10 June 2004

SUBJECT: HRC Policy for Slating Command Selection List (CSL) Commanders.
1.  AUSA and the Army Times recently interviewed BG Hernandez, Director, OPMD and plan to publish articles discussing CSL Commands, their slating and how all is affected by The Way Ahead and the Global War on Terrorism (GWOT).  Below are a few thoughts and comments that I think are important for senior and future leaders to help them understand the policies so they can coach and mentor subordinates.
2.  As a result of being at War and transforming to Modularity, slating CSL Commanders is significantly different than previous years.  However, the process is working and its integrity remains intact.  This is a key point that must be sent to all officers.  The intent is to ensure our absolute best qualified officers in terms of experience and skills are given the privilege of leading our soldiers in an Army that’s transforming while at war.  We’re focused on optimizing success of units in combat.  The dynamics of The Way Ahead in itself leads to many changes.  Decisions made last week invariably impact current operations.  This primarily affects Tactical Commands that are transforming to Modularity and those deployed ISO the GWOT.  Training and Strategic Support (TSS) and Institutional Commands will largely remain unaffected.  Bottom line, all can expect the slate to continue to change and adapt as needed.
3.  As we maneuver through the slating process, HRC uses G1 policies that govern the way we slate and re-slate the CSL population.  Foremost, we adhere to the Army’s Slating Guidance as penned by the Chief of Staff:

a. Slate the best officer for the unit based on experience and skills.
b. Slate officers with combat/contingency experience to those units scheduled for those types of operations. 
c. Do not slate officers out of joint duty where the officer will lose the ability to complete joint qualification.
I believe we have met this guidance and it will well serve our Army at war.
First, of the 345 tactical commands (270 Battalions and 75 Brigades) for the FY05 command slate, experience and skills drove the slate not preference.  The type unit and location where an officer served their field grade time, was the biggest indicator of skills and experience. Eighty-eight percent of the slated officers (303) were in this category, and served their field grade time in the same or a like type unit.  Eleven percent (39 officers) last served in a like or same type unit as captains, and only three had no experience in the specific type of command.  This does not mean these three will not be successful in that command.  They have the skills they need to successfully lead their Soldiers, and we leveraged the experience of these commanders by pre-positioning them at their command’s location.
When we looked at average field grade troop time, those selected for battalion command have 33 months of experience and 56 months for brigade level command selects.  These numbers have been steadily increasing every year.  Additionally, 55 officers in the tactical category will not have to PCS to take command, and 80 of all officers going into command next year won’t move.  This sends a strong stability and cohesion message as well as our commitment to stabilize the force.

Second, we slated officers with combat experience to those units scheduled to deploy.  At that time, all the deploying units were not clear, but the reality is that 75% of the selected commanders already have combat experience, with 46% (160) as recent as OIF/OEF.  Although, combat or contingency experience is not a requirement for command, we expect the contingency experience of our entire Officer Corps to continue to grow.  Another critical dynamic, 91 officers with contingency experience will command our TRADOC, Garrison and USAREC units.  They’ll bring contingency experiences and that perspective to these critical positions.  These officers will train the future soldiers and leaders of our Army.
Third, we did not slate any officer out of joint that would cause them to fail to get joint qualified.  While our combat experience speaks to an expeditionary force with a Warrior Ethos, we need to continue to push joint initiatives to ensure we are a joint and expeditionary force.  Thirty-eight percent of our battalion commanders will take command joint qualified, and 60% of our colonel level commanders will be joint qualified. 

4.  We are at war and our current policy says we will change commanders before or after deployments, but not during a deployment. Many officers have been affected and many more will be. What’s important is how delayed/deferred commanders are being dealt with and steps we are taking to mitigate the impacts.
The command team is too important to change while deployed.  A deployed unit needs the best skills, experience and stability while deployed, not additional turmoil at the battalion and brigade level.  Cohesion starts with the command team. We should not expect this policy to change.  We’re focused on ensuring we support and sustain the operational requirements first.  Currently we have 18 brigade and 65 battalion level CSL commanders delayed.  This means they should have taken command this year or next, but now, will not take command until their slated unit redeploys, which for most is a year later.  This is the absolute right thing to do for unit readiness.  This requires our commitment and continued selfless service in an environment that’s changed significantly in that last few years.  The mission will come first.  At the same time, we won’t forget the human dimension.

Previously, most former battalion commanders had 1 year after command before they were in the primary zone for colonel.  Given our current numbers, about 40% will have completed two years of command when their PZ colonel board convenes.  That means 60% won’t be done with command.  From the current list, 5% (3) will have completed 11 months.  All officers should have at least one OER, but most will have a minimum of two, and 5% will have only one.  We continuously work to alleviate concerns about not having completed command by the time the colonel board meets. More about the mitigation efforts later.  
Below is a timeline slice for a due-course officer on the command track.  The triangles denote the current number of delayed commanders and when they will have 24 months in command as it relates to the SSC board and their PZ look for promotion to colonel.  Twenty-five commanders will have a full 24 months of command time and at least 2 OERs before the colonel’s board.  Fifteen will have approximately 22 months in command and 17 about twenty months.  The important numbers to focus on are the two triangles to the far right.  These 5 officers will have 13 months or less in command and will probably have at best one OER for the colonel promotion board.  More significant is that these officers will probably have no OERs for their SSC board. 
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Below are statistics at the battalion level that has my team continuing to look at ways to better serve the CSL Command population.  These statistics brought about some concerns as they relate to the number of command months completed at the PZ look for promotion to colonel and consideration for Senior Service College selection.  

