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15 September 2002

MEMORANDUM FOR Commanding General, United States Army Cadet Command, Fort Monroe, VA 23651

SUBJECT:  Memorandum of Instruction (MOI)/Implementing Guidance; Battalion/Brigade Commission Forecasting System (BCFS)

1.  References.

a. CG, Cadet Command verbal guidance during 2002 Annual Program Review at Fort Storey, VA, 4 – 8 Feb 02 

b. Cadet Command Regulation 145-16

c. Enrollment Mission Planner (EMP) Instructions, found at:  http://www.rotc.monroe.army.mil/netit/operationsanaly_/emp_/empinstructions-1/
d. Battalion Mission Status Report (BMSR), found at:  http://63.66.234.111/operations/bmsr.htm
e. Unit Visits Report (UVR) Instructions, found at:  http://www.rotc.monroe.army.mil/netit/operationsanaly_/unitvisitsrepor/content.htm
2.  Purpose.  To prescribe policies, responsibilities, procedures, and guidelines for immediate implementation of the BCFS in order to better forecast mission accomplishment (commissions).

3.  General.


a.  This policy memorandum outlines specific requirements for implementing a mission forecasting system within Cadet Command using the Battalion/Brigade Commission Forecast System (BCFS).  This policy memorandum does not supercede or otherwise eliminate requirements listed in above references.  Conversely, it serves to supplement and enhance existing policy and regulations.  The most important aspect of the BCFS is that it is the primary instrument used by PMSs in determining their commissioning forecasts and projecting mission accomplishment.  Additionally, it will facilitate an INTERACTIVE DISCUSSION between the Battalion and Brigade commanders/representatives.  It is assumed that the Brigade Commander will ask numerous pointed questions about each cadet in an effort to truly and accurately measure the cadet’s likelihood of commissioning.  The BCFS requires the PMS to “stand up” and justify his judgment on each cadet.  The interaction will assure that the PMS and Brigade Commander have agreed on the “current” status of cadets.


b.  Adoption of the BCFS as the primary forecasting system will greatly enhance the ability to accurately forecast the number of commissions in the upcoming two mission sets.  It will also serve as the foundation for outyear mission sets.  In conjunction with the EMP, it will serve as the critical measure of effective recruiting and retention.

c.  Our inability to accurately forecast commissions has resulted in many problems throughout Cadet Command, such as uncontrolled migrations and poor resource planning.  Furthermore, it has hindered the Deputy Chief of Staff, Personnel’s (DCSPER) ability to allocate resources and effort across the three major commissioning sources; ROTC, U.S. Military Academy, and the Federal Officer Candidate School.


d.  Utilization of the BCFS will result in increased accuracy in:



(1) Measuring success



(2) Predicting problem areas



(3) Adjusting recruiting efforts



(4) Controlling migrations



(5) Planning resources



(6) Measuring retention



(7) Mission planning (with EMP)



(8) Detecting training issues/deficiencies



(9) Commission Forecasting


(10)  ACCOMPLISHING OUR COLLECTIVE MISSION
4.  Implementing Guidance


a.  General.  


(1)  All Regions, Brigades, and Battalions within Cadet Command will immediately implement the BCFS.  It is recognized that full implementation will require phasing in over the next few months.  The BCFS will be fully implemented no later than the Cadet Command Annual Program Review (APR) scheduled for late January/early February 2003.  Cadet Command HQs will notify units of the briefing requirements with respect to the BCFS, which will take place during the APR, at a later date.


(2)  As a minimum, Brigades will report implementation lessons learned and suggestions for improvement during the APR.



(3)  Regions will report progress during the monthly Board of Directors (BOD) meetings.



(4)  Upon full implementation, units should use the results of the BCFS to directly influence their judgments on monthly BMSRs.


b.  Counseling.  The BCFS will serve as the primary counseling vehicle for all cadets.


c.  Frequency Recommendations.  The BCFS will be briefed at varying levels throughout the year.



