curriculumand training programthat
supports the recomendati ons contained in this report,

t he command shoul d establish a Training Devel opnment Cell
within the headquarters. The individuals assigned to the
Trai ning Devel opment Cell would serve as Cadet Command’ s
i nternal experts on educati onal processes, curriculum
devel opnent and | eadership devel opment. The duties of
this cell should enconpass the devel opnent of case
studi es on subjects such as val ues, ethics and deci si on-
maki ng.

The planning office should be i nmedi ately subordinate to
t he Commandi ng General and headed by a senior officer of
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hi gh repute. Soneone with the stature of the Deputy
Commandi ng General of Cadet Conmand woul d be an
appropriate choice. The planning office would play a
role within Cadet Command sonewhat anal ogous to the role
that the Arnmy After Next (AAN) project plays within
TRADOC, al though its focus would be nore restricted. It
woul d assi st the Commandi ng General in crafting a vision
of future ROTC requirements not constrained by near-term
institutional influences; seek to think through the
organi zational, adm nistrative and human changes t hat

will be required to neet the challenges of the future;
and provide a clear focus and sense of priority to
necessary research and devel opnental activities. Such an
approach is necessary to free the commnd fromits focus
on the near-termbattle with the attendant acti on-
reaction cycle of increnental and spasnodi c change.

Si nce personal interaction with ROTC cadre is the
princi pal neans by which cadets are socialized into the
mlitary profession, Cadet Conmand nust continue to press
to get top quality active duty officers assigned as
instructors. The old ROTC adage “quality begets quality”
is just as true today as it was ei ght decades ago at the
progranis inception. The ROTC program nust retain the
nonconmm ssi oned officer as an integral part of the
instructor group. Noncomm ssioned officers give cadets
insights into the mlitary profession and into Arny life
t hat they cannot get from officer instructors.

Vil e the ROTC program nust alter its curriculum and
shift its enphasis in certain areas to neet the demands
of the future, it nust not in the process sacrifice or
conprom se those aspects of the programthat have proved
so val uabl e over the |last twelve years. It nust retain
its outstanding | eader devel opnent and assessment program
along with its system of rigorous and stressful sumer
training. The conbination of a systematic | eader

devel opment program and rigorous and stressful summer
trai ning has produced and is produci ng conpetent and
confident l|ieutenants, at ease with responsibility and

i mbued with the warrior ethos.

Curri cul um

Encour age cadets to take courses offered by the
university that would logically pronote the devel opnent
of the attributes, skills, values and know edge
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identified by the consultants and the study group’s
research efforts as key to professional success in the
21°" Century. Some of the courses that will aid in the
devel opnent or acquisition of these attributes, skills,
val ues and know edge are:

Wor |l d Geography

English (witing and |iterature)
I nternational Rel ations

Psychol ogy (social and educational)
Conpar ative Religion

Cul tural Anthropol ogy

Phi | osophy

Forei gn Languages

Conpar ati ve Gover nnent

Macro Econom cs

Scientific Methods

Mat hemat i cs

Conmput er Sci ence

Physi cal Educati on

VVVVVVVVVVVVYVYY

| ntroduce i ndividual and group case studies on
subj ects such as character devel opnent, ethics, decision-
maki ng, | eadership, etc. that are progressive in their
conplexity and anmbiguity. Sequence these case studies so
that they conbi ne over the span of the cadet experience
to forma greater, nore sophisticated conprehension.

I ntroduce formal values instruction into the ROTC
curriculum I ncorporate nethodol ogi es for ethical
deci sion-making into this instruction.

Stress the concept of officership in instruction and
training. Incorporate this concept into formal val ues
instruction as well as in other appropriate parts of the
curriculum

Use mlitary history as a framework for the teaching
of val ues, |eadership and decision-nmaking. Keep the
conpletion of a mlitary history course as a
conmm ssi oni ng requirenent.

| ntroduce instruction on problemsolving, decision-
maki ng and oral and witten comrunications in the ROTC
curriculum Instruction should aimat a systematic
devel opment of cadet briefing and witing skills. Take
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advantage of writing and public speaking inprovenment
prograns offered by host academ c institutions.

Adopt a small-group learning format for the ROTC
program The adoption of this format will facilitate
cadet acquisition of critical thinking skills, give the
Professor of MIlitary Science a nore bal anced view of a
cadet’s capabilities, and bring the ROTC programon |ine
with the rest of the officer education and training
system

Devel op and field conputer delivered |essons that
can help the cadet build a knowl edge base in subjects
such as the five-paragraph field order, Arny structure,
systens, m ssions and branches, etc. These nodules could
be incorporated into courses, used as renedial or
suppl ementary instruction, or used as reference material .

