
United States General Accounting Office 

. GAO 
‘. 

Briefing Report to the Chairman, Panel 
on Military Education, Cornmittee on 
Armed Services, House of 
Representatives 

: Mqh1991 AIR FORCE 
Status of 
Reeommendations on 
Officers’ Professional 
Military Education 





GAO I__--- 
---~- -.-~ 

United States 
General Accounting Office 
Washington, D.C. 20548 
--__ 
National Security and 
international Affairs Division 

March 13,199l 

The Honorable Ike Skelton 
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Ilouse of Representatives 

Ilear Mr. Chairman: 

In response to your request, we examined several Department of 
Defense (non) professional military education schools’ implementation 
of selected Phase I recommendations contained in the April 1989 report 
of the Panel on Milit.ary Education. These recommendations were devel- 
oped to assist UOD in improving its officer professional military educa- 
tion programs. This report deals with the two Phase I U.S. Air Force 
schools located at Maxwell Air Force Base in Montgomery, Alabama. 
‘I’hcy art> the Air Command and Staff College (intermediate school) and 
t Ire Air War College (senior school). 

As agreed with your Offree, we focused our review on the schools’ 
implementation of 3 1 and 32 selected recommendations, respectively, 
contained in the Pancbf report that apply to the two schools. 

Background A primary objective of the Goldwater-Nichols Reorganization Act of 
1986 is to strengthen c,ombined and joint operations of the various mili- 
tary services. To fulfill this objective, the House Armed Services Com- 
mittee established the Panel on Military Education in November 1987 to 
report its findings and recommendations regarding the ability of WD to 
develop joint specialt), officers through its professional military educa- 
t ion systems. 

The Chairman, Joint C’hiefs of Staff, established policies, programs, 
guidelines, and procedures for coordina.ting, among other things, the 
joint professiona military education of members of the US. armed 
forces. This guidance IS contained in the Military Education Policy Docu- 
ment that was issued in May 1990. Military departments are required to 
imorporatc this guidance into their own professional military education 
systems. In addition, there are joint professional military education 
sc~hools which, by law*. are fully joint in mission and orientation. 
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Results in Brief 

When the Panel reported its findings and recommendations in April 
1989, it envisioned that joint education would be an integral part of pro- 
fessional military education and would be implemented in two phases. 
Phase I would be t.aught at, the intermediate level service schools 
attended by officers primarily at the rank of major/lieutenant com- 
mander or at the senior level service schools attended by officers at the 
rank of lieutenant colonel/commander and colonel/captain ranks. Phase 
II, taught at the Armed Forces Staff College in Norfolk, Virginia, would 
complement Phase> I and officers would usually attend it after com- 
pleting Phase I. 

The Air Force offers Phase I professional military education at both its 
intermediate and senior school. The intermediate school has 133 faculty 
members and 579 st,udents for academic year 1990-91. The senior school 
has 64 teaching faculty members and 250 students for academic year 
1990-91. The academic year st,arted in August 1990 and is scheduled to 
end in *June 199 1. 

Out of 31 recommendations applicable to the intermediate school, the 
school reports that it has taken actions to implement or partially imple- 
ment 30. The intcrmcdiate school has no plans to implement one recom- 
mendation. This recommendation deals with the use of officer efficiency 
report,s instead of t.raining reports to present a broader measure of an 
officer’s entire performance. The school uses training reports which, 
according to school officials, effectively Mlcct a student’s academic 
accomplishments against course objectives. The training report becomes 
part of an officer’s pclrmxnent record. 

Out of 32 recommendations applicable to the senior school, the school 
reports that it has taken actions to implement or partially implement 29. 
The senior school has no plans to implement the remaining three recom- 
mendations. The first recommendation requires the use of officer effi- 
ciency reports in place of training reports. Like the intermediate school, 
the senior school INS training reports. School officials stated that 
t,raining reports arc better suited to the academic environment whereas 
efficiency reports ;~I’(‘ gt\ared toward a job setting. 

The second recommendation deals with the feasibility of establishing a 
faculty exchange> program with the service academies. The commandant 
of the Air War Cotlt!gcl stated that the school would not benefit from an 
exchange program bccause faculty members from the academies lack 
necessary expert isc ItI the senior school’s curriculum. 
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T h e  th i rd  re c o m m e n d a ti o n  re q u i re s  e s ta b l i s h i n g  a  d i s ti n g u i s h e d  g ra d - 
u a te  p ro g ra m . T h e  c o m m a n d a n t o f th e  s c h o o l  s ta te d  th a t. n o  d i s ti n - 
g u i s h e d  g ra d u a te  p ro g ra m  w i l l  b e  e s ta b l i s h e d  a t th i s  ti m e . R e v i s i o n s  i n  
th e  s y s te m  th a t w o u l d  fo rm  th e  b a s i s  fo r s u c h  a  p ro g ra m  a re  u n d e rw a y . 

A p p e n d i x  I p re s e n ts  th e  re c o m m e n d a ti o n s  p e rta i n i n g  to  th e  i n te rm e - 
d i a te  a n d  s e n i o r s c h o o l s , re s p e c ti v e l y , a l o n g  w i th  th e i r c h a ra c te ri z a ti o n  
o f th e  s ta tu s . It a l s o  p ro v i d e s  a d d i ti o n a l  d e ta i l s  o n  th e  a c ti o n s  ta k e n  b y  
e a c h  s c h o o l . 

S c o p e  a n d  
M e th o d o l o g y  

-  
W e  fo c u s e d  o n  th e  P a n e l  re c o m m e n d a ti o n s  c o n c e rn i n g  P h a s e  I p ro fe s - k  

s i o n a l  m i l i ta ry  e d u c a ti o n  a n d  s e l e c te d  th e  re c o m m e n d a ti o n s  fo r w h i c h  I 

th e  s c h o o l s  a re  e i th e r d i re c tl y  re s p o n s i b l e  o r p l a y  a  s i g n i fi c a n t s u p - 
p o rti n g  ro l e  i n  th e i r i m p l e m e n ta ti o n . W e  i n te rv i e w e d  a p p ro p ri a t,e  o ffi - 
c i a l s  a t b o th  s c h o o Is  a n d  a s k e d  th e m  to  c h a ra c te ri z e  th e  s ta tu s  o f e a c h  I 
re c o m m e n d a ti o n , a n d  c x x a m i n e d  p e rti n e n t s u p p o rti n g  d o c u m e n ts . 

In  e a c h  c a s e  w h e re  w e  w e re  to l d  th a t th e  s c h o o l s  h a d  i m p l e m e n te d  o r 
p a rti a l l y  i m p l e m e n te d  a  re c o m m e n d a ti o n , w e  re v i e w e d  a n d  a n a l y z e d  th e  
s u p p o rti n g  d o c u m e n ta ti o n  u s e d  i n  d e te rm i n i n g  th e i r c h a ra c te ri z a ti o n . In  
a d d i ti o n , w e  e x a m i n e d  th e i r m e th o d o l o g y  u s e d  to  p ro d u c e  s u p p o rti n g  
d a ta 4  W h e re  a d d i ti o n a l  a c ti o n  w a s  s ti l l  re q u i re d , w e  m e t w i th  s c h o o l  
o ffi c i a l s  to  d i s c u s s  fu tu re  p l a n s . W e  o b ta i n e d  w ri tte n  d o c u m e n ts  to  s u p - 
p o rt th o s e  p l a n s  w h e n e v e r p o s s i b l e . In  th o s e  c a s e s  w h e re  s c h o o l  o ffi c i a l s  

i  

to l d  u s  th a t th e y  h a d  n o t ta k e n  a n y  a c ti o n  i n  re s p o n s e  to  a  P a n e l  re c o m - 
m e n d a ti o n , w e  i n te rv i e w e d  a p p ro p ri a te  o ffi c i a l s  to  o b ta i n  th e i r re a s o n s  
fo r n o n -i m p l e m e n ta t i o n . 

W e  p e rfo rm e d  o u r re v i e w  fro m  J u Iy  th ro u g h  D e c e m b e r 1 9 9 0  i n  a c c o r- 
d a n c e  w i th  g e n e ra l l y  a c c e p te d  g o v e rn m e n t a u d i ti n g  s ta n d a rd s . 

