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				Abstract: One of the main elements that has been absent in the academic literature exploring officer training in Spain is the fact that there is no specific training that lieutenants undertake before being promoted to captains. In practical terms, that means when lieutenants are trained, the Spanish military is de facto forming also captains. Thus, this article’s research question is whether that might constitute a weakness and, if it is, what would be the best way to solve it. In that regard, as means for benchmarking, the authors conducted a comparative analysis with the U.S. model. In a later stage, they designed and implemented a qualitative ap-proach through focus groups and interviews with all the directors of the army academies: Academia General Militar (AGM) and all the branch academies (infantry, cavalry, artillery, engineers, signal, and aviation). They then analyzed the data using a coding tree that could contribute to presenting the discussion. The main conclusion is that even if having a separate course for captains would be posi-tive, the impact to the army should also be carefully considered to minimize possible derived inconveniences.
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				Introduction

				The professional competences army cadets are meant to achieve to become lieutenants and captains are in constant change. That has a direct impact on the training programs they need, as stat-ed by Organisation for Economic Co-operation and Development (OECD): “the complexity of the demands generated by an increas-ingly interdependent, changing and conflictual world places the objectives of education and the strategies to achieve education goals in center stage of the debate on broad educational reform.”1 The importance for Spain has been condensed in Entorno Oper-ativo 2035 (Operational Environment 2035) issued by the Spanish Armed Forces. It states that they are living in a changing and un-certain world and, consequently, training programs will need to be updated according to emergent technologies and evolving opera-tional procedures.2

				In the process of this public policy and academic discussion, the authors undertook an ambitious research project that would examine whether the Spanish Army should redefine the level of professional competences to be achieved by its cadets to become officers and, in particular, the level of those related to the specif-ic branch. They asked: Should that level be left up to company command for action, or should cadets obtain the required specific professional competences to command platoon-level units?

				Thus, the main objective of this article is to first conduct rig-orous academic research to reach valid academic conclusions to recommend the level of professional competencies that can be achieved by Spanish Army cadets to become officers. In the latter case, the Spanish Army would need to require lieutenants, prior to their promotion to the rank of captain, to attend a currently nonex-istant educational program to acquire those specific competencies required at the company level. 

				The answer to this question is important for two main reasons. First, because as stated above, the Spanish Army precommission-ing officers’ curriculum is very dense due to the demanding pro-fessional competencies currently required for cadets: reducing the level of specific competencies would alleviate the existing high 

				
					
						1 Dominique Simone Rychen and Laura Hersh Salganik, eds., Defining and Select-ing Key Competencies (Seattle, WA: Hogrefe & Huber Publishers, 2001), 1.

					
					
						2 Entorno Operativo 2035 [Operational Environment 2035] (Madrid, Spain, Minis-try of Defence, 2022), 100.
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				workload for cadets; as Rafael Martínez states “cadets educational training should be adapted to new realities, not based on addition of contents but on its modernization and reform.”3 Second, there is no educational program to prepare or complete the preparation of lieutenants for the moment they are promoted to captains and are required to command a company-type unit, which usually happens about five years after being commissioned.

				Regarding the methodology, one of the main strengths of this research is the superb access to the field as a result of the authors’ involvement in professional military education. This was combined with the appropriate design of the empirical research with com-bined participatory observation and conducting interviews with key informants, which rounded out the research and allowed for quality data that could later be analyzed and processed. 

				Officer’s Professional Competence

				The issue of officer’s professional competence has been covered in relevant literature. Thus, certain authors such as Manuel Riesco González observed that educational curricula must focus its goals on students’ acquisition competencies.4 However, there is no universal concept for professional competence. On the contrary, we find di-verse theories and definitions that might lead some to confusion.5 

				According to Riesco Gonzalez, there are three main approach-es: the first, which is focused on personal attributes (mainly attitude and capabilities); the second, which conceives competence as the capability to execute tasks; and the third, which is the integration of both.6 

				As a result, according to Riesco Gonzalez, competencies are related to capabilities, skills, or internal qualities.7 In addition, if 

				
					
						3 Rafael Martinez, Quiénes son y qué piensan los futuros oficiales y suboficiales del Ejército español [Who are the future officers and noncommissioned officers of the Spanish Army and what do they think?] (Barcelona, Spain: Barcelona Centre for International Affairs, CIDOB, 2004), 32.

					
					
						4 Manuel Riesco González, “El Enfoque por competencias en el EEES y sus impli-caciones en la enseñanza y el aprendizaje [The competency approach in the EHEA and its implications in teaching and learning]” Tendencias Pedagógicas 13 (2015): 17, https://doi.org/10.15366/tp2008.13.004.

					
					
						5 Rychen and Salganik, Defining and Selecting Key Competencies, 6.

					
					
						6 Riesco González, “El Enfoque por competencias en el EEES y sus implicaciones en la enseñanza y el aprendizaje.”

					
					
						7 Riesco González, “El Enfoque por competencias en el EEES y sus implicaciones en la enseñanza y el aprendizaje.”
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				we observe more specialized academic literature, models address other aspects of leadership: attributes, traits, characteristics and function, task, behavioral, which may prove to be more valuable.8

				Thus, in the framework of the Tuning project “competencies are described as points of reference for curriculum design and evaluation.”9 As a result, competence represents a dynamic combi-nation of knowledge, understanding, skills, and abilities and refers to implicit characteristics of a student who is expected to perform at a certain level. As a result, knowledge, skills, motivation, values, and personality constitute those characteristics that need to be de-veloped. 

