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W/   /97  ALPERSCOM, AIG 10607 AND 10407 INFO ONLY





SUBJ:  REALISTIC CAREER EXPECTATIONS





FOR GENERAL OFFICERS AND SENIOR EXECUTIVE SERVICE (PLEASE PASS COPY





TO SES) (MISSION SUPPORT SQUADRON COMMANDERS PLEASE PASS TO YOUR WING





COMMANDERS)





DURING THE LONG RANGE PLANNING BOARD OF DIRECTOR MEETINGS AND THE





SUBSEQUENT CORONA, WE HAD SEVERAL DISCUSSIONS ON HOW TO BETTER INFORM





OUR PEOPLE ON REALISTIC CAREER EXPECTATIONS.  AT CORONA SOUTH 97, I





WILL UPDATE OUR SENIOR LEADERSHIP ON OUR PLANS TO ADD MORE REALISM IN





COMMANDER/SUPERVISOR COUNSELING AND MENTORING.





THIS MESSAGE IS THE FIRST OF SEVERAL INITIATIVES.  USING FACTS FROM





ACROSS THE PERSONNEL ARENA, IT WILL OUTLINE MORE REALISTIC CAREER





EXPECTATIONS FOR ACTIVE DUTY OFFICERS.  DURING FEBRUARY, I WILL





FOLLOW WITH SIMILAR, SEPARATE MESSAGES TO YOU ON CAREER EXPECTATIONS





FOR ENLISTED AND CIVILIAN PERSONNEL.  IN MARCH, WE WILL EXPAND THE





AUDIENCE TO ALL ACTIVE AIR FORCE PEOPLE BY GETTING THE FACTS OUT TO





THE TROOPS--JUNIOR AND SENIOR--USING AF NEWS, ELECTRONIC MEDIA, AF





TIMES AND OTHER MEANS.  BY APRIL, WELL HAVE UPDATED CAREER FIELD





PATHS AND CAREER DEVELOPMENT BOOKS FOR PUBLICATION.   ALL THESE ARE





PART OF OUR EVOLUTIONARY PROCESS TO INFUSE MORE REALISM INTO CAREER





EXPECTATIONS.





THIS MESSAGE IS DIVIDED INTO TWO PARTS; THE FIRST CONTAINS OUR BASIC





PHILOSOPHY WHICH SHOULD PROVE USEFUL AS COMMANDERS AND SUPERVISORS





CONTINUALLY DEVELOP AIR FORCE PEOPLE.  PART II OF THIS MESSAGE MORE





SPECIFICALLY ADDRESSES COMMISSIONED OFFICERS' CAREERS.





PART I:  SUCCESSFUL CAREERS











1.  THE TERM SUCCESS IS OFTEN--BUT MISTAKENLY--DISCUSSED IN TERMS OF





PROMOTION.  FOR EXAMPLE, DESPITE OUR VERY COMPETITIVE AND SELECTIVE





PROMOTION PROCESSES, SOME CONCLUDE NOTHING SHORT OF PROMOTION TO





COLONEL OR CMSGT OR GS-15 IS A SUCCESSFUL CAREER.  FROM THE





INSTITUTIONAL VIEWPOINT, SUCCESS IS WHEN AN INDIVIDUAL WE RECRUIT AND





TRAIN HONORABLY SERVES OUR NATION AND IS A CONTRIBUTING MEMBER ON THE





AIR FORCE TEAM.  LENGTH OF SERVICE OR HIGHEST GRADE HELD IS NOT THE





PRIMARY DETERMINANT OF A SUCCESSFUL AIR FORCE TOUR OR CAREER.