W e  d i d  n o t o b ta i n  fo rm a l  c o m m e n ts  fro m  th e  U .S . A i r F o rc e . H o w e v e r, 
w e  d i s c u s s e d  a  d ra ft o f th i s  re p o rt w i th  th e  c o m m a n d a n ts  o f th e  i n te r- 
m e d i a te  a n d  s e n i o r s c h o o l s  a n d  o th e r s c h o o l  o ffi c i a l s  a n d  c o n s i d e re d  
th e i r c o m m e n ts  i n  fi n a l i z i n g  th i s  re p o rt. 

l J n l e s s  y o u  a n n o u n c e  i ts  c o n te n ts  e a rl i e r, w e  p l a n  n o  fu rth e r d i s tri b u t,i o n  
o f th i s  re p o rt u n ti l  3 0  d a y s  fro m  th e  d a te  o f th i s  re p o rt. A t th a t ti m e , w e  
w i l l  s e n d  c o p i e s  o f th i s  re p o rt to  th e  S e c re ta ry  o f D e fe n s e , th e  S e c re ta ry  
o f th e  A i r F o rc e , th p  i n te rm e d i a te  a n d  s e n i o r s c h o o l s , a n d  a p p ro p ri a te  
c o n g re s s i o n a l  c o m m i tte e s . C o p i e s  w i l l  a l s o  b e  m a d e  a v a i l a b l e  to  o th e rs  
o n  re q u e s t. W e  a re  a l s o  l j ro v i d i n g  a d d i ti o n a l  re p o rts  u n d e r s e p a ra te  

P a g e  3  G A O /N S L A D - 9 1 .1 2 2 B R  P r o fe s s i o n a l  M i l i ta ry  E d u c a ti o n  



cover on the results of our work at the Army, Navy, and Marine Corps 
intermediate and senior schools on their implementation of similar Panel 
recommendations. I 

Please contact me at (202) 275-3990 if you or your staff have any ques- 
tions Other major contributors to this report are listed in appendix II. 

Sincerely yours, 

Paul L. Jones 
Director, Defense Force Management Issues 
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Appendix I 

Status of Air Command and Staff College 
Air Wx College Implementation of Panel 
Recommendations on Professional 
Militar;lvr Education 

This appendix contains 36 Panel recommendations and summarizes the 
schools’ actions takc>n in response to those recommendations. Several of 
the 36 Panel recommt~ndations are applicable only to either the interme- 
diate or senior school and the applicability is noted in tables I. 1 and 1.2, 
which provide a srnr~mary of the status of these recommenda,tions. 

and 

For purposes of this report, we have numbered each Panel recommenda- 
tion sequentially, from 1 to 36. We identify the subject area of each rec- 
otnmendation and present the actual wording of each, and the same 
sequencing, as it, apptkars in the Panel report. After each recommenda- 
tion, we cross-referen(:e to the location of the recommendation in the 
Panel report. (For c>xamplc, Key 2 is the second recommenda.tion in the 
executive summary that caontains the key recommendations. Chapter 4, 
recommendation ti is the sixth recommendation in chapter 4.) WC also 
provide the page nrnnber where the recommendation can be found in the 
Panel report.. 

In most cases, the rccnommendation appears here exactly as it appears in 
the Panel report, and school officials have addressed the entire rccom- 
mcndation. In certain recommendations that contain multiple parts. 
however, we have rmderlined certain portions to identify the applicable 
parts that school of’fi(%s addressed. 

Each of the 36 recommendations has next been characterized by the 
school as implement cd, partially implemented, or not implemented. This 
characterization represents the views of the schools. Non-applicable rec- 
ommendations havr> btlen discussed earlier. 

An elaboration of tllc characterization is provided in the section marked 
“si,at,us.” This also represents the views of the schools. In addition, 
cross-references to rttlatcd recommendations arc provided here when 
responses are sirnila r 
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Appendix I 
Status of Air Command and Staff College and 
Air War College Implrmenl ation of Panel 
Recommendations on Professional 
Military Education 

Table 1.1: Summary of Intermediate 
School’s Implementation of Various 
Recommendations 

Panel 
No. reoorta 
1 Key 2 ~.. 
2 Key 3 

3 Key 5 

4 Key 9 

- 5 II-4 

6 tli!z 

7 III-2 

8 III-3 

9 Ii-6 

IO III-8 

11 IV-1 

12 IV-2 

13 IW 

14 IV-5 

15 lV~6 

16 IV-11 

17 IV-14 

18 IV-24 

19 v-1 

20 v-2 

21 v3 

22 v-4 

23 V-5 

24 V-6 

25 V-8 

26 v-9 

27 ‘f-10 

28 V~ll 

29 v-12 

30 v-13 

31 V-16 

32 V-23 

33 v-24 

34 V 25 

35 V~26 

36 V-27 

status of 
Subject recommendationsb Page 

~i&ulty qljaiity I II 

iwo-phase education I 12 

Strategy focusjmllltary faculty and student 
mix NA 13 

Frequency of examinations/papers 

Senior school focus on natlonal military 
strategy 

I 13 

NA 15 

-. Faculty teaching strategy PI 15 

Servlceiioint exD&se .- I 16 

Teaching scrvrce/~oinf systems 

Mllrlary faculty Max 

Student ml? 

Focus of strategy by.school 

Jo~ntness rrlltlated at Intermediate level 

Phase I avaiIabrllty to all. 

In-residence prerequwte 

Serwce-orierlted professional military 
education (PME) 

Percent of ntllttary faculty mix .- 

Percent of studerlt mix 

Focus ori 11ai1onal mliltary strategy 

I 17 

PI 18 

PI 19 

I 20 - - _.._~ -- .- - - - 
I 21 

I 22 
I 23 

I 23 

PI 24 
PI 25 

NA 26 
Recruitl:lg arid malntainlng-quality faculty I 26 
Spe&sts/career ecGcato& I 27 

Former I ormanders as faculty I 27 

Faculty development program PI 28 

Cadre of career educaiors I 30 
In-residewe (JradLrates as faculty I 31 

Retired officers teach without penalty I 31 

Clwllan facult / qaaiity/mix I 32 - - ~-~ _.~~~~~_ ----~--_..~~ 
Advance0 degrees required for senior 

school facility PI 33 
Hirlng qualli~ Yvllmn faculty- I 33 
Stude~tjfacul~y ratios PI 34 
Faculty exchange wth academy PI 35 
Commandant! president as general/flag 

officers and Involvement In Instruction I 36 
Actwe/pawvc lnslruction PI 36 
Rigorous perlarmance standard 1 38 
Evaluation of cxamlnallons/ pap& I 39 
Distlngulshed graduate program I 39 
Officer efficlenl:y reports - NI 40 
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Appendix 1 1 

status of Air co mmand and Staff College and 6 

Air War College Implementation of Panel 
Recommendations on Professional I 
Military Education 

aKey recornmendattons are those recommendations that the Panel ldentlfled as key In the executive 
summary to its report Recommendations II-4 and II-5 appear In Panel report chapter II, entitled “Edu- 
cating Strategists ” Recommendations Ill-2 through III-8 appear In Panel report chapter III, entltled “An 
Expanded Role for Jomt Education.” Recommendations IV-i through IV-24 appear In Panel report 
chapter IV, entltled “Reallgnlng Professronal Military Education ” Recommendations V-I through V-27 
appear In Panel report chapter V, entltled “Quality ” 

- 
Table 1.2: Summary of Senior School’s 
Implementation of Various 
Recommendations 

Watus of recommendations, 
I = Implemented 
PI = Partially implemented 
NI = Not Implemented 
NA = Not applicable E 

i 

5 
Panel Status of 

I 1 
No. reporta Subject recommendationsb Page 
7 

-~ 
Key 2 Faculty quality I 11 1 

2 Key3 Two-phase education I 12 

3 Key 5 Srrategy-focusjmrirtary faculty and student 
mix PI 13 i 

4 Key 9 Frequency of examlnatlons/papers -- I- 13 _. 
5 II-4 Senior school focus on national mrlitary- 

strategy I 15 

6 II-5 Faculiy teachlAg strategy PI 15 

7 1-2 
- _- ~~ ~_ 

Servlce/jolnl expertise I 16 

8 -IrIG Teaching service/joint systems NA 
i 

17 : 

9 Iii-6 - Military faculty mix. PI 18 

10 III-S Student mix Pf 19 _. ~- / 
11 IV-1 Focus of strategy by school I 20 

1.2 IV-2 Jolntness Inltlated at rntermedlate level NA 21 

13 Iv-3 -- Phase I avallabrllty to all I 22 

14 IV-5 - In-residence prerequisite - NA 23 

15 IV-6 
~-,.. 

.’ 
_..~~ _ ~~ 

Service-onented professlonal military 
educailon F’ME) I 23 

16 IV-11 Percent of mllrtary faculty-&ix PI 24 

17 IV-14 Percent of student mix PI 25 

18 IV:24 Focus on natlonal rktary strategy I 26 

19 v-1. gecr&ng and rnaintsining quality faculty -. I 26 

20 v-2 .- Speciailsts/career educators I 27 

21 v-3 Former commanders as iacuIty I 27 

22 v-4 Faculty development pro&am 
. . 