				In sum, competence would be the intersection of these com-ponents: knowledge, skills, attitudes, and values. While knowledge and skills (specific competences) are easier to be developed, mo-tivation, values, and personality (generic competences) require more effort according to Mario de Miguel Diaz.10 

				While specific competencies are more closely associated to each area of knowledge, generic competencies are shared by most university degrees. However, both generic and specific com-petences need to be integrated during the teaching–learning pro-cess and cannot be developed separately.11 Thus, it is not possible to develop generic competencies if this process is not done in the context of the particular area of knowledge within a specific job application. Moreover, professional competencies need to be ex-ercised in the appropriate professional context or situation so that the student can respond in a proper way.12

				Therefore, according to de Miguel Diaz, it is important for the 

				
					
						8 Jeffrey D. Horey and Jon J. Fallesen, “Leadership Competencies: Are We All Saying the Same Thing?” (paper presented at the 45th Annual International Mili-tary Testing Association Meeting, Pensacola, FL, November 2003).

					
					
						9 Julia González and Robert Wagenaar, Tunning Education Structures in Europe (Bucharest, Romania: European Higher Education Area, 2003).

					
					
						10 Mario de Miguel Diaz, Modalidades de Enseñanza centradas en el Desarrollo de Competencias: Oreintaciones para Promover el Cambio Metodologico en el Espacio Europeo de Education Superior [Teaching Modalities Focused on Com-petence Development: Approaches to Promote Methodological Change in the European Higher Education Area] (Spain: Ministry of Education and Science, Uni-versity of Oviedo, 2005), 26.

					
					
						11 de Miguel Diaz, Modalidades de Enseñanza centradas en el Desarrollo de Com-petencias, 27.

					
					
						12 G. P. Bunk, “La transmisión de las competencias en la formación y perfecciona-miento profesionales de la RFA” [The transfer of competences in the vocational training and further training of the FRG], Revista Europea (January 1994), 11.
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				student to face situations in which both types of competences, generic and specific, are integrated and tested.13 Consequently, students’ competencies grow according to a continuous process in which the context changes and new responses are required. Re-quired competencies are also subject to change, and individuals’ responses that were appropriate in the past might no longer be. 

				This way, in the specific context of the military, many academics such as Giulio Dohuet believe that anticipation is paramount when preparing for war:

				Victory smiles upon those who anticipate the changes in the character of war, not upon those who wait to adapt them-selves after the changes occur. In this period of rapid tran-sition from one form to another, those who daringly take to the new road first will enjoy the incalculable advantages of the new means of war over the old.14

				As a result, the Spanish Army developed Operational Environ-ment 2035, which systematizes those operational circumstances which encompass all imaginable factors that need to answer three main questions: who (those actors that constitute the threat), where (likely operating scenarios), and how (the way future conflicts will be).15

				The current literature shows that modern armies are focused on future operational environments with a time horizon from 15 to 20 years. This is the case of the Spanish Armed Forces, the Spanish Army in particular, and the U.S. Army, which are used as case stud-ies for this article and with the objective to gather the necessary categories for benchmarking. In this regard, the authors observed how this period allows them to transform their doctrine, organiza-tion, training, materiel, leadership and education, personnel, and facilities (DOTMLPF).16 

				
					
						13 de Miguel Diaz, Modalidades de Enseñanza centradas en el Desarrollo de Com-petencias.

					
					
						14 Giulio Douhet, Command of the Air, trans. Dina Ferrari (Maxwell Air Force Base, AL: Air University Press, 2019), 27.

					
					
						15 Entorno Operativo 2035; and Guillermo Lopez-Rodriguez, “Factores cultura-les y procesos de cambio militar en el Ejército español” [Cultural Factors and Processes of Military Change in the Spanish Army], Reis: Revista Espanola de In-vestigaciones Sociologicas, no. 179 (July–September 2022): 59–78, https://doi.org/10.5477/cis/reis.179.59.

					
					
						16 Department of Defense Dictionary of Military and Associated Terms, Joint Pub-lication 1-02 (Washington, DC: Joint Chiefs of Staff, 2014), 132. 
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				Operational Environment 2035 states that changes are linked to revolutionary technological developments and this reality im-plies that life-long learning will be required to maintain our sol-diers’ readiness along their careers.17 

				Regarding the army element of the Spanish Armed Forces, in 2018, the Spanish Army issued Future Land Operating Environ-ment 2035, which states that 

				Their values and competences will be built upon an effec-tive recruitment process, training, and preparation that will be updated throughout a career-long process. . . . We can state that soldiers must have not only a sound technologi-cal education but also a humanist one that allows them to develop understanding and empathy with cultural diversi-ty, and resilient personality built upon solid human values that serve as guidelines to make decisions and endure sac-rifice.18 

				These ideas are not exclusive of the Spanish Armed Forces but are shared by other North Atlantic Treaty Organization (NATO) allies. For example, the U.S. Army’s “analysis of the Operational Environment shows these trends to be inexorable, bringing with them rapid and often uncomfortable changes that will force us to reevaluate many aspects of strategy, policy, and our very lives. . . . The first, and most important lesson is to understand and in-ternalize the idea that we stand at a precipice of change, where our time-honored successes and the ideas, concepts, doctrine, equipment, training, and personnel that achieved them probably are insufficient to achieve successes in the near term, and certainly are, if not revised or re-assessed, insufficient in the mid to long-terms.”19

				Consequently, in the benchmarking designed by the authors, they observe how the U.S. Army found as a solution that a ca-reer-long, learner-centric approach to training and education is needed, which was articulated further by then U.S. Army Chief of Staff general Mark A. Milley: “Leadership success in this operating 