COMMAND

· 5 % < 1 Yr. Command, AZ officers.  [Full Command Tour Credit at 12 Months]

· 38 % will complete the full 24 months in command 

· 57 % > 1 Year in command but < 2 Year in Command when PZ board to Colonel meets.

· 100% will have at least one OER for the colonel board

· 8 % will have one OER only

· 92% will have at least 2 OERs (need 15 months command time for 2nd OER unless deployed)

SSC

· 8% of delayed officers will not have a command OER before any SSC look.

· Previous due-course officers – AZ promotions to COL will not get looked at for SSC. 

One method of mitigation is to reslate delayed commanders, though you will see some Alternates moving into command prior to some delayed principals. Before we activate an alternate, we consider all current delayed, deferred or unslated principals and evaluate their experience and skills.  Based on that assessment, we consider the best qualified officer for any unforcasted command openings including Units of Action (UA) we’re standing up starting this year.  We do not attempt to change current approved slates each time we have an additional commander deferred/delayed – we don’t “look back”, or we’d be doing complete reslates every time we had a deferment. Instead we consider the currently deferred/delayed population for any unforcast command opportunity (due to modularity, declination, etc.) that becomes available.  To date we’ve completed 8 reslates, which means we activated them for command sooner than they would have been if they waited for their unit to redeploy. When considering modularity, there may be up to 7 more possible reslate options in the near future.  While year groups are important, the driver is experience and skills for the specific command.
An important note concerning the activation of alternate commanders; alternate commanders that are activated to command will not be granted the same privileges as a board selected principal.  Thus, if the alternate’s command inactivates prior to him assuming command, that officer returns to the alternate list and must wait for another command opportunity to present itself.  Additionally, an alternate may not defer command once activated.  The activated alternate may decline command with prejudice or accept command.
5.  Another major area of discussion is how transformation, specifically modularity and force stabilization, will impact our command policies and officers’ command opportunity.   There are many unknowns as we work our way through the structure and final number of organizations for each type command.  

Command opportunity will change.  Some branches will increase while others decrease.  We are not seeking equal opportunity.  There will be opportunity, but not equal for all branches and it is clear that not all officers will command, to include at the company level.  Remember, promotion boards are based on selecting our best qualified while meeting army requirements.  Officers will be selected for promotion who have not commanded.  From a policy standpoint, lifecycle unit commanders will command for the lifecycle.  They will stand up the unit and then stand it down after 3 years.  Other units will probably stay on the current 2 year command path, but their tenure will remain operationally dependent.  If the command deploys, the commander can expect to stay in command until the unit returns.  As we look at the impacts of the GWOT and modularity, and transition over the next few years, we can expect opportunity to vary.

The effect of both these dynamics on FY06 command in tactical units will cause opportunity during the next few transition years to go down in most branches.  By the time we reach 43 UAs, there may be less battalion and brigade commands, available in the operations career field, not just the tactical command category.  We expect today’s opportunity of 43% to go to 37% as we move toward 3-year commands in lifecycle units.  This doesn’t include the unknowns at the UEx and UEy level that may increase these numbers.  The other impact is that more former battalion commanders will make colonel.  Today, we’re slightly above 80% and assuming no attrition, this will be over ninety percent. We’ll continue to update this as more clarity is gained.  

6.  Worthy to mention is Force Stabilization and how it sustains unit readiness.  Of units that were deploying to OIF/OEF, GO Commanders elected to extend 83 of their CSL commanders; none chose to change out prior to deployments.  We pre-positioned 13 slated battalion commanders which will increase their experience & skills through combat experience prior to command.  We maximized stability by maintaining the majority of the slated commanders at the same unit (delayed) allowing the officer to set the family and have more predictability even though they would assume command up to a year later.  We kept officers in joint jobs longer, of which 17 future commanders served up to an additional year in Joint jobs.

There are some adverse impacts as we extend commanders through their deployments.  One is reducing the bench of available Former Battalion/Brigade Commanders (FBC) for key billets.  As command opportunity may decrease slightly at steady state, so will the available pool of FBCs.  This means that the competition for these officers will increase.  Also, as officers remain in joint billets longer, we build depth yet have less overall officers exposed to the joint arena.  

7.  We continuously work to mitigate concerns about not having completed command by the time the colonel promotion board meets.  Reslates provide the most near term opportunity to mitigate.  To ensure we maintain visibility on these actions, we are working to have the ORB reflect “CSL command delay due to GWOT” so the board knows this officer took command later than initially scheduled, through no fault of his own.  HRC is also hard at work to extend the SSC window of selection opportunity.  This will give delayed and deferred commanders at least one more look for SSC.  Finally, we are confident the board instructions for SSC and promotion to colonel will be modified to ensure the board members understand the environment and conditions that existed for some officers.
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