I 28 

23 v-5 Cadre of career educators I 30 
24 V-S ~~ -in-residence graduates as faculty - NA 31 

25 V-8. 
~. _- 

Retired ofkers teach without penalty I 31 

26 v-9 Clvrlian faculty quallty/Gix I 32 
2: v-10 -- Advanced degrees reqiked for s&or 

school faculty PI 33 

(continued) 
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Appendix I 
Status of Air Command and Staff College and 
Air War College Implementation of Panel 
Recommendations on Professional 
Military Education 

Recommendation 
Number 1 

Faculty Quality 

Intermediate School 
Characterization 

status 

Panel Status of 
No. reporta Subject recommendationsb Page 
28 V-11 Hinng quality civilian facutty I 33 

29 v-12 Student/faculty ratios PI 34 

30 v-13 Faculty exchange with academy NI 35 

31 V-16 Commandant/president as general/flag 
officers and rnvolvement K Instrucbon I 36 

32 V-23 Active/passive InstructIon PI 36 

33 V-24 Rigorous performance standard .I 38 

34 v-25 Evaluation of examinations/ papers I 39 
35 V-26 Distingurshed graduate program NI 39 - - ~ .- - - ~~~ .-.~~._-.. --~ .- ~. ~~ - 
36 V-27 Officer efficiency reports NI 40 

aKey recommendations are those recommendations that the Panel ldenlifled as key in the executive 
summary to its report. Recommendations II-4 and II-5 appear rn Panel report chapter (I, entltled “Ed& 
catlng Strategists.“ Recommendatrons III-2 through III-8 appear in Panel report chapter 111, entitled “An 
Expanded Role for Joint Educaimn ” Recommendations IV-1 through IV-24 appear In Panel report 
chapter IV, entitled “Reallgnlng Professional Mllltary Education.” Recommendations V-l through V-27 
appear In Panel report chapter V. entitled “Quality 

“Status of recommendation:; 
I = Implemented 
PI = Partially Implemented 
NJ = Not implemented 
NA = Not applicable 

Improve the quality of faculty (1) by amending present law to facilitate 
hiring civilian faculty and (2) through actions by the Chairman, JCS, and 
the service chiefs to ensure that only high-quality military officers are 
assigned to faculties. (Key 2, Panel Report p. 3.) 

Implemented. 

The legislative change made through the fiscal year 1990-91 defense 
authorization act, provided more hiring flexibility and is being used t,o 
acquire additional civilian faculty. School officials stated that current 
faculty screening procedures ensure that only high quality military 
officers are hired. Candidate selection is based on criteria, including mil- 
itary record of performance, a master’s degree, military specialty in a 
specific area of warfighting or profession of arms, and attcndancc at an 
intermediate school, preferably here. 
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Appendix 1 
Status of Air Command and Staff College and 
Air War College Implementation of Panel 
Recommendations on Professional 
Military Education 

1 

Senior School 
Characterization 

Implemented. 

Status School officials plan to hire 10 new resident civilian faculty members 
under the authority created by the fiscal year 1990-91 defense authori- i 

zation act. Hirings are expected to be completed before the end of aca- 
demic year 1991-92. 

School officials stated that great care is exercised in selecting both mili- 
tary and civilian faculty. Presently, all openings for civilian positions 
are widely advertised in professional journals, and candidates for posi- 

I 
t 

tions are carefully screened and interviewed. Military faculty members 
are also carefully screened and must be approved by the commandant of 
the senior school. The commandant may also nominate prospective 1 
faculty members. 

Recommendation / 
Number 2 

Two-Phase Education Establish a two-phase Joint Specialist Officer (JSO) education process - 
with Phase I taught in service colleges and a follow-on, temporary duty 
Phase II taught at the Armed Forces Staff College (ARC). (Key 3, Panel 

Intermediate School 
Characterization 

Status 

Senior School 
Characterization 

status 

Report p. 3.) I 

Implemented. 

The intermediate school is certified by the Chairman, Joint Chiefs of 
Staff (JCS) to teach Phase I. In academic year 1989-90, the school inte- 
grated the joint portion of its program into its curriculum, making joint 
education available to all students. 

Implemented. 

The senior school has implemented Phase I education in a similar 
manner as the intermediate school. 
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Appendix I 
Status of Air Command and Staff Cnllege and 
Air War College Implementation of Panel 
Recommendations on Professional 
Military Education 

Recommendation 
Number 3 

Strategy Focus/Military 
Faculty and Student Mix 

Senior School 
Characterization 

StdtUS 

Recommendation 
Number 4 

At the senior service colleges (1) make national military strategy the 
primary focus and (2) increase the mix by service of both the military 
faculty and military students. (Key 5, Panel Report p. 5.) 

Partially Implemented. 

National military strategy is the primary focus of the school. During 
academic year 1990-91, about 52 percent will be devoted to national mil- 
itary strategy. This represents an increase from previous academic 
years, 

Since academic year 1987-88, the school has increased the number of 
faculty members from the Army and Navy/Marine Corps. As quantified 
in recommendation 16, the Panel recommends that the percent from the 
Army and Navy,lMarine Corps should be 25 percent each. The school 
has nearly implemented the MEPD guidance of a combined 25 percent. 

Concerning student mix, the Panel quantifies in recommendation 17 that 
the school should eventually have a 25-percent representation each 
from the Army and the Navy/Marine Corps. The student body at the 
school is comprised of 11 percent Army and 8 percent Navy/Marine 
Corps. Since academic year 1988-89, only the Navy/Marine Corps had a 
student increase The school plans to eventually implement the MEW 
goal of a combined 25 percent from other services, 

Frequency of 
Examinations/Papers 

Require students at both intermediate and senior PME schools to com- 
plete frequent essay-type examinations and to write papers and reports 
that are thoroughly reviewed, critiqued, and graded by faculty. {Key 9, 
Panel Report p. 7. ) 
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Appendlx I 
Status of Air Command and Staff College and 
Air War Ck3llege Implementation of Panel 
Recommendations on Professional 
Military Education 

Intermediate School 
Characterization 

Implemented. 

Status The school tests students on their knowledge and comprehension of con- 
cepts and principles throughout the course. Students are evaluated on 
8 written examinations as well as oral briefings and contribution to sem- 
inar discussions, Students take 5 essay examinations measuring the stu- 
dent’s ability to analyze, reason, and formulate valid conclusions and 
recommendations. Although the students’ performance is thoroughly 
reviewed, critiqued, and feedback is provided by faculty, no letter 
grades are administered. While the schooi does not administer letter 
grades nor does it plan to implement such grades, it does assign one of 
three categories to each written examination according to the following 
criteria: superior (top 20 percent), professionally competent (satisfac- 
tory), and referral (unsatisfactory). The criteria against which a stu- 
dent’s performance in seminars is measured are (I) top 4 (well above 
standards), (2) professionally competent (meets standards), and 
(3) needs significant, improvement (below standards). 

Senior School 
Characterization 

Status 

Implemented. 

Papers, reports, exercises, and essay examinations are part of the evalu- 
at.ion program at. the school. Again, while students are thoroughly evalu- 
&cd on their performance in each of these areas, no letter grades are 
administered. The school has no plans to adopt letter grades in its evalu- 
ation system. 

Instead, students’ performance is evaluated according to the following 
grading criteria: superior, excellent, satisfactory, marginal, and unsatis- 
factory. Students who are evaluated as unsatisfactory are monitored 
until performance is satisfactory. The school does not award a diploma 
to st.udents failing to meet all graduation requirements. 
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Appendix I 
Status of Air Command and Staff College and 
Air War College Implementation of Panel 
Recommendations on Professional 
Military Education 

i 

Recommendation 
Number 5 

____. -. 

Senior School Focus on The revamped Nat.ional War College (or t.he proposed National Center i i 

National Military Strategy for Strategic Studies) should focus on national security strategy. The f 
service war colleges should make national military strategy their pri- 
mary focus and gradually but significantly increase the portion of their __. 
curriculum devoted to the subject. (Chapter II, No. 4, Panel Report p. * 

41.) 

Senior School 
Characterization 

Implemented. 

