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MOS changes to modernize the chemical corps :
A CBRN people strategy proposal
(E2EERRNIENEREREZE | —]8 CBRN AEREIFKES

From: Army Chemical Review, 2022
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The U.S.Army Chemical Corps is modernizing. Precision decontamin-
ation, integrated autonomous systems, sensor suite upgrades, and a host of
related programs represent the future of chemical, biological, radiological, and
nuclear (CBRN) defense. Ongoing modernization efforts seek to improve the
Chemical Corps ability to “enable movement and maneuver to conduct
large-scale ground combat operations in a CBRN environment.”1 How-ever,
along with these changes, we must ask: What does modernization mean for
our Soldiers? How will the technical load of CBRN Soldiers transform as we
evolve? How can we ensure that our Soldiers are not merely able to adapt,
but actually thrive and excel as CBRN defense experts to meet the needs of
the Army? Is anything hindering our efforts to develop expertise and meet
those needs?

EEEE(CEEEIEEIRMIE - BREAVERIESE - BaBX 24 - BUllls

1.Major Garner is the chief of personnel development at USACBRNS. He holds a
bachelor’'s degree in biophysics from Brigham Young University, Provo, Utah, and a
master’s in business administration degree from Emory University, Atlanta, Georgia. i+
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The U.S. Army Chemical, Biological, Radiological, and Nuclear School
(USACBRNS), Fort Leonard Wood, Missouri, is in the process of answering
these questions, and discussions have turned to an examination of our
personnel structure. The proposed structure changes that have been
identified by USACBRNS thus far constitute a series of conceptual updates to
the Chemical Corps that are collectively referred to as the CBRN People
Strategy, which is currently under consideration at USACBRNS and across
the CBRN community. In recent months, conversations surrounding the CBRN
People Strategy have taken place from junior to senior levels.

URZ#HEMNFRMZMOREREZBEE(CENZEMR (USACBRNS ) IE
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There is significant support for these proposals, including the proposal
that would have the widest impact—expansion of the enlisted Military
Occupational Specialty (MOS) 74D—-CBRN Specialist into a series of three
distinct MOSs. This article examines the MOS expansion proposal in the
context of the above questions.
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Lessons From the 54-series 54 5B RRBAYZES

Upon hearing about a possible enlisted MOS expansion, the first thought
for many in the CBRN community is that we have been there before. The
CBRN enlisted MOS structure evolved from the convoluted and outdated
54-series to a single MOS 54B around 1983. Later, 54B became 74D as a
designation only change in 2003. Why go back to something that has already
been tried? What is different now? These are completely valid questions
and part of a very broad discussion. However, it might be more appropriate to
ask what conditions led to the 54-series in the first place? What was it about
that model that worked, and what was it that did not? At least part of the
answer lies with what the Army required of the Chemical Corps during
previous eras. When functions like the employment of flame, offensive
chemical weapons, and later smoke (all part of various 54-series descriptions)
no longer applied, the multi-MOS series made less sense. Furthermore, the
career progression model of the 54-series was unbalanced and no clear
common core of CBRN defense proficiencies existed. Restructuring to a
single MOS was the correct move at that time. To paraphrase the old ad-age,
though, the only constant in life—and in the Army—is change.

HRITEERSERBRENKE : [0l 54 25p04E - E(cEMZA A RN
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Technical Load FBEEE>

