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SECTION II.
INTRODUCTION


Method of instruction CO 

Instructor to student ratio is 1:16 

Time of instruction 2:40 minutes 

Media used Viewgraph

Motivator
Civilian employees are an indispensable part of the Army.  Only through the integrated efforts of civilians and soldiers can the Army accomplish its assigned missions and make the most effective use of resources.  

A prerequisite for success is the relationship and interplay that takes place between each member of America’s Army.  As leaders, it is important for us to know and understand how civilian and military work together to contribute to the successful accomplishment of the Army’s mission.


The several thousand Army civilian employees and contractor personnel who served with the armed forces in DESERT SHIELD and DESERT STORM demonstrated that civilians, and the soldiers they support, share the same sense of commitment and selfless service to the Army and to the Nation.

Throughout your career you will serve in organizations that include civilians.  An understanding of their role will enable you to maximize time and energy in your assignment.  Many of you will supervise civilian employees sometime during your careers.  Similarly, some civilians will supervise military personnel.  How well you discharge your responsibility depends upon how well you understand the role of civilian members of the Army team, the policies and systems that govern the military and civilian components of the Army, and your overall leadership responsibilities.

NOTE:
Inform students of the following terminal learning objective requirements.

NOTE:
Show VGT-1 ( TLO

Terminal

Learning

Objective
At the completion of this lesson you will:



Action:
Identify key tasks performed in a civilian/military workgroup




Conditions:
Given a scenario where you are assigned to a staff organization, you must accomplish specific tasks and interact with Commissioned Officers, Warrant Officers, Noncommissioned Officers and DA Civilians



Standards:
Identify and list one difference and one similarity between civilian and military personnel in each of the following areas: supervisory requirements, training system, evaluation system, chain of command, job descriptions, discipline procedures, work schedules, and promotion procedures to 70% accuracy on a written test.


Safety Requirements
None

Risk 

Assessment 

Level
None

Environmental Considerations
 None

Evaluation 
Students will receive a written test at the end of this period of instruction.  In order to receive a go, students must receive a 70%.

Instructional 

Lead-in
Review objectives for this block of instruction.  Discuss participants observations concerning civilians in the Army and letter from Chief of Staff

SECTION III. 
PRESENTATION

1 
Learning Activity 1:  Discriminate between civilian and military methodologies of supervision, training, and evaluation.


Method of instruction: CO 

Instructor to student ratio is:  1:16 

Time of instruction: 40 minutes 

Media: Viewgraph

NOTE: 
Show  VGT-2/ Overview


1.   Responsibilities of civilians and military

NOTE:
Conduct a brief discussion of leader responsibilities

NOTE:
Show VGT-3/ Categories of Responsibility


Although there are no definitive lines that separate Officer, Warrant Officer, NCO and Civilian responsibilities, there are some general responsibilities for each.  There are two categories of responsibility, individual responsibility and command responsibility. 


a.  Command responsibility is the collective or organizational accountability that all leaders have to ensure that the unit or organization performs and accomplishes its mission.  Command responsibility includes being accountable for the climate of the organization, and for the health, welfare, and safety, of the personnel assigned to the organization.  

Some examples of command responsibilities are:

· Ensuring all personnel receive appropriate safety briefings

· Ensuring all personnel perform proper risk assessments

· Ensuring all soldiers receive weapons qualification training

NOTE:
Show VGT-3/ Categories of Responsibility


b.  General Responsibilities

NOTE:
Show VGT- 4/ Commissioned Officers


(1)  Commissioned Officers

· Commands, establishes policy and manages the Army

· Focuses on integration of collective, leader, and solider training leading to mission accomplishment

· Is primarily involved with units and unit operations

· Concentrates on unit effectiveness and readiness 

· Concentrates on the standards of performance, training and professional development of Officers and NCOs and Civilians 

NOTE:
Show VGT-5/ Warrant Officers 


(2)  Warrant Officers:

· Provides quality advice, counsel and solutions to support the command

· Execute policy and procedures as established by the commander 

· Commands special units and task organized operational elements

· Focuses on collective, leader, and individual training leading to mission accomplishment

· Operates, maintains, administers, and manages the Army’s equipment, support activities, and technical systems

· Concentrates on unit effectiveness and readiness

· Concentrates on the standards of performance, training, and professional development of Officers, Warrant Officers, and Noncommissioned Officers     

NOTE:
Show VGT-6/ Noncommissioned Officers


(3)  Noncommissioned Officers

· Conducts the daily business of the Army within established policy

· Focuses on individual training that lead to mission capability

· Is primarily involved with individual soldier and team leading

· Ensures subordinate NCOs and soldiers, with their personal equipment, are prepared to function as effective unit members

· Concentrates on the standards of performance, training, and professional development of subordinates, NCOs, and soldiers

NOTE:
Show VGT-7/ Civilians


(4)  Civilians

· Establishes, executes policy, leads people, and manages programs, projects, and Army systems

· Focuses on integration of collective, leader, soldier, and civilian training leading to mission accomplishment

· Concentrates on the standards of performance, training and professional development of Officers, Warrant Officers, Noncommissioned Officers and Civilians

· Concentrates on individual and organizational effectiveness and readiness

· Assure continuity of administration and operations

· Operates, maintains, administers, and manages Army equipment and support, research, and technical activities.

· Perform highly technical and specialized functions for which military personnel are not available 

· Free military personnel to perform military specific tasks and support sustaining base functions


c.   The above list is a general division of responsibilities and not intended to be all encompassing.  Officers, Warrant Officers, NCOs, and Civilians must determine the best division of responsibilities and tasks by considering the mission, the situation, and their individual abilities and personalities.  However, successful mission accomplishment requires that all leaders work together, advise, assist, and learn from each other.

NOTE:
Conduct a check on learning.

Check on

Learning
Discuss how responsibilities are defined between soldiers and civilians and summarize responsibilities.  

Q:  List 2 responsibilities' civilians fulfill.

A:   Continuity; Perform highly technical and specialized functions 

NOTE:
Show VGT-8/ Evaluations

NOTE:
Briefly discuss military evaluations to establish a frame of reference for civilian evaluations.


2.   Evaluations
a.  Like the military, civilians are evaluated on job performance and future potential.  In addition both the civilian and military evaluation report systems serve as a means to instill the Army ethic and values.  By instilling the same core values within each soldier and civilian we strengthen our organization's ethic.
a.  The civilian evaluation system is modeled after the OER and NCOER.  The Total Army Performance Evaluation System (TAPES) is a first step towards merging civilian and military evaluation systems.  TAPES mirrors the military evaluation form, prompting a supervisor (rater) and subordinate employee (ratee) partnership; expanding ratee's roles in the evaluation and organizational goal setting process.  TAPES is divided into two levels, Senior and Base Systems.  The Senior System covers civilians in GS/WS grades 9 and above and their equivalent in other pay plans (Careers Interns are rated under the senior system) and the Base System covers GS/WS grade 8 and below and their equivalent pay plans.  Every Army civilian employee has to have a current performance plan and receive an annual evaluation.  Counseling must occur within the first 30 days of each rating period and during a midyear review.  (AR 690-400).

c.  Performance ratings effect promotions, performance awards, demotions, removals, training, and reassignments.  In addition, performance ratings are used as a factor to decide who keeps a job during a reduction in force.   

b.  DA Form 7222-1, Senior System Civilian Evaluation Report Support Form helps the rater and ratee define objectives; link individual and organizational goals and plan professional development.  Ratees may start the process by recommending objectives they would like to accomplish.  By working together to establish goals the rater and ratee define work objectives.  The support form becomes the performance plan once initiated and dated by the senior rater.  The form summarizes position responsibilities, records performance objectives and discussions, and documents the ratee's significant accomplishments at the end of the rating period.  DA standards for evaluating senior performance are: 