(1)  The initial BCFS briefing is conducted in November - January of each year prior to the APR.  The PMS briefs each cadet in the current and next mission set.  This timing allows for the next year’s mission set to settle in and for the most part complete contracting (i.e., this December, PMSs would brief MS03 & MS04 to the Brigade Commander.


(2)  Throughout the course of the year, offline updates may be required if a PMS’s current projection falls below his initial BCFS projection, he/she explains in detail the events leading to the inaccurate/updated projection.  This may entail another trip to the Brigade headquarters.



(3)  An abbreviated BCFS update is conducted during the fall Brigade Conference (best conducted immediately after summer camps and before schools are fully in session again for the Fall).  During this briefing, the PMS must brief each cadet that migrated or disenrolled since the initial BCFS briefing.  Additionally, the PMS must brief a BCFS “Individual Cadet Status Sheet” for each cadet that attended the Leadership Training Course (LTC).  This briefing will also serve as a “first look” at the second year out mission set that will be briefed in detail during the November-January session.


(4)  BCFS briefings are occasionally required during counseling sessions between the Brigade Commander and PMSs.  The BCFS has proven to be a valuable tool at focusing PMSs on the Brigade Commander’s Guidance, and should be a part of every campus visit.


d.  Presentation Requirements.



(1)  The initial BCFS briefing encompasses all aspects of the BCFS.  PMSs must brief the BCFS Individual Status Sheet (figure 1) for each cadet in the current and next mission set.  The PMS must also brief the BCFS Mission Set Summary (figure 5), BCFS Mission Set Profile Summary (figure 6), and BCFS Mission Set Projection (figure 7) for each mission set briefed.  Prior to the completion of the briefing, the PMS must complete his portion of the BCFS Brigade Summary (figure 8), including his absolute minimum, absolute maximum, nurse projection, and overall projection for each mission set.



(2)  Offline updates require various levels of presentation requirements at the Brigade Commander’s discretion.  Offline updates are normally required because the PMS’s projection has changed since the initial BCFS briefing.  Normal requirements for this update briefing are the before-and-after BCFS Individual Status Sheet (figure 1) for each cadet that has migrated or disenrolled, as well as updated BCFS Mission Set Summary (figure 5), BCFS Mission Set Profile Summary (figure 6), and BCFS Mission Set Projection (figure 7) for the amended mission set.


e.  Reporting.  PMSs use the BCFS to determine BMSR projections.  PMSs will continue to report these projections on the BMSR and monthly Brigade SITREP, if utilized.  If an unforecasted migration or disenrollment occurs, resulting in a change to the PMS’s projection, he/she must personally notify the Brigade Commander, and provide a quick BCFS explanation.  This notification could result in a BCFS Offline Update.


f.  Scheduling.  Due to the depth and intensity of the BCFS initial briefings, schools with projections of 20 or more commissions in the current mission set are allocated and entire day to conduct their BCFS briefing with the Brigade Commander.  Schools with less than 20 commissions are scheduled for half-days.  Once the BCFS time requirement is determined and compared against available days, a BCFS briefing window calendar is disseminated to all PMSs.  
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  Figure 1.

5.  Mechanics of the BCFS.  

a.  The BCFS will utilize the following tools/documents:  BCFS Cadet Status Sheet, BCFS Mission Set Summary, BCFS Mission Set Profile Summary, BCFS Mission Set Projection, and BCFS Brigade Summary.  Copies/examples are enclosed in Annex A.  

b.  The BCFS uses the aforementioned slides to counsel cadets and forecast commissions by mission set more accurately, thereby allowing the Brigade Commander to better project the Brigade aggregate…which in turn allows Cadet Command to better project command-wide numbers to the Army G1.  


c.  The BCFS Cadet Status Sheet (figure 1) will be completed for each cadet in the current and next mission sets.  It is highly suggested that all cadets, in all mission sets have an initial BCFS prepared on them at their initial counseling.  Information on the BCFS Cadet Status Sheet will be as current as possible.  The “as of” date is the day the PMS, or appropriate cadre member,  last counseled the cadet.  The BCFS Cadet Status Sheet is in three parts:  Administrative Information (figure 2), Evaluation Criteria (figure 3), and Confidence Meters (figure 4).

