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ABSTRACT

The purpose of this thesis is to develop a rational

career model for the Venezuelan supply officer. An expo-

sition is made of how the present supply officer progresses

in his naval career. The current development practices are

analyzed , and the areas in which they need improvement are

examined.

The nature and characteristics of the supply officer are

defined in several ways to provide a better understanding of

his role and responsibilities within the Venezuelan Navy .

Finally, a career model for the Venezuelan supp ly officer

is proposed.
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I. INTRODUCTION

The present study is intended to serve as a basis for

discussion of the career development of the supply officer

in the Venezuelan Navy .

In the past decade there has been an increasing emphasis

on career development for Naval Corps officers , evidenced by

widespread interest among officers in all branches of the

nava1 environment . This emphasis has been strengthened by

t ’ ‘ent account prepared by the Chief of Logistics for

.~andant of the Venezuelan Navy , wherein are summarized

several factors affecting Supply Corps officers , such as a

lack of enough senior and junior supply officers to meet the

requirements of the organization; a lack of educated and

trained supply officers capable of coping with the higher

managerial demands efficiently; a lack of incentive to attract

officers to the supply specialty because of uncertain career

paths ; and a lack of a manual for the Naval Career.

Career development , understood in its fullest extent ,

includes the full range of vocational selection , recruiting ,

development and appraisal . This study will not discuss the

psychology of making a career selection since it is presumed

that all naval officers involved in the development process ,

for whatever reasons , have already decided to make a career

in the Navy . Similarly, the subjects of recruiting and

appraisal will be treated only in passing as they apply to

career development.

6
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This study will limit itself to three areas of career

development: functional training , education and development .

Education is a continuing way of life , and , within the

military services , it contributes much to the intellectual

development of officers. The education and training of

modern naval officers are , today , a career-long process.

This fact is highlighted by an environment within which edu-

cation and training form a major mission of the Navy [1, 1611.

Chapter II of the present study is a definition of the

problem and needs .

Chapter III is a description of the current development

practices being used by the Venezuelan Navy .

Chapter IV describes the roles and characteristics

demanded from the supply officers. Emphasis is placed on the

operational and administrative aspects necessary to success-

fully manage the logistics system .

Chapter V proposes a model of career development for

supply officers in the Venezuelan Navy .

_ _ _ _ _ _ _   
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II. STATEMENT OF THE PROBLEM

The Venezuelan Naval Corps officers are organized into

specialties to meet the needs and requirements of the total

organization.

This organization recognizes that knowledg e and skill in

a particular specialty area can be developed only in the

particular blends , breadth and depth required by the Navy.

The sys tem is dependent upon the exis tence of separa te pro-

mo tion ca tegories which perm it officers with comparable

skills and types of experience to compe te agains t each o ther ,

thus guaranteeing equitable advancement opportunities for all.

The Supply Corps is the Venezuelan Navy ’s corp s respon-

sible for the supply phases of naval logistics.

The broad responsibilit ies of the Supply Corps of f icers

are closely rela ted to those of many execut ive and mana gerial

posi tions in private industry , and embrace such areas as

financial managemen t; inventory control; purchasing ; merchan-

dising ; transportation and personal services , including paying

and feeding the naval forces; and operating the Navy ’s

exchanges.

In the course of his naval progression , an individual

supp ly officer may be ordered to a great variety of duty

assignmen ts , commonly known as bille ts. Billets exist for

supply officers on the majority of Venezuelan naval vessels

and at Naval Supply Centers , command and other shore stations .

10 
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The newly-commissioned supply officer selec ts his pre-

ferred specLi ty in his las t term as mid shipman at the

Venezuelan Naval Academy . Most of the midshi pm en choose

surface warfare (engineering , weapons , and opera tions); only

a ver y limited number app ly for supply. This trend is orig-

inated by the following fac tors :

1. So far as it s mission is concerned , the curriculum

st ruc ture of the Naval Academy is to tally oriented to qualif y

midshipmen as surf ace warfare s pecialists , wi th ‘ cry little

concern given to the supp ly area.

2 . Car eer paths in the supply speci alty are uncer tain .

3 . Mot ivat ion toward the supply spec ialty is unpopular.

4. There is not a manual for the off icer ’ s career which

designs a flexible and general pa ttern of po ten tial assign-

ment , tour leng ths , training , and education.

Of course , the low number of applicants has caused a

shor tage of supply officers to fulfill existing billets . To

attack this deficiency , the Navy has followed a pa ttern of

designa ting officers from other specialties to meet the

demands . Occasionally, a billet has been lef t vacan t when

there is another supply officer working in the same activity.

All this has been aggravated by the purchase of modern

units , creation of new services , and the cons truc t ion of new

fac ilities that have increased the number of existing billets.

L Tradi t ionally, the billets have been filled with officers

who will gain their managerial skill through experience (i.e.,

on- the-job training and job rotation) in various functions of

the organization and at different levels of responsibilities.

1 

_ _ _ _ _ _ _ _ _  
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The expansion and modernization of the Navy , however ,

have imposed higher managerial demands on supply officers.

Some of the new demand s, such as human behavior , analytical

and q u a n t i t a t i v e  p r o b l e m - s o l v i n g  a b i l i t i e s , and f i n a n c i a l

accounting can be obtained only throug h formal training .

Although the Navy has met the requirement in the past ,

training its personnel with both on-the-job training and job

ro tat ion me thods , the organiza t ion is now requiring supply

officers educa ted in a variety of manag ement disciplines , in

both a practical and theoretical sense. The level of exper-

tise required has increased and with it the identification

of func tional areas . These areas , of course , require the

supply officer to acquire not only extensive experience but

also addi tional specialized training .

It must be noted at this point that the current procedure

migh t need modification if there is to be improved efficiency.

Today , more than ever , because of limi ted resources , advances

in technology, and expansion of the Venezuelan Navy , the

career  development  of the Venezuelan supply officer is of

prime importance.

The purpose of this study, then , is to develop a rationa l

career model of the Venezuelan supply officer , with primary

emphasis on meeting both the changing needs of the Navy and

the  s a t i s f a c t i o n  of i ts  members .

I
f 
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I I I .  CURRENT DEVELOPMENT PRACTICES: AN ANALYSIS

The purpose of this chapter is to indicate the current

procedures or development practices in the Navy , giving

emphasis to the problems they might cause for the Supp ly

Corp s , because of the lack of e i the r  a model or effective

pol ic ies  and procedures of career-development.

A. BACKGROUND

The Venezuelan Naval Supply Corps has adopted the U.S.

Naval Supply Corp s as app l i cab le  to the logis t ics sys tem ,

with some modification due to the different environment .

Like the Venezuelan supply officer , his U.S. Navy counter-

part  does not have an officer career development manual or

formal career pa t te rns . Ins tead , the members of the U . S .

Navy Supply Corps are kept appraised of career development

activi ty through the Navy Suppl y Corps Newsle tter. The News-

letter is a professional journal of the Naval Supply Corp s,

published mon thly by the Supply Sustem Command of the Depart-

men t of the Navy .

There are no explici t career development policies and

goals to assure tha t supp ly o f f i c e r s  wi l l  be provided the

sk i l l s  needed by the Venezuelan Navy .

The Venezuelan Navy p lans for  many diverse  requiremen ts

and manages large numbers of officers. This planning and

management result in a series of procedures orien ted to the

assignment of officers to the best advantage and interests

T 13
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I
of the organization. So , in the Venezuelan Navy where the

“service ” is mission-orien ted with lack of integrat ion between

the individual officer and the organi zatio n , compromises can

not be weighed too heavily in favor of individual desires.

A professional naval officer serves both the country and the

Navy .

These procedures , unfortunately, have had opposite results.

The supply officer who has succeeded in matching his own needs

with thos of the Navy will be the officer most likely to feel

job satisfaction. On the other hand , the officer who canno t

match his individual needs to those of the Navy will feel

frustration and , ultimately, a sense of failure.

