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INTRODUCTION

     The reliance on the Reserve Component in support of the national defense has never been higher.  Reserve and guard units, Individual Mobilization Augmentees (IMAs), Retirees and Individual Ready Reservists (IRRs) are participating in all types of engagements worldwide.  The amount of Individual Augments (IAs) from the Reserve Component selected to serve on high-level Service staffs is proportionately increasing (Zapanta, 2004, p. 10).  Even in the pre-9/11 years, it was reported that assignment of Reserve component officers to joint commands was increasing (O’Connell, 1999, p. 2). To increase the value and performance of Reserve Officers who fill Joint Manning Document (JMD) billets, Joint Professional Military Education (JPME) and IA predeployment training must be consistent and standardized. 

SCOPE

     
The stepwise approach to examine the issue of IA preparation will be as follows:

(1) Identify the existence of the problem with IA preparation.
(2) Identify possible causes of the problem.

(3) Determine what prevents the problem.

(4) Implement intervention strategies to prevent problem recurrence.

(5) Continue surveillance to monitor success of intervention strategies.

This paper will draw on experiences/observations chronicled in various lessons learned products, Congressional reports and Service-specific documents.  
PROBLEM IDENTIFICATION AND CAUSALITY

          There are indicators that preparation of Reserve IAs is in need of improvement.  Cancian (2006, p. 1) provided the clearest assessment of this in a Marine Corps Center for Lessons Learned report:



While company grade reserve officers, generally speaking, are prepared for the 

duties they perform upon mobilization, reports from Operation Desert Storm (ODS) and Operation Iraqi Freedom (OIF) through the present indicate there are deficiencies in how officers are selected and trained to fill IA and Liaison Officer (LNO) billets on higher level staffs.  
Further research shows that the problem isn’t Service-specific nor is it confined to the Reserve Component.  Peck (2005, p. 1) cited in a review of an unpublished Pentagon report, “Most arrive with little or no experience about the role of a staff officer, how to work with specific command and control systems, or what to expect if asked to perform as part of a joint task force.”   Cancian (2006, p. 5) also stated that, “Although senior active duty officers and commanders could not put percentages on qualified versus unqualified, they considered the problem of inadequately prepared augmentees to be widespread and systemic.” A common justification for various initiatives designed to improve IA training cite lack of preparedness of IAs as a common theme.


Though lack of preparedness of IAs resonates as the key problem, there are many possible causes.  Short-notice mobilizations, extensive post-mobilization requirements, medical/dental reasons, financial difficulties and family concerns appear as reasons most related to incomplete IA preparedness.   Assignment policies may have focused on choosing the most available personnel rather than the most qualified. More grossly, Zapanta (2004, p. 8) reported to the House Armed Services Committee that “Considerable evidence exists that the current mobilization process and organization is not sufficiently responsive to 21st century operational requirements and thus will not serve the nation well in the future.”

Training and education of IAs and lack of joint emphasis in career progression appear to most contributory to the problem of inadequate IA preparation.  Related to training, it is clear that recent methods designed to prepare IAs for joint assignment have fallen short.  Figure 1 is a graphic representation of attendance at the Joint Forces Individual Augment Preparation Course (JF HQ IAP) in Fiscal Year 2006 (Henning, Slide 7):
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Only 22% of officers selected for Joint Billet IA assignment in this period attended this training.  Service opposition (especially USA and USMC) to IAs attending this course is evident, but the percentage of IAs sent to this course from the other services is also low (61%).  Mentioned earlier was that inconsistent training for officers reporting to Joint assignments isn’t a Reserve-specific problem. Indeed, a 2003 General Accounting Office (GAO) report  (2003, p. 7) cited that 44% was the highest percentage among the Services (Air Force) whose active duty officers had attended any joint training prior to joint assignment. 



Related to training, education of reserve officers in Joint Professional Military Education (JPME) is also a concern.  Department of Defense Instruction (DODI) 1215.20, “Reserve Officer Joint Officer Management Program” (2002), implements policy, assigns responsibilities, and prescribes procedures for administering joint officer management as directed by Title 10, United States Code, Section 666.  It provides definitions and describes the methods by which RC officers are to receive education.  Specifically, DODI 1215.20 (2002, p. 4) directs that: 

Procedures shall be established and implemented, in accordance with this Instruction, to educate and train officers on the DoD Reserve Active Status List (RASL) in joint matters to provide a cadre of officers that shall enhance the U.S. joint war fighting capability by serving successfully in positions that require joint- or multi-Service perspectives. This cadre shall consist of both fully joint qualified officers and officers with JPME or joint experience, or a combination of the two.