(1)  The Administrative Information portion of the BCFS Cadet Status Sheet (see figure 2) contains the cadet’s name, a digital photo of the cadet, mission set alignment, anticipated graduation and commissioning dates, and general comments.


(a)  The cadet photo is a current photo taken by ROTC cadre.  The photo is preferred in uniform but civilian clothing is acceptable.  Interaction between commanders normally pertain to professional appearance and potential weight control issues.


(b)  Mission Set Alignment is the most critical part of the Administrative Information portion.  What mission set does the PMS anticipate the cadet commissioning?  Do not arbitrarily align a cadet based on the Military Science class that the cadet is enrolled (i.e., a current MSIII does not ensure MS04 commissioning).  Consider the total evaluation of the cadet.  Migrate, if necessary, early on.  Interaction between commanders will normally center on evaluation of the total cadet using evaluation criteria which validates the PMS’s assessment, or requires adjustments to be made.


(c)  Projected Graduation and Commissioning Dates require an accurate and current 104R.


(d)  Comments should describe the cadet and clarify points from the Evaluation Criteria portion.  Emphasize SAL qualifications, issues, and numbers and types of waivers and probations.  If the cadet is a nurse, it should be specified in this section.  It is paramount that the PMS paint an accurate and thorough picture of the cadet.  Interaction between commanders will normally pertain to all information that will potentially prevent the cadet from commissioning or may cause the cadet to migrate.
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Figure 2.

GREEN-AMBER-RED EVALUATION

  

(2)  The Evaluation Criteria portion (figure 3) of the BCFS Cadet Status Sheet is a listing of objective and subjective evaluation criteria commanders utilize to more accurately determine likelihood to timely commissioning.  The top section of Evaluation Criteria portion requires the PMS to assign a green, amber, or red status to each category.  A green status indicates the cadet has minimal issues with the respective category, and there is little or no threat that the category may cause the cadet to migrate or disenroll.  An amber status indicates the cadet has unresolved issues in the respective category.  The unresolved issue may or may not cause the cadet to migrate or disenroll; however, the potential is present and should be carefully considered and explained to the Brigade Commander before aligning the cadet with a commissioning mission set.  A red status indicates the cadet has a major issue with the respective category.  Unless the issue is resolved, it will result in migration or disenrollement.  The block will contain no fill if the category is not applicable (i.e., Branch Satisfaction contains no fill if the cadet has not been assessed and assigned a branch).  The bottom section of Evaluation Criteria addresses general information / indicators that aid in describing the cadet.  The bottom section does not utilize green-amber-red status indicators, but should be carefully considered.  The categories of Evaluation Criteria and interation between the commanders are described below:
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   Figure 3.




(a)  The Overall Assessment is a green-amber-red assessment, using the Evaluation Criteria listed in paragraphs b – x, to communicate the cadet’s likelihood to commission in the mission set indicated in the Administrative Information portion of the BCFS Cadet Status Sheet.   This status color is the Battalion Commander’s overall assessment (including his/her “gut call”).  A green status indicates that the cadet is a “solid” commission prospect and relatively certain to graduate in the mission set indicated.  An amber status indicates that the cadet is a “potential migrator”.  This cadet could graduate in the mission set indicated, but has issues that must be resolved prior to commissioning.  A red status indicates that the cadet is a “probable loss”.  This cadet is likely to migrate, disenroll, or become a completion cadet pending resolution of an issue or issues.  Confidence bars (explained later) will further illustrate this judgment.




(b)  104R Status Review displays the accurate and timeliness of the 104R.  The PMS will include the date of last review of the document and counseling with the cadet.  The color status will relate to the date of review and counseling.  A status other than green indicates that the PMS has not conducted 104R counseling this quarter.  Interaction between the commanders will focus on how current the status is, how thorough the counseling was conducted, who conducted the counseling, and what areas of academic alignment were addressed at counseling.  Note:  PMSs will bring the latest 104R for each cadet briefed during annual Brigade briefing.