DEFINING SUCCESS IN TERMS OF ACHIEVING A SENIOR GRADE HAS SEVERAL





SERIOUS DRAWBACKS.  AMONG THEM, CAREERIST THINKING AND A MINDSET THAT





NOT ATTAINING COLONEL OR CHIEF OR GS-15 MEANS YOU HAVE FAILED OR DID





NOT HAVE A SUCCESSFUL CAREER.  INSTEAD, SUCCESS IN THE AIR FORCE CAN





MEAN MANY THINGS.  SUCCESS IS DIFFERENT FOR EVERYONE AS EACH WILL





HAVE INDIVIDUAL GOALS AND ASPIRATIONS.  SOME MAY DEFINE SUCCESS AS





HONORABLY SERVING THROUGH THEIR INITIAL COMMITMENT, SEPARATING AFTER





COMPLETING FOUR OR SIX YEARS AND TRANSITIONING TO THE CIVIL SECTOR AS





PRODUCTIVE CITIZENS.  OTHERS MAY FOLLOW THIS SAME ROUTE AND CONTINUE





TO SERVE AS A CIVIL SERVANT OR IN THE GUARD OR RESERVE.   STILL





OTHERS MAY DEFINE SUCCESS AS PROGRESSING FROM ENLISTMENT TO





COMMISSIONING.  OTHERS MAY SET RETIREMENT AS THEIR MEASURE OF





SUCCESS.  AND SOME MAY LABEL SUCCESS AS PROMOTION TO A SPECIFIC





GRADE.  ALL THESE ARE EXAMPLES OF WHAT INDIVIDUALS VIEW AS THEIR





MEASURE OF A SUCCESSFUL CAREER OR TOUR IN THE AIR FORCE.





2.  AS WE COUNSEL, MENTOR AND DEVELOP OUR PEOPLE, WE SHOULD





DISTINGUISH BETWEEN INSTITUTIONAL REQUIREMENTS AND INDIVIDUAL CAREER





GOALS AND THEN ATTEMPT TO STRIKE A BALANCE BETWEEN A PERSON'S





ASPIRATIONS AND REALISTIC EXPECTATIONS.  THERE IS NOTHING WRONG WITH





LOFTY GOALS (AND A GENUINE DESIRE TO SERVE THE NATION, GROW AS AN AIR





FORCE TEAM MEMBER AND PROGRESS UP THE MILITARY STRUCTURE).  WE





SHOULD, HOWEVER, TEMPER CAREER EXPECTATIONS WITH A DOSE OF REALITY.





FIRST AND FOREMOST IS KEEPING OUR PEOPLE FOCUSED ON OUR INSTITUTIONAL





NEEDS: WE MUST DEVELOP PEOPLE WHO ARE SKILLED IN THE EMPLOYMENT AND





SUPPORT OF AIR AND SPACE POWER, WHO UNDERSTAND OPERATIONS, AND HOW





THEY ARE PART OF THE AIR FORCES CONTRIBUTION TO NATIONAL DEFENSE.





GIVEN THIS FOUNDATION, THERE ARE NUMEROUS PATHS TO MEET INDIVIDUAL





CAREER AND SUCCESS GOALS.  WE OWE IT TO OUR PEOPLE TO ENSURE THEY





REALIZE HOW ATTAINABLE--OR HOW AMBITIOUS--THEIR GOALS MAY BE.





THROUGH TRAINING, MENTORING AND COACHING, WE CAN HELP THEM CHART A





COURSE THAT SIMULTANEOUSLY SERVES THE AIR FORCE AND HELPS THEM REACH





THEIR PROFESSIONAL AND PERSONAL GOALS, WHILE ADVISING THEM HOW





ATTAINABLE (OR LOFTY) THEIR GOALS MIGHT BE.





PART II:  COMMISSIONED OFFICERS





1.  PROFESSIONAL DEVELOPMENT OF OVER 75,000 OFFICERS IS A COMPLEX





SUBJECT.  THERE IS NO ONE MAGIC FORMULA OR CAREER PATH AS IT





ENCOMPASSES MANY TOOLS INCLUDING TRAINING, ASSIGNMENTS, STAFF





EXPERTISE, PROFESSIONAL (AND CONTINUING) MILITARY EDUCATION, ADVANCED





EDUCATION, PROMOTIONS AND LEADERSHIP OPPORTUNITIES.