The authority and direction in DODI 1215.20 is clear, but just as apparent is non-compliance with the instruction.  Fleming (2006, p. 1) reported that “no National Guard Bureau implementing instructions have been published to date” for this Instruction that was signed in 2002.   This is true for the other Services as well. 

Reserve IAs themselves agree that completion of JPME, joint training and prior joint experience are job enablers.  Thie, et al (2006, p. 50) found, in a study of Reserve officers who had recently completed IA assignment, that “When asked about joint professional education, joint experience, and joint training, the majority of officers believed that joint professional education, prior experience in a joint environment, and training were required or desired in order

to perform their duties successfully.” 

In summary of problem identification and causality, many Reserve IAs are inadequately prepared for assignment in JMD billets due to inconsistent training and education.  Determination of what can prevent recurrence of the problem will be the focus of the next section of this paper. 
RECOMMENDATIONS TO PREVENT INADEQUATE RESERVE IA PREPARATION
Cancian (2006, p. 1) made several recommendations to better prepare Reserve IAs.  Broadly, he recommends that the Marine Corps “Assign the best qualified Marines to these augmentee requirements, not the most available Marines” and to “broaden the pool of reserve Marines trained in joint operations and high-level staff processes.”  O’Connell (1999, p.2), in his testimony to the House Armed Services Committee, also provided general guidance: “(Services) should develop a process to set common standards (both pre- and post-mobilization) within all components.”

Specific recommendations are that standardized joint IA training and JPME (both I and II) be completed prior to reporting for an IA assignment.  Related to the latter, Service implementation of direction provided in DODI 1215.20 is necessary.   A holistic strategy is needed to implement these recommendations.

STRATEGIES TO PREVENT PROBLEM RECURRENCE  

There are four primary strategies to elevate the performance of Reserve IAs. Specific to IA training, the Joint Forces Staff College, through the Joint Warfighting Center has transformed the in-residence JFHQIAP course into an online Joint Individual Augmentee Training (JIAT) program.  Recognizing the difficulty IAs had in dedicating time to an in-residence program which competed with other pre-deployment demands, this course has a great deal of promise in increasing IA preparation.  Completing this course prior to reporting for an IA assignment should be mandatory.  

Completion of JPME-II should be a mandatory (v. recommended) requirement for Reserve IAs selected to fill a JMD billet as well.  Understanding that the requirement to fill JMD billets will not ease in the near term coupled with this new requirement will make the Services emphasize to its members the importance of JPME-II completion.  Fleming (2006, p. 1) points out what may be a key shortcoming in this regard: “Joint Duty Assignment-Reserve (JDA-R) positions do not require completion of prescribed JPME as a prerequisite for officer assignment but completion of JPME applicable to a given position prior to assignment is strongly encouraged.” Over time, a growing pool of JPME-II complete Reserve officers will occur, thus enabling efficient filling of JMD billets.


Another strategy is not directly linked to training and education, but is complementary to both.  The Navy has recently provided incentives for IAs who volunteer for and successfully complete IA tours.  Per Naval Administrative Message (NAVADMIN) 273/06, “The Navy is implementing initiatives that recognize, support, and reward sailors who complete IA assignments in hazardous combat zones”.  A co-factor related to the problem of inadequately prepared IAs is short notice mobilization.  A key initiative implemented by Task Force Individual Augmentation is the “mainstreaming” of IA assignments in the detailing process, which serves to make the process more predictable.  The other Services should consider incentivizing IA assignments, which will hopefully cause members to seek out rather than avoid these important assignments.


Lastly, compliance with existing directives regarding Reserve officer management is the most important strategy of all.  Cancian (2006, p. 1) recommended that the Marine Corps “aggressively implement . . . DODI 1215.20, signed in 2002.”  As mentioned earlier, the Services have not implemented the policies contained in this Instruction.  Given the time that has elapsed between the date of the signing of the Instruction and the current time, the Services should be given a date certain by which they must adhere to its contents. 
CONTINUE SURVEILLANCE TO MONITOR EFFECTIVENESS OF INTERVENTIONS
Measuring how well an intervention is at preventing a problem is an important component of problem solving. There are several ways to monitor effectiveness of the strategies mentioned above.  Conducting qualitative surveys of “end users” of Reserve IA performance with Commanders of JFHQ’s and their staffs as survey respondents is one way.  Though all surveys have limitations (baselines, biases, etc.), over time a database of attitudes and perceptions of Reserve IA performance can be built whereby trends can be assessed. 