(c) Credit Hours to Graduate is depicted with two numbers separated by a slash.  The left number indicates the number of credit hours that the cadet is taking during the current semester.  The number on the right indicates the amount of credit hours required to graduate (excluding hours taken during the current semester).  The status color indicates the course load and difficulty of classes to be taken.  A heavy course load or difficult classes remaining increase the cadet’s likelihood of migrating or potentially disenrolling.  Interaction between the Brigade Commander and PMS will be lengthy and thorough in this area.  The PMS will communicate remaining classes and their respective difficulty.  The Brigade Commander will normally ask if any of the remaining classes have been taken previously and failed or dropped.  Furthermore, the Brigade Commander will ask if classes are core or elective classes.   The updated 104R is absolutely key here.




(d)  Academic Major/GPA is depicted with an abbreviation of the cadet’s academic major followed by the cadet’s GPA in his academic major courses.  The status color indicates the GPA and potential for the cadet to migrate.  There have been instances when cadets have failed to maintain sufficient GPA in academic major cores to graduate, resulting in migration.  As with Credit Hours to Graduate, interaction will focus on specific courses required to graduate and likelihood of the cadet having difficulty and migrating.  The PMS must convince the Brigade Commander that alignment is assured or at question, and why.




(e)  Military Science GPA is depicted by the GPA with a status color indicating the cadet’s performance in military science courses.  Interaction between commanders will focus on the cadet’s scholarship status and likelihood of probation, migration, or disenrollment due to insufficient military science GPA.




(f)  Medical Issues/Status is depicted by a brief description of any medical issues the cadet may posses.  Interaction between commanders will center on the DODMERB physical status, a thorough discussion of any remedials, any injuries that may hinder performance at upcoming camps, or hinder commissioning.  PMSs should arrive with copies of all documentation required to thoroughly address medical issues.  Past waivers and medical problems are indicated in this location.




(g)  Overall GPA is depicted by the GPA and status color indicating the cadet’s likelihood to maintain sufficient GPA to graduate and commission as anticipated.  Interaction between commanders will concern scholarship status and academic probations to thoroughly determine status.  Current semester classes should be discussed.




(h)  Contract Status is depicted by any remarks concerning the cadet’s contract status.  A green status indicates the cadet is contracted.  An amber status indicates the cadet is conditionally contracted, but relatively certain to contract and commission.  A red status indicates that there are major issues with the cadet’s contract, and has potential to migrate or disenroll.  Interaction between commanders will identify any contract issues.




(i)  Family Issues is depicted by any remarks concerning family matters that may conflict with commissioning.  Married cadets should be indicated by an “M” in the block.  Cadets with dependent children should be indicated with number of children (i.e., a married cadet with 2 dependent children would be depicted as M/2).  Married and/or children status does not automatically change the status color to amber or red.  However, the status color should be changed if the spouse (or prospective spouse) has communicated any disdain or concern regarding the military or military service.  Furthermore, parents and their attitude towards military service should be considered when evaluating Family Issues.  The interaction between commanders will identify and exploit any family issues that my cause a cadet to migrate or disenroll.




(j)  APFT is depicted by the score, date of latest APFT, and problem areas (if any).  The color status should reflect the cadet’s performance.  Generally, a green status represents a score of 80 points or higher in each event of the APFT.  An amber status represents a score between 70 and 79 in any event of the APFT; a red status indicates a score below 70 points in any event of the APFT.  Interaction between the commanders will center on trends in cadet’s individual physical performance, any reasons for poor performance, plan to improve performance, frequency of testing, etc.




(k)  Height/Weight/Body Fat Percentage (BF%) is depicted by the cadet’s height in inches, weight in pounds, and body fat percentage (if over the screening weight).  The color status should reflect the cadet’s compliance to AR 600-9.  Interaction between commanders normally pertains to trends (history) in the cadet’s individual weight control compliance and reasons for non-compliance (i.e., recent injuring, recent pregnancy, etc.), plain to attain compliance, frequency of measuring, etc.