2.   THE REALITY IS NOT EVERYONE PROGRESSES TO THE SAME LEVEL OVER





THE COURSE OF A MILITARY OR CIVILIAN CAREER.  HISTORICALLY, FOR EVERY





100 OFFICERS WHO ENTER ACTIVE DUTY, APPROXIMATELY 45 WILL BE PROMOTED





TO MAJOR AND ONLY 32 TO LIEUTENANT COLONEL.  ADVANCEMENT TO COLONEL





IS EVEN MORE CHALLENGING WITH ONLY 10 OF EVERY 100 LINE ACCESSIONS





REACHING COLONEL.  GENERAL OFFICER IS MORE SELECTIVE--ONLY 1 OF EVERY





263 LINE OFFICERS COMMISSIONED IN 1970 HAS BEEN NOMINATED FOR





BRIGADIER.  GIVEN THESE NUMBERS AND THE HIGH CALIBER OF AIR FORCE





OFFICERS, THOSE WHO LABEL SUCCESS AS NOTHING SHORT OF FULL COLONEL





MAY NOT UNDERSTAND THE LIKELIHOOD OF THAT OCCURRING.  A MORE





REALISTIC APPROACH IS LT COLONEL.





3.  ADVANCEMENT TO LT COLONEL IS A SIGNIFICANT ACHIEVEMENT.  IN OUR





"BEST QUALIFIED" PROMOTION PROCESS, IT SIGNALS THE OFFICER IS AMONG





THOSE WHO HAVE THE HIGHEST POTENTIAL TO MEET THE RESPONSIBILITIES





ASSOCIATED WITH THE LT COLONEL GRADE.  LT COLONEL DUTIES REQUIRE A





BROAD RANGE OF PROVEN EXPERIENCE, PERFORMANCE AND LEADERSHIP.  THESE





POSITIONS RANGE FROM SQUADRON COMMANDER (LEADING) TO AIR





STAFF/JOINT/MAJCOM BRANCH CHIEF (POLICY) TO ATTACHES (REPRESENTING)





TO KEY POSITIONS IN FUNCTIONAL AREAS (MANAGING).  TO REACH THESE





POSITIONS OF TRUST AND RESPONSIBILITY, CAREER DEVELOPMENT SHOULD





START WITH A SOUND FOUNDATION OF TRAINING, FOLLOWED BY DUTY





PERFORMANCE AT THE APPROPRIATE LEVEL.  THE MOST IMPORTANT ASPECT OF





THE EARLY CAREER DEVELOPMENT IS DUTY PERFORMANCE.  THE AIR FORCE HAS





A BROAD RANGE OF CHALLENGING ASSIGNMENTS FOR OFFICERS IN EVERY CAREER





FIELD.  GENERALLY SPEAKING, A LINE OFFICER CAN EXPECT TO SPEND MOST





OF HIS/HER COMPANY GRADE YEARS AT WING LEVEL, ESTABLISHING A FIRM





TECHNICAL FOUNDATION AND PROFESSIONAL EXPERTISE.  OPERATOR BROADENING
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OR CAREER BROADENING ASSIGNMENTS LIKE AETC INSTRUCTOR PILOT OR





RECRUITING ARE BENEFICIAL AT THIS TIME AS WELL.  HEADQUARTERS





ASSIGNMENTS (NAF, MAJCOM) MAY FOLLOW, WITH A RETURN TO BASE LEVEL AS





AN OPERATIONS OFFICER/SQUADRON COMMANDER.  JOINT TOURS, HIGHER





HEADQUARTERS (AIR STAFF), OR HIGHER LEVELS OF COMMAND IN THE FIELD





MAY ROUND OUT A REWARDING CAREER.  CAREER PATHS FOR EVERY SPECIALTY





CAN BE FOUND IN AFPAM 36-2630, OFFICER PROFESSIONAL DEVELOPMENT





GUIDE.  (AS MENTIONED, WE ARE IN THE PROCESS OF UPDATING THESE TO





MAKE THEM MORE REPRESENTATIVE OF A TYPICAL CAREER WITHIN A GIVEN





SPECIALTY.)