Status For academic year 19X1-91, national military strategy comprises about 
52 percent of the school’s curriculum, making it the primary focus. This 
represents an increase over previous years. 

Recommendation 
Number 6 

-.- _I..- ~~~. 

Faculty Teaching Strategy The strategy faculty should consist of civilian educators, active duty 
and retired military specialists, and former senior military officers. To 
ensure that students have access to the depth of knowledge that only a 
career of scholarship in a particular area can produce, respected civilian 
educators who are recognized experts in specific disciplines related to 
the teaching of strategy should be faculty members at senior schools. 
Active duty and retired military officers with actual experience in the 
strategic arena are also needed for strategy instruction. Finally, a few 
carefully selected ret ired three- and four-star officers can contribute sig- j 
nificantly to the tcarhing of operational art, campaign analyses, national 
military strategy: ancl national security strategy. (Chapter II, No. 5, 
Panel Report p. 41. I 

Intermediate School 
Characterization 

Partially Implemented. 
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Status of Air Command and Staff College and 
Air War College Implementation of Panel 
Recommendations on Professional 
Military Education 

Status 
- 

The intermediate school does not have any three- and four-star generals 
as permanent members of the faculty. Such officers are brought in as 
guest lecturers. The civilian and active duty and retired military educa- 
tors continue to be involved in teaching subjects relating to operational 
art and strategy. 

Senior School 
Characterization 

Status 

Partially Implemcnt4. 

To ensure the qualit,y of faculty teaching strat.egy? the school’s goal is to 
t L 

hire prominent, experienced civilian educators with doctorates so that , 

there will be one civilian inst,ructor with a doctorate per seminar. Each 
faculty member is expected to research and publish. The school plans to 
fill eight additional clxcepted service positions and two additional vis- I 
iting professor positions for academic year 1991-92. The quality of mili- I 1 
tary faculty is givcln the Same consideration in that only highly qualified 
individuals possessing appropriate subject matter expertise are hired. 
The school has two retired military officers, both with doctorates. Sev- 
era1 three- and four-star generals served as guest speakers on strategy j I 1 
throughout the a(*adc>rnic* year. 

Recommendation 
Nurnber 7 

_-_.. -_ 

8 

Service/Joint Expertise 

Intermediate School 
Characterization 

Status 

For joint education t.o be meaningful and productive, a prerequisite for 
officers is compet~~nc~~ commensurate with their rank in all elements of 
their own service in professional knowledge and understanding (e.g., in 
the Kavy, surface and aviation and subsurface) as well as demonstrated 
performance. Also an integral part of joint education is an officer’s 
study of the other scrviccs. (Chapter III: No. 2: Panel Report p. 81.) 

Implemented. 

The school’s curric*ulum provides students with service compet.ence com- 
mensurate with their rank. The school also covers the five joint curric- 
ulum areas outlinr>d ill MM guidance, including Joint Forces and the 
Operational Level of War. Organization and Command Relationships, 
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Status of Air Command and Staff College and 
Air War College Implementation of Panel 
Recommendations on Professional 
Military Education 

and .Joint Staff Operations. In addition, the warfighting area of instruc- 
tion focuses on joint operations from an Air Force perspective. These 
joint courses include the study of Army, Navy, and Marine Corps doc- 
Wine and operations. 

Senior School 
Characterization 

Status 

Implemented. 

The senior school’s curriculum provides students with service compe- 
tence as well as an understanding of other services. For example, the 
forces and capabilititbs course provides comprehensive coverage of Air 
Force and other service doctrine, mission, and the capabilities of current. 
and future forces. 

Recommendation 
Number 8 

-~ --.. 

--. 

Teaching Service/Joint 
Systems 

___ ~~ .- 
The service intermediate schools should teach both joint and service sys- 
terns-organizations, processes, procedures, and staff skills-to all st,u- 
dents, This is necc3ssiiry t,o meet the Goldwater-Nichols Act requirement 
to revise the curricula of service schools to strengthen the focus on joint, 
matt,ers and preparc officers for joint duty assignments, (Chapter III, 
No. 3, Panel Report 1). 81.) 

Intermediate School 
Characterization 

Status 

Implemented 

Hefore academics year 1988-89, the school had a separate curriculum for 
officers selected to fill -joint assignments. Like the other service interme- 
diate schools, tht Air Force intermediate school has since revised its 
program to provide .joint education to all students. Joint education rep- 
resents about 47 percent. of its curriculum. (See recommendation 7 for 
more information on jointness.) 
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Air War  College Implementation of Panel 
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Military Education 

Recommendation  
Number 9  

Military Faculty M ix 

Intermediate School 
Characterization 

Status 

Senior School 
Characterization 

Status 

The m ix of m ilitary facu1t.y from each m ilitary department is a  key 
factor in joint education. In schools that educate joint specialists, the 
standard should be equal representation from each of the three m ilitary 
departments. For other schools, representation from each department 
should eventually be substantially higher than today. These standards i 
should apply to the entire active duty m ilitary faculty, not some fraction 5  
designated as a  nominal “joint education” department. (Chapter III, No. i 
6, Panel Report p. 82.) I I / 

Partially Implemented. 

The school defines full-time faculty as those individuals whose primary 
duties are to research and to develop or present academic materials. 
This follows the definition given in the MEPD. Part-time faculty include 
non-administrative individuals, such as the Commandant,  Directors, and 
selected members of the special staff who are not directly involved in 
teaching but who contribute to research and curriculum development.  

In recommendat ion 16, the Panel quantifies m ilitary faculty m ix. The 
school has about 5  percent of its full-time and part-time faculty from the 
Army and another fi percent from the Navy/Marine Corps for academic 
year 1990-91. However, the Panel recommends there be a  lo-percent 
faculty representation from each service. By contrast, the MEPD recom- 
mends a combined 10 percent from the other services. School officials 
plan to implement the MEPD goal. 

Partially Implemented 

Faculty is defined similarly to the intermediate school. The school has 
about 23 percent of its combined full-time faculty both from the Army 
and the Navy/Marine Corps for academic year 1990-91. The school 
plans to implement MEPD guidance, which requires a  combined 
25percent faculty representation from the other services. 
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Recommendation 
Number 10 

Student Mix The mix of student,s from each military department is another key 
factor in joint education. In schools that educate joint specialists, the 
standard should be equal representation from each of the three military 
departments. For other schools, representation from each department in 
the entire student bodv should eventuallv be substantiallv higher than 

Intermediate School 
Characterization 

Status 

Senior School 
Characterization 

Status 

Y ” 
today. In addition, the-student body mix should consist of stuvdents of 
equally high caliber from each military department. Finally, each ser- 
vice should provide a representative mix of students from all combat 
arms branches and warfare specialties. (Chapter III, No. 8, Panel Report 
p. 82.) 

Partially Implemented 

The Panel quantifies student representation from each department in I 
recommendation 17. The school plans to implement MEPD guidance that 
requires one student. from each of the other services-the Army and the 
Navy/Marine Corps--represented in each of its classes or seminar 
groups. The Panel recommends two students each from the Army and 
Navy/Marine Corps. I’rcsently, the school has one Army student in each 
of its seminars but not from the Navy/Marine Corps. 

School officials told us that students from the Army and Navy/Marine 
Corps are of equal c4ibcr as those from the Air Force. In addition, the 
services have provid<bd a mix of combat arms branches and warfare spe- 
cialties for acadcmica year 19930-9 1. 

Partially Implemcntc~d. 

The Panel quantifies student representation from other services in roc- 
ommendation 17. llowever, as stated in recommendation 3, the school 
has plans to implcmcnt the WYD guidance that is lower than the Panel’s 
goal. 

School officials stated that they have received equally high caliber stu- 
dents from the other services in academic year 1990-91. In addition, 1 
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-~- --__ 
school officials noted that the other services have sent students with a 
representative mix of (aombat arms branches and warfare specialties. 