There is no one abso1~te promotional path within the

Venezuelan Navy . The officer who , over the years , best matches

the interests and requirements for fulfilling naval assignments

and amplifies those interests through experience and education (

is the officer most likely to enjoy progress in his naval

career.

B. SUPPLY OFFICER PROCUREMENT

A Supply Corps officer is a na~ral officer , with normal

military responsibilities , who must also perform management

functions associated with the personne l , money, and materiel

which maintain the Navy in a constant state of readiness which

provides for the security of the country. Prior to the appli-

cation required to become an officer in the Supply Corps , the

applicant must first master the basic qualifications required

for a commission as an ens ign in the Venezuelan Navy .

~~~~~
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There are two basic programs which lead from the civilian

world  to a commiss ion  in the Supply Corps , one being the

Venezuelan Naval Academy and the o the r  a graduate from a

civilian institution (e.g., economists , accountants , and

di e t i t ians )

1. Venezuelan Naval Acade~y

The Venezuelan Naval Academy , located in Mamo ,

Distrito Federal , is the undergraduate college of the Navy .

The Academy educates and trains selected young men for careers

of leadership in the Naval Service. Graduates of the four-year

course are awarded a Bachelor of Naval Science degree and a

commission as an ensign in the Venezuelan Navy .

The great majority of midshipmen enter directl y from

high school. An appointment to the Academy includes full

tuition , room and board , and a monthly salary for personal

needs .

The curriculum at the Academy includes an opportunity

to study in a wide variety of academic areas , as well as naval

science , leadership training, and physical fitness. This

curriculum is strengthened with practical experience in various

fields of naval science , including at-sea experienc e, submarine

and amphibious training . Upon commissioning , the ensign will

assume a five-year active duty obligation [1, 173].

To fulfill its mission , the Naval Academy orients its

curriculum totally to qualify midshipmen as surface warfare

specialists. Only in the final semester at the Academy is

Logistics taught. The purpose of this course is to familiarize

15 
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the midshipmen with the general concepts of logistics , but

it does not train and qualify them to perform competently

and efficiently in the supply specialty .

During the final semester at the Academy , the mid-

shipmen have an opportunity to express the desire for any

specialty . Normally, most of them choose surface warfare

(engineering , weapons , and operations), and a very limited

number appl y for  s u p p l y .

2. Officer Candidate Program

The O f f i c e r  C a n d i d a t e  Program he lps  meet  the  Navy ’ s

c o n t i n u i n g  need fo r  j u n i o r  o f f i c e r s .  Upon success fu l  comple-

t ion  of th ree  months  of m i l i t a r y  and i ndoc t r ina t ion  t r a i n i n g ,

candidates are commissioned as ensign , lieutenant j.g., or

lieutenant specialists , depending on background . The cand i-

date tha t  has made his  app l i ca t i on  w i t h  at leas t  two years

of university studies , but without the degree , is commissioned

ensign. The candidate with a university degree is afforded

the rank of lieutenant j.g., and the candidate with a univer-

sity degree and at least five years of experience is afforded

the rank of lieutenant. Upon commissioning, the officer

specialists will assume a five-year duty obligation [1, 177] .

C. NAVY SUPPLY CORPS

Since the beginning of the Venezuelan Navy , the Supply

Corps has been assigned the task and r e s p o n s i b i l i t y  of pro-

viding fuel , food , t ra .nspor ta t ion , c lo th ing  and services in

support  of al l  Navy personnel .

16



However , despite the great importance and the complexity

of the Logistics System , the junior supply officer has tradi-

tionally been assigned to a billet only with the education

received in the theoretical “logistics course S’ taught sinc e

1970 in the last term at the Naval Academy [2, 3”].

The career of a Venezuelan supply officer normall y spans

30 years. In the course of his naval career , a suppl y officer

may be ordered to a g rea t  v a r i e t y  of duty assignments. It

must be noted at this point that the Venezuelan Navy , to its

best advantag e and interests , projects orderly progressions

of assignments for the Supply Corps without the participation

of the indiv idual  supply o f f i c e r .

Some of these assignments emphasize the over-all general

supply function , while others require specialized technical

skills and knowledge. Again , assignments may be essentially

administrative or primarily operative , either in a large

o r g a n i z a t i o n  or as par t  of a smal l  independent  de t achmen t .

Since training programs have not been instituted to develop

the appropr ia te  manag ement s k i l l s  required in th i s  naval

env i ronment , the supply o f f i c e r  should  be p r epa r ing  h imse l f

for  billets of increased responsibility via on-the-job train-

ing and job rotation. The junior supply officer ’s primary

objective , quite naturally, is to prepare himself for a future

assignment as a department head where he can app ly knowledge

and experience gained during earlier assignments.

4.

f~
.
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D. INVENTORY CONTROL AN D REQU I REMENTS

The size and structure of the Supply Corps depend on

requirements for supply officer billets. The management of

the Supply Corps officers is carried out by the Department

of Officer Personnel which has the responsibility of meeting

the number of billets requested by manpower authority in the

organization. The management of supply officer inventory to

provide an adequate supply  pos tu re  fo r  the Navy is a dynamic

and cha l lenging  process .  Norma l ly ,  the numb er of o f f icer

assets is smaller than the number of billets ( r equ i r emen t s )

This occurs primaril y because so few officers apply for supply,

and because the dynamics of the sys tem r equ i r e  f l u c t u a t i o n s  in

inventory size caused by ever-changing billet requirements and

manning priorities.

Accession quotas for the Supply Corps have not been met

during the past several years. The quotas were approx imately

eight per year including line transfers.

E. OFFICER PROMOTIONS

The legal and administrative steps in officer promotions ,

beg inning with the establishment of an officer ’s eligibility

‘ —p for consideration and ending when a promotion to the next

higher grade actually is effected , may be described as a

cycle. Within this cycle are three major elements: eligibil-

ity , selection , and promotion. Each is controlled by various

laws, regulations , and administrative procedures ,

Like any large operating organization , the structure of

the Officer Corps of the Navy forms a pyramid which rises

18
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from a broad base of junior officers , up through a relativel y

few f l a g  o f f i c e r s .  If  there is to be realistic flow of pro-

motion up this pyramid , all who enter at the bottom cannot

reach the top. Each officer does , however , have the same

promotion opportunity as his contemporaries.

F. CAREE R PROGRESSI ON

The Supply Corps career progression , as it relates to the

individual  supp ly  o f f i c e r , is a r i g id  fo rmal  program under

which the Navy projects orderl y progressions of assignments

for the Supply Corps to meet its needs. The specific factors

involved in recruiting , training , and utilization of supply

officer personnel at any given time are driven by the needs

of the Navy for specific skills and experience. These needs

are constantly changing as new technology is introduced

and/or problems occur.

1. Basic Qualification

Since the early sixties , the Navy has maintained a

policy of sending at least one junior ofEicer (i.e., one

officer with at least two years of service) to the U.S.

Foreign Officer Supply Course (FOSCO). This course is tau~ht

at the U . S .  Naval Supply Corp s School , loca ted in Ath en s ,

Georgia , and is designed to familiarize foreign of2icer per-

sonnel w i t h  the U . S .  Navy supply  sys tem . I t  prepares  these

o f f i c e r s  r o control  i n t e r n a t i o n a l  l og i s t i c s  ma te r i e l  and to

fu r the r  develop the supply system w i t h i n  t h e i r  own navies .

This course is very s imi lar  to the  Basic Q u a l i f i c a t i o n  Course

(BQC) in Supply Management o f f e r ed  to the U . S .  Supply Corps

o f f i c e r  [15 , 12 ] .  

19 
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In the early sixties , the Commandant of the Naval

Squadron organized and created a Basic Logistics Course in

order to give service training to the junior suppl y officers .

It was designed as a service course of four weeks with the

primary goal of familiarizing the supply officer with pro-

cedures and policies affecting their jobs , both afloat or

ashore.  However , the course has not been offered consist-

ently.

In 1969 the Navy embarked on the Specialty Logistics

Course.  I t  was a course of 24 weeks , in tend ed to q u a l i f y

supply officers to perform effectively as supply specialists ,

applying existing policies and procedures affecting their

jobs. The course was administered at the Naval Postgraduate

School , located at the Venezuelan Naval Academy, Distrito

Federal; after being in operation for only one year , the

course was dis-established.

2. Postgraduate Education

The Venezuelan Navy postgraduate education policy is

designed to provide Supply Corps officers with advanced edu-

cation , thus responding to the Navy ’s increasing management

needs at the higher levels of the organization , both today

and in the future.

Since the early seventies , the Navy has been sending

senior supply officers to different schools and universities

inside and outside Venezuela.

20



G. SUMMARY

One of the  c o n c l u si o n s  draw n f r o m  the  above  ana l y s i s  is

that  th e supply  o f f i c e r  does not  have any p a r t i c i p a t i o n  in

planning the progression of his career.

The Navy unilatera ll y projects the progression of the

members of the corps in order to meet its present and future

requirements. In general , this procedure does not do well

for the individual.

Another conclusion is that the Navy does not have an

educational program instituted to develop the appropriate

management  s k i l l s  r e q u i r e d  by the  members  of the  Supp ly Corps .

Instead , the o r g a n i z a t i o n  has been t r a i n i n g  i ts  personnel

w i t h  m ethods su ch  as o n - t h e - j o b  t r a in ing  and job  r o t a t i o n .

There is no reason to be l i eve  tha t  supp ly  o f f i c e r s

developed by these methods  would be less e f f e c t i v e  or of

lower va lue  to the Navy . Al thoug h these  by themselves  do

not seem to be enough , because too many erroneous thing s

migh t  be learned.

The success of these  methods  depends upon the q u a l i t y

of the job , the degree of learning expected , and the degree

and qua l i ty  of the coaching ava i l ab le .

There are no c lear -cu t  career paths  and career  support

systems by which the supply officer may proceed through

specif ic  steps to a d e f i n i t e  goal . Ins tead , the Navy deter-

mines what should happen when , usua l ly  according to a given

s i tua t ion .

_ _ _  
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IV. ROLE OF THE VENEZUELAN SUPPLY OFFICER

A. CHARACTERISTICS OF A SUPPLY OFFICER

What is a supp ly  o f f i c e r?  There  is no r e c o g n i z e d

definition of a supply officer. Generally, it has been

intimated as a log istician and a materiel or military man-

ager.

Webster ’ s Dictionary defines logistician as “a special-

ist in logistics. ” It defines logistics as “military science

in its planning and handling and implementation of personnel

and materiel and facilities and other related factors”

[16 , 1331].

The Logistics Review defines logistics as “the art and

s c ience o f det ermining requir emen ts , acquiring them , d i s t rib-