				
					
						17 Entorno Operativo 2035, 99.

					
					
						18 Future Land Operating Environment 2035 (Granada: Training and Doctrine Command, Spanish Army, 2018), 53, 59.

					
					
						19 The Operational Environment, 2024–2034, TRADOC Pamphlet 525-92 (Fort Eustis, VA: Training and Doctrine Command, Department of the Army, 2024), 24.
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				environment requires military, physical, and intellectual expertise that is continuously developed throughout a career.”20 

				In the case of Spain, Spanish Army Chief of Staff General Ama-dor Enseñat y Berea has a similar view, by which the Spanish Army personnel need to keep developing. This means that military at all ranks need to be the focus of education and training and that it lasts the length of their whole career.21 

				Young officers’ education and training programs duration usu-ally takes about five years in many countries, including the U.S. and the Spanish Army. These programs provide cadets with the pro-fessional generic and specific competencies required to become officers. 

				According to Bunk, “Professional knowledge and skills (specif-ic competencies) become obsolete and even useless increasing-ly faster due to the rapid technical and economical evolution.”22 Academic literature proves that these competencies are easier to develop than generic competencies by means of education pro-grams and that main goal is achieved when both competencies are integrated. Also, the key point for any education program for young officers is to correctly identify the appropriate professional competencies (both generic and specific) based on the future op-erational environment in which they will need to operate. 

				The point is that there is no general agreement about profes-sional competencies, which has been developed by Horey and Fallesen, “leadership competency modeling is an inexact science and many frameworks present competencies that mix functions and characteristics, have structural inconsistencies, and may be confusing to potential end users.” These authors demonstrate that each of the U.S. Services (Army, Navy, Air Force, Marine Corps, and Coast Guard) use similar but different frameworks, and they believe that “the nature and purpose of these organizations are similar enough that there should be great similarities in how lead-ership is defined, described and displayed within them.”23 

				
					
						20 The Operational Environment, 2024–2034, 16; and 2019 Army Modernization Strategy: Investing in the Future (Washington, DC: Department of the Army, 2019), 6.

					
					
						21 “The Chief of Staff of the Spanish Army Analyses the Evolution of the Armed Forces at Comillas,” Universidan Pontificia Comillas, 25 February 2025.

					
					
						22 Bunk, “La transmisión de las competencias en la formación y perfeccionamiento profesionales de la RFA,” 9.

					
					
						23 Horey and Fallesen, “Leadership Competencies,” 1, 9.
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				Conversely, the European Union (EU) is also aware of the im-portance of correctly identifying the appropriate professional competencies for officers. With the aim of increasing interoper-ability among European armed forces, the EU launched the Sec-toral Qualification Framework for the Military Officer Profession (SQF-MILOF). The goal of this tool is to support member states in developing and classifying military qualifications but also describ-ing specific learning outcomes.24 

				It also seeks to provide member states with a cross-referencing tool for military qualifications so that those awarded in one mem-ber state can be compared with similar qualifications awarded in another member state.25 However, even if it theoretically is a good tool, this initiative is still far from achieving these goals. Moreover, there is a need to achieve this kind of interoperability among coun-tries, and within the Spanish Armed Forces there are also signifi-cant differences between how each service defines their officers’ professional competencies. 

				Spanish Army Educational Model 

				and Officers’ Professional Competencies

				In the Spanish Armed Forces, military education is regulated by Law 39/2007, by which officers’ military education is composed of precommissioning education and professional military education.26 Although within the army there are several corps and different mo-dalities of access and educational programs, the majority of the Spanish Army officers belong to the Cuerpo General de las Ar-mas (CGA), which integrates all combat branches (Spanish Infantry, Cavalry, Artillery, Engineers, Communications, and Army Aviation) and follows the sin titulación access, meaning that cadets enter the military academy at ages 18–20 without previous higher education studies.27 Since the bulk of Spanish Army Officers follows this way to become officers, it is the focus in this article. 

				This training program is intended “to provide the students with the necessary capacities to achieve the required professional pro-

				
					
						24 Sectoral Qualifications Framework for the Military Officer Profession, SQF-MI-LOF (Luxembourg: Publications office of the EU, European Security and Defence College, 2020), https://data.europa.eu/doi/10.2855/994691.

					
					
						25 Sectoral Qualifications Framework for the Military Officer Profession.

					
					
						26 Military Career Law, Law 39/2007 (19 November 2007).

					
					
						27 Sin titulación refers to an accession modality without the requirement for appli-cants to have a university degree. 
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				files for the competencies defined by the Spanish Army Chief of Staff.”28 

				The curriculum analyzed here was in place between 2016 and 2024 and was intended to provide a wide scientific, technologic, and humanistic education through an engineering university de-gree while also providing military knowledge to provide cadets with all professional competencies and skills.29 

				According to Orden DEF/286/2016, this interdisciplinary ed-ucation will produce commissioned officers who can perform assigned tasks based on their capacity to develop direction (com-mand) and management activities in their branch. They must be ready to perform planning and control of military operations and other technical, logistical, administrative, and teaching tasks. Fi-nally, they must be capable of performing leadership tasks with initiative, responsibility, and decision capacity. 