Recommendation 
Number 11 
~.______I 

Focus of Strategy by 
School 

The Secretary of Defense, with the advice and assistance of the 
Chairman, .JCS, should establish a clear, coherent conceptual framework 
for the PME system. The primary subject matter for PME schools and, con- 
sequently, the underlying t,heme of the PME framework, should be the 
employment of combat forces, the conduct of war. Each element of the 
P~IE framework should be related to the employment of combat forces. 
The primary focus for each school level should be stated in terms of the 
three major levels of warfare, that is, tactical, theater (operational), and 
strategic. Each school level should be responsible for a specific level of _---.___ - 
warfare as follows: 

Flag/General Officer . . . . Kational Security Strategy 
Senior . . . . . . . . . . . . . . . . . National Military Strategy 
Ktermediate . . . . . _.. Combined Arms Operations and Joint 

Operational Art 
Primary . . . .., . ., . ., . . Branch of Warfare Specialty 

l At the primary level an officer should learn about, in Army terms, his 
own branch (infantry. armor, artillery, etc.) or in Navy terms, his war- 
fare specialty (surface, aviation, and submarines). 

l At the intermediate level, where substantial formal joint professional 
military education begins, an officer should broaden his knowledge to 
hcludc both (1) other branches of his own service and how they operate 
together (what the Army calls “combined arms” operations) and (2) 
other military services and how they operate together in theater-level 
warfare (commonly referred to as “operational art”). The service inter- -.-1..-. 
mediate colleges should focus on joint operations from a service perspec- .- 
tive (service headquarters or service component of a unified command); - 
AEK should focus from a joint perspective (.JCS, unified command, or 
joint task force). 

. At the senior level, an officer should broaden his knowledge still further -.- 
to learn about national strategy and the interaction of the services in -- 
strategic operations. The senior service schools should focus on national -.. __~~ ~ 
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Intermediate School 
Characterization 

Status 

Senior School 
Characterization 

Status 

Recommendation 
Number 12 
__- 
Jointness Initiated at 
Intermediate Level 

Intermediate School 
Characterization 

Status 

- 

military strategy. Tht National War College should focus on national 
security strategy, not only the military element of national power but 
also the economic*, diplomat.ic, and political elements. Graduates of ser- 
vice war colleges should attend the senior joint school. (Chapter IV, No. 
1, Panel Report p. 125.) i 

Implemented. 

i 
The Secretary of Defense and the Chairman, JCS, established an educa- 
tional framework for the PME system. In implementing this framework, 
the school devotes about 71 percent of its curriculum to warfighting at 
the operational level, making operational art its primary focus. In addi- 
tion, about 47 percent of the curriculum is devoted to joint education for 
academic year 1990-9 1 This represents an increase from prior years. 

Implemented. 

The primary focus is national military strategy, which makes up about 
52 percent of the curriculum for academic year 1990-91. In addition, for 
the same year, about 64 percent of the curriculum is devoted to joint 
education. (See also recommendation 3 for additional details.) 

~.. .-- _I - -- .- 

Although students should be introduced to joint matters at pre- 
commissioning and primary-&e1 schools, it is at the intermediate 
schools that substant.ial joint. education should begin. (Chapter IV, No. 2, 
F&l Report p. 126.)~ ------ 

Implemented. 
, 

As stated in recommendation 8, the school abandoned its joint, track and 
now offers joint education to all students. During academic year 1989- 
90, a total of 382 hours, or 44 percent, was devoted to joint education. 
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___-__- - --. 
In academic year 1990-91, a total of 403 hours, or 47 percent, will be 
devoted to joint education. 

Recommendation 
Number 13 

- 

Phase I Availability to All The Secretary of Defense, with the advice and assistance of the 
Chairman, JCS, should establish a two-phase Joint Specialty Officer (XXI) 
education process, The service colleges should teach Phase I joint educa- 
tion to all students. Building on this foundation, AFX should teach a 
follow-on temporary-duty Phase II to graduates of service colleges en 
route to assignments as joint specialists. Because of the Phase I prepara- 
tion, Phase II should be shorter and more intense than the current AIX 

course. The curricula for the two phases should be as follows: 

9 Phase 1 curriculum at service colleges should include: capabilities and 
limitations, doctrine, organizational concepts, and command and control 
of forces of all services; joint planning processes and systems; and the 
role of service compo&t commands as part of a unified command. 

. Phase II curriculum at AFSC should build on Phase I and concentrate on 
t.hc integrated deployment, and employment of multi-service forces. The 
(*oursc should provide time for: (a) a detailed survey course in joint doc- 
trine; (b) severa extclnsivc case studies or war games that focus on the 
specifics of joint warfart~ and that involve theaters of war set in both 
dr~veloped and undc~rd(lvclol>t!t1 regions; cc) increasing the understanding 
of the four servkc c*l&lrrcs; and (d) most, import.ant, developing joint 
attitudes and pcrspcc*t,it,cs. i Chapter IV9 Ko. 3. Panel Report p, 126.) 

Intermediat,e SchooI 
Characterization 

Status 

Senior School 
Characterization 

Implcmcnt.cd. 

The school’s curricula inc+ltdt?s those components that were not, offered 
in prior ;Icadrlmk ycat-S. Further, the school now exceeds the phase I 
rquiren-icnts. 

Implemcntcd. 
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Status As with the intermediate school, this school has also adopted the compo- 
nents recommended by the Panel. 

Recommendation 
Number 14 

- -- 

In-Residence Prerequisite In-residence service intermediate education should be a prerequisite for 
attendance at AFSC to ensure that students are already competent in 
their own service, that they have acquired basic staff skills, and that 
they have achieved a minimal level of education in joint matters. 
(Chapter IV, Ko. 5, Pane1 Report p. 127.) 

Intermediate School 
Characterization 

Status 

Implemented. 

At the time of’ our review, the Air Force only planned to send in-resi- 
dence graduates to AFSU. However, in January 1991, the school received 
approyal from the Chairman, JCS, to send students who had completed 
their Phase I requirements in non-resident and correspondence courses 
to AI'SC starting in .June 1991. 

The in-residence curriculum taught. at the school ensures students arc 
competent in thci r own service as well as in joint matters. 

Recommendation 
Number 15 
~~ .^ .__. ~_~~~ 

Service-Oriented PME 
..~ 

Service schools provide valuable service-oriented I'ME and they should 
bc preserved. Strviccl schools and joint, tracks should not be accredited 
for ,joint spucialis,t c4ucaLion. (Chapter I\‘, No. fi, Panel Report p. 127.) 

Intermediate School 
Characterization 

Status School officials agrc~* that the service focus should be preserved. The 
school offered t\vo ~tlu~xtional tracks in academic vt‘ar 1988-89. One 
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was a core track attended by all students and the other was a joint edu- 
cation track offered only to select students. This approach was abol- 
ished in academic year 1989-90 and all students now receive service 
specific and joint education, which is certified for Phase I of joint PME. 

Senior School 
Characterization 

Status 

Implemented. I 

As discussed above, the school has also preserved its focus on service- 
oriented education and no longer offers a joint track to select students. 
All students now receive service specific and joint education, which has 
been certified for Phase I of joint PME. 

Recommendation 
Number 16 

Percent of Military Faculty For the service schools, the Chairman, JCS, should develop a phased plan / J t 
Mix to meet the following standards: 

n The senior service schools should have military faculty mixes approxi- 
mating 10 percent from each of the two non-host military departments 
by academic year 1989-90 and 25 percent by academic year 1995-96. 

- The intermediate service schools should have military faculty mixes 
approximating 10 percent from each of the two non-host military 6 

departments by academic year 1990-91 and 15 percent by academic 
year 1995-96. (Chapter IV! No. 11, Panel Report p. 127.) 

Intermediate School 
Characterization 

Status 

Senior School 
Characterization 

Partially Implcmentcd. 

As stated in recommendation 9, school officials have implemented the 
MEPD requirements of 5 percent each (a combined 10 percent) from the 
Army and the Navy/Marine Corps instead of the Panel’s goals of 10 per- 
cent from each department. f 

Partially Implememed 
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Status As stated in recommendation 9, this school also plans to implement MEPD 
guidance instead of Panel guidance ab this time. 

Recommendation 
Number 17 

__I___... -- ~.- -- -__ 

--I__ 

Percent of Student Mix For the service schoo1s, the Chairman, JCS, should develop a phased plan 
to meet the following standards: 

l The senior service scnhools should have student body mixes approxi- 
mating 10 percent from each of the two non-host military departments 
by academic year 1989-90 and 25 percent by academic year 1995-96. 

l The intermediate schools should have student body mixes of one officer 
from each of the two non-host military departments per student seminar 
by academic year 1990-S 1 and two officers per seminar by academic 
year 1995-96. Evclntually, each military department should be repre- 
sented by at least three students in each intermediate school seminar. 
(Chapter IV, X:0. 14. Panel Report p. 128.) 

Intermediate School 
Characterization 

Status 

Senior School 
Characterization 

Status 

Partially Implcmt~ntcd. 