u t i ng  them and f i n a l l y ,  m a i n t a i n i n g  them in an o p e r a t i o n a l

ready condition for their entire life” [8, 3].

The D i c t i o n a r y  of the U.S. Military for Joint Usages

defines materiel management as “that phase of military

logistics which includes managing , cataloging , requirements

-~~~~~ determination , procurement , distribution , overhaul and dis-

posal of materiel” [13 , 96].

Military log istics , as defined by this dictionary , is

that part of the entire military which deals with ;

1. Design and development , acquisition , storage , movement ,
distribution , maintenance , and disposition of materiel.

2. Induction , classification , training , assignment , welfare ,
movement , and separation of personnel.
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3. A c q u i s i t i o n  or c o n s t r u c t i o n , ma in tenance , ope ra t ion
and d i spos i t ion  of f a c i l i t i e s .

4.  A c q u i s i t i o n  or f u r n i s h i n g  of s e rv i ce s .  I t  compr i ses
both p l a n n i n g , inc lud ing  d e t e r m i n a t i o n  of r e q u i r e m e n t s ,
and implementation [13, 96]

Terms like “logistics ” or “supply” are either too broad

or too narrow and are subject to misinterpretation. Logistics

has evolved slowly and in a confusing manner in the business

environment because it has been forced into a particular

functional slot , such as materials supply or physical dis-

tribution. This restrictive view of the concept has stymied

its growth and has hampered universal understanding. In

reality , physical distribution or material management is but

one facet of the logistics concept.

Logistics has long been used as a military term . The

root of the word can be traced to the Latin loquqea, meaning

“lodge” or “hut ,” and later to the Frenc h verb loger, which

means “to lodge.” The first recorded use of logistics in a

military organization was the creation of the position of

Marechal General des Logis by the French army in 1970. This

officer was responsible for selecting campsites , planning

marches , and regulating transportation and supply.

Th rou gh th e years , as m i l i t a r y  s t ra tegy  and equipment

changed , so did the dut ies  of l og i s t i c i ans . For ins tance ,

mammoth logistical problems were posed by global conflict

during World War II , and post-wa r power struggles reaffirmed

the constant need for highly mobile forces capable of immedi-

ate deployment to any location in the world. By solving the
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problems  a s soc ia t ed  w i t h  these  complex needs , the  modern

concept of m i l i t a r y  l o g i s t i c s  was fo rmula ted  [2 , 3 9 - 4 0 ] .

L o g i s t i c s  encompasses  suppl y ,  a long  w i t h  o t h e r  s teps  in

the business of designing , producing , distributing, and main-

taining the peop le and things that make up the power of

s e c u r i t y .  I t  cannot  be denied  t h a t  in some m e a s u r e  l o g i s t i c s

is the business of every civilian and military person con-

cerned with national security. Today more than ever , because

of limitations on available resources and the unstable demand

of technology, logistics is the personal concern of every

military and civilian man having security responsibilities.

Several functions and management techniques are available

with which a logistician or supp ly officer must be familiar

and should have a thoroug h knowledge about if he is to

accomplish his mission successfull y. He must be able to:

1. Provide  m a t e r i a l  when and where  needed by use of h is
skills in the field of “distribution management. ”
D i s t r i b u t i o n  managemen t  is the c o m b i n a t i o n  of s k i l l s
tha t  has somet imes  been r e f e r r e d  to as inventory ,
transportation , and material management.

2. Program , budget , account  and aud i t  to assure  the
e f f e c t i v e  use of men , m oney and m a t e r i a l  in the  f i e ld
of “financial management. ”

3. Manage the interface between Navy and industrial
management in the acquisition of weapons systems in
the field of “project management. ”

4. Buy the Navy ’ s weapons systems , material , and services
in the field of “procurement management. ”

5. Provide the petroleum products and the related tech-
nical/engineering expertise needed to power the fleet
in the field of “petroleum management. ”

6. Manage the Navy ’s exchange and commissary store systems
in the field of “retail management. ”
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7.  Feed the Navy by providing expertise in the field of
“food se rv ice  m a n a g e m e n t . ”

8. P rov ide  gene ra l  managemen t  e x p e r t i s e  and o f t e n  must
be qualified in such fields as “computer management ”
or “operations research. ”

Al l  of t h i s  complex i ty  makes the  p o s i t i o n  of the  supply

o f f i c e r  one of the  mos t  demanding in the  modern  Navy .  He is

virtually the sum of several functions of management which

form the bas i s  of the  l o g i s t i c s  sys tem .

B. GENERAL ROLE

Whatever  the  j o b , a supply  o f f i c e r ’ s a s s i g n m e n t  is one

of the most  demanding and reward ing  p o s i t i o n s  t h a t  could be

o f f e r e d  to a j u n i o r  o f f i c e r .  The hours are long , the  work

hard , and the r e s p o n s i b i l i t i e s  g r e a t , but pe r sona l  s a t i s f ac -

t ion is der ived  f rom success fu l  pe r fo rmance  in a c h a l l e n g i n g

assignment.

In the  broad sense , the  general  ro le  should  be to exercise

r e s p o n s i b i l i t y, w i t h i n  the  c o n s t r a i n t  of ass igned  a u t h o r i t y ,

fo r  the a d m i n i s t r a t i v e , o p e r a t i o n a l  and t e chn i ca l  aspects  of

his depar tment . The func t ions  fo r  wh ich  he w i l l  be r e s p o n s i b l e

encompass the vital shipboard requirements which contribute

so much to the readiness of the ship and the morale of the

crew. Effective exercise of these responsibilities requires

a supply officer highly training to perform as both a naval

officer and supply specialist. This requires in each supply

officer a clear understanding of existing policies and pro-

cedures affecting his job , as well as possession of those

attitudes and characteristics necessary to apply this knowledge.
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On a ship , the suppl y officer reports directl y to the

executive officer (XO) and will take his place with the

remaining three department heads who are usually more senior

and have more operational experience.

Shore duty assignments are available to an extremely

limited number of junior supply officers , since these are

normally established only for senior supply officers. Shore

duty jobs differ somewhat from assi gnments afloat , in that

the primary mission is support to the fleet , managing the

Food Service or Naval Supply Centers at any one of the Navy ’s

shore installations .

C. ROLE AS A PROFESSIONAL MILITARY OFFICER

The supply officer is a professional military officer who

should serve at sea early in his naval career. He performs

this role in both surface ship and submarine and provides

warfare skills with other specialties.

He is trained in surface warfare during his education at

the Naval Academy . He recetves an intensive education in

operational tactics , weapons system s, and fundamentals of

engineering . The curriculum structure of the Nava l Academy

is designed to equip the officer with the fundamental tools

that will be needed for a first sea assignment.

The initial sea duty will usually be an assignment as a

division officer within the Supply Department . In this

assignment , besides his administrative responsibilities as

~ a division officer , he needs to have knowledge of shipboard
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communicat ions , gun n e r y ,  main p ropuls ion , damag e control ,

ope ra t iona l  t ac t i c s , or any one of several  o the r  du t i e s  be low

the department head level. The junior supply officer is

expected to qualif y as a Surface Warfare officer in this

first tour , completing the fundamental qualifications which

are required. He will qualify as Division Officer , Officer

of the Deck in port , Combat Information Center Watch Officer ,

Surface Watch Officer , and other duties below the department

head level .

Qualification as a Surface Warfare Officer is of signifi-

cant concern in a junior supply officer , because this quali-

fication will provide him with the basic skills of his naval

profess ion.

D. ROLE AS A MANAGER SPECIALIST

There is no such thing as the right way for a manager to

operate or behave. There are only ways that are appropriate

for specific tasks of specific enterprises under specific

temperaments and styles. There are some things all managers

must do well and these may vary by the size and nature of

the task.

The supply officer begins his career in the role of

specialist. He must be able to perform all day-to-day admin-

istrative operations of his assigned duty.

In order to familiarize the supply officer with the

administrative functions of his specialty , he is designated

as head of a division within the Supp ly Department in his

first tour. He will be responsible for the procurement of

I
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stock , the maintenance of adequate stock l eve l s , t h e  u t i l i z a -

t ion  of e f f e c t i v e  m e r c h a n d i s i n g  t e c h n i q u e s , sound f i n a n c i a l

management , the maintenance of required records , the submis-

sion of a p p r o p r i a t e  reports , and control and evaluation of

personnel .  The management  ~f these service activities in-

volves scheduling, constant evaluation of service , and prompt

response to customer requirements.

Upon c o m p l e t i o n  of h i s  f i r s t  t o u r , the  s u p p l y  o f f i c e r

will be oriented to the Navy and will recognize his own limi-

tations and capabilities , thus obtaining a degree of self-

confidence.

The managerial and leadership experience will prove

invaluable to him in later assignments when he becomes a

department head of a small noncombatant ship. An assi gnment

as department head represents a tremendous challenge and

offers the junior supply officer an opportunity to develop

personal qualities and management skills.

He should have the following characteristics to success-

fully and effectively manage his department:

1. Administrative Ability

This basic factor includes the common functions of

administration such as planning , controlling , organizing ,

directing , and evaluating .

j . Planning and control are perhap s the most basic and

pervas ive of all managerial functions . Planning is essentially

an intellectual activity which involves setting goals and

determining how they are to be achieved . It gives direction
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and purpose to an o r g a n i z a t i o n ’ s a c t i v i t i e s .  Cont ro l , on

the other hand , seeks to ensure that plans are being followed.

Planning and control are inseparable elements in the manage-

ment process. One is a prerequisite of the other.

Organizing involves creating and staffing the formal

structure of work relationships in the organization. It is

primaril y concerned with establishing effective relationships

between tasks and people.

Finally , in the process of performance evaluation ,

one of the most important considerations is the impact the

process itself has on the personal attitudes and performance

of the officer.

2. Supervisory

At this stage , the supply officer is acting as a

manager trying to obtain as much productivity as possible

from his subordinates. If he is a competent manager , he will

create an environment within which these people perform will-

ingly at a higher level than they naturally would .

This hig her level of productivity will be the result

of a combination of factors , including the direction the

supp ly officer provides , the coordination of their personal

objectives with the department ’s and the ship ’s obj ectives ,

and the control measures he takes to assure planned perfor-

mance.

On the other hand , he may suffer from managerial

ignorance. He just has no idea of what managing is. Why

should he? Where did he learn how to manage?

29
S

- .
~ - - 