				According to Directiva 02/08, once commissioned, lieutenants are assigned as platoon leaders in units of their service branch for five years. After this period, an evaluation for promotion to the rank of captain is conducted, but it does not require any previous additional compulsory education program for company command qualification.30 

				According to Spanish Armed Forces regulations, competence is defined as “abilities to be acquired by the students, which must be demonstrated by means of knowledge, capacity and skills re-quired for their use in the field of activity where they will perform their tasks, fundamentally those related to the first rank for officers. Competencies can be general and specific.”31 In addition, general competencies are those that are common for each corps of of-ficers, with general competencies there are generic and specific competencies as defined in the educational environment. While specific competencies are associated to a particular service branch, precommissioned officer’s education provides cadets with the re-

				
					
						28 Orden DEF/1158/2010 [General guidelines for the curricula of general, specific, and technical military training] (Ministry of Defense, 7 May 2010).

					
					
						29 Orden DEF/286/2016 [Approves the curriculum for the training of officers for integration into the General Corps of the Army through the forms of entry without prior qualification] (Ministry of Defense, 23 February 2016).

					
					
						30 Directiva 02/08, Plan de Acción de Personal (PAP) (2014).

					
					
						31 Orden DEF/810/2015, Article 5 [Approves the general guidelines for the prepa-ration of training curricula for access to the different scales of officers of the Armed Forces corps] (Ministry of Defense, 4 May 2015).
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				quired competencies and specializations to be commissioned as officers. Current armed forces regulations tasks each service to identify what those competences are.32 

				However, the Spanish Army decided that, during precommis-sioning education, cadets must achieve general competencies common to all Spanish Army officers from lieutenant rank and up as well as specific competencies up to the rank of captain.33 

				In the case of the Spanish Air Force, required professional com-petencies—transversal, general, and specific—are defined exclu-sively to achieve the rank of lieutenant.34 The Spanish Navy defines common general competencies for all officers’ ranks and the spe-cific competencies for lieutenants.35 

				Consequently, each Spanish service expects different levels of professional competence. If we focus on the Spanish Army, its precommissioning education program is, at least formally, more demanding from the point of view of professional competencies: captains’ tasks and responsibilities are more demanding and com-plex than those of lieutenants’ and this has an impact on education programs. 

				U.S. Army Educational Model 

				and Officers’ Professional Competencies

				The U.S. Army defines leader development as the “deliberate, continuous, sequential, and progressive process that grows sol-diers into competent and confidents leaders of character. Leaders are developed through the career-long synthesis of the training, education, and experiences.”36

				From the point of view of learning activities, the U.S. Army con-

				
					
						32 Orden DEF/810/2015, Articles 3 and 4.

					
					
						33 Memoria Justificativa del currículo de formación militar, para el acceso a la es-cala de oficiales del Cuerpo General del Ejército de Tierra, ingreso sin titulación universitaria. Aplicación a partir del curso 2019–20 [Justifying Report of the mil-itary training curriculum, for access to the officer scale of the General Corps of the Army, admission without a university degree. Application from the 2019–20 academic year] (Granada: Mando de Adiestramiento y Doctrina, 2020), 4–5.

					
					
						34 Escalas de Oficiales de los Cuerpos del Ejército del Aire. Perfil y Competencias [Scales of Officers of the Air Force Corps. Profile and Competencies] (Madrid: Estado Mayor del Ejército del Aire, 2022), 9.

					
					
						35 Orden DEF/288/2016 [Approves the curricula of officer training education for integration into the General Corps of the Navy and the Marine Corps through the forms of entry without prior qualification] ( Ministry of Defense, 7 May 2016).

					
					
						36 Army Training and Leader Development, Army Regulation 350-1 (Washington, DC: Department of the Army, 2017), 7.
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				siders two main groups: initial military training (IMT) and profes-sional military education (PME). While IMT is intended to provide foundational training required to become a soldier, PME provides leaders with appropriate education and is focused on rank or duty requirements. 

				At the officer level, the U.S. Officer Education System encom-passes both IMT and PME and “provides progressive and sequen-tial training throughout and officer’s career.”37 Within this system and as part of IMT, there are two separate programs: Basic Offi-cer Leaders Course Alpha (BOLC-A) and BOLC Bravo (BOLC-B). BOLC-A provides all required competencies to be qualified as an officer. BOLC-B is addressed to those who have qualified from BOLC-A and provides advanced competencies (infantry, artillery, etc.).

				BOLC-A may be provided in different ways. For this article, the focus is the U.S. Military Academy of West Point (USMA) since it is the equivalent to the Spanish Academia General Militar (AGM): “The USMA provides a 4-year curriculum leading to a Bachelor of Science degree and commissioning as a second lieutenant”38 

				The USMA accomplishes its mission “to educate, train, and in-spire the Corps of Cadets so that each graduate is a commissioned leader of character committed to the values of Duty, Honor, Coun-try and prepared for a career of professional excellence and ser-vice to the Nation as an officer in the United States Army,” which is inspired in the Army’s strategy and vision 2028. The U.S. Army strategy describes a modern and dynamic battlefield, as described by General Milley, “Our graduates need to be ready to serve in any environment, and these operating environments are more multi-dimensional and evolving more rapidly than ever before.” This has implications in the USMA: “we must continuously improve our leader development system to meet the increasing challenges our graduates inevitably face.”39

				The USMA accomplishes its mission applying the West Point Leader Development System (WPLDS), which is “its 47-month in-tegrated system of individual development and leadership devel-

				
					
						37 “Army Education and Training System Overview,” Army COOL, accessed 5 De-cember 2025.