The combination of know-how and skill required of CBRN Soldiers is
referred to as their “technical load.” Since the move to a CBRN defense MOS,
programs, task complexity, and equipment have gradually been added. The
mental burden and physical skill requirements of CBRN Soldiers have
increased in the decades since 1983. This increase in technical load can
quickly result in technical expertise being spread thin. Many modernization
programs solve specific issues, but simultaneously add to the technical load.
For example, information on current preventive maintenance checks and
services for the Nuclear, Biological, Chemical Reconnaissance Vehicle is
contained on 10,206 pages across 15 technical manuals. And dismounted
reconnaissance sets, kits, and outfits are comprised of 59 major components
and require thousands of pages of manuals to operate and maintain. Can one
Soldier master all of these systems? Autonomous decontamination systems
are another example of technology that will extend the CBRN defense
capacity and efficiency of our formations, but will also increase technical load.
Advances in materiel result in some great improvements; however, they also
result in risk if we do not also consider alternatives that fall within the other
doctrine, organization, training, materiel, leadership and education, personnel,
and facilities domains. Our personnel structure must also account for
technical load changes.
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Personnel Management A BEIBIRAK Bk Ef

Consider some of the realities of the current Army personnel structure.
The Army manages people by MOS above the division and installation
levels.2 The result is often a skill mismatch across formations and installations.
For example, the number of individuals with the Mounted CBRN
Recon-naissance (L6) Additional Skill Identifier (ASI) may be at 110 percent
strength across an installation, but CBRN recon-naissance platoons on that
installation may be only partially manned with L6-qualified individuals. This is
common (and nearly unavoidable) for Regular Army formations. Personnel
managers at the installation level juggle multiple competing priorities, and
ASls become mildly interesting side notes. The resultant mismatch impacts
the time required for CBRN units to achieve and maintain mission readiness.

ZERENEEAEGBN—LEIREIBEN - FEEEMKL EMEE it ERIE
BERKEEAR - RN - EBREESANEETSBEXMEL T 2 BRREE AL
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Reliance on ASIs presents additional risks. ASI programs may be
discontinued without much notice. (The CBRN Technical Escort [L3] course
narrowly avoided discontinuation in 2021). In addition, ASI management
often leads to sub-optimal scenarios. For example, USACBRNS instructors
have been called upon to teach ASI courses from which they themselves just
graduated. Many times, these ASI course instructors, through no fault of
their own, have not spent time in one of the corresponding formations. The
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current system of training, slotting, and managing CBRN personnel presents a
set of challenges that is risky and avoidable.

HININIBER RIS (ASI) RUMKEB S 2K L BRIMUELRR - ASI SHElREEHEN
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Career Progression EHESRE IRITBAI DA R A EEENEE

Another impact of the current slotting system is the interruption of
technical career progression. Organizational learning, where the bulk of
expertise is arguably developed, becomes random. Our Corps can do better
than that. Many Regular Army enlisted personnel currently have only a handful
of opportunities to serve in CBRN units. Repeat assignments in a single
formation type are even rarer. This means that there are few opportunities for
enlisted CBRN Soldiers to master tasks and equipment from the sub-team to
the platoon level. Team members rarely become team leaders and, later,
platoon sergeants in the same formation type. If they did, they would benefit
from additional layers of applicable knowledge as they progressed through
their careers. Instead, they most likely face a disjointed sampling of formation
types. We have long affirmed that this is somehow essential to produce
well-rounded CBRN Soldiers, but is that true? Feedback from the hundreds of
Soldiers and leaders who have been introduced to the CBRN People Strategy
does not support this assumption. Rather, the result is technical dilution, which
actually stunts expert development. Competent leaders at multiple levels
may still be novices in their technical craft. This leads to a reduced degree of
shared understanding and less-effective mission command.

BRI ABEREFIENS—IERE B F TEEXINEEORIESRE -
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Can we reasonably expect Soldiers to become experts in their craft
during one tour of duty? Many do become proficient; but in the Active
Component, they soon rotate out of those positions. When they return to a
CBRN formation, that formation is often a different type, with a new mission
and a new equipment set. This affects the unit ability to execute
mission-essential tasks to the right degree of success. The enlisted Soldiers
and noncommissioned officers (NCOs) who reach high levels of proficiency
during the course of a single duty tour are examples of achieving success in

spite of, rather than because of, the personnel structure. Can such high
“switching costs” on Soldier technical development be justified?
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None of these factors should be perceived as diminishing the incredible
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achievements of our enlisted Soldiers and NCOs over the years. The
professionalism, commitment, motivation, and talent of our personnel have
never been in question. Rather, these issues highlight the abilities of our
Soldiers and NCOs. But what if we could build a structure that does not
artificially limit the development of experts? Recent Army-wide
self-examinations reveal the importance of maximizing the effectiveness of our
Soldiers. In addition, potential future force reductions point to the need to
refine our structure in order to unleash the potential of our talented Soldiers
and leaders.