~~~~~~~~~~~~~~~~~~~~~~~~~~~ 
_

~~~~~~~~~~~~~~~~
.. .- . .-—. -- . ,. 

~~~~~~~~~~~~~~ 
...-.-



The emerg ing consequence is that there can be no

specific rules of supervision which can be expected to work

well in all situations. Broad princ iples can be applied to

the process of supervision and furnish valuable guides to

behavior.

3. Leadership Roles

As head of a department , an officer assumes leadership

of assigned subordinates , and within the ship he assumes lead-

ership of the ship ’s crew .

As a leader , the manager ’s job is to provide for the

simultaneous satisfaction of multiple and often conflicting

goals and needs. Modern man is extremely complex ; his abil-

ities and motives vary considerably. The good leader is

sensitive to this and is able to see and feel thing s from

the points of view of others; he is aware of his own attitudes

and assumptions and how they affect his behavior in dealing

with people; and he has the persona l flexibility to vary his

behavior in appropriate ways.

The choice in managerial practice should not be

between the supply officer who wants to overcentrali ze (i.e.,

the officer who cannot delegate properly and therefore demands

a tight ‘span of control so that he can pass on every subordinate

decision , important or not) and the supp ly officer who is pre-

pared to trust his subordinates and therefore wishes to see

little of them . The first type is simply one who does not

know how to “lead” and hence tties to “dominate. ” The latter

type is one who does not realize that leadership calls for as

much constant personal contac t as circumstances permit.
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E f f e c t i v e  l eade r sh ip is a f u n c t i o n  of a complex

combina t ion  of f ac to r s , in cluding aspects  of the broader

o r g a n i z a t i o n  and i t s  m i l i t a r y  envi ronment , the t r a i t s  and

behav ior  of the  leader ’ s supe rv i so r  and subord ina tes , and

the t r a i t s  and behav ior  of the leader h i m s e l f .

4.  Team Member

His attention and emphasis , however , are not limited

to the  m i l i t a r y  p r o f e s s i o n , s p e c i a l i z a t i o n, supe rv i s ion  and

leadership. He has the add i t iona l  du t i es  of a team member ,

an officer ’s helper , a representative , a strategist , and a

publ ic  r e la t ions  man.

There are three  more depar tment  heads at the same

o r g a n i z a t i o n a l  l eve l .  They repor t  to the same super ior , and

with him they form a team .. Each depar tment  head t r i e s  to

operate  in such a way tha t  he serves the  i n t e r e s t s , not only

of his  own depar tment , but of the o ther  depar tments  in order

to meet  the to ta l  o b j e c t i v e  of the o r g a n i z a t i o n .

E. SUMMARY

Even under the best  of condi t ions  the re  is a need fo r

some typ e of t r a in ing-and-deve lopment  a c t i v i t i e s  required

for personnel in the o r g a n i z a t i o n .  For one th ing , the~~’ is

an on-going need to provide spec i f ic  job  t r a i n i n g , particu-

lar ly  for  new supply o f f i c e r s .  There is also a need to

provide development tha t  wi l l  con t r ibu te  both to the long - run

e f fec t iveness  of the o f f i ce r s  involved and to the o rgan iza t ion

it se l f .
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Obviously, then , different methods of training and

development are appropriate to different situations.