					
					
						38 Army Training and Leader Development, 72.

					
					
						39 USMA Strategy 2019 (West Point, NY: U.S. Military Academy, 2019), 2; and 2019 Army Modernization Strategy, 6–7.
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				opment, all within a culture of character growth.” It is composed of four programs: academic, military, physical, and character. The four of them are focused on facilitating cadets to achieve generic competences.40 

				After graduation, the new officers attend BOLC-B, where they receive “common core and technical training (specialized skills, doctrine, tactics, and techniques) associated with their specif-ic branch specialties.” BOLC-B for most of the branches lasts 19 weeks in which the new officers get branch related specific com-petencies.41 

				BOLC-B aims to produce adaptive officers, steeped in the pro-fession of arms and who are technically/tactically competent, con-fident, and capable of leading in unified land operations after their arrival at their first unit of assignment. It consists of common military skills and branch-specific qualification courses that provide newly commissioned officers an opportunity to develop their leadership, tactical, and technical tasks and supporting skills and knowledge required to lead in their future unit of assignment. 

				After a minimum of two years of duty as a first lieutenant, of-ficers may be promoted to the rank of captain and attend the Captains Career Course (CCC), which normally happens between the fourth and seventh years of service.42 The CCC is focused on qualifying first lieutenants to command at the company-unit level and provides advanced branch-specific training. CCC “emphasizes the development of leader competences while integrating recent operational experiences of the students with quality institutional training.”43 

				The CCC occurs at a pivotal time of an officer’s career. Although it is not considered as a transitional period for an officer between tactical, operational, and strategic art, it is still a critical period.44 

				
					
						40 Developing Leaders of Character: The West Point Leader Development System (West Point, NY: U.S. Military Academy, 2018), 5.

					
					
						41 Army Training and Leader Development, 73.

					
					
						42 Officer Promotions, Army Regulation 600-8-29 (Washington, DC: Department of the Army, 2020), 14; and Troy Messer, Captains Career Course: Leveraging Talented Officers towards the Army Profession (Carlisle Barracks, PA: U.S. Army War College, 2011), 7.

					
					
						43 Army Training and Leader Development, 74.

					
					
						44 Col William M. Raymond Jr. et al., Sepcial Commission from the US Army Com-bined Arms Center: Report of Findings and Recommendations, 2010 US Army Captains Career Course Study (White Sands Missile Range, NM: Army TRADOC Analysis Center, 2010), 3.
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				According to Army regulation, 

				The CCC provides O–3s with the tactical, technical and leader knowledge and skills needed to lead company-size units and serve on battalion and brigade staffs. It facili-tates life-long learning through an emphasis on self-devel-opment. The curriculum includes common core subjects, branch-specific tactical and technical instruction, and branch-immaterial staff officer training.45 

				The U.S. Army considers it important to update this course so that it responds to demands dictated by war and a rapidly chang-ing organizational and operational environment.46 It develops lead-ership through a combination of institutional training and recent operational experience of the students. Course attendees have previously completed their first tour as officers and performed as a platoon leader, company executive officer, or junior staff officer at battalion level. According to Colonel William Raymond, the CCC should maintain high quality Small Group Leaders selecting the best trainers and update curriculum to be current, relevant, and rigorous.47 The result of this, along with “an academic environment that allows for open dialog, reflection, intellectual challenges and exchanges of diverse operational experiences and perspectives” is an advanced educational outcome.48 

				The CCC has a history of revisions to be adapted to the new operational requirements and resources since the U.S. Army has consistently found that captains need more education, rather than an emphasis on training, and that education requires academic rig-or and direct peer contact. It also recognizes the importance of the “socialization process,” where officers share experiences with their contemporaries in an academic environment. This process leads to reflection on “past experiences” to find perspective so that the learning process occurs by exchange of ideas and experiences.49 

				Since April 2023, the U.S. Army has implemented a modern-ized version of the CCC. According to this document, the new CCC 

				
					
						45 Army Training and Leader Development, 74.

					
					
						46 Messer, Captains Career Course, 7.

					
					
						47 Raymond et al., Sepcial Commission from the US Army Combined Arms Center.

					
					
						48 Messer, Captains Career Course, 19.

					
					
						49 Raymond et al., Sepcial Commission from the US Army Combined Arms Center, 8, 11.

					
				

			

		

	
		
			
				160 | International Perspectives on Military Education 2025

			

		

		
			
				Deepening Amry officers’ initial training

			

		

		
			
				has the following learning areas: army profession and leadership, branch skills, and warfighting and command. The duration of the CCC used to be 22 weeks and was composed of an 8-week com-mon core section and a period of 13 weeks dedicated to particular branch’s tactics and technics. The modernized CCC includes a new distributed learning phase with 75 hours (the rest of the course is F2F), which is part of the common core that lasts 147.5 hours (in-stead of the previous 240 hours). This change allows an extension of branch education up to 727.5 hours (instead of the previous 560 hours).50 

				Methodology 

				To answer the research question, the authors divided the process in two phases. For the first phase, they benefited from the informa-tion from participatory observation to state the main elements of the discussion. In the second phase, they built a qualitative process of interviews, focusing on the six Spanish Army branch academies’ directors (colonels), the AGM director (general), and the Defense University Center (CUD) director and deputy director.51 

				To conduct the interviews, the authors arranged meetings and traveled to each of the academies. These meetings were executed in person with each of the directors and consisted of an introduc-tion to the research subject formulating the research question and project and explaining the main differences between the U.S. Army model and the Spanish Army model. Each of the meetings lasted between one and a half and two hours. The meeting with the Engi-neers Academy (Hoyo de Manzanares, Madrid) encompassed en-gineers and signal academic programs, and the director (Engineer Branch) was accompanied by the deputy director (Signal Branch). 