· Technical competence

· Innovation and initiative 

· Responsibility and accountability

· Working relationship

· Communication




Supervisors  also are rated on:

· EEO and affirmative action 

· Organizational management and leadership 

· Evaluating contributions

· Reinforcing values 

· Documenting potential

· Documenting performance awards, SES pay increases/bonuses.


e.  BASE System covers General Schedule (GS) and Wage Grade (WG) 8 and below (we will discuss GS and WG later in this lesson).  The system focuses on performance counseling and evaluation.  Records of counseling and the performance plan are maintained on the Counseling Checklist/Record, DA form 7223-1.  Performance counseling emphasizes dialog between rater and ratee by identifying and explaining job requirements and standards, determining training needs, promoting successful performance and discussing Army values.  DA standards for evaluating performance for Base System employees are:

· Technical competence

· Adaptability and initiative

· Working relationships and communications

· Responsibility and dependability 

            Supervisors are also rated on:
· EEO and affirmative action 

· Leadership and supervision 

NOTE:
Publications you can refer to include AR 690-400 chapter 4302 Total Army Performance Evaluation System and DA PAM 690-400 Chapter 4302, (user guide) offers detailed procedural guidance in using the forms and the systems


f.  Discussion and documentation of professional goals and training needs are an inherent part of the counseling process.  During counseling sessions, raters are responsible for assisting their ratees in identifying required training and professional development objectives.

NOTE:
Conduct a check on learning.

Check on

Learning
a.  Q:  What format is the civilian evaluation form patterned after?

     A:. Answer: Military OER's and NCOER's


b.  Q: How are performance ratings used?

A: Promotion consideration (both military and civilian); additionally civilians may   use performance ratings to determine awards, training, reassignment, and     removal.


c.  Q: What are some of the standards civilians are evaluated against?

A: Technical competence, innovation, initiative, and communication are a few

NOTE:
Show VGT - 9/ Training Requirements


3.  Training requirements 


a.  In the late 1980's senior leaders began evaluating civilian leadership training.  When comparing leadership training between civilians and soldiers, Army leaders noted some obvious differences.  Soldiers have standard, progressive and sequential training systems.  Assignments with greater responsibility follow each training level.  Career advancement has a set pattern.  Therefore, when a soldier reports to his commander or leader, the leader already knows the soldier's training history and what he can expect the soldier to do.  In contrast, civilians come to a job with a variety of training, education and experiences.  There is no standard training program ensuring competencies for specific grade levels.


b.  Training and developing future leaders is vital to the Army.  In 1990, The Army's Chief of Staff approved the Civilian Leader Development Action Plan, an outgrowth of the Army Civilian Training and Education Development System (ACTEDS).  The plan is modeled after Officer and Noncommissioned Officer Leader Development plans, and focuses on improving civilian leader development.  ACTEDS provides a model to assist leaders to determine training needs, counsel employees, assist in employees career development and develop training budgets.  


ACTEDS is:  

· Sequential and progressive

· Blends formal training and developmental assignments

· Is a career progression road map

· Identifies positions and recommends how employees prepare

· Parallels the military system

· Provides an orderly and systematic approach to technical, professional and leadership training

·    Requires both individual and command commitment

NOTE:
Show VGT- 10/ Training Enforcement


c.  Responsibility for individual training is shared by the employees, the supervisor, agency management, and the agency human resource development office.

ACTEDS plans show formal courses a careerist takes.  They list both mandatory and recommended training courses.  These plans also show core training courses' civilians should take regardless of their career programs.  

Sources for Civilian training (besides the Civilian Core Leadership training program) include installation Civilian Personnel Advisory Center (CPAC) and Civilian Personnel Operations Center (CPOC)  sponsored courses, Army Education Centers, Army correspondence courses, in-house expertise, on-the-job training, government and non-government training and schools.

The installation CPAC serves as the main point of contact for civilian training.  Check with them on local procedures and to obtain information on employee training.

NOTE:
Show VGT -11/ Civilian Military Award Equivalents


4.  Awards 

Civilian awards are given for individual performance derived from yearly performance evaluations or for special acts.  They may be honorary or monetary

a.  Two types of monetary awards are associated with an annual appraisal:

· Performance Awards (bonus for above average performance) and  

· Quality Step Increase (fast forward step (pay) increase of the employee's annual salary)

(Army Regulation 672-20 , Incentive Awards for Army civilians)  


     b.  Other awards: 

· Special Acts or Service Awards  (can be monetary)

· On the Spot Cash Award - monetary

· Time off awards; one day, supervisor approval; higher authority approves 40 to 80 hours for a single contribution ( without charge to leave or loss of pay for an achievement) to the Army mission

· Career Service Awards - Time in service starting at 10 years,15 years, 20 years 

· Honorary awards - The Army has a hierarchy of awards to recognize long term high level performance or truly outstanding achievements of civilian employees 

     c.  Public Service awards:

· Certificate of Appreciation for Patriotic Service

· Letters of Appreciation and Commendation.

· "Awards ideas for Excellence Program" (monetary award) - Employees who submit outstanding ideas for improvement to Army services, operations, procedures, or facilities.

      Comparison of military and civilian awards as follows:


     d.  Equivalent Awards

Civilian Awards 




Military Awards
Decoration for Exceptional Service

Distinguished Service Medal

Meritorious Civilian Service


Legion of Merit

Superior Civilian Service


Meritorious Service Medal

Commanders Award for Civilian Service

Army Commendation Medal

Achievement Medal for Civilian Civil Service
Army Achievement Medal

Civilian Award for Humanitarian Service

Humanitarian Service

NOTE:
Check on Learning:

Check on

Learning
Q:  What is the civilian equivalent to the Distinguished Service Medal?
A: Decoration for Exceptional Service

2 
Learning Activity 2:  Interpret chain of command, manpower mix, and civilian/military duty relationships.


Method of instruction: CO 

Instructor to student ratio is:  1:16
Time of instruction: 15 minutes 

Media: Viewgraph

NOTE:
Show VGT- 12/ Learning Activity 2 and introduce the learning activity.

NOTE:
Show VGT 13/ Chain of Command


1.  The Chain of Command


a.   The Chain of Command is the most important organizational channel of communication and supervision technique used by the Army.  The chain of command assists commanders and supervisors at all levels in accomplishing the unit's mission and caring for the personnel and property in their charge.  The chain of command, also known as the “Command Channel” extends from the President, as Commander-in-Chief, down through the various grades of rank to the lowest enlisted person leading the smallest Army element.   Use of the chain of command facilitates the transmission of orders and information from the highest to the lowest levels and vice versus, in a minimum period of time and with the least chance of misinterpretation


b.   Commanders are responsible for everything their command does or fails to do.  However, commanders subdivide responsibility and authority and assign portions of both to various subordinate commanders, supervisors, leaders and staff members. In that way, a proper degree of responsibility becomes inherent in each level of command.   Thus each person in the chain of command is delegated sufficient authority to accomplish their assigned duties and is held accountable for their actions.


c.   Proper use of the chain of command is vital to the effectiveness of the unit, the organization and the Army.  Therefore every effort must be made to acquaint all personnel with its existence and proper function.


d.   Right to Command - Command is exercised by virtue of office and the special assignment of members of the armed forces holding military rank who are eligible to exercise command.  A civilian, other than the President as Commander in Chief, may not exercise command.  However, a civilian may be designated to exercise general supervision over an Army installation or activity under the command of a military superior. (AR 600-20 Army Command Policy).