PRI EBRAEEANEREESH R ML ERRSFRIFNAMNE
E - BRMAENEZEIE®  FRUGWE - TR ST ERRZINESE - 1
- EEBERBR FRMALIEENENEAZESEM - ABE - MRIMEERET—
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EERNTNEERNEL  SARERATEMENZTAES - 15 - BER
ROGENENHRE - E—PREEMERZEB(CAEBEE DI BRT E
Rl TENAEZNERE -
Proposed Solution ZEEIFRAE

A degree of broad-spectrum CBRN defense knowledge will always be
necessary; however, the current personnel structure lends itself to the
development of generalists more so than experts. Can we optimize the
structure to meet our requirements? This is where the CBRN People Strategy

and the expansion of the enlisted MOS series come in. At a mini-mum, any
change to our personnel structure must help—

EEEMZEE T - BEREZNHENSGEACTEER - 2Am - SRIAA
BEBERORIEERT - MIEES - BMESELEEBLURERE K ? AL -
EERZAT HIEB+TEERERAINERMESLAEE - 2/ - 1Y
ANBHEBNEBENEREHZERNEZ
® Develop experts across CBRN defense core functions and associated

tasks. IWEBRBILEMZEZOBEAMBEEHFEERNAL -

® Facilitate the appropriate placement of CBRN defense experts across the
current and future force structure. {E#EELLE A BETEIR 1T EAR K E X AR I
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hESENECE
® Meet the expressed mission of the Chemical Corps with the correct level of
success. BRIEBEBEDSERNEEZMERE Eam
® Complement modernization efforts within the constraints of current growth
policies. TEEZRIRIALREIRAIR © - BEIRA(EHEERAEAL -
® Present a viable career path for enlisted CBRN personnel. B{tEXWZLE
RE—ARTITHREEREE -
The model proposed for enlisted personnel through the CBRN People
Strategy meets these criteria.

ZiB TEEMZATRE ) RENTEAEBREGTSELERE  WARK
R’ SOl ESRAER -

Expansion of the enlisted CBRN MOS into a specialized series is at the
heart of the proposed structural changes. Revamped Professional Military
Education that is broad in some areas and focused in others would replace
ASI courses. For the purpose of this article, the expanded MOSs are referred
to as 74C—CBRN Assessment Specialist, 74D—CBRN Support Specialist, and
74E—Mounted CBRN Reconnaissance Specialist. The series would be
founded on a common backbone of CBRN warrior knowledge and skill, with
each MOS also representing a discreet area of expertise. Each MOS would
be aligned with specific positions and formation types, with a subset of flexible
positions filled by any of the three (through “dual coding”). The positions and
opportunities for each of the MOSs would be carefully balanced to avoid many
of the problems that plagued the previous MOS 54-series as well as MOS
series of other multi-MOS branches (military police). If we were to carefully
and deliberately emplace this structure, the Chemical Corps would be able to
focus technical expertise, improve personnel management, and ensure career
progression while continuing to meet mission requirements.

RIRRIEENZERERER A —BEELRI EEEBEBEENZL -
KBS EZEEEHAE ( Professional Military Education, PME ) 1§ R LE
FEEZNE MEEMEEEEEEY  DIEIRBIM IR sE#BIME( ASI)
iz EANT BRENEBERWmAA  74C - (EEMIXFHEEELE -
74D - {EEMZZIEEETE - 74E - S§REEEENZEREETE - 5%
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Building layers of deep, expert knowledge is really only possible with
specialization. The proposed model would in-corporate a balanced degree of
specialization into existing institutional training. Rather than being presented
with a sampling of the full breadth of CBRN equipment and tasks during
Advanced Individual Training, Soldiers would receive common foundation
training followed by MOS-specific entry level specialty training. They would
then bring an un-diluted level of proficiency to their first CBRN unit assignment.