This au tho r , who has been a supply o f f i c e r  fo r  eleven

years , be l i eves  that  in order to be e f f e c t i v e  in th i s  de-

mand ing  envi ronment , an unde r s t and ing  of the  f u n c t i o n s  of

ma nagement and the  requ i rements  of the logis t ics  sys tem are

required b e f o r e  the  f i r s t  tour is ordered .  There is a need

to provide  the  new supply o f f i c e r  w i t h  s p e c i f i c  t r a i n i n g  in

accordance w i t h  h is  broad r e s p o n si b i l i t i e s .

4
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I

V. THE PROPOSED MODEL FOR CAREER DEVELOPMENT

The precedi ng chapters  have p resen ted  the e x i s t i n g  pro-

fess iona l  development p r ac t i c e s  in the  V e n e z u e l a n  Navy . In

this  chap ter , as a final task of this study , the in ten t is

to propose a model for  the career development  of the Venezuelan

Navy  based on the f o r e g o i n g  d i s c u s s i o n s .

Any o r g a n i z a t i o n  is dependent  upon the  s k i l l s  and motiva-

t ion  of i t s  people .  The Navy is a compl ica ted , s w i f t l y  evolv-

ing o r g a n i z a t i o n  us ing advanced s t a t e - o f - t h e - a r t  ha rdware  and

systems in a unique environment. It therefore requires special

sk i l l s  and ta len ts  in i ts people which mus t  be developed in-

house.  Career development  is the process by whi ch the Navy

would develop the s k i l l s  and t a l e n t s  needed by Suppl y Corps

o f f i c e r s  to serve the Navy .

“If developmen t is to be successful , it mus t be geared
no t only to the par t icipan t’ s needs and l ea rn ing  abil-
ities , but also to the particular requirements and
practices of the organization in which he manages...
[3 , 11].

I t  is not claimed that  the proposed model can f i l l  the

void exis t ing in the system . But it can be considered as an

opening to a more e f f ec t ive  and e f f i c i e n t  career development

for the Navy.

A. CAREER DEVELOPMENT

A career is a progress ion  of b i l le t  ass ignments .  The

ass ignment s  levy a cont inual  increase in the level of respon-

s i b i l i t y  along the p rogress ion .  Each assi gnment is meant  to
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I
u t i l i z e  pas t  exper ience , t r a i n i n g , and e d u c a t i o n .  In addi t ion ,

each new b i l l e t  develops and expands the exper ience base  for

fu ture  ass ignments .  Since the goal w i l l  be to develop the

supply o f f i c e r  to the hig hes t  p o t e n t i a l , the re  are no s p e c i f i c

end points  in development .

The career  development  p lan  w i l l  place assi gnments  in a

progress ion of r e spons ib i l i t i e s  and shal l  e s t ab l i sh  mi l e s tones

for each assignment .

Every e f f o r t  should be made to make the Supply  Corps a

fulfilling and rewarding career .  This  is not j u s t  a discre-

tionary requirement , but an absolute necessity . If Officers

are not s a t i s f i ed  they cannot be re ta ined . If  they are not

mot iva ted  for  t h e i r  ass ignment  or do not possess the r equ i s i t e

in teres ts  and sk i l l s  for  them , they wi l l  n ot do a qua l i ty  j o b .

If t h e i r  careers  have been h a p h a z a r d l y  managed , based on the

demands of the moment , they cannot bui ld  the exper t i se  needed

for the fu tu re .

Meeting the needs and desires of each individual is there-

fore vi tal . It also highlights the importance of the individual

officer ’s traditional dedication and willingness to put the

needs of the Navy and nat ion above his personal  desires when

called upon to do so.

For personnel  managers (Department  of Of f i ce r s  Personnel)

a career development plan wi l l  provide a measurement  scale

against  which to compare the to ta l  popula t ion  of o f f i c e rs  in

the org an iza t ion. Management can assess how well  the over-a l l

goals of the development plan are being met and can adj ust  the
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plan to meet changing  r e q u ir e m e n t s .  Thus , wh i l e  f o r  the

individual  the career development p lan  provides  a mic roscop ic

view , for managemen t it provides a macroscopic view .

To respond to these requirements , the Navy should contin-

ually retrain officers already in the inventory . This is an

ev e r - r ecu r r i ng  adj us tment ;  t he re fo re , a ca r ee r development

plan should always be desi gned as a f l e x i b l e  p a t t e r n  of

potential assignments. Tour lengths , billets , training and

t iming  of a s s ignmen t s  all become v a r i a b l e s  in t h i s  dynamic

process.

B. THE MODEL

The fo l lowing  model  is not intended to r ep resen t  a def in-

itive career development ~
‘pr ocess .  Ra ther , the purpose is to

descr ibe , on the basis of factors derived in the previous

chapters  of the study, the componen ts of career development

and to indica te or recommend the even ts tha t the Navy should

fo l low dur ing the process .

1. The Components of Career Development

The skills and talents needed by a supply officer can

be provided to him through job rotation (experience) , training ,

and education .

The education , t r a in ing , and experience gained by an

o f f i c e r  con t r ibu tes  to his q u a l i f i c a t i o n  for  a given b i l l e t

or b i l l e t s .

Whi le  career-development programs aim to develop hig h

qua l i t y  o f f i c e r s  who possess the sk i l l s  and exper t i se  needed
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needed by the Navy , only  the educa t ion  and t r a i n i n g  componen ts

of the  p r o g r a m  w i l l  be o r i e n t e d  to p r o v i d i n g  s k i l l s  fo r  f u t u r e

u se. Opera t iona l  and a d m i n i s t r a t i v e  a s s i g n m e n t s  u s u a l l y  w i l l

serve a double purpose .  They put the e x p e r t i s e  the  o f f i c e r

b r i n g s  to or develops in the  j o b  to p roduc t i ve  use  w h i l e

concurrently develop ing expertise useful in future billets .

a. Tra in ing

The development  of an e f f e c t i v e  and c o m p e t e n t

supply  o f f i c e r  is e s sen t i a l  to the ach ievement  of s a t i s f a c t o r y

operational and administrative requirements of the Navy.

I t  is d i f f i c u l t  to acqu i re  tha t  knowledge  w i t h o u t

the b e n e f i t  of spec i a l i zed , fo rma l  t r a i n i n g . Th i s  is not the

onl y tra in ing  tha t is necessary , bu t i t is an i nva luab l e

s t a r t i n g  p o i n t .  I t  w i l l  lay the f o u n d a t i o n  tha t  sha l l  be

broadened and expanded w i t h  the knowledge ga ined  f rom o n - t h e -

job training and job rotation.

To be e f f e c t i v e , any fo rma l  t r a i n i n g  program mus t

be respons ive to the level of needs of the  t ra inee  as well as

the needs of the job .

The task of keeping o f f i c e r s  educated and t ra ined

in s u f f i c i e n t  breadth  and depth to meet the  ex i s t ing  demands

of the day is a formidable  one .

A b r i e f  ana lys is  of the Supply Co rp s gives  an

immediate ins ight  into the ex i s t i ng  procedure . The most alarm-

ing s t a t i s t i c  is that  a d i sp ropor t iona te  percentage  of supply

o f f i c e r s  has not received any kind of spec ia l ized , formal

t ra ining . The newly commissioned supply o f f i c e r  comes a f loa t

wi thout  any formal t r a in ing .
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The relevan t reason for this tendency is that

training programs have not been instituted to develop the

appropriate managerial skills of supply officers .

In order to develop such skills , the first recom-

mendation to the Navy would be the necessity of building a

team of experts (qualified supply officers and civilians) who

could develop an occupational task analysis to be used in

analyzing supp ly officer occupations . The purpose is to pro-

vide occupational data needed to improve the utilizatio n ,

training , and assignment of personnel.