Tr ai ni ng

Teach only those common core skills on canpus that
directly contribute to the cadet’s functioning as a
menber of a team (squad). Requiring cadets to |lead a
squad in the performance of a mssion is a primary nethod
of | eadership devel opnment. Cadets nust be taught those
common core skills that they need to know for basic squad
functioning but training time should not be used to teach
skills beyond this level. In conjunction with the Deputy
Chi ef of Staff for Training (DCST) at TRADOC
Headquarters, review the preconm ssioning comon core
task list to identify tasks that are not essential to
squad functioning (e.g., comunicate by tactical radio,
performfirst aid for a suspected fracture, transport a
casualty, etc.) and transfer responsibility for these
tasks to the officer basic courses.

Make | eadership | aboratories nore interesting and
chal | engi ng by incorporating adventure training and ot her
demandi ng activities into them At the sane tine, nake
themless time restrictive by allowing units to
consol i date | aboratory peri ods.

Instill confidence and devel op physical and
enoti onal hardiness in cadets by requiring themto engage
in physically demandi ng and nentally chal |l engi ng
activities both on canpus and at Advanced Canp. This
shoul d be done periodically and shoul d be progressive in
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nature with the tasks becom ng increasingly demandi ng as
the cadet progresses fromthe MS | through the MS IV
years. Exanples of such activities are: obstacle
courses, rope clinmbs, |ong-distance | and navi gation
courses, sinulated energencies, rappelling and rock
climbi ng.

Rai se the ROTC physical fitness standard to prepare
i eutenants for the expected increase in the operational
tenpo, stress, conplexity and anbiguity of the future
battl efield. Hi gher physical fitness standards will help
devel op physi cal and psychol ogi cal hardi ness.

Provi de high quality performance feedback to cadets
inatinmly manner. Shift the enphasis of the eval uator
fromthe conpletion of the assessnent card (blue card) to
provi di ng meani ngful feedback. The blue card, it nust be
made clear to the evaluator, is only a tool to facilitate
and record feedback.

Organi zational Structure

Establish a Training Devel opment Cell at Cadet
Command Headquarters responsi ble for devel oping a
curriculumthat addresses the devel opnent al
recommendations of this report. The duties of the
Trai ni ng Devel opment Cell should enconpass the
devel opnent of case studies on subjects such as
| eadershi p, character devel opnent, ethics, and deci sion-
maki ng. It should al so assist the School of Cadet
Command in devel oping instruction on “how to teach” for
the benefit of ROTC instructors.

Reconfigure the School of Cadet Command (SOCC) to
teach cadre how to teach, |ead group discussions, conduct
after action reviews, give feedback and assess the
devel opnental needs of groups and i ndividuals.

Change the SOCC curriculumso that nore attention is
given to devel opnental issues relevant to coll ege-aged
st udent s.

Establish a system of cadre certification to upgrade

the quality of instruction. To acconplish cadre
certification, adopt one of the follow ng options:
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» Create a special “how to teach” track at the SOCC for
Prof essors of MIlitary Science only; they would, in
turn, certify their cadre.

» Create a general “how to teach” track at SOCC for
everyone.

> Devel op an exportable instructional package consisting
of conpact disks, videotapes or other nedia.

Use the Training Devel opnent Cell to evaluate and
develop training options for the certification of cadre.

Encourage all Professors of MIlitary Science to use
the university's faculty devel opnment resources to assi st
in teaching their cadre how to teach. The Cadet Command
Trai ni ng Devel opnent Cell shoul d devel op a statenent of
obj ectives that can be given to the university's faculty
devel opnent personnel to guide their efforts in neeting
the needs of the ROTC cadre.

Establish a biennial review process to ensure the
ROTC program remai ns rel evant and consistent with the
changes and decisions affecting Arnmy XXI and Arny After
Next and devel opnents in the higher education community.
The regul ar and systematic review of the ROTC program
woul d ensure that adaptation to change becones a
recogni zed and accepted part of the ROTC system

Establish a planning group within Cadet Comrand
Headquarters to provide consistency and direction for the
bi enni al review process, guide the work of the Training
Devel opnment Cell, and integrate the future-oriented
activities and projects of the separate directorates and
special staff offices. The need for a planning office
has becone nore pressing since the beginning of the
functional transfer, an on-going process that is shifting
many of the functions traditionally performed at the
regional to the national level. |In the process, Cadet
Command Headquarters has expanded and becone, by
necessity, nore involved in the day-to-day activities of
ROTC battalions. This will tend to strengthen the
headquarters already strong “custoner service”
orientation, an orientation that results in an enphasis
on solving i medi ate problenms. Custoner service is very
i nportant but custoner service when pursued with a
si ngl e-m ndedness that excludes or marginalizes other
equal Iy inmportant aspects of the conmand’s m ssion can be
debilitating.