Specialization would make the most sense with MOSs split roughly along the
following lines:

BEEBRDIBERANEZEING - REEBFER(ET BEIEOT - NIZEPM
MERET - BERBAZHEIREZD - MABELLAREEDMRKE
ABEETEERBAINR AT PELXZE CERZERNEFNREZERX -
MELTEIHARERIR - BREALDEBRIRMEFEAFIRSIZIIR - M1
=T E$$E’\J&ﬁﬁi“t EAEFE—EEERZEMTER - EXR(EFIRAY
SR RBERIBLL N mE

® MOS 74C. Specializes in dismounted assessment tasks and skills similar to
those taught in the L3 course. EER 74C-BEXRETEREFTEER
AEE - ABE L3 REAEL -

® MOS 74D. Receives in-depth training in the Joint Effects Module/Joint
Warning and Reporting Analog and Digital System, maneuver support

planning, and decontamination operations. EER 74D-EX ¥ SN ERE
#4H ( Joint Effects Module ) - BiSTEZEMBEE 248 ( JWARS - EEAE
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® MOS 74E. Encompasses mounted reconnaissance, surveillance, and
equipment currently covered in mounted CBRN Reconnaissance (L6) and
Biological Integration Detection System Training (L4) Courses. ERER
TAE-REFHEEEER - BEZEUKBERARASFSELER (L6) MEYESEAIZ
(L4 ) RERZRVERBERIEAMBEE -

Upon arrival at their units, organizational learning could begin at a deeper,
more impactful level. Advanced Leader Course and Senior Leader Course
students would also receive additional weeks of common and MOS-specific
training at the required levels.

SFTEIEEMNE  AESEXR BEERENAMMEERESL - £E
SAMMTERIEANINEEEZRESRINIBNBEEHRENERIERMAFEN
XK - EREZPFTERRRAEKF -

At a senior level, the 74-series would transition to MOS 74Z-Senior
CBRN Specialist. The transition point is debatable, but the strongest case
may be for transitioning at the master sergeant level. This would allow
sergeants first class to culminate their technical career progression as leaders
(platoon sergeants) in familiar unit types. The master sergeant transition
point also makes sense because lieutenant platoon leaders in those
formations would no longer attend an ASI course. The platoon would be more
reliant on a technically expert sergeant first class to serve as the senior
subject matter expert in the formation, allowing the officer to focus on leading

the formation. The practical reality would be that every Soldier in that
formation would be better trained for his or her job.

ELTERME 74 ZIERER/EER 74Z-SREENZER - ERE
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Authorizations would be aligned to ensure a balance of staff and tactical
CBRN formation time. Leadership opportunities across each MOS and
component would be proportionally similar to what they are now. Changes to
Department of the Army (DA) Pamphlet (Pam) 600-25, U.S. Army

Noncommissioned Officer Professional Development Guide, would recognize
both staff and troop leadership roles as key developmental positions.

BARERENRRZLE  DURREEBEEEE K REREEEE -
BEERERMBJAMBEPHNREHKE - RFEBRIRVEEAIRLL - BERFFR
RS - HEFESE (TEZEXEREERE) ( DA Pamphlet 600-25 ) (& E#
EREBASTXASEHEMREAFEENIREERA - E—DRRMEBERZE
HEREPHNERY - SERNAZENRRIXZRXENLEEY QRS LERHKS
RIENBELEE  AREEZAUNESEM -

In discussions about the CBRN People Strategy, stake-holders often ask,
“What problem are we trying to solve?” A more useful question would be,
“‘How does this make us better?” This personnel structure would set up the
Chemical Corps for current and future success, resulting in better-trained
Soldiers across the force. Institutional and organizational training would build

upon each other. We would be postured to make further structural
adjustments in the future.