Before the application of this task analysis

questionnaire , it should be validated . It can be done by

selecting at random a few afloat units to which the question-

naire should be administered . Once validated , it should be

administered to the Supply Corps officers.

The questionnaire shall represent the first oper-

ational application of an officer occupational analysis devel-

oped under research by the Venezuel .~n Navy . It shall be a

comprehensive compilation of the tasks in which supply officers

are involved. As such , it shall be inclusive of all ship types

and ashore naval installations .

The information drawn from this questionnaire shall

tell the team what requisite training can be provided by the

Navy Supply School to develop a Supply Corp s officer who shall

indeed be prepared for the challenging role of managing a

supply department within the Venezuelan Navy.
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The conten t  of the  p rog rams  s h a l l  be de te rmined

by the team , once the q u e s t i o n n a i r e s  have been eva lua ted  and

ana lyzed .

The emphasis should be upon the primary respons i-

bilities necessary to maintain combat readiness. The content

should include ;

1. Fu ndamenta ls  of procurement ,
2. Inven to ry  cont ro l ,
3. Budg e t ing of funds ,
4.  Food service ,
5. R e t a i l  ope ra t ions ,
6. Paym e..t,
7 . Q u a n t i t a t i v e  management  t echniques , and
8. Human behavior.

All of this means that the training must be real-

istic , dynamic , and overt in pursuing the needs the Supply

Corps officers require.

Also , the team ’s mission shall include the

selection of an installation to implement a Supply School to

carry out the training programs.

There are two educational centers where the Navy

may implement a Supply School to meet these requirements .

The Naval Postgraduate School and Naval Training Center are

both institutions with the human and financial resources to

manage a Supply School.

Upon completion of the training programs , the

officer shall be qualified to perform in the supply billets.

b. Education

An integral part of the over-all career develop-

ment program for supply officers is the opportunity for
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advanced education in all the business management areas for

which the Supply Corps is responsible.

Education is typicall y broad and general. It

may be required to qualify for particular billets but is of

even greater value throughout and beyond a naval career.

The goal of the Navy educational programs should

be to meet billet requirements and to provide some postgrad-

uate education for all qualified active duty senior supply

officers.

The program s should be designed to capitalize

dpon the individual officer ’s abilities and potential by

extending his studies to include specialized areas , and to

offer elig ible officers postgraduate education at the master ’ s

level in both technical and nontechnical fields of study .

Graduate education imparts advanced technical

knowledge , bu t more impor tan t l y ,  it helps to broaden one ’s

capacity for original thought and provides an increased in-

ventory of intellectual tools , particularly in quantitative

techniques and methods which are so necessary in Supply Corp s

functions as the officer ’ s assignments become more responsible.

A supply officer with an advanced degree acquires

a greatly expanded order of decision-making capability based

on analytical approaches to problems .

Fresh ideas and greater insight into advancing

technology is broug ht to the Suppl y Corps by an officer who

has the opportunity to leave the operating environment and

to interact with other professionals in an academic environ-

ment.
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Navy-sponsored postgraduate curricula are pres-

ently available at several national and foreign institutions .

Course t i t les , par tici pating universities , course

leng th are contained in Figures 1 and 2.

COURS E TITLE PARTICIPATING SCHOOL LENGTH

Publ i c A d m i n i s t r a t i o n  ENAP , Caracas 20 mo.

~4anagement  IESA , Caracas 18 mo.

~tanagement Science USB , Caracas 20 mo.

Figure 1 - Nationa l Ins titutions

COURSE T I TLE PAR T I C I P A T I N G  SCHOOL LENGTH

~d m i n ist r a t i v e  Sciences Naval Pos tg radua te  School , 18. mo.
(Financ ial , Pers onn el , USA
and M a t e r i a l )

F i n a n c i a l  Management  George Wash ing ton  12 mo.
Un ive r s i t y , USA

Transportation Michigan State University, 12 mo.
~1anagement  USA

Gradua te Logistics Air Force Institute of 12 mc.
Technology,  USA

F i g u r e  2 - Fore ign  I n s t i t u t i o n s  
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Selec t ion for  pos tgradua te educa t ion mus t be

based on demonstrated professional performance as indicated

in f i tness repor ts , but the Chief of Naval Personnel should

also screen an app l ican t  academica l ly  to ensure t h a t  the

minimum entrance requirements for the various educational

institutions can be met. The opportunity for each officer

is better served if , prior to application , he honestly

evaluates his qualifications for the preferences being

evaluated.

A major objective of career development should

be to provide necessary specialized knowledge while not

comp romising the vital over-all sjstem perspective and sea

experienc e that the naval officer must provide.

The Supply Corps officers must also have the

opportunity to follow professional military education at the

Naval War School. The Naval War School’ s mission is to take

an operationally effective naval officer (LCDR/CDR rank),

and prepare him for a broader leadership role. In addition ,

it supplies officers of executive potential with educational

experiences uniquely applicable to the military ’ s role in

society .

c. Experienc e

From a career-development viewpoint , a billet

is not only a job which must be accomplished , but also an

opportunity for an officer to gain certain experience valuable

for his future career pattern.

Each billet should also provide maturity, and

leadership and management experience.
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The expe r t i s e  gained by one o f f i c e r  at a partic-

ular point in the flow may be gained by another officer at a

different point and in a different billet.

It should be noted , however , that the bilJet base

existing and available to an officer at any point in time

will not always permit the perfect assignment to bess- use

expertise developed in the past , or to qualify an officer for

specific future billets.

C. JOB MATCHING

Ever’i effort should be made to match the officer to the

most challenging job available in his functional area , con-

sistent with the needs of the Navy . If these elements can

be combined each time an officer is reassigned , it is a

mutually satisfying assignment for both the officer and the

Navy , and a stepp ing stone in the officer ’s career progression.

D. GENERAL CAREER DEVELOPMENT PLAN

In the assignment of officer personnel , the Navy is

influenced by needs of the service , current composition of

the Supply Corp s officers , and the professional development

of each officer.

Service need is simply the day-to-day requirement of Navy

activities for specific grades with certain talents. Profes-

sional development has a dual nature. In ordering officers

to varied types of duties and schools , the Navy is not only

fulfilling its own mission of preparing these officers for

future command responsibilities , but also is performing a
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genuine  service for  the  indiv idua l  by expanding his  experience

and thus increasing promotional prospects.

With few exceptions , orders involving permanent change of

station for supply officers shall be originated by the Chief

of Naval Personnel , who sets the basic policy pertaining to

officer rotation. This policy shall concern varying the types

of duty assignments , inasmuch as this is the basic requirement

in develop ing an officer ’s capabilities and providing him with

a full career. Deviation from basic policy shall be provided

as necessary to meet problems that arise.

In addition to the requirements for rotation , assignment

patterns reflect the need for educational opportunities for

over-all career value or for utilization in a particular

billet , for progression of responsibility, and for utilization

of specialized training .

Officers should realize that they have the primary

responsibility for their own individual career planning .

1. Initial Training

Officers who enter the supply specialty must be sent

to a course of intensive training at the Supply School. To

prepare the newly commissioned supply officer for on-the-job

training experience , or to supplement it , a number of rela-

tively short functional training courses should be available.

The systen. by which naval activities are supplied

are diverse and complex . They are des igned to meet problems

and to operate in environments unique to the Navy . Althoug h

the governing principles upon which these system s are based
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are common to many or g a n i z a t i o n s , the  d e t a i l e d  po l i c i e s ,

procedures and practices used by the Navy supp ly manager

are necessaril y unique. This fact , coupled with the vital

importance of common understanding and use of procedures and

practices in efficiently operating large widespread systems ,

make detailed training necessary prior to assignment of an

officer to his first operational supply billet.

The primary goal of this basic supply course must be

to qualify each officer to perform effectively as a supply

specialist.

The functional segments of the course shall corres-

pont to the major technical areas in which the new supply

officer may be required to operate. These courses are

discussed in the following paragraphs.

a. Inventory Course

The primary objective of the afloat supp ly officer

is to provide effective and responsive supply support necessary

to sustain the various weapons , propulsion , sensor and auxil-

iary system s aboard ship.