4.  NON-LINE OFFICERS (DOCTORS, DENTISTS, NURSES, BIOMEDICAL SCIENCE





CORPS, MEDICAL SERVICE CORPS, CHAPLAINS) AND JUDGE ADVOCATE GENERAL





OFFICERS CAREER DEVELOPMENT VARIES SIGNIFICANTLY FROM THEIR LINE





COUNTERPARTS.  THE NON-LINE OFFICER AND JAGS DEVELOP TECHNICAL





COMPETENCE WITHIN THEIR PROFESSION AND THEREFORE HAVE FEWER





OPPORTUNITIES FOR BROADENING OUTSIDE THEIR SPECIALTY.  THERE ARE





OPPORTUNITIES FOR MORE SENIOR, NON-LINE OFFICERS TO SERVE IN





HEADQUARTERS ASSIGNMENTS.  OPPORTUNITIES TO COMMAND AT VARIOUS LEVELS





WITHIN THE MEDICAL STRUCTURE ARE NOW OPEN TO ALL CORPS DISCIPLINES IN





THE AIR FORCE MEDICAL SERVICE.  LEGAL OFFICERS PROGRESS TO VARYING





LEVELS OF RESPONSIBILITY.  DURING THE FIRST ASSIGNMENTS, JUDGE





ADVOCATES USUALLY DEVELOP THEIR LEGAL EXPERTISE AND SKILLS AT WING





LEVEL WHILE SENIOR JUDGE ADVOCATES PROVIDE LEGAL GUIDANCE AND COUNSEL





TO LEADERSHIP AT ALL LEVELS OF THE AIR FORCE.  MANY CHAPLAINS FULFILL





WING LEVEL RESPONSIBILITIES THROUGHOUT THEIR CAREERS, SOME HAVE AN





OPPORTUNITY TO SERVE AT HEADQUARTERS.





5.  EVERY AIR FORCE OFFICER MUST APPRECIATE THE NEED FOR CONTINUING





PROFESSIONAL MILITARY EDUCATION (PME) THROUGHOUT HIS OR HER CAREER.