				The authors conducted semistructured interviews, because they posed questions that could allow for debate, especially when required to correctly interpret the ideas addressed by each direc-tor. Consequently, the meetings were conducted in an informal and proactive way, allowing the authors to record the most interesting opinions, essential points, and conclusions.52

				
					
						50 U.S. Army Combined Arms Center, “CCC Modernization: Frequently Asked Questions,” Army Unviersity, 30 August 2022.

					
					
						51 The Defense University Center supports AGM’s mission and is responsible for part of the university degree. 

					
					
						52 The comments that follow are shared by permission of the directors.
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				Comparative Analysis

				Both, USMA and AGM’s educational models concur when com-paring the expected professional competencies to be achieved: personnel attributes and capacity to perform tasks (knowledge, skills, motivation, values and personality) as army officers. At both institutions, cadets pursue generic and specific competencies to become army officers. The former ones are consolidated along the duration of their respective curriculum while being integrated with military specific competencies. 

				That is why, in the case of the USMA, its four programs (ac-ademic, military, physical, and character) are run simultaneously while, in the AGM, its curriculum (which used to integrate an engi-neering degree and other courses in addition to military training) is run with the AGM leadership plan complementing it.53 Those generic competencies require time and effort to be achieved (four to five years); however, integrated with the specific ones, they ac-company the officer along their entire career. 

				Modern armies assume that the future operational environment is uncertain and rapidly changing. Consequently, it will be required that its members adopt career-long education and training. This fact mainly impacts the specific competencies (e.g., military tactics and technics) that, once achieved, will require educational updates more frequently after officers are commissioned; contents learned today rapidly may become obsolete. 

				One of the most visible differences between both models is that the U.S. Army considers that specific competencies at com-pany-command level are necessarily acquired once they get op-erational experience as lieutenants and by means of the CCC just prior to command this unit level. 

				Since promotion to captain occurs in the Spanish Army several years after being commissioned, it might be convenient to con-sider a two-part change in the education model: first, shortening the academy curriculum to achieve branch competencies at pla-toon-leader level prior to commission. Any missing components should then be provided to them in a second step by means of a 

				
					
						53 Enrique Gaitán Monje and Andres de Castro García, “En búsqueda de la mejor formación de oficiales: academia militar de España vs. West Point” [In Search of the Best Officer Training: Spanish Military Academy vs. West Point], Revista Científica: General José María Córdova 21, no. 44 (2023): 927–48, https://doi.org/10.21830/19006586.1124.
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				rigorous academic program once they become experienced offi-cers and prior to their company command.

				But there is another factor that is paramount in this issue: the considerable increase of professional complexity between platoon leader and company commander responsibilities. As a result, this article’s research question focuses on whether the Spanish Army should redefine the level of professional competencies to be achieved by its cadets to become officers and, in particular, the lev-el of those that are related to the specific branch: Should that level continue to be up to company command or should cadets obtain the required specific professional competencies to command pla-toon-level units?

				In the latter case, the Spanish Army would need to convene lieutenants, prior to their promotion to the rank of captain, to at-tend a currently nonexisting educational program to facilitate the acquisition of the specific competencies required at company level. 

				The answer to this question is important for two main reasons. First, as stated above, the Spanish Army precommissioning offi-cers’ curriculum is very dense due to the demanding profession-al competencies to be achieved by cadets; reducing the level of specific competencies would alleviate the existing high work load cadets have. Second, there is no educational program to prepare or complete the preparation of lieutenants to command a compa-ny (which happens about five years after being commissioned) to update them immediately prior to command a company.

				To answer the research question, the authors built a qualitative process of interviews with the six Spanish Army branch academies’ directors. These interviews were executed in person with each of the directors and consisted of a brief introduction about the re-search question and project. Once they conducted the interviews with the Spanish Army academies’ directors, they processed this information and built a category tree. 

				Accession

				The author’s observed that the current AGM’s accession process for cadets deeply impacts its educational model from the point of view of the required admission initial competencies: Should the Spanish model maintain the current accession model, or should it shift to one in which a university degree is already an access requirement? 
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				There could also be other requirements that would need to be revised to facilitate cadets’ work load reduction: for instance, cadets could be required to have a more robust English language proficiency. Another example is to introduce interviews that might serve as a filter of personality attributes, motivation, behaviors, or some desired skills. 

				Conversely, should the university degree that is currently stud-ied as part of the curriculum be diversified (i.e., introducing ad-ditional degrees than an engineering degree)? If affirmative, the variety of cadets would also change significantly, widening the spectrum of their possible backgrounds and likely raising the aver-age intellectual level of the group of admitted cadets. 

				These ideas were mentioned by the infantry director, who said that it might be possible to proceed with an improved AGM ac-cession process so that certain requirements be reinforced prior to getting to the AGM (e.g., English language proficiency, person-al interviews to detect aspects of personality with more affinity to the profession of arms, and others). The Artillery Academy director stated that the curriculum is too dense in artillery since it has two separate specialties: field artillery and air defense. For this reason, the director consider that perhaps the best model would be a drastically different educational model in which a university degree would be one of the requirements to be admitted; consequently, the curriculum would be quite different. 

			

		

		
			
				Figure 1. Spanish Army academy director’s category tree

				Source: courtesy of the authors, adapted by MCUP.
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				Officers’ Competencies

				As for officers’ competencies, during the interviews there was gen-eral agreement about the perception that the current educational model is too dense, and cadets face an immense working load. It was generally admitted that there are competencies that could not be achieved in a timely manner by cadets during their educational process.

				The interview with the CUD director and deputy director high-lighted the main problem of the current educational model in that the curriculum for officers is rather dense: “despite this fact, the current relative success in the annual number of commissioned of-ficers can be explained due to a very demanding selection and access process that still provides the AGM with a highly qualified cadet. By and large, the total of 333 European Credit Transfer Sys-tem (ECTS) together with the 52 military training weeks (equivalent to more than one academic year) is dense and demanding to be conducted in five years.”