While there is one Army student in each seminar, the school does not 
meet Panel requircmc!nt.s for the Navy/Marine Corps students. For aca- 
demic year 199243, school officials plan to have one officer each from 
the Army and the I%avy/Marine Corps in each seminar. 

Partially ImplemenIcd. 

As stated in recommendation 3, the school plans to implement MEPD gui- 
dance instead of t llta Panel’s recommendation. 
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Recommendation 
Number 18 

Focus on National Military 
Strategy 

Senior School 
Characterization 

Status 

Recommendation 
Number 19 

Recruiting and 
Maintaining Quality 
Faculty 

Intermediate School 
Characterization 

Status 

Senior School 
Characterization 

Status 

The senior service colleges should make national military strategy their 
primary focus. (Chapter IV. No. 24, Panel Report p. 130.) 

Implemented. 

Y 

For details of actions taken, see discussion under recommendations 3, 5, 
and 11. 

Faculty is the key element in determining the quality of education in PME 

schools, To develop an outstanding faculty, the impetus must start at 
the top. The Chairman, KS, and the service chiefs must place a very 
high priority on recruiting and maintaining highly qualified faculty to 
teach at both ,joint, and service PME colleges, (Chapter V, No. 1, Panel 
Report p. 167.) 

Implemented. 

The Chairman, .JCS, has developed policy that is being followed by the 
school to recruit and maintain a highly qualified faculty. Recruiting and 
maintaining quality faculty are a high priority. (Additional details on 
improving faculty quality are provided in recommendations 1 and 26.) 

Implemented. 

The school has also implemented JC:S policy by placing a high priority on 
recruiting and maintaining quality faculty. (Additional details on 
improving faculty quality are provided in recommendations 1 and 26.) 
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Recommendation 
Number 20 

Specialists/Career 
Educators 

- 
The military faculty should include three groups: officers with current, 
credible credentials in operations; specialists in important functional 
areas; and career cduca.tors. Incentives must exist to attract outstanding 
military officers in each of these groups. (Chapter V, No. 2, Panel Report 
p. 167.) 

Intermediate School 
Characterization 

Status 

Senior School 
Characterization 

Status 

Implemented. 

The school’s military facuIty comes from each of the above three 
groups. The school hires officers who are experts or specialists in their 
career fields in operations or combat support. In addition, the school has 
three career educators for academic year 1990-9 1. 

No up-front incentives are offered to attend the school. Among the 
incentives the school offers once faculty members are assigned include 
enhanced promotion opportunities and quality assignments after faculty 
tours are completed. 

Implemented. 

The school has faculty representing all groups with 5 members being 
career educators for academic year 1990-9 1. The school offers the same 
incentives as offered by the intermediate school. However, no incentives 
exist to attract any of the groups to teach at the senior school. 

Recommendation 
Number 21 

Former Commanders as 
Faculty 

Service chiefs should ensure that more former commanders who have 
clear potential for further promotion and for command assignments 
serve on PME faculties. Their teaching tours should be relatively short 
and should not preclude them from competing for command and key 
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staff positions; rather, a faculty assignment should enhance their com- 
petitiveness (Chapter V. No. 3, Panel Report p. 167.) 

Intermediate School 
Characterization 

Implemented. 

Status Former commanders comprise 16 percent of the school’s faculty for aca- 
demic year 1990-91. The average teaching tour is 3 years. All 11 eligible 
faculty members with prior command experience were promoted to lieu- 
tenant colonel during t,hcir teaching tour. 

Senior School 
Characterization 

Status 

Implemented. 

Former commanders comprise 62 percent of the senior school’s military 
faculty for academic year 1990-91. The senior school faculty also has 
tour lengths of 3 years. During academic years 1988-89 and 1989-90, 
about 54 percent of eligible officers were promoted from lieutenant 
colonel to colonel. 

Recornrnendation 
Number 22 
~-.-__ 

Faculty Development 
Program 

--.- 
The services should develop programs to qualify military faculty mem- 
bers to ensure they are prepared professionally. These programs could 
include prior graduate education, faculty conferences, and sabbaticals at 
other institutions. Those military faculty who lack education or teaching 
experience need the opportunity to participate in a faculty development 
program to enhance their knowledge and teaching skills prior to 
assuming responsibilities in the classroom. The panel opposes the wide- 
spread practice of retaining graduating officers as faculty for the fol- 
lowing year. Graduating students should have additional experience 
prior to teaching. (Chapter V, No. 4, Panel Report p. 167.) 

Intermediate School 
Characterization 

Status 

Partially Implemented. 

The school has a faculty development program that includes an orienta- 
tion course and a 3- 1 /Z week academic instructor school where new 
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--. .-.- 
faculty receive practical classroom preparation in a realistic environ- 
ment. In addition, weekly faculty development sessions combining both 
faculty instructors and curriculum developers present an ongoing oppor- 
t,unity to discuss methods of optimizing lesson objectives. 

School officials stated that about 10 to 15 percent of graduating stu- 
dents are usually retained for faculty duty each year. However, about 

\ 

41 percent of the current faculty for academic year 1990-91 are gradu- 
ates of the prior academic year. School officials said that hiring new f 
faculty from the graduating class provides for the maximum produc- I 
tivity of personnel resources and diligent expenditures of scarce funds. 
Graduates! they said, are usually “experts” in their field and have had 

\ / I 
the “broadening experience” of the college, and usually exhibit a con- r 
tern and enthusiasm in faculty positions unlike the more senior faculty 
members brought in from other assignments. 

Implemented. 

Professional development is a top priority at the school, which seeks to 
provide greater opportunity for faculty research and development. All 
new faculty members are required to attend a specially tailored orienta- 
tion course to develop or enhance their teaching skills before entering 
the classroom. Case study methodology is taught as a part of the new 
Faculty orientation. In addition, supervisors visit classrooms throughout 
the year to evaluate the faculty and provide feedback concerning their 
performance. 

Three graduating officers (5 percent) were retained from academic year 
1989-90 for f.acuity duty. All have a master’s degree and prior teaching 
experience in areas such as pilot training, platform teaching, and 
teaching at a learning center. In addition, six graduates from the class 
were retained to fill the command chair positions and will serve as part- 
time facult,y members for 1 year. The command chair positions are 
designed to be filled by new graduates who will serve as liaisons 
between their commands and the school in addition to speaking and 
teaching. 
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Recommendation 
Number 23 

Cadre of Career Educators The services should develop a cadre of career educators for PME institu- 
tions similar to those at West Point. They should have an academic foun- 
dation, preferably a doctorate, in the area they are to teach as well as an 
exemplary military record based on solid performance. Military educa- 
tors and functional area specialists should be given the opportunity to 
strengthen their academic credential, and the careers of the former 
should be managcbd like those of other “professional” groups in the mili- 
tary. (Chapter V. Ko. 5, Panel Report p. 167.) 

Intermediate School 
Characterization 

Status 

Senior School 
Characterization 

Status 

Implemented. 

The school defines career educators as those individuals who have 
served primarily as an education and training officer throughout their 
entire military career. For academic year 1990-91, the school has 3 
career educators. Two have doctoral degrees and the other a master’s 
degree. Military educators are expected to continue to strengthen their 
credentials through publishing, attending conferences, and continuing 
education. 

The school does not offer military career educators promotional oppor- 
tunities and quality assignments simiIar to other professionals (legal and 
medical). They arc competitive with the military officers who have 
operational and fl mr’t ional area specialties. 

Implcmen ted. 

The school has 5 career educators at the school. Three have a master’s 
degree and the other two possess doctoral degrees. Military educators 
are expected to continue to strengthen their credentials through pub- 
lishing, attending r’on fercnces, and continuing education. 

The school does not offer military career educators promotional oppor- 
tunities and quality assignments similar to other professionals (legal and 
medical). They are’ competitive with the military officers who have 
operational and funct ionul area specialties. 
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Recommendation 
Number 24 

In-Residence Graduates as 
Faculty 

Intermediate School 
Characterization 

Status 

As a goal, about ‘75 percent of the military faculty at the intermediate 
schools should be graduates of an in-residence intermediate (or higher) 
school and should have an advanced degree. (Chapter V, No. 6, Panel 
Report p. 167.) 

Implemented. 

For academic year 1990-91, approximately 88 percent of the school’s 
faculty were graduates of an in-residence intermediate school and had 
advanced degrees 

- 

Recommendation 
Number 25 

Retired Officers Teach 
Without Penalty 

- 
Selected retired officers, particularly senior general and flag officers, 
could contribute appreciably to the teaching of operational art and mili- 
tary strategy at the war colleges. The dual compensation law should be 
amended to waive the financial penalties these officers incur by serving 
their country again. (Chapter V, No, 8, Panel Report pp. 167-68.) 