Essential to becoming an efficient supply officer

is a comprehensive understanding of how the Navy operates.

By becoming f~mi1iar with basic inventory and financial manage-

ment ~~ncepts and learning the supply vocabulary , the supp ly

officer s!’all be able to use the supply system to provide his

ship effective and timely supply support. He should become

familiar with a number of files , records , documents , publica-

t tions and other management tools used in maintaining the

balance between his inventory and financial resources.

~~~~

_
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Organization , material identification , procure-

ment and expenditure must be taught in connection with

accounting procedures relevant to the various transactions.

b. Disbursing Course

The primary goal of this course should be to

qualify each officer to perform effectivel y as a disbursing

manager. The course should include the study of military

pay entitlements and procedures , cashbook maintenance ,

procurement and disposition of funds , payment of dealers ’

bills , and financial returns.

Leadership and Management Course

The objective of the Leadership and Management

Course should be to assist the officer in becoming the

effective leader/manager essential to an afloat supply

department or division.

Leadership and manAgement should be primarily

directed ~cward aiding the officer in the development of the

human and conceptual skills necessary for competent manage-

ment . He should be able to tackle administrative and per-

sonnel ~atters as well as act as a consultant to his men in

matters of individual development , performanc e, training , and

personal problems. Consequently, the course should include

studies in career counceling , financial counseling , training ,

performance , evaluation and any related topics.

d. Retail Course

The supply officer afloat manages one or more

retail outlets called ship ’s stores , as well as various

. 
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service activities , including a laund ry and barber shop.

The ship ’ s store provides several hundred necessitie s for

sale , and the service activities provide the necessary per-

sonal services on a regular basis to crew members. The

supply officer finds a great challenge in determining and

procuring required material , maintaining the physical security

of stock and money , operating the service activitie s accur-

ately, and maintaining accurate records and submitting

appropriate reports.

To prepare the officer for this challenge , the

Retail Course should explore such areas as material procure-

ment , pricing , merchandising , service activity operation ,

vending machines , inventory controls , record keeping , and

preparation of reports and returns.

e. Food Service Course

The supply officer afloat has the responsibility

for feeding the crew . In addition , he must be able to oper-

ate the mess for extended periods of time without replenishing ,

to avoid impairing the ship ’s operation. These considerations ,

taken together , demand a knowledge of menu planning , food

preparation , procuring and endurance loading provisions.

The supply officer needs a great amount of tech-

nical knowledge before he can effectively manage and audit

the operation. Consequently, the course shall familiarize

the officer with the operation of the mess , the equipment

used , the basics of menu planning, methods of determining

and procuring provision requirements , and var ious other topics
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pe r t i nen t  to an e f f i c i e n t  o p e r a t i o n .  He sha l l  ga in  a de t a i l ed

knowledge of keeping general mess records and learn the pro-

cedures for submitting financial reports and returns .

f. Quantitative Management Course

This course shall be oriented toward preparing the

officer in quantitative management techniques , acquainting the

supply officer with the decision-making methods , including

probability, sampling , decision logic tables , queing , PERT ,

GANTT , and the scientific approach to problem-solving .

Upon completion of the courses , the supply officer

should be equipped with the fundamental tools that he will

need for a successful first sea assignment.

The length of the courses shall be determined by

the team of specialists designated by the Navy .

2. Initial Sea Tours

Successfu l completion of the functional training sig-

nifies that the officer has attained the necessary skills to

be ordered to his initial sea tour. He shall be assigned to

sea duty for a four to five-year period.

The initial sea tour is split into three shorter tours ,

one as a division officer of a large combatant or noncombatant

ship, assistant to the supply officer , within the Supply Depart-

ment , and the second and third as Supply Department Head on a

small combatant or noncombatant  sh ip .

The fol lowing cons idera t ions  have been taken into

account in ordering a new supply o f f i c e r  to an i n i t i a l  sea

tour .
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1. The o rgan iza t iona l  requ i rement  tha t  no supply o f f i c e r
in the grade of LCDR and above will be given an
afloat assignment ,

2. To give to the new supply officer opportunity to learn
the operational requirements of the naval profession
at sea early in his naval career.

3. To assign supply officers to billets afloat which are
required by the organization from ensign to LCDR.

Upon completion of the functional training , the new

supply officer will report to his first ship for a one-and-a-

half to two-year tour of duty .

The initial sea duty assignment will be either as a

division officer or assistant to the supply officer within

the Supply Department , in charge of a particular supply

function such as supply operations , disbursing or ship ’s

general mess.

In this tour the new officer is expected to qualify

both as a Supply Officer and as a Surface Warfare Officer.

In this period he will receive a great deal of advanced in-

struction that expands upon the basic skills obtained during

the functional training . This single ship tour shall provide

him with the time needed to learn and improve the basic skills

of his profession.

He will be prepared to qualify as a CIC or Surface

Watch Officer , to learn the ship ’s engineering capabilities

and limitations , to discover how the ship is a total weapons

system , to support the Navy mission , and to participate in

the various evolutions which are integral to the operational

environment.
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Besides the opera t iona l  r e s p o n s i b i l i t i e s , he shal l

be responsible for the procurement of stock, maintenance of

adequate stock levels and related administrative functions

of his d iv i s ion .

The max imum time allowed for this qualification shall

be 24 months , since it usually takes one or two years for an

officer to obtain a thorough working knowledge of the func-

tions and responsibilities of his duty. This time allowance

is sub jec t  to change by the  Chief  of Naval Personnel because

of the constraint on the limitation of officers allowed on

each tour .

The importance of t h i s  i n i t i a l  sea tour cannot be

overemphasized , for it is during this period that the new

supply officer is closely evaluated by the commanding officer ,

whose recommendation is vital for future assignments.

Upon completion of the i n i t i a l  sea tour , the supply

o f f i c e r  wi l l  be ordered to a small  combatant  or noncombatant

ship as Head of Depar tment .

It is at this point in his career that the supply

officer will appreciate the effort he expended during his

first tour. As a department head , his responsibilities are

far broader than they were at the division level. In addi-

tion to what normally is a heavy daily work load , he ought

now to be cons idering how he will proceed to positions of

still greater responsibility . I-fe has the time now to prepare

himself.
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In th i s  tour he is expected to q u a l i f y  as a Head of

Department , and learn and imp rove the basic skills of his

naval p r o f e s s i o n .  N o r m a l l y ,  the max imum time allowed for

this  q u a l i f i c a t i o n  on board a small  combatant  or noncombatant

ship is 12 months. Although , again , it will depend on approval

by the Chief of Naval Personnel with the limitation of officers

considered .

Following this tour , the supply officer will be a

assigned to another small combatant or noncombatant ship,

where he will continue progressing through his assignments.

Thi s b i l l e t  wi l l  o f f e r  him chal leng e and r e s p o n s i b i l i t y  at

sea , and wi l l  be one which  can best  bu i ld  on his past pro-

fessional experience and demonstrated capabilities.

Once he has completed the initial sea tours , he will

become available for assignment to a shore duty billet or

for selection to the Junior Functional Training .

3. First Shore Tour

Shore duty assignments are available to an extremely

limited number of junior supply officers. Shore duty jobs

differ somewhat from assignments afloat in that the primary

reason is support to the fleet. They are located in every
—.p

area where the Navy has stations and facilities.

Due to the lack of shore duty, few supply officers

will be assigned to fill those billets. Others will attend