TEmEEMZAT RER  SHEELER " AR EZFRR T ERRE ? |
am e —EAEARRNERE " EENENTERMEFELY ? L BEFWAE
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B CAIAR AR R EMEE R - RILRE - AR EEAA S ERREER
2 - RO ARKNEBRAZRNE ER  ERESNEEHREREAEZL
MEEK - EROCENERTT VRS XRIOMEE - E—FRE rEEEEE
BIZ AR EZEES -

Certain things would facilitate the implementation process. Because the
proposed MOS changes would affect only a portion of the CBRN population,
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MOS 74D would likely remain the default for current enlisted CBRN Soldiers.
Soldiers would then be able to opt in or out of consideration for the other two
MOSs. Aboard would be established to identify which Soldiers would be part
of the expansion MOSs based on relevant experience, legacy ASIs, and
interest. It would be necessary to define MOS transfer policies and
procedures. Newly enlisted Soldiers would sign directly into one of the three
MOSs before embarking on the training program.

RIREARLEHLEZNIERNEN - AHECERISERERIER - HRES
NWEREREEEFES N EENZAL - BEBER 74D dstARZHAIRE
EERZTERIRRREIR T EREENEEEST S HHEMMEFERSRNEZE -
AL B —EFEEZEEE - REBEHBER - IRBROMINREESE RIS (ASI)
PBREASRR  AEMETXESMARBRERNERERZS - WH - AEARHE
ERERERNERERR - DREREEBRENIEFHNT - T AR KA
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Further Analysis #E—$ 0

From the beginning, the intent of any changes has been to find the true
optimal solution for the Army, the Chemical Corps, and our Soldiers. The
proposed model is certainly a work in progress, but changes like these take
years. Careful analysis must drive the decision-making process, and input
from the field is important. Staff efforts to build a complete picture of impacts
and side effects are currently underway. USACBRNS staff is now conducting
research in the following areas:

BXEEEMELIR EZOBZRZERESE - CB2EEMUEEMANTE
SEREIENSRERALSE - EZ2NEREHNETSY  BEREERZHF
B BESTA - ARBEVNRLGERENONTAER - WIRERBHEZRERBNE
8 - HAl - ZEESE(CENZEREEZEFHE KR OREF RN = EE/FH
HEITEZ MG - BRI REERE
® Defining future demands of the Chemical Corps. EEfE{EE BRI
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® Balancing career opportunities across each MOS. ¥ @HEZEBERTHE
FURWEE -

® Balancing career opportunities across each component. %7€ 2 48 5% 20X
PHREEREES -

® Learning from sister branches with similar MOS series. IREVE B2 E
BERAIEENSERAG -

® Managing the future of maneuver demands on the Chemical Corps. &1b
BEBERREEN T K _ ERIPEE -

® Improving effectiveness of the proposed strategy on expertise. 1848 Itb Z&HS
HEEZEBNREAUR

® Improving personnel management. B{EASEIE -

® Achieving the desired end state. =} FEHII 4L B 1ZARBE -

Conclusion &S5

The U.S. Army Chemical Corps needs a more manage-able structure in
order to better position our Soldiers where they can develop and have the
most impact. Implementation of the CBRN People Strategy proposals outlined
in this article would allow the Chemical Corps to build and maintain CBRN
defense experts for the future Army. Although the solution may not be
perfect and may come with a different set of challenges, the described
purpose, intent, and desired end state are undoubtedly worth discussion. With
the right balance of depth and breadth, we can be better at what we do. The
Corps seeks to make the mantra of “mission first, people always” a reality. If
handled correctly, these proposals would help do that. We owe it to our Corps
and to coming generations of CBRN warriors to consider all domains of
modernization.
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