Repl ace active duty supply and adm nistrative
personnel with civilians whenever practicable. These
civilians could be civil service, contract, or university
enpl oyees.

Take greater advantage of the Total Arny School
System (TASS) and university-based di stance | earning
| aboratories as they beconme increasingly avail able across
the country.

ROTC Advanced Canp

Revi se Advanced Canp to make it nmore focused on
training and | ess focused on evaluation. At present,
Advanced Canp is seen by cadets and cadre as a “final
exam nation” of the technical and tactical skills that
cadets are expected to master over the course of their
cadet career. As a consequence, a major enphasis of the
first three years of on-canpus training is the
preparation for Advanced Canp. Cadets devote al nost
their entire junior year to this task. The tinme spent in
this preparation significantly reduces the tinme avail abl e
to devel op the higher level cognitive and | eadership
conpetenci es recommended in this report. Reducing the
enphasis on evaluation will free up tinme on the unit
schedul e to devel op these conpetencies.

Shift as much tactical and technical training as
practicable to Advanced Canp. This will also free up
cadet tinme during the academ c year, allow ng cadets to
concentrate nmore on academ c endeavors and to beconme nore
involved in student activities. Facilitating cadet
i nvol venent in student activities is an excellent way to
devel op cadet interpersonal skills and | eadership
conpetenci es, provided of course that the cadet assunes a
| eadership role in the organization. Mking this shift

wll also help elimnate the “ROTC maj or syndronme” and
nove the ROTC and the ROTC cadet fromthe periphery to
t he mai nstream of college |life. The ROTC will becone a

program for injecting the university into the Arny rather
than a programfor injecting the Arny into the
uni versity, as sone argue is the case today.

Take full advantage of the greater resources
avai |l abl e at Advanced Canp to increase training fidelity,
extend the training and instruction presented on canpus,



and concentrate on tasks that cannot, or should not, be
trained on canpus (e.g., artillery call for fire;
nucl ear, biol ogical and chem cal subjects, etc.).

Schol arshi ps and Recruiting

Modi fy existing recruiting and marketing strategies
to reflect changing U S. denpgraphi cs—especially the
growi ng Hi spanic and Asian segnments of the popul ati on.

| ncrease recognition and credit of university and
community | eadership positions by increasing the nunber
of CES points for holding such positions.

Recommend t hat the Commandi ng General, Cadet
Command, brief the command on the rationale and goals for
t he recommendati ons adopted as a result of the |ong range
review and enlist support for their inplenentation.
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SECTION |V
Concl usi on

The current Arny ROTC programis producing first-rate

| eaders for the Arny and for the nation. The Arny nust
retain those aspects of the ROTC programthat have proven
so val uabl e over the |ast twelve years, particularly the
excel l ent | eader devel opnent and assessnent program and
the system of rigorous and stressful training at Advanced
Canp. Because the ROTC currently “has things about
right,” the Arnmy should proceed cautiously with any
revisions to the ROTC program effecting evolutionary

rat her than revol uti onary change.

At the sane tine, the Army nmust not allow its | argest
conmm ssi oning programto becone stagnant. It nust
regularly nodify the programto keep pace with

requi renents and conditions. Recent advances in

i nformation technol ogy and changes in the international
environnent call for a lieutenant with a broad range of
intellectual skills, abilities and perspectives. To
equip the lieutenant with these skills, abilities and
perspectives, the ROTC nust enphasi ze the educati onal
conponent of its program of instruction nore than it has
in the past. This will necessitate shifting nuch of the
mlitary skills training currently conducted on canpus to
sumrer canp.

Three of the recomendations contained in this report are
especially inportant: the establishnent of a Training
Devel opment Cell, the creation of a planning office
wi t hin Cadet Conmand Headquarters and the initiation of a
formal biennial review process. The planning office is
necessary to help craft a vision and set an azimuth for
the future. Wthout such an office, the | ong-term needs
of the command wll continue to be subordinated to short-
termrequirenments. The Training Devel opnent Cell is
necessary to guide and give coherence to curricul um

devel opnent and to translate the plans of the planning
office into concrete terms. The initiation of a biennial

review process will help ensure that the ROTC keeps
abreast of requirenents, conforns to prevailing
conditions and keeps in touch with the field. It is also

evi dence of the command’s recognition that a reviewis
not a discrete event with a beginning and an ending but a
continuing attenpt to manage and adj ust to change.
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