postgr aduate school as required.

Naval supply officer education will take two forms .

First , functional schools which prepare him for specific
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a s s i g nm e n t s ;  and second , more  forma l d i s c i p l i n e s , which

improve his own mental coordination. Both types of schools

are important to him and the Navy because of the opportunities

they offer in broadening professional knowledge.

The supply officer may expect to be ordered ashore

for a tour of approximately two years.

4.  Second Sea Tours

Upon completion of his first shore assignment , ordin-

arily after six-and-a-half to seven years of commissioned

service , he w i l l  be ass igned again to sea duty for  a fou r -yea r

period .

This sea duty is split into two shor te r  tours , pri-

marily aboard large combatan t and noncombatant ships. The

shipboard billets he fills during his second sea tour will

be as Head of the Supply Depar tment .

As a department  head , a supply officer will have

broader responsibilities than those on a small combatant or

noncombatant ship . This tour will be particularly important

in his professional naval development. It encompasses great

individual responsibility and is a meaning ful test of his

professional officer potential. In comparison to his past

billets , the department head is not a trainee or novice;

rather , he is the “expert” in his area of responsibility .

5. Second and Subsequent Shore Tours

J 

The second shore tour will commence near the thirteenth

year of commissioned service , and again will be about two years

in length. This will be the second , and most likely, . . 
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opportunity to obtain Navy-sponsored postgraduate education.

If  he a c q u i r e d  p o s t g r a d u a t e  educa t ion  d u r i n g  h i s  f i r s t  shore

tour , t h i s tour  w i l l  p r o b a b l y  be a “u t i l i z a t i o n  tour ” combin-

ing a s p e c i f i c  f u n c t i o n a l  area w i t h  d e p a r t m e n t - h e a d - l e v e l

te~chnical and management experience gained at sea .

This tour  wi l l  be his f i r s t  o p p o r t u n i t y  to serve in

the wide variety of billets associated with the logistics

system .

The officer will again have an opportunity for post-

graduate education , with pay-back requirements which are

identical to those of the first shore tour.

During the second and subsequent shore tours he will

be assigned to billets of steadily increasing challeng e and

r e s p o n s i b i l i t y. These b i l l e t s  normal ly  f a l l  in to  t h r e e

categories , either in his sub-specialty , at a senior service

col lege , or at a ma jo r  shore  command .

a. Billets in the Area of His Sub-specialty

By this point in his career he should have devel-

oped a sub-specialty either by means of postgraduate education

or by r epe t i t ive  tours in a pa r t i cu la r  sub - spec i a l t y  area .

The sub-specialty assignment area is receiving increased

emphasis throughout the Navy because it stresses the idea of

building a strong professional outlook on a logical progression

of related assignments. As an officer progresses along the

promotion path , it will become readily apparent that more of

his career will be devoted to shore duty assignments.
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b.  Sen io r  Service  C o l l e g e  A s s i g n m e n t

A senior service college tour at the Naval War

School is ano the r  o u t s t a n d i n g  o p p o r t u n i t y  a v a i l a b l e  to

selected senior lieutenant commanders and commanders.

c. Othe r  Ashore  D u t i e s

The H e a d q u a r t e r s  and Command s a shore  r emain  the

Naval focal points and , as such , many challenging billets

are a v a i l a b l e .  There  are few j u n i o r  o f f i c e r  b i l l e t s  in the

Head q u a r t e r s  and Commands ;  however , commencing w i t h  the  grade

of l i eu t enan t  commander , t he r e  are a g rea t  number  of s i g n i f i c a n t

shore  o p p o r t u n i t i e s .

A head qua r t e r s  or command tour  is u n q u e s t i o n a b l y

an impor t an t  s t ep  in the p r o f e s s i o n a l  p rog res s ion  to c a p t a i n

and f l a g  r ank .  I t  is , t h e r e f o r e , wise  to seek a headqua r t e r s

or command tour  at the  e a r l i e s t  o p p o r t u n i t y  in one ’ s ca ree r .

E.  SUMMARY

The concept  of Supply Corps Career  Development  can be

l ikened to the g e n e r a l i z e d  supply corps career  p a t t e r n  shown

in F i g u r e  3.

The basic sk i l l s  needed by the  supp ly  o f f i c e r  are  i n i t i a l l y

introduced at Naval Supply School. These are in the areas of

system inventory, physical material , material movement or

t r anspo r t a t i on , operat iona l experience , merchandis ing , food

service , procurement and financial management.

These types of expertise shall be blended in various

individual ways as the officer progresses through his career

and gains both professional growth and specialization.
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GRADE YEARS PERI OD SEA ASHORE

1 __________________________ f~i~~ Supp ly School
Assistant Supp ly Officer ,

2 large combatant or non-
combatant ship

z _______________________
_______ 

3 Supply Officer , smafl comrn
batant or noncombata nt shi~4 ~.. Supply Offi~èr , medium or
small noncombatant ship

S 
_ _ _ _ _ _ _ _ _ _ _  _ _ _ _ _ _ _ _ _ _ _

General Supply, Specific
6 —

~ inctional Area , or
Functional Training

_______ _______ __________________________ (if required )
L~ Supp ly OfficeT , large
~ combatant or noncombatant
~ ship

Supply Off~.cer , large
combatant or r.or.combatant

11 
_______ 

ship

12 General Supply . Specific
Functional Area , or

13 Postgraduate Education~~J
Department Head of Naval

1.4 Supp ly Center, Head quarter9
or Bases and Commands

______ — ________________________
Department Head of Naval I

16 Supply Center, Headquarter
or Bases and Commands

17
Naval War School or

18 Postgraduate Education
(if required) Department

______ 
19 

______ 
Head , Naval Supply Center

_______ commanding Officer ,
Naval Supply Center ,

21 Broad Management in
Func~ iona1 Area or

22 General Supply
z

23 z

24

z _____

26
0. —

C.-’ 27

2_8_
U

29

30 
______________________________________________________

Figure 3 - General Supp ly Corps Rotation Pattern
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The ens ign th rough  l i e u t e n a n t  leve l , or f i r s t  e leven

years , can be c h a r a c t e r i z e d  as a t ime  fo r  g a i n i n g  bas ic

knowledge , experie nce and specia lization needed in future

b i l l e t s. Here he should o b t a i n  his basic  opera t iona l  (sea)

experience , as well as training or experience in a number of

proficiency areas.

The l i eu t enan t  commander/ commander  level , th rough  year

n ine t een , is a management  en t ry  level  where  the  o f f i c e r  bo th

deepens and broadens  h is  sk i l l  base  and develops the  p o t e n t i a l

needed at more senior  leve ls .

The cap ta in  and f l a g  levels  can be c h a r a c t e r i z e d  as upper

and top management  levels where  the  o f f i c e r  appl ies  h is

potential while continuing to develop his expertise in a

ser ies  of success ive ly  broader  management  ass ig  C e n t s .

The per fo rmance , ex p e r ienc e , and p rogress ion  of qu a l i f i -

cations at every grade level will determine an officer ’s

po ten t i a l  and oppor tun i ty  for  f u t u r e  ass ignments .  A career

in the Supply Corps is compe t i t ive , and q u a l i f i c a t i o n s  for

b i l l e t s  of increas ing  r e s p o n s i b i l i t y  are cumula t ive  as o f f i c e r s

proceed th rough  va r ious  sea and shore assignments.

-. ~~... The foregoing study was designed to provide the supply

officer with a broad overview of career policies and oppor-

tunities. It is presented as part of the over-all plan to

create the development of the career of the Venezuelan supply

officer.

j  

This study has attempted to trace the role played in supply

officer career development by three factors: education ,
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func t i ona l  t r a in ing , and deve lopment .  In a n a l y z i n g  the

procedure in use by the Navy , several  oppo r tun i t i e s  for

improved deve lopment  have been iden t i f i ed . In add i t ion ,

a suggested model of genera l  deve lopment  p l a n n i n g  has been

proposed.

This study could not p o s s i b l y  include all variables which

must be considered when planning a supply career. Careers

are as different as the officers who serve in them .

The one universal factor influencing a successful career

is tha t of ind iv idua l  p e r f o r m a n c e .  Officers should bear in

mind that the better one ’s performance as a supply officer ,

the g rea te r  the number of career  o p t i o n s .

Nevertheless , some of the ideas in this thesis , if imple-

mented by the Venezuelan Navy , could help to imp rove the per-

formance of supply officers. When the needs and desires of

the individual are matched to the needs and opportunities of

the organization , a truly productive enterprise will p r e v a i l .

The career path is the obvious place for both the indiv idual

and the organization to work cooperatively for effectiveness

and improvement .
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