NOTE:
Show VGT-  14/ Manpower Mix


2.  Manpower Mix 


a.   Civilians are an integral part of the America's Army with the same ethics, values and dedication as the military.  America's Army cannot accomplish its mission without the effort of all parts of the Army team, soldier and civilian.   Civilian employees of the Department of the Army are members of the Executive Branch of the Federal government.  They are subject to the same laws, regulations, and systems as all other federal employees and to the policies and regulations that are unique to DOD and DA.


b.   The basic role of DA Civilians is to support and serve in mission accomplishment.  DA civilians perform highly technical, specialized, and professional functions as well as support and service assignments to help carry out the Army’s complex mission.  Civilians ensure continuity of administration and operations, provide critical technical skills often not available by military personnel, and allow military personnel to concentrate their efforts primarily on military duties and functions.


c.   AR 690-950 identifies a civilian career management system for over 20 civilian career, professional, technical, and administrative fields.  The civilian management system has aligned itself with the Army personnel proponent system and is integrating the systems, as stated in AR 600-3 personnel proponent system. 


d.   Civilians make up about 70% of the Army's sustaining base operations work force, 85% of the Army's research and development staff, and 97% of the logistics force.  Of this work force, over 10% are supervisors and managers, and more than 350 are senior executives (equivalent to general officers) who provide leadership to every function the Army performs, except combat.  


e.   The majority of civilians are appropriated fund employees (usually referred to as civil service).  This means they are paid by funds appropriated by the Congress of the United States and managed by the Department of Defense (Army).  The Office of Personnel Management (OPM) administers federal civil service laws that govern appropriated fund employees.  The other category of civilians is employed by nonappropriated fund instrumentalities (NAFIs) which include Army clubs and messes, guest houses, child care centers, bowling centers, etc.  These  employees are paid from funds that are generated through sales and services of the nonappropriated fund (NAF) activities.  NAF employment is governed by Department of the Army policies and regulations, rather than federal laws. 


f.   Total costs for a civilian employee, including salary, benefits and training costs, make it more economical to employ civilians in support positions freeing vital military resources for uniquely military missions.

NOTE:
Show VGT - 15/ Civilian Military Duty Relationship

NOTE:
Discuss what your responsibilities are as a leader in the military?


3.   General civilian/military responsibilities and relationships


a.  To be an effective leader you need to know your mission, assess your soldiers, provide feedback and discipline, provide a means to improve performance for your area, and lead by example.  That is what you need to do for your civilian employees too.  However, how you do that is somewhat different.  There are regulations governing civilian personnel management just as there are for the military (Title 5 Code and Title 10 of Federal Regulations). The rules under which civilians are paid, hired, promoted, trained, appraised, given awards, disciplined and retired are different from those governing military personnel.  This is because of the different fund sources, laws and regulations, personnel policies and practices for Army civilian employees.


b.   There should be few problems if you treat civilian and soldier subordinates fairly; but this does not mean you should treat them alike.  Soldiers may "work" for a civilian supervisor in a staff environment, but they also "serve" in the Army. Civilians need to consider your situation when assigning tasks and judging performance.


c.   For civilians, supervising soldiers entails a few more responsibilities because the civilian supervisor must consider military aspects of the soldier performance, such as appearance and additional military duties.


d.   The supervisor whether civilian or military is responsible for civilian personnel management.  Personnel administration is performed by the local installation CPAC and the regional personnel operating center (CPOC).  The CPAC and CPOC are a supervisor resource for help and advice on personnel issues, position and pay management, recruitment and placement, training and development, employee relations, technical services, and labor management relations.  However, it is up to the military or civilian supervisor to learn the rules of the game for day to day implementation, especially in today's environment of downsizing.


e.   Although the Army is moving closer to integrating some common military and civilian personnel policies, differences continue to exist.  Normally soldiers consult their military leaders about military actions.  Civilians consult their immediate supervisor or the Civilian Personnel Advisory Center.


f.   "Civilians have played an important role in our country's military since the colonial period.  The scope and significance of the role have evolved along with the dramatic changes which have occurred in how the army is organized, trained and equipped to fight.  There are fundamental differences between the military and civilian personnel systems, but more importantly, there are many similarities in the way we lead and manage soldiers and civilians.  It's this common ground that provides an opportunity for all Army leaders to improve their leadership capabilities and to create an organizational climate in which the soldiers and civilians know they're important members of our team" (Written by Lt. GEN Robert M. Elton, US Army Ret., former Deputy Chief  of Staff for Personnel,  Department of the Army (ARNEWS, 1987. Updated April 92)




NOTE:
Conduct a check on learning and summarize the learning activity.

Check on Learning
a.  Q: What do civilians contribute to the Army workforce?  

 A:. Continuity of operations; scarce/critical technical skills. 

b.  Q: What code outlines the laws that govern civilians and military?
 A:. Title 5 and Title 10 of the Code of Federal Regulations

c.   Q: What is the difference between appropriated and nonappropriated funded employees? 

      A:. Appropriated employees are paid by funds appropriated by Congress and nonappropriated employees are paid by funds generated from the sale of products or services.
d.  Q: What regulation contains personnel proponent policy?  

     A:. AR 600-3 personnel proponent system.

3. 
Learning Activity 3:  Differentiate between military and civilian job/duty descriptions.


Method of instruction: CO

Instructor to student ratio is:  1:16

Time of instruction: _ : 20 minutes

Media: Viewgraph



NOTE:
Show VGT- 16/ Learning Activity 3

NOTE:
An overview of the section includes:

1.  Civilian Work Force

2. Civilian Personnel Management responsibilities 

3. Job Descriptions 

NOTE:
Show VGT - 17/ Recruiting


1.   Civilian Work Force 


a.  The Army recruits civilians to fill established position vacancies.  Civilian recruitment occurs primarily at the local installation level.  Positions may be filled either by internal promotion from local workforce or external hire.  Civilian grades or ranks are determined solely by the position they permanently occupy.  Their movement to a position is limited by their eligibility to hold the position.  Most civilians are mobile based on their interests or desires.  The civilian program is decentralized with maximum authority delegated to the local commander.

NOTE:
Show VGT - 18/ Rank & Grade


b.  The civilian work force is generally divided into three broad categories of jobs.  General Schedule (GS) positions include administrative, technical, and professional jobs; Wage Grade (WG) positions are trade jobs.  GS and WG positions have a number grade level assigned within major job categories.  Additionally, there are Senior Executive Service positions which are the equivalent of General Officer positions. 

c.  There are separate standards for supervisory and managerial jobs.  Every position in the federal government is classified by Office of Personnel Management (OPM) classification standards, which defines the title, series, and grade level.  For example, an Accountant (title) grade 11 would be GS (General Schedule)  510 (Series) 11 (grade), written as; Accountant, GS-510-11

d.  d.   Civilians' duties differ depending upon their job classification and grade level. The supervisor assigns the duties and responsibilities, and considers the qualification requirements for the specific position and compares these to the classification standards.  Duty for the military is defined by the person and grade.  However, Civilians and Officers do take the same oath upon entry to the Army..


e.   Unlike military members of the force, DA civilians are not normally assigned additional duties of long term duration which are not related to their job position.  For example, DA civilians are not normally assigned additional duties as Charge of Quarters (CQ), or Staff Officer of the Day (SDO).

f.    As mentioned earlier, "duty" for civilians relate directly to the job position and its requirements as determined by the supervisor.  For example, a civilian secretary’s duties might include filing, typing, coordinating schedules and answering incoming phone calls.  For a supervisor, it could entail performance ratings, counseling, and delegating actions.  Job classification and grade level differ depending on the job duties. 