PROFESSIONAL PREPARATION ENCOMPASSES FAR MORE THAN GOING TO PME





IN-RESIDENCE.  THE DEVELOPMENT OF LEADERSHIP SKILLS REQUIRES A FIRM





FOUNDATION BASED ON PROFESSIONAL READING, STUDY OF DOCTRINE AND





EMPLOYMENT OF AIR AND SPACE POWER ACROSS THE SPECTRUM OF CONFLICT,





AND AN UNDERSTANDING OF NATIONAL MILITARY STRATEGY.  DIFFERENT PHASES





OF PROFESSIONAL MILITARY EDUCATION, AT THE RIGHT TIME, ARE CRITICAL





IN HELPING US UNDERSTAND THE PROFESSION OF ARMS, SPECIFICALLY THE





ROLE OF AIR AND SPACE POWER.  LAST YEAR WE BEGAN A COMMISSIONED





OFFICER TRAINING COURSE FOR ALL NON-LINE AND JAG OFFICER NEW





ACCESSIONS.  AS PART OF OUR LONG RANGE PLANNING, WE ARE NOW





DEVELOPING THE IMPLEMENTATION OF THE AIR FORCE OFFICER AIR AND SPACE





BASIC COURSE FOR ALL OFFICER (AND SELECT CIVILIAN) ACCESSIONS.  IT





WILL CONCENTRATE ON THE AIR FORCE MISSION, CORE COMPETENCIES,





STRATEGY AND DOCTRINE, AND APPLICATION OF AIR AND SPACE ASSETS TO THE





NATIONS DEFENSE.  LATER IN AN OFFICERS DEVELOPMENT, CORRESPONDENCE,





SEMINAR, AND IN-RESIDENCE COURSES OFFER THE OPPORTUNITY FOR ALL





OFFICERS TO COMPLETE ADVANCED PME.  STARTING WITH THE 1992 YEAR





GROUP, WE ARE AIMING FOR A 100 PERCENT OPPORTUNITY FOR CAPTAINS TO





ATTEND RESIDENT SQUADRON OFFICERS SCHOOL (SOS).  BUT BECAUSE OF





MISSION REQUIREMENTS AND SCHOOL CAPACITIES, RESIDENT INTERMEDIATE





(ISS) AND SENIOR SERVICE SCHOOL (SSS) ATTENDANCE IS MORE SELECTIVE.





FOR EXAMPLE, 13 PERCENT OF MAJORS HAVE ISS IN RESIDENCE WHILE 50





PERCENT HAVE COMPLETED IT BY OTHER MEANS.  FOR SSS, EIGHT PERCENT OF





LT COLONELS HAVE GAINED THIS PME IN RESIDENCE WHILE 45 PERCENT BY





OTHER METHODS.   OFFICERS (AND CIVILIANS) SHOULD NOT RELY SOLELY ON





IN-RESIDENCE ATTENDANCE AT PME TO ACQUIRE THE PROFESSIONAL MILITARY





EDUCATION NEEDED FOR CAREER DEVELOPMENT.  THE MAJORITY WONT HAVE





THAT OPPORTUNITY.





6.  ADVANCED EDUCATION, MOST OF IT PURSUED AT THE APPROPRIATE POINT





THROUGH OFF-DUTY METHODS, SHOULD ENHANCE DUTY PERFORMANCE AND





TECHNICAL COMPETENCE.   GETTING A MASTERS OR DOCTORAL DEGREE FOR A





DEGREE'S SAKE IS NOT IMPORTANT.  CONTINUING EDUCATION THAT





COMPLEMENTS THE OFFICERS AREA OF EXPERTISE IS OF HIGHER VALUE.





7.  AIR FORCE CAREER PROGRESSION IS OFTEN DEFINED IN TERMS OF





PROMOTION.  PROMOTION OPPORTUNITIES, HOWEVER, CAN BE MISLEADING IF





TAKEN LITERALLY.  THEY ARE POLICY DECISIONS WE MAKE THAT DICTATE TO A





GIVEN PROMOTION BOARD THE MAXIMUM NUMBER OF OFFICERS THEY CAN





IDENTIFY AS SELECTS.  THE MATH IS PROMOTION OPPORTUNITY TIMES NUMBER





OF FIRST-TIME-ELIGIBLE OFFICERS EQUALS MAXIMUM PROMOTIONS FOR THAT





BOARD.  ANY BPZ AND APZ SELECTIONS ARE COUNTED AS PART OF THE MAXIMUM





QUOTA, THEREBY IPZ SELECT RATES ARE LOWER THAN PROMOTION OPPORTUNITY.





 THE OPPORTUNITY ALSO VARIES BETWEEN GRADES AND AMONG THE DIFFERENT





PROMOTION CATEGORIES (LINE, JAG, NURSE, ETC.).  PRESENTLY FOR LINE





OFFICERS, PROMOTION OPPORTUNITY IS 100 PERCENT TO CAPTAIN, 80 PERCENT





TO MAJOR, 70 PERCENT TO LT COLONEL AND 50 PERCENT TO COLONEL.  IPZ





SELECT RATES PRESENTLY RUN 73 PERCENT TO MAJOR, 63 PERCENT TO LT





COLONEL AND 42 PERCENT TO COLONEL.  LINE OFFICERS CAN EXPECT TO BE





PROMOTED TO FIRST LIEUTENANT AFTER 2 YEARS IN SERVICE.  SELECTION TO





CAPTAIN IS "FULLY QUALIFIED" AND SELECTION RATES ARE 99 PERCENT.