				This is one of the main reasons why the existing curriculum is under reform. This reform will facilitate curriculum contents up-dates. From the point of view of the CUD deputy director, “the mil-itary profession is unique because it is one of the most regulated of the existing professions and more prestige should be recognized by the civil society; for example, linking some steps in the officers’ trajectory with the obtention of university titles (master or doctor-ate). However, the overabundance of current curriculum contents implies such a demanding working load for cadets that the men-tioned linkage, at least at cadet level would be very difficult to reach.” For example, within the current model it might be possible for cadets to earn a university degree but also a master’s degree. However, cadets have found it very difficult to achieve enough in-tellectual maturity to complete a master’s research project, which is amplified by the cadets’ high workload and lack of operational ex-perience. Consequently, it would make more sense for officers to get a master’s degree in a more advanced moment of their career. 

				The Infantry Academy director recognized that some curricula (e.g., technical courses) should not be taught at the currently lev-el in the Infantry Academy: “Perhaps, the part of the curriculum that is responsibility of the Infantry Academy could be more (or better) focused on those contents closer related to platoon leader 
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				responsibilities, while it seems that combined arms combat is nei-ther sufficiently trained nor appropriately implemented according to infantry training needs.”

				The Army Aviation Academy director stated that this branch has a differential element with respect to the other branches: “All Army Aviation officers are required to obtain their flight qualifica-tion, which means an additional period of 15 months (6 months more than other branches). This is strictly necessary and, compared to other branches requirements, it implies a limitation of time for contents related to general competencies.”

				In their view, the Spanish Army officer educational model should be better focused on the fundamentals of the military pro-fession. It should include the minimum military technics required to learn those fundamentals and how to think and adapt to the opera-tional environment changes. A four-to-five-year academic program should make it unnecessary to update officers in military acade-mies after four or five years of being commissioned: “Lieutenants must have acquired a deep capacity of adaptation and be ready to apply military fundamentals to adapt tactics to future wars. Ca-dets should not be receiving too many details about current tac-tics, technics, and procedures but the necessary fundamentals to identify what changes are to be implemented; in order words, they need to learn how to think or how to adapt tactics, technics, and procedures according to tendencies changes.”

				The Cavalry Academy director also concurred that the curric-ulum is too dense and, in the case of branches such as cavalry, the university degree lacks any cavalry-specific coursework (in the fourth academic year) as it is the case of other branches such as artillery or signal. That means that cadets have a very demanding working load in this academy. 

				The changing operational environment proves that much of the curriculum becomes obsolete very rapidly. That is why one of the key features of the ongoing curriculum reform is to increase its adaptation capacity. The AGM director highlighted that, in view of the characteristics and culture of the Spanish Army, the current Spanish Army officer educational model, far from being bad, has one important strength: “Its capacity of adaptation, which is a key for both, the Spanish Army and the AGM. This capacity is pro-vided by the current educational model due to different facts as, 
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				for example, the current rotation of military teachers at the AGM, coming from all Army units; it strongly facilitates the introduction of the brand-new tactics, techniques, and procedures in the AGM in an almost casual way.”

				The AGM director stressed the idea that, by means of the cur-rent revision of the existing precommissioning officers’ curriculum, the Spanish Army is trying to reinforce its capacity of adaptation: “the educational model must be ready to be rapidly updated by the Army.” This is how this model is being adapted to the changing future operational environment despite real-life circumstances in which resources allocated to military education are limited: “The truth is that there might be several additional reforms that would improve our educational model; for example, a wider diversifica-tion of the university degrees studied in the AGM would probably enrich the quality of our officers as a group; a redefined set of tests for cadets’ accession would also contribute to it. But again, the ex-isting shortage of manning and other resources for implementing this kind of reforms constitutes a serious obstacle.”

				The CUD deputy director stated that “the virtue of the ongo-ing revision of the existing precommissioning officer’s curriculum is that professional competencies or learning results to be achieved remain its cornerstone. Learning results constitute the reference for all curriculum contents; this way, contents will be easier to be updated or changed when needed.” However, with regard to the curriculum, there are inevitably different perceptions of the path forward depending on the branch academy because a significant part of the curriculum is branch related.

				From the point of view of the Infantry Academy director, there is an important fact related to the existence of several types of infantry platoons operating at the battalion level. This implies that cadets need to receive a wider variety of courses related to two echelons above platoon, up to battalion level. This fact compli-cates the information cadets need to learn.

				The Cavalry Academy director stated that cavalry tactical and technical courses are a function of the existing training materials: “This academy should be provided with a basic tactical vehicle with balanced capacities to perform cavalry maneuvers in a way that cadets learn the fundamentals. Afterward, once assigned to their units as lieutenants, they would need to be updated with courses 
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				related to the existing tactical vehicle in those units.” This way, there is a significant part of the curriculum that might be shortened in a similar way to the Army Aviation Academy case.

				The Artillery Academy director elaborated on the fact that “the available time for Artillery cadets to achieve their professional competencies is too short considering that, in the Spanish Army, artillery is currently covering what in other armies are two different branches: Field Artillery and Air Defense.” This may be the most important obstacle to the Artillery Academy’s mission of prepar-ing officers. The unification under a single branch (artillery) of field artillery and air defense in the Spanish Army would facilitate per-sonnel management but also complicates officers’ preparation and talent management. This has an important impact on the Artillery Academy. 