NOTE:
Show VGT - 19/ Classification


2.  Civilian Personnel Management responsibilities


a.   Classifying a civilian job means deciding a position's pay plan, title, series, and grade. Classifying a position sounds simple enough.  Obviously, we would not have any trouble classifying a butcher or a baker, but jobs may not always be quite that clear cut.  The Army has over 800 different job series.  Closely related jobs may overlap or sound similar, making classification difficult.  For example, some clerical positions are similar, and determining precisely which job series best fits a given position can be a close call.
Classification of civilian jobs is a team effort.  As a supervisor or leader of civilians you usually work with a variety of people in classification decisions.  Basically, the commander, the position management officer, resource manager, civilian personnel specialist, and you, the supervisor, determine how your organization looks and what type of people you need in the organization.  
In addition to having an efficient organizational structure, you must also have a proper alignment of duties and responsibilities for each position.  The correct design and alignment  will contribute to organizational effectiveness.  For more information about managing positions, read DA Pamphlet 690-44, Guide for Supervisors and Managers on how to design jobs.

NOTE:
Show VGT - 20/ Job Description - show this VGT to provide basic overview.  It is not meant to commit to memory.


a.  The higher the grade the more complex and demanding the work performed.  Examples of grade levels and the type of work performed:  

· GS 1 include those classes of positions the duties of which are to perform, under immediate supervision, with little or no latitude for the exercise of independent judgment.

· GS 5 include those classes of positions the duties of which are to perform, under general supervision, difficult and responsible work in office, business, or fiscal administration, or comparable subordinate technical work in a professional, scientific, or technical field.  To perform, under immediate supervision, and with little opportunity for the exercise of independent judgment, simple, and elementary work.

· GS 12 include those classes of positions the duties of which are to perform, under general administrative supervision, with wide latitude for the exercise of independent  judgment, work of a high order of difficulty and responsibility along special technical, supervisory or administrative lines  in office, business, or fiscal administration.


· GS 15 include those classes of positions the duties of which are to perform, under general administrative direction, with very wide latitude for the exercise of independent judgment, work of outstanding difficulty and responsibility along special technical, supervisory, or administrative lines which has demonstrated leadership and exceptional attainments.


c.   As pointed out earlier, all members of America’s Army contribute to the overall success of the Army’s mission.  We have just discussed how each member contributes within their role to the overall goal of mission accomplishment.  

NOTE:
Conduct a check on learning and summarize the enabling learning objective

Check on 

Learning
a.   Q:  Where and why are civilians recruited?  

A:  Local installation to fill established position vacancies.


b.   Q:  How are civilian grades determined ? 

A:  By the position they hold.

4. 
Learning Activity 4:  Identify military and civilian discipline procedures. 

NOTE:
Show VGT - 21/ Learning Activity 4


             Method of instruction: CO


Instructor to student ratio is: 1:16


Time of instruction  :20 minutes


Media: Viewgraph 

NOTE:
This section includes:

1.  Authority/Discipline

2.  Recourse/Grievances/Action

NOTE:
Show VGT -  22/ Authority

NOTE:
Show VGT -  23/ Types of  Authority


1.  Authority is the legitimate right and power of leaders to command, enforce laws, exact obedience, direct subordinates and to take action within the scope of their responsibility.

a.  Command Authority: Command authority can come from regulations or laws, but it primarily originates with the President of the United States as the Commander in Chief of the Armed Forces.  All leaders, (Commissioned Officers, Warrant Officers, Noncommissioned Officers and DA Civilians) have command authority when filling positions requiring the direction and control of other members of the Army as an official part of their duties.  The Army however restricts command authority to the position in the organization and its soldiers, facilities and equipment that make up the unit or organization.

b.  General Military Authority:  General military authority is the authority extended to all soldiers to take action.  General military authority originates in the oath of office, oath of enlistment, rank structure, tradition and regulations.  Military leaders may exercise general military authority over soldiers from different units.  Thus when an NCO, Officer or Warrant Officer of one battalion stops a soldier from another to give instructions on military courtesy or to make an on-the-spot correction he is exercising general military authority.  However, DA Civilians do not normally have general military authority over personnel assigned to different units or organizations.




NOTE:
Show VGT -  24/ Sources of  Authority


c.  Source of Authority: The sources of authority for Civilians are as follows:

NOTE:
Show VGT -  25/ Civilian Source of  Authority


(1)    DA Civilians are part of the total federal work force and are members of the Executive Branch of the federal government.  They derive their authority from a variety of sources such as, the unit or organization commander, Army Regulations, and Title 5 U.S. Code.  Because authority of DA Civilians is primarily job related, they normally exercise authority in matters relating to the position they hold in the organization.  Except for the President of the United States as the Commander in Chief, a DA civilian does not have the authority to command.

NOTE:
Show VGT - 26/ Discipline


2.  Disciplinary Responsibility
a. As a military or civilian supervisor you need to be alert and aware of what is going on around you.  Civilian personnel regulation AR 690-700, Chapter 751, Subchapter 2 provides regulatory guidance on "Fraud, Theft, and Intentionally Dishonest Conduct".  Civilian supervisors of military can take limited disciplinary actions directed at soldiers under their supervision, such as reminders, warnings, corrective training or counseling to correct  poor job performance, minor breeches of conduct such as lateness, lack of cooperation, and poor appearance.  

b. If a soldier commits a serious offense while under civilian supervision.  The civilian supervisor notifies the chain of command.  A  serious offense is one that could violate the Uniform Code of Military Justice (UCMJ).  Remember civilian supervisors do not have authority to mete out punishment - only the military chain can do that.

c. The Army believes civilian discipline should be progressive and corrective.  Progressive discipline, and corrective discipline imposes more severe penalties as the seriousness of the offense and the number of times the offense is committed increases.  Title 5 of the U.S. Code, 7508 and 7513, (disciplinary actions) state's discipline cannot be arbitrary or capricious.  It emphasizes the penalty must not be excessive in relation to the offense or prior practice.  Penalties must not be unreasonable.  AR 690-700, Chapter 751 includes a general guide  "Table of Penalties for Various Offenses".

3.  Procedures and Recourse

a.  Civilians have protection for tenured competitive service.  When it is necessary to discipline a civilian employee the supervisor must adhere to a system of rules and follow  the appropriate process.  Supervisors must use their installation CPAC.  The CPAC has the experts to assist supervisors through the process.


b.  Is the problem performance - doing the job right; or conduct - following the organization's rules and standards.  If the problem is performance, an opportunity has to be given to the employee to improve.  Actions taken related to performance problems include demotion to a less demanding level of work, reassignment to another position, or even removal.  If the problem is misconduct, than disciplinary action can be taken.  Some examples of misconduct are leaving early, causing disruptions, refusing to follow directions  or orders.  Examples of disciplinary actions include reprimands, suspensions, and removal.  A fundamental concept in civil service is that discipline is to correct unacceptable behavior not punish the employee.  When cases are reviewed this is one of the first aspects reviewing authorities check.  When determining discipline, several factors should be taken into consideration such as frequency and seriousness.  Remember that actions often illicit grievances and third party reviews, so ensure the employee knows the rules, that discipline is consistent and fits the offense, you can prove the misconduct occurred, and you thoroughly document.   Most importantly, use your CPAC.  They will guide you though the process.