In developing various measurements of Reserve IA performance, standardization is a key consideration. Thie, et al (2006, p. 99) recommend that “Standardization . . . be incorporated in the evaluation method.  Standardization may include standardization of questionnaires, rating forms, and the rating process through reliance on training programs for raters or protocols of rating procedures that serve as job aids.”  In any case, assessments of Reserve IA performance should be as objective as possible and replace any anecdotal observations. Empirical trends can then be reported to the Services and to Joint training developers so changes can be made to IA training and education if necessary.

Developing a repository of Reserve officers who have completed JPME, joint training and who have joint experience is a recommendation shared by some who have studied this issue.  Cancian (2006, p. 1) stated, “Develop a way to track these trained officers in the personnel system.”  Interestingly, DODI 1215.20 (2002, p. 3), while clear in its direction to the Services to implement many worthwhile Reserve Officer management tools, only recommends this: “While there is no requirement to document experience or knowledge in personnel data tracking systems, those may be considered when reviewing the qualifications of officers and their suitability for future joint assignments.”
CONCLUSION 


The utilization of Reserve Officers in filling IA billets is increasing. In this paper, a problem with the preparation of Reserve IAs and possible causes has been examined.  Determination of what prevents this problem and recommended strategies designed to prevent problem recurrence have also been discussed.  Lastly, monitoring effectiveness of the chosen strategies is presented.

In summary, to increase the value and performance of Reserve Officers who fill Joint Manning Document (JMD) billets, Joint Professional Military Education (JPME) and IA predeployment training must be consistent and standardized.  

References

Armed Forces, 10 U.S.C. section 666 (2005).

Cancian, M.R. (2007). Reserve Issues-Setting Conditions for Success, Marine Corps Center for Lessons Learned Newsletter, Retrieved February 1, 2007 from http://www.quantico.usmc.mil/download.aspx?Path=./Uploads/Files/Adjutant_MCCLL%20January%202007%20Newsletter.pdf
O’Connell, T.M. (1999). Annual Report of the Chairman of the Reserve Forces Policy Board to the House Armed Services Committee, Retrieved My 2, 2007 from

http://www.fas.org/man/docs/adr_01/rfpb.html
O’Connell, T.M. (2000). Annual Report of the Chairman of the Reserve Forces Policy Board to the House Armed Services Committee, Retrieved May 1, 2007 from http://www.fas.org/man/docs/adr_01/rfpb.html
Department of Defense Instruction (DODI) 1215.20 (2002). Reserve Component Joint Officer Management Program.
Fleming, A.R. (2005). Reserve Component Joint Professional Military Education (RC-JPME) for National Guard Officers, National Guard Bureau Information Paper.

Henning, R. (2006) Outline for Joint Forces Headquarters Individual Augment Preparation Course, Joint Warfighting Center, U.S. Joint Forces Command.
Naval Administrative Message (NAVADMIN) 273/06 (2006, October 2). Task Force Individual Augmentation (TFIA) Update. 
Peck, M. (2005). Joint Staff Officers Unprepared for New Jobs. National Defense Magazine, Retrieved May 1, 2007 from http://www.nationaldefensemagazine.org/issues/2005/Dec1/Join_Staff.htm
Thie, H.J., Harrell, M.C., Nataraj Kirby, S., Crego, A., Yardley, R.J., Nagda, S. (2006). Framing a Strategic Approach to Reserve Component Joint Officer Management, Rand Corporation, Retrieved May 3, 2007 from http://www.rand.org/
U.S. General Accounting Office (2003). A Strategic Approach is Needed to Improve Joint Officer Development. (GAO-03-548T). Washington, DC: U.S. General Accounting Office.
Zapanta, A.C. (2004). Testimony of Honorable Albert C. Zapanta, Chairman Reserve Forces Policy Board Before the House Armed Services Committee Subcommittee on Total Force Regarding Reserve Component Transformation and Relieving the Stress on the Reserve Components, Retrieved  March 18, 2007, from http://www.globalsecurity.org/military/library/congress/2004_hr/04-03-31zapanta.htm


















11

_1240679061.ppt


JF HQ IAP Course

Student Demographics by Service

Figures do not include 8 JFCOM CENTCOM Support Element personnel

Figures do not include 7 billets sourced by other agencies

USAF - 58

USN - 55

USMC - 32

USA - 182

MNF-I

MNC-I

CFC-A

CJTF-76

CTJF-HOA

JLC-A

OSC-A

327 IA billets ID’d by 7 of 26 CENTCOM AOR commands as requiring training

USAF - 29

USN - 41

USMC - 1

USA - 1

72 members under orders to CENTCOM AOR attended course in FY06