Senior School 
Characterization 

Implemented. 

Status Although the dual compensation law was not amended, for academic 
year 1990-91, two full-time faculty members at the school are retired 
military officers. In addition, retired general/flag officers are often 
guest lecturers at the school in both core and advanced studies. These 
individuals teach operational art and military strategy. The retired 
officers were not affected by the financial penalties under the level com- 
pensation law since they were not hired as full-time faculty. 
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Recommendation 
Number 26 

Civilian Faculty Quality/ The PME faculty should have a high-quality civilian component in order 

Mix for PME schools to attain a genuine “graduate” level of education. The 
civilian faculty should be a mixture of experienced, well-respected indi- 
viduals of national stature, who, in combination with outstanding 
younger Ph.D.s, will provide balance, expertise, and continuity. Civilian 
professors must continue to research and publish not only to keep them- 
selves in the forefront of their academic field, but also to ensure their 
academic credibi1it.y. The panel believes that civilian faculty are particu- 
larly important at senior colleges, where they should make up a substan- 
tial portion, perhaps around one-third, of the faculty. (Chapter V, Tu’o. 9, 
Panel Report p, 168. ) 

Intermediate School 
Characterization 

Status 

Senior School 
Characterization 

Status 

Implemented. 

All three civilian professors have doctorates and continue to research 
and publish. Although the school currently has only one teaching 
civilian position authorized, it has requested five additional excepted 
service civilian professor positions. The additional civilian faculty posi- 
tions will provide subject matter expertise, continuity, teaching, 
research, and publication opportunities. In addition, school officials said 
that their presence and effort should enhance faculty stature and 
prestige. 

Implemented. 

School officials said that their criteria for selecting civilian faculty mem- 
bers ensure the highest level of professional and academic expertise. 
Applicants are evaluated primarily on the basis of professional creden- 
tials (record, expertise, reputation), scholarly activity (research, publi- 
cation, participation in professional organizations), teaching ability 
(supervisors’ recommendations, classroom presentations, student evalu- 
ations, subject matter expertise, capacity to stimulate critical thinking), 
and personal attributes (integrity, initiative, cooperation). 
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- _- 
SchooI officials said further that they seek to have a mix of established 
scholars and younger, rising scholars. They must have a doctorate or 
equivalent professional experience, have at least 5 years of teaching and 
research experience, and have extensive general knowledge rather than 
be specialists. All are required to research and publish. 

Approximately 34 percent of the school’s faculty in academic year 1990- 
9 1 is comprised of’ rivilian members. This represents an increase from 
t hc previous year. 

Recommendation 
Number 27 

- .-i__ -. 

__- - 

Advanced Degrees As a goa1, all members of the faculty at senior schools should have 

Required for Senior School advanced degrees. The panel believes that a doctorate is desirable. 

Faculty (Chapter V, No. 10, Panel Report p. 168.) 

Senior School 
Characterization 

Partially Implemontcd. 

Status About 91 percent ( 20 of 22) of civilian faculty members possess doctoral 
degrees. About 88 percent of the total military faculty (52 of 59), have 
either doctorates or master’s degrees. The school seeks to bring in out- 
standing faculty mcmbcrs with both academic and operational/spe- 
cialist backgrounds 1.0 provide the best possible combination of 
experience for teac$ing at. this level. 

Recommendation 
Number 28 
__~ 

Hiring Quality Civilian 
Faculty 

- 
Stronger incentives are also needed to attract a high-quality civilian 
faculty. The law should be amended to give the Secretary of Defense 
and each service st’cretary the same flexibility in employing and com- 
pensating civilian l’acrllty that the Secretary of the Navy currently has 
under 10 ITSC 747X. ((‘hapter V, No. 11, Panel Report p. 168.) 
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Intermediate School 
Characterization 

Implemented. 

Status As stated in recommendations 1 and 26, the fiscal year 1990-91 defense 
authorization act was changed to provide more hiring flexibility. 

Senior School 
Characterization 

Status 

Implemented. 
I 

As stated in recommendations 1 and 26, the fiscal year 1990-91 defense 1 
authorization act allows more hiring flexibility. \ 

Recommendation 
Number 29 

-._ - ---_._ -- : 

Student/Faculty Ratios The student/faculty ratios at the professional military institutions 
should be sufficiently low to allow time for faculty development pro- i 
grams, research, and writing. The panel envisions a range between 3 and ’ 
4 to 1, with the lower ratios at the senior schools. The panel also recom- 
mends that additional faculty, principally civilian, be provided to the 
National Defense University schools and that the Secretary of Defense, 
with the advice of the Chairman, JCS, assure the comparability of the 
joint and service school student/faculty ratios. (Chapter V, No, 12, Panel i 
Report p. 168.) 

Intermediate School 
Characterization 

Status 

Senior School 
Characterization 

Partially Implemented. 

When the Panel reviewed the student to faculty ratio in March 1988, the 
ratio was 4.7 to 1. Since then, the ratio has been reduced due to addi- 
tional Army and Iiavy/Marine Corps faculty members. For academic 
year 1990-9 1, the school’s ratio is 4.4 to 1. The planned addition of five 
civilian professors during academic year 1991-92 will enable the school 
to lower its ratio. 

Partially Implemented. I 
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Status 
.- 

The student/faculty ratio for academic year 1990-91 is 3.9 to 1. This 
represents a lower ratio than the previous academic year. Included in 
this ratio arc partttime faculty members who teach and participate in 
curriculum developmc~nt. research, and student counseling. The planned 
addition of five civilian faculty members in academic year 1991-92 will 
further reduce the ratio to 3.6 to 1. 

Recommendation 
Number 30 

- \ 
1 

-_. .--. 

Faculty Exchange With 
Academy 

- 
The services should study the feasibility of improving their faculties by 
using members of the service academy faculties on an exchange basis to 
teach at IWE institutions. (Chapter V, h‘o. 13, Panel Heport p. 168.) 

Intermediate School 
Characterization 

Partially Implement cd. 

Status One faculty member from the Air Force Academy is currently enrolled 
at the intermediate school and will begin teaching after graduating in 
academic year 1991-92, The exchange between the service school and 
t,he Academy is a orrc-way exchange since there is no intermediate 
school faculty mcmlrcLr teaching at. the Academy. 

I 
Senior School 
Characterization 

status 

Not Implemented. 

The school does not have a faculty exchange program with service acad- 
emies. School officials said no faculty exchange program exists because 
Academy faculty dot*s not possess the comparable expertise that, 
matches the senior sc~hool curriculum. 
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Recommendation 
Number 31 

Commandant/President as Ideally, the commandants or presidents should be general/flag officers 

General/Flag Officers and with promotion potential, some expertise in education, and operational 

Involvement in Instruction knowledge. They should become actively involved in teaching the stu- 
dent body. (ChaIWr V! No. 16, Panel Report p. 168.) 1 

i 

Intermediate School 
Characterization 

Implemented. 

Status Each of the three previous intermediate school commandants was pro- 
moted to major general. Each commandant possessed a wide variety of 
operational and command experience and some educational expertise. 
The present commandant lectures frequently on contemporary subjects I 
dealing with geo-political affairs, U.S. contributions to international sta- 
bility, and leadership and command principles. The commandant also 
participates in seminar discussions, exercises, and wargame simulations 
throughout the year. 

Senior School 
Characterization 

Status 

Implemented. 

The present school commandant was promoted from brigadier general to / 

major general and became the vice commandant of the Air University 
having jurisdiction over both the intermediate and the senior school. 
The commandant. pc assesses the requisite operational experience and I 

some educational expertise. In addition, he is actively involved in the 
teaching process throughout the academic: year from developing cur- 
ricula to participating in seminars. 

Recommendation 
Number 32 

Active/Passive Instruction The Chairman, .K:s, and service chiefs should review the current 
methods of instruction at PMIE schools to reduce significantly the curric- 
ulum that is being taught by passive methods (e.g., lectures, films). PME 
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education should involve study, research, writing, reading, and seminar 
activity-and, in order to promote academic achievement, students 
should be graded. ‘l’h<\ commendably low 1 O-percent passive education 
for the Army Command and General Staff College sets a goal for the 
other schools. (Chapter’ V, pie. 23, Panel Report p. 169.) 