NOTE:
Show VGT - 27/ Grievances


1. Grievances.

a.   All DA civilian employees who are U.S. citizens and paid from appropriated funds may submit a grievance at any time they feel they have not been treated fairly. Civilian employees have a right to:  prompt consideration of their grievance; fair decisions; representation; file without fear of reprisal or unfavorable treatment, any concern or dissatisfaction related to employment except matters specifically excluded.

b.   Each organization has a policy for handling civilian grievances.  The established policy ensures an objective review of conditions.  A simplified version of the grievance process is as follows; step one, try to resolve, informally, at the employees immediate level.  If the grievance cannot be resolved informally, a written notice is submitted by the employee explaining the issues and desired outcome.  Grievances are then investigated by a higher authority and are reported to the commander.  The commander can grant or deny relief.  As always, consult your CPAC for help with any issues concerning civilians.

c.   Employees participate in establishing the critical elements and performance standards for their jobs.  Under Chapter 43 of Title 5 of the U.S. Code, action taken against employees because of poor performance must be based on a formal agency performance appraisal system.  OPM also requires agencies to provide written warnings to employees at least 30 days before initiation of demotion or removal actions based on poor performance.  If that employee's performance becomes acceptable and remains acceptable for one year, the record of poor performance is removed from agency files.

NOTE:
Conduct a Check on Learning:

Check on 

Learning
a.  Q:  Where do civilians get their authority from?

 A:   Commanders, Title 5, Army Regulations

b.  Q:  What authority does a civilian have over a soldier working for them?

A: Supervisors assign daily work. However, for discipline and small infractions, supervisors can only give reminders and warnings; otherwise they alert the military Chain of Command.  

NOTE:
Show VGT- 28/ Learning Activity 5

5. 
Learning Activity 5:  Compare military and civilian duty time.


             Method of instruction CO

Instructor to student ratio is 1:16


Time of instruction  __:10 minutes


Media: Viewgraph 

NOTE:
This section includes:

1. Work Schedules

2. Annual and Sick Leave Benefits 


Usually the basic civilian work week is 40 hours, 8 hours a day, Monday through Friday.  Agencies establish their own start and stop times.  In contrast to military personnel, civilians are not on duty 24 hours a day, 7 days a week.  At some installations locally negotiated agreements identify the work hours for their agencies.  Lunch breaks are in addition to the actual eight hours worked.  A normal situation in some agencies may require it to operate six or seven days a week or to use shifts.  Tours of duty should be announced in writing and scheduled in advance of administrative workweek.  The schedule should cover at least one workweek.  Do not change tours of duty to avoid paying overtime, night differential, Sunday or holiday pay. 

NOTE:
Show VGT - 29/ Civilian Work Schedules


1.   Civilian Work Schedules

  a.   Flextime
Flextime provides optional times of arrival and departure.  It also establishes a core time during which all employees must be present.  Employee participation in flextime is voluntary.  Flextime gives employees the opportunity to adjust start and stop times to suit their personal schedules.  It is not designed to shorten work weeks from 5 to 4 days.

 b.   Compressed Work Schedule(CWS)

 Compressed Work Schedule enables employees to fulfill their basic work requirements in less than 10 days during the (two week) pay period (e.g., employee works eight 9 hour days, one 8 hour day and off the 10th day)  Check local policy to verify how CWS works in your organization.

 c.   Compensatory time

Compensatory time - Wage grade employees do not get compensatory time, they must be paid overtime.  Exempt GS employees whose salary exceeds GS-10 step 10 can be required to take compensatory time instead of overtime. Officially record compensatory time when it is earned and taken.


2.   Leave

     a.   Annual
GS employees receive 4 hours leave every pay period until the third year.  For 3 - 15 years in service, 6 hours leave is earned for every pay period and then 8 hours a pay period over 15 years.  Employees can accrue up to 30 days leave which they may carry over to the next calendar year.  Leave earned during the year above the 30 days must be used in that leave year or forfeited.

     b.   Sick Leave 
Sick leave accrues at the rate of 4 hours a pay period (two weeks) for full time employees regardless of their grade.  Part time employees accrue sick leave at the rate of 1 hour for 20 hours worked.  There is no limit to number of hours' employees may accrue.  Only supervisors or a designated substitute can approve sick leave.

c.   Miscellaneous Leave  

· Leave without pay

· Military leave for reservists

· Court leave

· Maternity leave

· Administrative leave

NOTE:
Conduct a Check on Learning:

Check on 

Learning
a.  Q:  What is a standard schedule for civilians?
 A:   8 hour days, 40 hour week (80 hour, two weeks )
b.  Q:  What is a compressed work schedule?
 A:  Completing 80 hours(two week pay period) in less than 10 days.

NOTE:
Show VGT - 30/ Learning Activity 6

6.
Learning Activity 6:  Identify military and civilian promotion procedures.


Method of instruction: CO

Instructor to student ratio is 1:16

Time of instruction  __:05 minutes

Media: Viewgraph  

NOTE:
Show VGT- 31/ Promotion


Unlike the military, who are promoted or are separated from service, civilians are promoted when they are selected for a specific job.  Civilians do not have a predetermined up or out method of hiring and retiring.  

Recruiting for the military force is centrally managed, conducted to fill the military force structure, and generally conducted at entry level. However, civilians are recruited to fill established position vacancies.  Civilian recruiting is conducted primarily at the local installation level, and the position may be filled either by internal promotion or external hire.
Civilians can also be detailed for special assignments usually up to 120 days or be temporarily promoted.  

NOTE:
Check on Learning:  Discuss the differences between military and civilian promotions.  Example;  Civilian promotions are not predetermined.

SECTION IV.
SUMMARY


Method of instruction: CO

Instructor to student ratio is 1:16

Time of instruction  :20 minutes

Media: Viewgraph  


1.  Throughout this lesson we have identified civilian and military methodologies and systems.  Below are highlights of the similarities and differences of both systems.

NOTE:
Show VGT- 32/ Differences between military and civilian work force

Review and

Summarize
a.  Differences exist between the military and civilian work force.  These differences are primarily based on law and mission requirements.  Some of the differences are as follows:

(1)    As mentioned before different laws within the United States Code establishes the two work forces, Title 10 for the military and Title 5 for the civilian.

(2)    Military members carry their grade with them regardless of the job they perform. Generally a military member's grade is not affected by the position occupied.  However, civilians' grades or ranks are determined solely by the position they permanently occupy.  If they move to a new position they assume the grade of the position.  Their movement to a position is determined by their eligibility to hold the position.

(3)   Recruiting for the military force is centrally managed, conducted to fill the military force structure, and generally conducted at entry level. However, civilians are recruited to fill established position vacancies.  Civilian recruiting is conducted primarily at the local installation level, and the position may be filled either by internal promotion or external hire.

(4)   Mobility of military members is mandatory.  However, in general mobility for civilian members is voluntary.

Training for military members is primarily focused on leadership and common military skills and most is mandated by law.  Training for civilians is primarily related leadership and to the specific duties of the position in which employed.  Civilian training is not necessarily mandatory.  Supervisors approve training for civilian employees.

NOTE:
Show VGT- 33/ Similarities between military and civilian work force


b.   Just as there are differences between the military force and the civilian force there are also some important similarities between the systems.

(1)    Both forces are based on legislative and congressional imposed size limitations.

(2)   The working relationships within the two forces are based on a superior/ subordinate concept.

(3)   Organizational levels in the staff chain are the same for both systems, i.e.,  from the Deputy chief of Staff for Personnel,


Headquarters, Department of the Army to the installation level.

(4)    Management functions within both systems address the same issues and concerns of policy, planning, budgeting and evaluating.

(5)   Leading and caring for subordinates are paramount to both systems.

(6)   Civilians and Officers take the same oath upon entry to the Army

NOTE:
Conduct a check on learning and summarize the learning activity.

NOTE
Make sure you repeat the terminal learning objective of the lesson. 

NOTE:
Determine if students have learned the material presented by soliciting student questions and correct misunderstandings.  Briefly review the topics covered in the lesson listed below.

NOTE
Show VGT - 34/ Review


1.  Supervision, training and evaluation.

· Responsibilities of civilians and military

· Evaluations

· Training requirements 

· Awards



2.  Chain of command, manpower mix, and civilian duty relationships.

· Chain of Command

· Manpower mix

· Responsibilities required of military and civilians working together



3.   Military and civilian job/duty descriptions

· Civilian job description vs a military job description

· Civilian Personnel Management responsibilities



4.  Military and civilian discipline procedures

· Disciplinary responsibility and authority of the commander and the civilian supervisor

· Recourse civilians have against disciplinary action




5.  Military and civilian duty time


6.  Military and civilian promotion procedures

 SECTION V.
STUDENT EVALUATION

NOTE:
Describe how the students will be tested to determine if they can perform the TLO to standard. Refer student to Student Evaluation Plan.

Testing

Requirements
There will be a  test.  In order to receive a Go, students must pass with a grade of 70%

NOTE:
Rapid, immediate feedback is essential to effective learning.  Schedule and provide feedback on the evaluation and any information to help answer student’s questions about the test.  Provide remedial training as needed.

Feedback Requirement
If remedial/refresher training is required, students will be trained by peer instructors, the instructor who taught the class, or the instructor for the course.  Have students review all material and references covered in the lesson.
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PERFORM TASKS IN A CIVILIAN/MILITARY WORKGROUP

STUDENT HANDOUT

UNITED STATES ARMY


THE CHIEF OF STAFF

May 10, 1996

CIVILIAN PROFESSIONAL DEVELOPMENT

It is important for all of us to understand that what we do is driven by the quality people in the Army.  We are a total force of quality soldiers and civilians.  We must be right sized, right shaped, and properly distributed to meet the National Military Strategy.  

Our vision - the world’s best Army, trained and ready for victory.  A total force of quality soldiers and civilians -

· A values based organization.

· An integral part of a joint team.

· Equipped with most modern weapons and equipment our country 
can provide--

changing to meet the needs of today...tomorrow...and the 21st century--is based upon our strong belief that the Army is people.


Our civilians are a great resource.  They possess tremendous ability and expertise.  They serve where our soldiers are -- to include war zones.  During Operation DESERT SHIELD I saw our dedicated civilians, their sleeves rolled up, working in shifts 24 hours a day to upgrade M1s into M1A1s.  As I go around the Army and have the opportunity to work with our civilian work force I am continually impressed by the professionalism and selfless dedication.  


We need to make sure that we have a leader development program for civilians much like we have for commissioned and noncommissioned officers.  We cannot leave the development of our civilian leaders to chance.  The development of civilian leaders starts with the accession and training of interns.  The Army projects and allocates intern requirements based on Army wide needs.  Commanders must optimize every intern allocation, fill these positions as early as possible in the fiscal year, making use of advance recruitment techniques and delayed entry.  We must hire the best and train them to meet the challenges of the 

21st century. 

It is important that we continue the emphasis on professional development for all civilians through the executive level.  Part of the process is to nominate and allow your best and brightest civilians to attend the Army Management Staff 

College and senior service colleges.  Encourage them to 

participate in other professional development opportunities.  Provide counseling and mentoring to your civilian employees 

as they progress throughout their careers.  In short, we 

need to manage our civilian development program much the same way we do our leader development programs for NCOs and officers.

A well-educated, professional civilian work force is an asset to every commander.  We need to ensure the professional growth and development of our dedicated civilians.  They are as critical to our future as they are today.  We cannot do it without them.


[original signed]


Dennis J. Reimer

General, United States Army

Chief of Staff

STUDENT HANDOUT 

D E F E N S E

Civilians at War

More and more federal employees and contractors are donning uniforms for military operations as a scaled‑back Defense Department looks outside its ranks for technical expertise.

By Katherine McIntire Peters


It was a winter day in Bosnia, clear and cold.  The small team of U.S. soldiers had been snowed-in for a week, camped in a remote, muddy field, when a Chinook helicopter seemed to drop out of the sky, landing just outside the concertina wire surrounding the small cluster of tents.

Team chief Maj. Thomas Wilhelm wasn't expecting visitors.  He hustled out to the landing zone, prepared for anything but the heavy‑set, gray‑haired woman clad in Army battle fatigues slogging through the mud and rotor wash.

By her size and the way she wore the camouflage uniform, Wilhelm knew immediately the woman was not a soldier.  But when she produced a big‑screen television, a videocassette recorder and a box of movies for the entertainment‑starved troops, there was no question whose side she was on.

The angel of mercy, an Army morale, welfare and recreation specialist, is one of hundreds of Defense Department civilian employees deployed for Operation Joint Endeavor.  From boosting morale to running bath and laundry facilities to maintaining sophisticated weapons, Defense Department civilians and contractors are playing an increasingly important role in military operations.

"There might have been a time in the past when the site of a military operation was an exclusive club" for those in uniform, Wilhelm says.  But those days are waning.  One in 10 Americans deployed for the NATO peacekeeping operation in Bosnia is a civilian.  By contrast, 1 in 50 Americans deployed for the Persian Gulf war was a civilian.

The growing reliance on civilians to conduct military operations is not lost on Pentagon planners.  "More and more civilians are assuming roles during deployments," says Diane Disney, deputy assistant secretary of Defense for civilian personnel policy.  Contractors and civilians have been participating in military operations since Vietnam, but never at current levels.  Three factors have contributed to the trend: deep cuts in uniformed personnel, a push to privatize functions that can be done outside the military, and a growing reliance on contractors to maintain increasingly sophisticated weapons.

Since the end of the Cold War, the Defense Department has cut more than 700,000 active‑duty troops from the ranks.  To preserve as many combat positions as possible, the services have turned over many support jobs to Defense civilians and private contractors.

"One of our aims was to move the uniformed personnel out of positions civilians can do.  It's just a more efficient use of resources," Disney says.

It can also be politically expedient, says Lawrence Korb, assistant secretary of Defense for manpower during the Reagan Administration.  "When you're sending in forces, everybody's obsessed with the number of troops deploying"—something President Clinton was keenly aware of when he promised to limit to 20,000 the number of troops deployed to Bosnia for the unpopular peace-keeping mission.  Clinton wasn't counting the 2,200 civilians and contractors that went along to support them.  "You can keep the numbers down and send in [the contractors] to make up the difference," Korb says.

The trend raises a number of issues.  Those in uniform must be prepared, tactically and psychologically, to deal with and accommodate civilians in military operations.  Before they are placed in harm's way, civilians need to know their rights and responsibilities, how they will be trained and what happens if they are captured, injured or killed.  For private contractors, such matters are governed by their employer's contract with the Defense Department and by international agreements between the United States and other governments. Federal personnel regulations determine those things for Defense civilian employees.


"Any time you have civilians participating in military operations you increase the number of problems. The problems aren't insurmountable, but it does increase the difficulty," Korb says.

The challenges range from integrating civilians into a highly structured military culture and demanding operational environment    to ensuring they have the proper gear and weapons, and the braining to use them, before deploying to potentially hostile areas.

Trained and Ready


Gary Higgins, a supervisor at Sierra Army Depot in California, was one of hundreds of Defense civilians who trained at the Army's Combat Maneuver Training Center in Hohenfels, Germany, before deploying to Bosnia.  The week long winter training exercise in which he participated was intense and strenuous.  "You're out there just like the troops—poking in the ground looking for mines, reacting to hostile situations with the platoon leader.  We'd hit the deck and crawl in the mud with [the soldiers]," he says.  Sharing a drafty tent with 15 others in freezing weather during training also prepared him for what he was to encounter in Bosnia.  The training was realistic enough that one man in his crew got frostbite.

The training was designed to prepare civilians for military life in the field.  Brown & Root Inc., the Defense contractor with the greatest number of personnel deployed for the Bosnia mission, provided similar training—minus the cold weather— in Houston for its employees before deployment. Besides learning basic first aid and survival skills, civilians were trained to use small arms in the event military officials authorized handguns for civilians (they did not), to spot and avoid land mines and to use the military gear and clothing they were issued.

Higgins, who served in Vietnam with the Navy, deployed from mid December through mid‑February to serve as a technical adviser in the construction of base camps with shower and recreation facilities.  The camps he helped construct near Tuzla were a vast improvement over the muddy encampments of wooden outhouses and unheated tents most troops lived in early in the deployment.

Not only do civilians need to be prepared for working in a military environment, but uniformed troops need to understand the role of civilians.  Military field exercises are evolving to incorporate civilians in various battlefield scenarios.  Wilhelm first noticed the integrated use of civilians in field exercises during infantry training at Hohenfels in 1993. What seemed like "interesting" training in 1993 became extremely relevant in 1996 in Bosnia, where civilians and contractors are playing such an extensive role, he says.

Besides the recreation specialist who surprised his remotely deployed team, Wilhelm also worked with civilian linguists and contractors, some of whom had deployed more often for military operations than some of the troops. He never experienced a situation where civilians were a liability during operations.  "They're part of the plan.  They're not wild cards," Wilhelm says.

About 2,000 Defense civilians are desig​nated "emergency essential" employees, says Disney. As such, they have agreed in writing to accompany U.S. troops during op​erations if their skills are needed.  But that doesn't mean civilians who aren't desig​nated emergency essential aren't being tapped for deployment.

"When you get right down to it, most any civilian with any type of technical skill is subject to being designated as emergency essential. It may not happen; it probably won't happen.  But the possibility is there," says Edward Canady, the Army's program manager for civilian mobilization and de​ployment.  The Army has deployed many civilians who weren't previously designated as emergency essential, he says.

Emergency essential employees generally know the units they would deploy with and train with those units.  In addition, military leadership courses are increasingly ad​dressing the role of civilians in operations, Canady says.

Army and Air Force officials say their services are turning to civilians with in​creasing frequency to conduct military oper​ations as the services find themselves play​ing a greater role in peacekeeping missions.  A Navy spokesman said the same is true of the Navy, but officials in the Navy's Office of Civilian Personnel Management declined to discuss the issue.

Because the Army has taken the largest share of personnel cuts and has the greatest role in recent peacekeeping missions, it finds itself relying most heavily on civilians.

Nowhere does this reliance seem greater than at the Army Materiel Command.  Of a 700‑member "core rapid deployment force" AMC is developing to quickly respond to contingency operations, nearly 500 posi​tions will be civilian.  "Had I given you those numbers four or five years ago there would probably have been fewer than 200 civilians in the force`" says George Jones, deputy chief of staff for personnel at AMC.

"They've cut our green‑suit force to an extent that we've had to civilianize many positions," he says.  Where Army military police used to secure the vast stores of munitions and sensitive equipment managed by AMC, civilian security officers now patrol. Where noncommissioned officers used to test and calibrate weapons, civilian techni​cians are now doing the work.  At depots, civilians provide the bulk of logistics support.

Dangerous Duty

Most civilians deployed for military mis​sions serve at the "rear" of the battlefield.  But that is no guarantee they won't see combat.  The single deadliest incident during the Persian Gulf war occurred when an Iraqi scud missile hit a barracks housing Army Reservists providing water purification sup​port far from the front.  Today, the military relies heavily on contractors for such sup​port.  When a bomb devastated a U.S. military office in Riyadh, Saudi Arabia, last November, four Defense Department civilians were killed along with one soldier.

Not only have battle lines become muddied, but as the military learned in Somalia, peacekeeping can be as deadly as war.

It is up to the operational theater commander whether civilians and contractors carry weapons for self‑protection.  In Bosnia they are not authorized to carry weapons, although civilians interviewed had undergone military training to use and maintain handguns should the need arise.

Driving through war‑ devastated villages in Bosnia, images of snipers crossed Paul Mizeur's mind.  Mizeur, who says he "sort of volunteered" for his first deployment from the Sierra Army Depot, never encountered any snipers but was aware of the danger.  “I figured if anybody started shooting there were enough GIs around.  We could have hidden and let those guys take care of it," says B.J. Ritz, another civilian from Sierra.

While civilians may be 

authorized to carry sidearms on some deployments, they may  decline to carry them.  Military regulations require the services to provide protection for civilian personnel, whether they are contractors or Defense employees. Even if authorized, contractors and civilians may only carry government-issued sidearms and only after they have been trained to use them for self-protection.

Civilians deployed to Haiti during the U.S. intervention there say they also felt secure, despite not being authorized to carry handguns.  Ralph Leonard, an industrial specialist with the Defense Logistics Agency, returned in April from a five‑month stint in Haiti.  "It wasn't really a dangerous environment as long as you followed the standard operating procedures," he says.  Military rules required vehicles moving outside military compounds to travel in pairs, with at least one armed person per vehicle.  That ensured civilians never traveled without protection.

Jim McLaughlin, a team leader with the Soldier Systems Support Command in Natick, Mass., says carrying a weapon wouldn't have made him feel any more, secure while he was in Bosnia in January and February.  "In that particular situation I think a weapon would have been more of a hindrance or a burden.  I felt fairly safe and we didn't have any incidents," he says.

When asked if he had any problems working with the military during his two‑month deployment, McLaughlin could only come up with one thing.  "The one problem is get​ting used to wearing the uniform.  You've got to have everything just right."

Civilians often are issued BDUs, military parlance for the camouflage battle dress uni​form, on deployments.  They are practical and ensure U.S. personnel present a uni​form image.  To outsiders anyway.

"You can always pick out the civilians.  They never can get their uniforms right," says Wilhelm.

Culture Clash

Whether it's the crease in the bill of the field cap or the placement of a badge or patch, uniformed troops have turned dressing into a science, or perhaps an obsession, if you're a civilian trying to blend in on a deployment.  While it's a source of more amusement than heartburn, the way uniforms are worn is only one of many ways civilians and military personnel find themselves at cultural odds.

Military personnel are used to taking or​ders and following rules few civilians are fa​miliar with. They are conditioned to working in a highly structured environment, where rank matters, on and off duty.  And during military operations, personnel are rarely off duty.

Eric Carpenter, another technical adviser from Sierra with no previous military expe​rience, says there were times when his ap​pearance, despite the uniform, drew un​wanted attention from military personnel.  "They'd ask me what my unit was because I didn't have the military hairdo.  A couple of times I was asked why I didn't salute."

Soldiers, sailors and airmen take for granted military operations will require long hours with little sleep and that they'll have little privacy or free time.  For civilians, this can be a shock.  While they may be prepared for the long work hours, they aren't used to being restricted during nonwork hours.

"I'm sure there are some difficulties in​tegrating the cultures," Canady says.  "There have been some isolated conflicts between civilian and military personnel.  But as a whole, I'd say the problems are mini​mal.  When you get right down to it, it's the commanders' responsibility to make things work, and they live up to that responsibility.  They take the [personnel] resources they have and they turn them into a team."

Disney agrees.  "You've got to keep in mind we're not talking about random civilians in the general populace.  We're talking about highly trained people who work for the Department of Defense.  They have a well above‑average familiarity with the military.  It's not as if these people are from a totally different world," she says.

New Suit Comes With Limited Benefits
You could say Don Collins wears two hats.  The program analyst at the Defense Logistics Agency is also an Air Force master sergeant.  When he deployed to Haiti in December, he went as a uniformed airman.  He returned home in April as a civilian.

When his military deployment expired in March, his bosses at DLA asked him to stay on as a civilian.  While few people no​ticed the transition, Collins felt it. He had to remove from his uniform the insignia that automatically gives him respect as a senior noncommissioned officer.  He also had to turn in the sidearm he had been carrying for protection.  The size of his paycheck changed and his family lost some military benefits they merited when he was on active duty.

Collins' experience was unique, but as the Defense Department becomes in​creasingly dependent on civilians to con​duct military operations, Pentagon officials find themselves working to clarify regulations and improve the lot of civilians on deployments.

The defense authorization bill submitted to Congress for 1997 would ensure civilians receive danger pay when on deployments where military personnel re​ceive imminent danger pay.  Now the State Department must authorize such pay for Defense civilians. While State has done so for civilians on recent deployments, during the war in the Persian Gulf civilians received danger pay only during the actual fighting, while uniformed personnel received imminent danger pay during the buildup, actual fighting and draw-down from the conflict.

The legislation also would give civilians the same tax breaks military personnel of equivalent rank receive; allow them to carry over annual leave benefits during deployments; and guarantee life insurance payments up to $200,000 for civilians whose commercial life insurance policies contain a war clause.

"We're really concerned that civilians get the same treatment as the military who are deployed," says Diane Disney, deputy assistant secretary of Defense for civilian personnel policy. 

In addition, Army officials have recently published a deployment guide for civilians.  The guide explains everything from personnel policy during deployments to legal and medical benefits available to civilian employees and their families. Civilians may want to keep the following in mind:

· While the Army tries to deploy volun​teers on  overseas missions, employees may be tapped to deploy involuntarily if their skills are deemed necessary, whether or not they are previously identified as "emergency essential" employees. Refusing a deployment could land a civilian on the unemployment line.

· Civilians tapped for deployment are entitled to basic income tax assistance and legal assistance in preparing documents such as wills and powers of attorney.

· Family members are entitled to participate in family support groups and the Army Family Team Building program.

Civilians will be required to undergo a physical examination before deployment and may be

required to take immuniza​tions or other medications required for deployment to the theater of operations.

· All training, weapons, equipment and clothing issued to civilians will be determined by the theater commander.

· If civilians are deployed during a declared war, they may be subject to the Uniform Code of Military Justice.

· Civilians may be declared "combatants" in the theater of operations.

Defense officials are optimistic Congress will pass the provisions authorized in the Defense budget request.  With those benefits and the new deployment guide, civilians should find future deployments easier to manage. George Jones, AMC's deputy chief of staff for personnel, echoes the sentiments of many at the Defense Department: "We are committed to making civilian deployments work."

So far, Pentagon officials don't believe increased deployments are affecting the Defense Department's ability to attract and keep civilians, who may not have bargained for a career in the field.

"We don't see any problem with reten​tion," Disney says.  "It's not like I'm going to walk into an office and say 'You, Bosnia!' You're looking at relatively small numbers of people who tend to know if they're likely to deploy.  If anything, we have more volunteers [for deployment] than we can use."

As the civilian readiness program man​ager for the Air Force, Peggy Snelling says finding volunteers for deployments hasn't been difficult.  "I think there are more civil​ians receptive to deploying than is recog​nized." When the Air Force last fall put out a call for civilian recreation specialists to serve in Guantanamo Bay over the winter holidays, some were concerned it would be difficult to find takers.  Instead, the Air Force found itself turning away volunteers.

If trends continue, the requests for volunteers will mount and military personnel will find themselves working alongside civilians and contractors more often.  While the services have not been consistently tracking deployments of civilian personnel and con​tractors, Defense officials say the increased reliance on them is unmistakable.

Growing Trend

During the Persian Gulf war, for example, Pentagon records show there were 9,200 contractors and 5,200 civilians deployed to support a military force of 541,000.  No records were maintained to show the partic​ipation of civilians and contractors in opera​tions in Somalia, Rwanda or Haiti.  But by mid‑May, the Pentagon estimated there were about 600 civilians and 1,400 contractors deployed to support 22,000 troops in the Bosnia peacekeeping mission.  (Not all troops and civilians are serving in Bosnia.  Some are supporting the mission in Hungary, Croatia and Macedonia.) If anything, the numbers are conservative.  A few weeks earlier there were nearly 800 civilians serving overseas for the Bosnia mission.

"At any given time the numbers change and sometimes the contractors don't all [get counted]," says David Hyde, an assistant to Disney.  To better track the deployments of Defense civilian employees in the future, the Pentagon is developing a plan to issue bar‑coded civilian identification cards.  Emergency essential employees and those who are being deployed will be issued the cards first.  Eventually, all Defense civilian employees may carry the cards, Disney says.  No changes are planned for tracking Defense contractor personnel, who are supposed to check in with the local commander when they arrive in the theater of operations.

Despite the soft numbers, the trend is unmistakable: Civilians and contractors rep-

resented less than 3 percent of the total force during the Persian Gulf war, and they now represent 9 percent of the force deployed to Bosnia.  And those figures don't account for the civilians and contractors deployed worldwide, supporting the far‑flung missions in which the military is becoming increasingly involved.

Pressures from personnel and budget cuts are forcing the military to look to the private sector for more support.

"There's always been pressure on the military to use more outside people, particularly since we've had an all‑volunteer force," says Korb.  That pressure has increased tremen​dously since the military began downsizing after the Cold War.  

"What you end up with is a situation where you've got a lot to do but don't have as many people to do it."

"The Pentagon's got to take a good look at this since this seems to be an increasing fact of life," Korb says.  "Forewarned is forearmed.” []

Picking Up the Slack

Since the drawdown of military forces following the 1991 war in the Persian Gulf, De​fense Department civilians and private contractors have been shouldering greater responsibility on military deployments.  They are performing many support tasks formerly done by military personnel:
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The Business of War and Peace

About half of the civilians now deployed to support U.S. troops serving in Bosnia, Hungary and Croatia work for the Houston-based firm Brown & Root, Inc.  The 76-year-old engineering, construction and diversified services company has  sent about 1,000 employees to the region under contract with the Army.

Brown & Root personnel, along with the 5,500 locals they’ve hired, have built 33 camps and are now providing cooking, laundry, sanitation and sometimes mail services, says Barbara Johnson, a Brown & Root spokeswoman.  Since the company won a contract to provide logistics services for the Army in 1992, Brown & Root employees have become a familiar sight for military in the field.

To help prepare Brown & Root and other contractor employees for future deployments, officials at the Army Materiel Command (AMC) are developing a deployment guide for contractors, which they hope to publish this summer.

“What this guide really is doing is recognizing the fact that this is happening without making a judgment as to whether that’s good or bad, right or wrong,” says Louis Rothberg, an attorney in AMC’s office of command council, who helped prepare a draft of the contractor guide.  “We understand we have to speak to the people who are going overseas under these contracts and tell them what their rights are, their benefits are, and what their obligations are.  This guide is a consolidation of existing law, policy and practice.”

The most important things contractor employees need to know are the terms of the contract they’re working under and the Status of Forces Agreement (SOFA) between the United States and the country in which they’re serving, he says.  Depending on the SOFA; contractor employees may be subject to the local civil and criminal laws of the country in which they are deployed.

The guide AMC is preparing aims to explain the things contractors should know before they deploy, such as their medical and legal benefits, the training they may receive, the equipment they may be issued, the command and control arrangements in the field and what their status is if they are captured or become a prisoner of war.

In addition, the guide contains checklists to ensure contractor employees’ families are prepared for medical and financial emergencies.
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