(l)  Branch Satisfaction is depicted by the branch received upon accession.  Furthermore, it will indicate any branch detail.  The PMS will indicate the choice of the branch received (i.e., a cadet receiving Signal Corps, his third choice of branches, and branch detailed to Armor would be depicted as SC (3) / AR.  The status color will represent the cadet’s satisfaction.  The box will contain no fill if the cadet has not been accessed.  The interaction between commanders will address the cadet’s branch choices on Accession Management Sheet, CC Form 67-9-1R, dated May 2002, and branch received.  Interaction will specifically discuss cadet’s satisfaction and impact of branch detailing.




(m)  NALC Status is depicted by the year the cadet is scheduled to attend or attended the National Advanced Leadership Camp (NALC).  A green status indicates the cadet has completed NALC.  A yellow status indicates the cadet did not complete NALC after their MSIII year and will be a post-camp commissionee.  A red status indicates the cadet attended camp previously but failed to graduate or is programmed to attend NALC but will not likely attend or graduate.  The box will contain no fill if the cadet has not attended camp and there are no indicators as to future poor performance or NALC deferral.  Interaction between commanders will focus on past NALC performance or PMS’s evaluation of the cadet’s future NALC performance.




(n)  Commitment/Motivation is depicted by any comments regarding the cadet’s motivation and color status reflecting motivation.  This category is nearly totally subjective yet still serves as an indicator of commission potential.  Interaction between commanders normally centers on the cadet’s overall performance and participation in ROTC and campus related events.




(o)  Stated Goals is depicted by any remarks as to the cadet’s communication of commissioning and military service as a stated goal during counseling.  Stated Goals is a subjective category; however, the presence or absence of commissioning or military service statements made during counseling sessions are an indication of commissioning potential.  The interaction between commanders will focus on comments made during counseling sessions or informal conversations.




(p)  Security Clearance/Citizenship is depicted by any remarks concerning the status of the cadet’s security clearance and citizenship application (as applicable).  A green status indicates the security clearance is approved and completed and the cadet is a US citizen.  An amber status indicates all required security clearance documentation (EPSQ and fingerprint cards) have been submitted in a timely manner and expected to be completed well prior to graduation and the cadet is a US citizen.  A red status indicates there are issues with the cadet’s security clearance or that the cadet is not a US citizen.  Interaction between commanders centers on steps taken to ensure completion of security clearances.  Citizenship issues, even if caught early and handled correctly, often leads to migration or disenrollment.

NON-COLORED INDICATORS




(q)  Source depicts the source from which the cadet was obtained (i.e., Progression, LTC, ACCT, GTG, Prior Service, JROTC, etc.).  Interaction between commanders will center on source performance (i.e., performance at LTC; units, rank, MOS, qualifications for Prior Service and GT; SAL qualifications and training plan for ACCT; leadership positions, high school attended, and SAL qualifications for JROTC; etc.).




(r)  Leadership depicts any positions the cadet is holding or has held within the Battalion and any leadership positions on campus.  Interaction between commanders normally centers on any leadership qualifications and leadership potential the cadet possesses.




(s)  CTLT/NSTP Participation is depicted by attendance location, unit type and position (i.e., Korea, IN,  PL; Germany, AR, PL; UK OTC, etc.).  Interaction between commanders normally focuses on the cadet’s performance and any feedback provided by the cadet.




(t)  CPFT Participation is depicted by the course attended (i.e., Airborne, Air Assault, Northern Warfare, CFT, etc.).  Interaction between the commanders normally centers on the cadet’s performance and any feedback provided by the cadet.




(u)  Ranger Challenge is depicted as “Y” for a team member, “N” for not being a team member, or “Alt” for serving as a practicing but non-competing alternate team member.  Interaction between the commanders centers on any feedback provided by participating cadets.