CAPTAIN PIN-ON OCCURS AT THE 4-YEAR POINT.  THE DEFENSE OFFICER





PERSONNEL MANAGEMENT ACT (DOPMA) OF 1980 SET THE TARGET PIN-ON TIMES





FOR FIELD GRADE RANKS.  THE TARGET FOR MAJORS IS 9-11 YEARS, AND





THROUGH VARIOUS MEASURES, WERE GETTING BACK DOWN TO THAT POINT, BUT





THE CURRENT AVERAGE PIN-ON TIME IS 11 YEARS 10 MONTHS.   THE DOPMA





WINDOW FOR PIN-ON TO LIEUTENANT COLONELS IS 15-17 YEARS, AND WE ARE





AVERAGING 16 YEARS 7 MONTHS.  FOR COLONEL THE DOPMA WINDOW IS 21-23





AND WE ARE AVERAGING 21 YEARS 6 MONTHS.





8.  RETIREMENT IS A SPECIAL ACHIEVEMENT MARKING 20 OR MORE YEARS OF





HONORABLE AND DISTINCTIVE SERVICE TO THE AIR FORCE AND NATION





(RECOGNIZING WE HAVE TEMPORARY AUTHORITY TO RETIRE AT 15 YEARS DURING





THE DRAWDOWN).  FOR FY 95 AND 96, 34 PERCENT OF ALL LINE RETIREMENTS





OCCURRED AT THE 20 YEAR POINT, 12 PERCENT AT 21 YEARS, 14 PERCENT AT





23 YEARS.  THESE PERCENTS THEN TAPER TO 3 PERCENT WITH 28 YEARS AND 2





PERCENT WITH 30 OR MORE YEARS OF ACTIVE SERVICE.  MOST OFFICERS





RETIRE AS LIEUTENANT COLONELS.  AGAIN USING FY 95 AND 96, 45 PERCENT





OF OFFICERS  RETIRED AS LT COLONELS, 22 PERCENT AS MAJORS, 21 PERCENT





AS COLONELS AND 12 PERCENT AS CAPTAINS.





TO SUM UP, WE HAVE BEGUN AN EFFORT TO PUT MORE REALISM IN INDIVIDUAL





CAREER EXPECTATIONS.  WE ARE NOT TRYING TO DIMINISH INDIVIDUAL





ASPIRATIONS NOR POUR WATER ON AN INDIVIDUALS DESIRE TO LEARN AND





DEVELOP AND PROGRESS AS AN AIR FORCE OFFICER.  OUR OBJECTIVE IS TO





TEMPER THESE GOALS WITH A DOSE OF REALITY.  IN DOING SO, WE START ON





THE PATH OF BREAKING ANY NOTION THAT A CERTAIN JOB OR GRADE IS THE
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TEMPER THESE GOALS WITH A DOSE OF REALITY.  IN DOING SO, WE START ON





THE PATH OF BREAKING ANY NOTION THAT A CERTAIN JOB OR GRADE IS THE





MEASURE OF A SUCCESSFUL CAREER.  BE ON THE LOOKOUT FOR SIMILAR





MESSAGES ON ENLISTED AND CIVILIAN EXPECTATIONS.  I HOPE THIS MESSAGE





PROVIDES A FOUNDATION OF REALISTIC CAREER EXPECTATIONS YOU CAN USE IN





FURTHERING COUNSELING AND MENTORING PROGRAMS.  THANK YOU FOR YOUR





HELP.   LT GEN MIKE MCGINTY





BT





#4410











Message Distribution


�
�
OPR�
CC�
CD�
CCE�
CCS�
CCA�
CES�
CS�
MSS�
SPS�
SVS�
QUALITY/ RESOURCE ADVISOR�
�
A�
�
�
�
�
�
�
�
�
�
�
�
�
I�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
NOTES:




















�
�



�



