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Introduction and Scope:

     This document should assist Senior Members and Cadet Officers in implementing and using a promotion board system, without abusing the requirements of the Cadet Program.  It is intended as a Guide or SOP, presenting one valid interpretation of CAPR 52-16.

About Promotion Boards:

     Promotions are a complex process.  At various dates in cadet’s careers, there is a lot to verify:  PT scores – Attendance – Participation – Moral Leadership Participation – Leadership Tests – Aerospace Tests – Essays – Speeches (Armstrong/Eaker) – Encampment – AE Mentoring – AE Instruction – Staff Duty Analysis.  It’s enough to bring headaches to any one individual.

    So don’t let it work that way.  The idea behind the promotion board is to distribute the work.  Instead of one commander making a decision to promote based on a great deal of research, the commander delegates the research to a promotion board.  The board checks the files, conducts an interview, and makes a recommendation to the commander.

    At Boulle-Norman, the board consists of two seniors and a cadet; always the Cadet Commander, Squadron Deputy, and Leadership Officer, unless the Squadron Commander designates otherwise.  (For reasons such as absence.)  In the past, in the event of an overwhelming number of candidates, the Squadron Commander has trained and convened a second board for junior-grade cadets.

    The board meets, uses an evaluation form created by the cadet commander, interviews the candidate, and votes on the promotion through a simple majority.  The Cadet Commander staples all appropriate documentation (PT Tests, leadership tests, Essays, etc.) to the promotion board form, and hands it to the squadron commander.  The form serves as a recommendation to the commander, and at that time the squadron commander makes the final decision to promote or not.  

Why a promotion board?

     Contrary to common belief, the promotion board does not exist as some final test to find out if a cadet knows the leadership or aerospace text books.  By passing the written tests, cadets have already demonstrated that they know the book.  In addition to a lesser charge of getting and checking all documentation, the board attempts to measure the intangibles:


-> Has this cadet learned about his/her current grade before being promoted?

-> Does this cadet understand his current job well, and the job he is being promoted to?

-> Does this cadet have the skills, experience, maturity, and attitude to succeed?

     The board can make its recommendation to the commander based on these things.  Because cadets take promotion boards very seriously, the are also apt to pay attention and think hard about the questions asked.  Under the right conditions, promotion boards can make for ideal counseling sessions:  To drive home a point about what is expected, or what can and should be.  

Recommended Reading for Board Members

     CAPR 52-16 sets out CAP’s requirements for promotion.  It also includes a list of related CAP publications.  Obtaining a deep understanding of 52-16 is a good place to start for seniors who desire to become more involved in the promotion cycle.

What are the regulations?

     Humans naturally tend toward control and power.  In Civil Air Patrol, it is very possible that well-intentioned members use the promotion board to add requirements that shouldn’t be there, and tend to create unlawful control and power.   At the same time, the very cover of CAPR 52-16 states that:

“This regulation provides guidance and procedures for those who conduct the Civil Air Patrol (CAP) cadet program.  Supplements are not authorized, except as specifically noted, or when approved by HQ CAP/CP”

     Members of the board must take an examined and considered approach to Cadet Programs Management.  A Squadron Policy that requires a Blues Uniform for Cadets on the second week of the month is not a “supplement”, it is a method of enforcing CAPM 39-1, 1-4(b).  In the same way, CAPM 52-16, Paragraph 1-1d states that:

“d. An increase in grade is recognition that the individual is capable of accepting increased responsibility”
     If the board is convened by the Squadron Commander to assist in determining if Cadets are capable of increased responsibility – then the board could be a real good thing.  If it was created by the Cadet Commander to ensure that his buddies get promoted – or by the Leadership Officer because he wants to force everyone on the drill team, using promotions as leverage … that could be a real bad thing.  As always, use caution to ensure that the policies you’ve created provide one lawful interpretation of CAPR 52-16, they don’t supplement or countermand it.

What is a CAPF 50?

     The CAPF 50 is the Evaluation for the Leadership Laboratory.  It’s a one-page form that allows superiors to evaluate Cadets over time.  Per 52-16, Cadets must have one CAPF 50 evaluation done per phase.   Form 50’s are

more than just a great way to give feedback, or teach other Cadets how to evaluate subordinates.  They provide specific, objective information about the performance of a Cadet.  Instead of the chair of the promotion board saying “Some of the staff has the impression you drop the ball a lot.”, the chair can read the CAPF and say “According to your CAPF 50, you had a hard deadline to prepare an Ops Plan for Airman Leadership School by May 14th, and didn’t submit the Ops Plan until June 3rd.  Because of that, we couldn’t hold ALS until after encampment.  Would you care to tell us why?”  In this way, a CAPF 50 passes the knowledge of the first-line supervisor on to the Promotion Board.  

     Sadly, an in-depth discussion of the CAPF 50 is beyond the scope of this article, but, hopefully, it’s training value is evident.

What are the expectations?

     The post-Issacson cadet program is split into four phases:

Are there any forms that are used during promotion boards?

 The Boulle Norman staff has come up with GRCSF 66, this form lays out what the board looks at and how they go about promoting cadets.

GRCSF 66b

Grand Rapids Cadet Squadron

Boulle-Norman Memorial

Promotion Board Worksheet

	Name
	
	Date
	

	CAPSN
	
	Grade
	
	Position
	

	Total Score
	


Criteria




SAT/UNSAT

Score
I. Cadet’s Appearance



A. Grooming

( 
(

1 2 3 4 5

B. Uniform
         

(
(

1 2 3 4 5

II.
Military Bearing


(
(

1 2 3 4 5 6 7 8 9 10

III.
Knowledge of CAP History
(
(

1 2 3 4 5 6 7 8 9 10

IV.
Knowledge of CAP Program
(
(

1 2 3 4 5 6 7 8 9 10

V.
Knowledge of Drill 

(
(

1 2 3 4 5 6 7 8 9 10

VI.
Knowledge of Current Events
(
(

1 2 3 4 5 6 7 8 9 10

VII.
Ability to Express Ideas

(
(

1 2 3 4 5 6 7 8 9 10

VIII.
Attendance at Activities

(
(

1 2 3 4 5 6 7 8 9 10

IX.
Knowledge of CAPM & CAPR
(
(

1 2 3 4 5 6 7 8 9 10

X.
Knowledge of SOP 

(
(

1 2 3 4 5 6 7 8 9 10

Remarks (all unsatisfactory marks will be explained here):

Recommendations

1st Rep

Promote

Do Not Promote

Name:_________________  Grade:_______

2nd Rep

Promote

Do Not Promote

Name:_________________  Grade:_______

3rd Rep*

Promote

Do Not Promote

Name:_________________  Grade:_______

Squadron CC
Concur

Non-Concur

Name:_________________  Grade:_______  
GRCSF 66b
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Phase I:  The Learning Phase

     Achievements 1-3
Achievement 1 (Curry):  

     Expectations:   Cadets should have a uniform that doesn’t violate any regulation.  (IE: A Wing patch, rank insignia that is on, a belt, etc.) Cadets must have a serviceable uniform in order to be promoted to C/A.  In addition, Cadets should know who Curry is and the day CAP was founded.   A Cadet Airman should be able to go out in public and represent CAP without causing major embarrassment.  They are not expected to be experts in anything.

   Point to Find out:  Cadet Basic’s are expected to mess up, goof up, foul up, and not know what’s right.  C/A’s are expected to know better.  Is the board recommends promotion, will they regret it later?

Achievement 2 (Arnold)

  Expectations:  Cadets, who complete achievement 2 should have a uniform that actually looks right, be able to articulate basic military skills, and be able to articulate the principles of followership.  They should also have an understanding of the squadron chain-of-command.  (Some idea of the role of the assistant element leader is also good.)

     Point to Find out:  While a Cadet Airman is just “one of the guys”, and A1C is beginning to be an example.  Make sure the cadet knows that, and that he’ll be a good one.

Achievement 3 (Wright Brothers)

     Expectations:  Earning Achievement 3 is completion of the Learning Phase.  Cadets should have mastered the skills of followership, uniforms, customs and courtesies, and the Military Environment.  Cadets who are promoted to C/SRA should know and understand the responsibilities of the element leader position, and be prepared to step into the breach.

     Point to Find out: By this time, Cadets should have some idea of what the cadet program offers.  They should be able to set a realistic goal and work toward it.  For example “I want my Mitchell by the time I graduate high school”,  “I would like to command a drill team at Region Someday” or “I would like to attend IACE.” are good goals.  Cadets should also either attend encampment or be thinking about it.

Phase II: The Leadership Phase

     Achievements 4-8
Where Phase I was about learning to follow and mastering the military environment, phase II is about learning to lead and teaching the military environment.  Phase II cadets should be learning to take small blocks of time and create detailed lesson plans, to motivate and train subordinates, to take care of routine details for superiors, to track the human factors in morale and esprit de corps, and to take care of their subordinates.

Achievement 4 (Rickenbacker)

    Expectations:  A C/SSgt must have a superior uniform, a knowledge of Cadet Programs Regulations and Pamphlets, an understanding of the role of the element leader and (to some extent) the flight sergeant, and a detailed understanding of the role and meaning of the NCO.  Rickenbacker candidates should know who Rickenbacker was, how many kills he had (26), what types of kills they were (22 airplane, 4 balloon), what plane he flew (Spaad XIII), his Middle Initial (“V”), and his nickname (“Eddie”).

     Rickenbacker Cadets should know and understand most of the regulations and Pamphlets regarding the Cadet Program, as well as knowing most CAP memory work.  If they don’t know the answer, they should know where to find out.

     Point to Find out:  Hammer at the role of the NCO.  What is a commission, after all?  Why don’t NCOs have them?  

Achievement 5 (Lindberg)

     Expectations: At C/TSgt., a Cadet must be capable of serving in a tangible leadership role – typically referred to as “staff”.  A C/TSgt should have experience as an element leader, and be capable of serving as a Flight Sergeant on demand.  At the Lindberg level, Cadets should begin to lead at activities and meetings – teaching classes, leading at drill, relieving superiors of routine details, and otherwise “taking care of business.”

     Generally speaking (75% of the time+) Cadets have attended encampment prior to getting the Lindberg achievement.  They should also know what a form 50 is and be able to write up an evaluation, if not a good one.

     Lindberg Cadets should know and understand nearly all of the Cadet Programs-Specific Knowledge.  Lindberg Cadets are generally just beginning a program of independent study, and just beginning to challenge the notions of “But I was taught it was this way (which violates fill-in-regulation-here.)”

     Point to Find out:  If this cadet were promoted to Flight Sergeant tonight, would he know what to do?  Would he know how to properly use his element leaders?  Does he understand some fundamental things about leadership, like “Be a Good Example”?  Does he feel that when his subordinates fail, they are “just stupid”, or does he realize that the performance of his subordinates is a reflection of himself?

Achievement 6 (Doolittle)

   Expectations:  Doolittle Cadets should be Good at the role of the Flight Sergeant.  They should be Very Comfortable creating outlines, teaching classes, leading drill, and taking care of business.  They should be able to solve routine problems without constantly jumping up the chain-of-command.  They should be able to act independently without abusing authority.  They should learning to write CAPF 50 evaluations well.

      At this point, Uniforms and Bearing should be excellent.  Doolittle Cadets begin to have the special Cadet Programs knowledge that comes from sitting down and pouring over the regulations.  Dolittle Cadets should be prepared to take over the role of Flight Commander or First Sergeant, but humble enough to admit that they are not experts.

     Point to Find out:  If Lindberg is an entry-level flight sergeant, then Dolittle is a mid-to-end career Flight Sergeant.  Has this cadet really learned all that knowledge in so little time?

Achievement 7 (Goddard)

     Expectations:  Goddard Cadets should be Experts at Flight-Level enlisted operations.  They should be Comfortable with roles as Flight Commander or First Sergeant.  At this point, Cadets should have a very real idea of where they are and where they want to be in 12 months.  They may also begin to pick an area of specialty – Aerospace, Emergency Services, or Cadet Programs.  Goddard Cadets begin to see an emerging role as advisors to command elements, and begin to lead directly on special projects:  Producing Staff Reports, Leading at Activities, becoming more active in CAC, and working with Senior Members directly on projects.  A Goddard-level cadet might plan, organize, train, and lead a 5-person Cadet Color guard or 6-person academic bowl team. They should be familiar enough with the CAPF 50 to critique evaluations.
Point to Find out:  Is this Cadet a Leader?  Is he a Good One?  Do Cadet Follow him?  Is that a good thing?

Achievement 8 (Armstrong)

     Expectations:  The Armstrong Achievement is the highest NCO grade.  Far too many Cadets get to this level and either assume it’s just playing “lady-in-waiting” for the Mitchell Award, or, worse still, see too many NCO-centric war movies and decide to stagnate at Chief MSgt.

     Neither option can be allowed.  Cadets at this level must not only be experts, they must understand that they can resolve problems at a lower level than the Cadet Commander.  That the role is important, but, unlike the regular military, C/CMSgt is just one more rung in the ladder, not the end of it.

     Cadets at this level should be getting themselves involved in the thick of the mess, trying to help the situation without overstepping their authority.  They should be training the trainers, and setting an example for the first-line leaders.

Point To Find out:  If promoted, this Cadet will be just one step from the Mitchell.  As an officer, how he uses his NCOs will, for the most part, be based on his own experience.  Is that education really complete?  If written or verbal communication skills is an issue, it must be addressed here.
The Billy Mitchell Award 

     Expectations:  Billy Mitchell Cadets represent the first major milestone of the Cadet Program.  Mitchell Cadets from Boulle-Norman should have had a true Career as NCOs, moving in positions of progressive responsibility, learning to follow, lead, and set the example.  Mitchell Cadets are active, dedicated, and professional.  Mitchell Cadets must be experts, that other Cadets and seniors throughout the wing look to for advice and information.   Mitchell Cadets should be specialized in at least one field:  Ground Team, Drill Team, Communications, Academic Bowl, Leadership, Flight Operations, etc, and have a desire to make a change for the better within that field.

     If a Mitchell Cadet has been a discipline problem in the past, this is an issue that should be addressed by the board.   The board must have true faith and confidence in a Cadet in order to recommend promotion.

Point to Find out:  Does this Cadet really understand the difference between an NCO and an Officer?  If he were promoted and assigned as a Flight Commander, how would the Flight CC/Flight Sgt role be split?

Phase III: The Command Phase

     Achievements 9-11


9 – Flight Commander


10 – Administrative Officer

 
11 – Public Affairs Officer
     The Command Phase (formerly the Leadership Phase) is about first-level Command.  Cadets learn to plan, organize, direct, coordinate, and control through NCOs.  They learn to set the goals, put the structure in place, create the plan, and let the NCOs carry out the plan.  This is often described as a step “back”, but is more accurately a step “up”, from routine details to abstract thinking and the big picture.

     At the same time, these Cadets are learning to follow the orders of executives, and to serve as advisors and staff officers.  Phase III Cadets should get involved with their specialty and make a difference at the Group or Wing level.  A Phase III Cadet should be capable of commanding a Drill Team, A (Winning) Academic Bowl Team, A Flight (Squadron as C/Capt) at Encampment, Graduating from CLS, Serving as Project Officer at a wing-level activity, taking an active role on CAC, etc.

Phase IV: The Executive Phase

    Achievements 12-16

12 - Leadership Officer

13 - Aerospace Education Officer

14 - Operations Officer

15 - Logistics Officer

16 - Cadet Commander

     Phase IV Cadets are executives and second (and third or fourth!) level commanders.  Phase IV Cadets have had years to learn how the Cadet Program works, and are going about running it and running it well.  In theory, Phase IV Cadets only need help from seniors in the things that are specifically forbidden them, like testing and adult chaperones at activities. Otherwise, Phase IV Cadets provide the training, groundwork, goals and plans that allow Phase III Cadets to get started, and Phase II Cadets to finish the job.  Of the activities listed in Phase III, the Phase III Cadet may need to ‘ask for help’ to get them accomplished.  The Phase IV Cadet does these things routinely and takes them to the next level: Chairing CAC, Commanding a Wing or Region Drill Team, Commanding Encampment, running Wing Leadership Schools, Cadet Commander of a Squadron, Etc.

     An important distinction at the Phase IV level is that Phase IV Cadet should be Actually getting things done that grow and improve the program.  Chairing the region CAC means nothing if nothing is accomplished.  “Top 3” Cadet-Service at Encampment means nothing if that Cadet contributes nothing to the Encampment.  If the Squadron’s membership and awards go down, and the squadron stops fielding teams for competitions and ground teams, than Cadet Commander means nothing.

     The Cadet Commander is always looking to the future, training subordinates to do his job and do it well, and otherwise trying to save the world.  A good phase IV Cadet believes he can do it.  A true Phase IV Cadet can actually come close.

Achievement 16 – Phase IV Completion

The Ira C. Eaker Award – Eligible to Test for The Spaatz Award

     The final pre-Spaatz board is similar in nature to the other Phase IV boards, only more intense.  Is this Cadet Living the Cadet Code of Honor?  Is this Cadet Living The Leadership Laboratory?  Is this Cadet a great example?  Does this Cadet Have More to Learn?  Does this Cadet have a true mastery of the entire Cadet Program, or is he/she just “doing what I was taught?”
     And, also, the Heusser Caveat:  Is this Cadet really, truly, doing things that will benefit the entire unit, not just him/herself?  Is this Cadet helping the number of cadets, activities, and promotions grow, or is this cadet just receiving awards from Generals who talk about how great he is?  Does this Cadet really understand what this program is about?
     An example:  Years ago, the Old Cadet Programs Manual (CAPM 50-16) used to specifically forbid Spaatz Presentations at National Special Activities, or the National Cadet Competition.  Of course, few people actually bothered to read it, and cadets set up their presentations at these activities anyway, and everyone was either ignorant or didn’t care.

     The board should ensure that no Boulle-Norman Cadet Colonel (or C/2Lt, for that matter!) would ever do such a thing.

      A second, more critical caveat to simple ignorance is this:  Does this Cadet really understand the responsibilities of command to the ones they lead?  How easily authority can be abused and confused, and the special trust and confidence they are given when they assume Command?  By the Spaatz level, A Cadet MUST understand these things at the level of a responsible Senior Member.  A ranking Phase IV Cadet is bound to eventually be “in charge” when no Senior is around, or, just as bad, when the few Senior Members present defer without question to the more-experienced Cadet Colonel.  A Phase IV Cadet is going to make some key decisions.  They had better make the right ones. 

About this document

     This guide was created in March of 2001 to assist new Senior Members in learning the Cadet Program.  Since that time, it has been expanded so that seniors from other Squadrons and Cadet Officers can set-up Promotion systems of their own.  In May of 2001, specific words was added to the introduction to explain the limits and requirements of the promotion board system, and it was approved by Maj. Mark Phleeger, Squadron Commander, for external distribution. 

     The number of indirect (“by example”) contributors for this document is vast, but a few that hard a major impact include C/Col Aubrey Pakenas, C/Col Richard Benet, C/Lt Col Jean-Mark Henriette, Maj. Mark Phleeger, Maj. Bill Duke, Lt Col Phyllis Griffin, C/2Lt Ben Jonkman, Lt Col John Ballard, and C/Lt Col Renee Bullock., Robert A. Heinlien, Robert Asprin, Robert Shara, and Hans Helmut Kirst, C/2d Lt Jared Willman.

About the author

     Matt Heusser was a CAP Cadet for most of the 1990’s.  Spending most of his Cadet-Hood in the Maryland Wing, he moved to Michigan four months prior to his 21st birthday. Currently, he’s a Leadership Officer in the Boulle-Norman Cadet Squadron, specializing in military skills, Drill Team and applied leadership(*).  He’s available by email at Matthew_Heusser@McGraw-Hill.Com. 

(*) – If you said “But wait, that’s the job every Leadership Officer according to CAPM 20-1!”  then you win a cookie.  Congratulations for actually reading the reg.  I wish we had more like you.