Intermediate School 
Characterization 

Status 

Senior School 
Characterization 

Status 

The school defines a.ct ive learning as time spent studying, researching, 
writing, and seminar activity. For academic year 1990-91, about 65 per- 
cent of the curriculum will be taught using the active learning method. 
The school has implemented a number of curriculum changes requiring 
greater use of active learning methods. These include the addition of 
homework lessons. cast st,udy analyses, computer-assisted simulation, 
and trading seminar discussions. The school defines passive learning as 
time spent in auditorillm lectures. The passive learning method is used 
35 percent of the timcb. 

The school does not administer letter grades nor does it plan to imple- 
ment letter grades. I Iowover, students’ performance is evaluated 
according to the following grading criteria: 

l Superior: Students who exceed the expectations for satisfactory comple- 
tion of course materials. 

9 Professionally conlpt’tont/average: Students who satisfactorily meet 
preestablished criteria for satisfactory comprehension of certain course 
materials. 

. Keferrallfailed: Students ~+ho failed to meet criteria established for pro- 
fessionally compctclnt 

School officials stat cd I hat the emphasis at the school is on operational 
competence, which is not necessarily captured in letter grades. 

PartialIy Implemcnteti. 

About 77 percent. of’ t.hc* instruction at the senior school is active. Stu- 
dent preparation time and reading assignments have been increased 
from prior years to rt4ot’t the active learning methodology being used to 
teach the academic .W;U 1990-9 1 curriculum. There is also an increased 
emphasis on mcthodologir~s, such as case studies and presentations, that 
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require active student participation. The school does not administer 
letter grades nor does it plan to do so. 

Recommendation 
Number 33 
____. -. _.~ ~__ 

Rigorous Performance The Chairman, .I(:s, and each service chief should establish rigorous 

Standard standards of academic performance. The panel defines academic rigor to 
include a challenging curriculum, student accountability for mastering 
this curriculum, and established standards against which student per- 
formance is measured. (Chapter V, No. 24, Panel Report p. 169.) 

intermediate School 
Characterization 

Implemented. 

Status The school does not administer letter grades nor does it plan to imple- 
ment letter grades. (Subsequent to its April 1989 report, the Panel asked 
the services to adopt lett,er grades as part of the rigor instituted in their 
schools.) It, has, however, adopt,ed the rigorous standards of academic 
performance and cstablishcd standards to measure students’ perform- 
ance. Students art’ held accountable for mastering the curriculum. To 
graduate, students must demonstrate that they have satisfactorily com- 
pleted the course r~~quircmcnts. 

Senior School 
Characterization 

Status 

Implemented. 

Although the school evaluates students against rigorous academic stan- 
dards, it does not administer letter grades and has no plans to adopt, 
them at this time. Subsequent to its April 1989 report, the Panel asked 
the services to adopt, letter grades as part of the rigor instituted in their 
sc’l~ools. An evaluation chief has been hired to further refine the school’s 
evaluation system. Iicading as well as written requirements have been 
increased, and st udont performance has been evaluated on examina- 
tions, papers, (asc*r(‘iscs, and daily class participation. 
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Recommendation 
Number 34 

Evaluation of 
Examinations/Papers 

All intermediate- and senior-level PME schools should require students to 
take frequent essay type examinations and to write papers and reports 
that are thoroughly reviewed, critiqued, and graded by the faculty. 
Examinations should test the student’s knowledge, his ability to think, 
and how well he c&an synthesize and articulate solutions, both oral and 
written. (Chapt.er V. No. 25, Panel Report. pp. 169-70.) 

Intermediate School 
Characterization 

Implemented. 

Status Actions taken under this recommendation are discussed in recommenda- 
tions 4 and 33. 

Senior School 
Characterization 

Implemented. 

Status Actions taken under this recommendation are discussed in recommenda- 
tions 4 and 33. 

Recommendation 
Number 35 

Distinguished Graduate 
Program 

All PME schools should have distinguished graduate programs. These 
programs should single out those officers with superior intellectual abil- 
ities for positions where they can be best utilized in the service, in the 
joint system, and in the national command structure. (Chapter V, No. 26, 
Panel Report p. 170. ) 

Intermediate School 
Characterization 

Implemented. 
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I_ 
Status 

- 
The school expanded t,he special recognition program in 1984 prior to 
the Panel report,, to recognize more than just the top 10 percent (distin- 
guished graduate) by adding a new distinction, “Top Third.” Distin- 
guished graduates arc sclect,ed on the basis of top performer points 
awarded from four separate sources: peer group, faculty instructor, 
examinations, and squadron commander. 

Senior School 
Characterization 

Status 

loot Implemented. 

The school does not have a distinguished graduate program. The com- 
mandant of the school stated that no program will be established at this 
time. School officials said that they must first refine the evaluation pro- 
gram t,o attain the 1~~1 of objectivity that could form the basis of a 
credible distinguished graduate program. 

Recommendation 
Number 36 

Officer Efficiency Reports The Chairman, KY! and the service chiefs should give serious considera- : 
tion to using officer efficiency reports rather than training reports for 
PME institutions. (Chapter 17, No. 27, Panel Report p. 170.) i 

Intermediate School Not. Implemented. 
Characterization 

Status The school has no plans to use officer efficiency reports at this time. It 
uses training reports for student academic accomplishments, which it 
feels are equally effective. These training reports become part of an 
officer’s permanent record. 

Senior School 
Characterization 

Kot Implemented. 

Status The school has no plans to use officer efficiency reports at this time. It 
uses training reports for student academic accomplishment. School offi- 
cials stated that training reports are geared more toward a school set- 
ting, whereas the officer efficiency reports are better suited to an 
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operational environment. Training reports become part of an officer’s 
permanent record. 
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Glossary 

Intermediate Service 
School 

This is generally the third level of an officer’s formal PME and officers 
with about 10 to 15 years of military experience attend one of the four 
intermediate schools. (These schools are the U.S. Marine Corps Com- 
mand and Staff College in Quantico, Virginia; the College of Naval Com- 
mand and Staff in Newport, Rhode Island; the 1J.S. Army Command and 
General Staff College at Fort Leavenworth, Kansas; and the ITS. Air 
Force Command and Staff College at Air IJniversity, Maxwell Air Force 
Base, Montgomery, Alabama.) An officer is usually at the major rank in 
the Army, Air Force, and Marine Corps or lieutenant commander in the 
Navy. At the intermediate level, the focus is on several branches of the 
same service as ~~11 as on the operations of other services. 

Joint Professional Military 
Education 

Joint School 

Joint Specialty Officer 

Operational Art 

Phase I 

This education encompasses an officer’s knowledge of the use of land, 
sea, and air forces to achieve a military objective. It also includes dif- 
ferent aspects of strategic operations and planning, command and con- 
trol of combat operations under a combined command, communications, 
intelligence, and campaign planning. Joint education emphasizes the 
study of these arcas and ot,hers from the perspectives of the Army, 
Navy, Air Force, and Marine Corps services. 

.Joint PME from a joint perspective is taught at the schools of the 
National Defense 1 !nivcrsity located at Fort McNair in Washington, D.C., 
and another location in Norfolk, Virginia. For the most part, officers 
attending a joint school will have already attended an intermediate and/ 
or senior service sc~hool. 

An officer who is educated and experienced in the formulation of 
strategy and combinrd military operations to achieve national security 
objectives. 

- 
The employment. of military forces to attain strategic goals in a theater 
of war or theater of operations through the design, organization, and 
conduct, of campaigns and major operations. 

That portion of joint education that is incorporated into the curricula of 
intermediate and seruor level service colleges. 

Page 43 GAO/NSIAD-91-122BR Professional Military Education 



E 

Senior Service School This level is normally attended by lieutenant colonels and colonels in the 
Army, Air Force, and Marine Corps and by Navy commanders and cap- 
tains with about 16 to 23 years of military service. The senior service 
schools generally offer an education in strategy. (The four senior level 
schools are the College of Naval Warfare in Newport, Rhode Island; the 
Army War College at Carlisle Barracks, Pennsylvania; the Air War Col- 
lege at Air University, Maxwell Air Force Base, Montgomery, Alabama; 
and the Marine Corps Art of War Studies program in Quantico, Virginia.) 

Service School 
- 

One of the individual Army, Navy, Air Force, or Marine Corps interme- 
diate or senior PME institutions. I 

Strategy National military strategy is the art and science of employing the armed 
forces of a nation to secure the objectives of national policy by applying 
force or the threat of force. Kational security strategy is the art and 
science of developing and using the political, economic, and psycholog- 
ical powers of a nation, together with its armed forces, during peace and 
war, to secure national objectives. 
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