(v)  Scholarship Status depicts scholarship recipients and type (i.e., 3 yr AD, 4 yr Nurse, 3 yr CBSP, 2 yr ACCT, 2 yr GRFD, 3 yr GTG, etc.) and cost (HC or LC).  Cadets not receiving scholarships remain without comment.  Interaction between commanders normally center on scholarship recipients and reasons cadets lose scholarships (GPA, Height/Weight, Overweight, etc.).




(w)  Swimming depicts the cadet’s ability to pass the Swim Proficiency Test.




(x)  Other is an area PMSs are provided to add other pertinent data.  Additional rows may be added as needed.

CONFIDENCE METERS

 (2)  The Confidence Meters portion (figure 4) or the BCFS Cadet Status Sheet represents the Battalion Commander’s confidence that the cadet will commission in the mission sets indicated.  The left column is labeled with the mission set as indicated in the Administrative Information Portion.  The right column is labeled the following year.  On the left confidence bar, the Battalion Commander considers all available information and Evaluation Criteria and places a horizontal bar in the area of the color corresponding to the likelihood of commissioning in the mission set indicated.  On the right confidence bar, the Battalion Commander again considers all available information and Evaluation Criteria and places a horizontal bar in the area of color corresponding to the likelihood that, if the cadet were to migrate to the following mission set, the cadet would commission in the corresponding mission set.  Brigade Commanders should discuss this overall confidence call on each cadet.  Note:  If the PMS’s confidence is “very high” in the current mission set, then the bar in the following mission set would likely be “pegged” at the top of the scale.
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         Figure 4.

OTHER BCFS TOOLS
a.  The BCFS Mission Set Summary (figure 5) is the next document required during the BCFS.  It is required for the current and next mission sets.  Larger programs may require more than one page.  The information for the BCFS Mission Set Summary is taken directly from the BCFS Cadets Status Sheets for each mission set.  This document allows the commanders to glean trends across the Battalion’s mission set.  The interaction between the commanders normally center on trends observed such as low APFT scores, multiple NALC failures, multiple overweights, etc.  PMSs should be prepared to address “plans to fix” identified trends.
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Figure 5.


b.  The BCFS Mission Set Profile Summary (figure 6) is the third document used in the BCFS.  This document is used for the commanders to easily view each cadet of the mission set with only the respective Overall Assessment, displayed as green amber, or red.  The “solid” completion cadets that will definitely graduate this mission set are added to the bottom of the slide.  The interaction between the commanders is the final agreement on the Overall Assessment of each cadet in the categories of “solid”, “potential migrators”, or “probable loss.”  In many instances, the discussion will require referral back to the BCFS Cadet Summary Sheet for some cadets.
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         Figure 6.

c.  The BCFS Mission Set Projection (figure 7) is the final slide required for Battalions to brief the BCFS.  The BCFS Mission Set Projection takes the aggregate number of “solid” cadets from Overall Assessment from each cadet in a mission set, applies retention percentages, and determines a more accurate projection for commissions in the given mission set.  Retention percentages are found on the Unit Visits Report (UVR) and Unit Historical Report (UHR).  Retention percentages are applied to only “solid” cadets.
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         Figure 7.


d.  The BCFS Brigade Summary (figure 8) is the Brigade Commander’s tool to project mission accomplishment.   During the BCFS briefings, a copy of this slide is displayed in the briefing room.  Once the Battalion Commander concludes his briefing for each mission set, he must provide his professional judgment projection.  This projection includes the absolute minimum, the absolute maximum, and BCFS projection.  Furthermore, the chart depicts the Battalions mission, projection made during the previous year’s BCFS, current BMSR projection, current O&E projection (Brigade aggregate), and the Brigade Commander’s projection.  Additionally, nurse missions and production projections are displayed. 
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Figure 8.

5.  POC is the undersigned at (912) 352-5090

        SCOTT L. ARMBRISTER

        COL, IN

        Commanding

Annex A.  Example BCFS Forms

Annex A to Memorandum of Instruction (MOI)/Implementing Guidance; Battalion/Brigade Commission Forecasting System
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