				Regarding professional competencies, in the artillery director’s opinion, it would be very difficult to separate artillery professional competencies at the lieutenant level from those at the captain level from the tactical and technical point of view. They consider that “right now, the artillery part of the curriculum is appropriate since each course is scrutinized in relation with its probable usefulness in lieutenant assignments; that is to say, courses are very well con-nected with the desired professional competencies.” 

				During the interview with the Engineering Academy director, they first highlighted that this academy takes care of two different branches—engineering and signal—each with its own peculiarities, although both are separate branches compared with field artillery and air defense in artillery. 

				In the case of Signal Branch, its technological profile is crucial and requires continuous update: “For the Army Signal Branch, it is very difficult, from the tactical and technical point of view, to separate professional competencies at company level from pla-toon level, since captains and lieutenants perform a very similar role: both ranks act as signal advisors to their supported units and have similar command responsibilities when detached to provide signal support; that means that there is little qualitative difference between both ranks. However, from other points of view such as administrative, logistics and others, there are considerable differ-ences in responsibility also for engineers.”

				In the case of engineering officers, there are similarities with 
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				respect to the Signal Branch from the tactical and technical points of view since engineer officers have a similar role as advisors to their supported unit and in command of a unit detached to provide engineer support.

				In the case of Army Aviation, professional competencies at lieu-tenant and captain levels differ similarly as in infantry and, in the opinion of the Army Aviation Academy director, “an appropriate educational model would make it unnecessary to update lieuten-ants to command a company.”

				Captain Competencies

				Most of the interviewed directors admitted that some specific competencies to perform as a captain are not always achieved by cadets when commissioned as officers. The AGM director recog-nized that it is difficult for cadets to achieve captain-level profes-sional competencies during their five-year educational program. However, courses related to functions and responsibilities at com-pany level are a requirement for lieutenants to correctly perform their role as platoon leaders. They also underlined the importance of the AGM leadership plan: “it provides cadets with the necessary opportunities to practice and achieve the expected professional competencies as officers. The AGM leadership plan is resulting very effective for it.”

				The Infantry Academy director stated that “some of the cadets are not initiating their fifth course in the Infantry Academy, having previously consolidated the expected competencies in a proper way to face it and, consequently, it becomes a handicap for cadets which are under a lot of pressure during the period of time that cadets spend in this academy, also considering that both light and mechanized infantry are to be covered.”

				Both the Infantry and Army Aviation Academy directors pro-vided another important focal point in that the precommissioning officers curriculum is not appropriately covering some aspects of captain-level responsibility as, for example, is the case in admin-istrative, logistic, or disciplinary areas; however, it is important to provide lieutenants with competencies at captain level since they frequently need to substitute them as company commanders. For the Infantry Academy director, “All in all, a reorganization of the current precommissioning officer’s curriculum should not imply re-
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				ducing the working load to commission our cadets as officers; in-stead, a better redefinition of the contents should be conducted to better focus on professional competences at platoon level.”

				The Cavalry Academy director stated that, “even if evaluation reports applied on lieutenants affirm that these officers have ap-propriately achieved the expected competencies, they also pres-ent some deficiencies; most of them are located in admin issues and in combined arms training as well.” These deficiencies were also identified by the Army Aviation Academy director.

				The AGM director stated that, after being commissioned as lieutenants, professional competences at company level are usu-ally completed by observation and operational experience ob-tained during their assignments as platoon leaders. “Spanish Army lieutenants really achieve captain professional competencies, ob-serving and learning from good captains assigned in their units (assuming a kind of spontaneous mentorship role for lieutenants). These captains become the reference that lieutenants need for achieving those competencies: the way the Spanish Army ‘makes captains’ is by something so natural as the daily contact and in-teraction between lieutenants and those good and experienced captains.” Affirming this statement, the Infantry Academy director said that “there should be a course to support captains prior to command a company unit.” 

				However, the Army Aviation Academy director underlined the fact that these issues must be addressed in a different way than the need to technologically update officers: “technological re-quirements are not related to lieutenant or captain competency levels.”

				For the Engineers Academy director, there is an important pe-culiarity: engineers must cover several different specialties that all lieutenants must know since they can be assigned to any engineers specialty. Further, “For both, engineers and signal branches, the speed of technical changes obliges to periodically provide with additional educational programs or courses for manning update. Additionally in the case of engineers, by means of professional military education courses, officers achieve further competencies required by some engineer specializations.”

				From the point of view of the Artillery Academy director, there are other relevant aspects related to company command compe-
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				tencies (e.g., administrative, logistic, legal, and others) that right now are not sufficiently covered by the precommissioning officer’s curriculum; it would be necessary to articulate a course to prepare lieutenants to command a company. “The problem may appear in its implementation: sometimes this kind of activities is not success-ful due to different reasons. For instance, this course would imply to separate officers more time from their units. Or the fact that the current shortage of manning in the military academies consti-tutes a serious obstacle to implement new educational courses and others.” 

				For the Army Aviation Academy director, their lack of experi-ence is what prevents lieutenants to achieve professional compe-tencies as captains. Lieutenants are to complete their professional competencies through their units’ training programs; and updates needed to properly command a company would be achieved through these training programs as well. “Consequently, any cur-riculum should not include too many technical courses since they rapidly become obsolete. They should be more focused in other type of courses such as humanistic, which provide competencies that are valid in the long term. If those training programs are cor-rectly implemented, it would be unnecessary to provide lieutenants with any educational program to achieve captain competencies, since the point is just to get the experience required to command a company.”

				However, for the Cavalry Academy director, lieutenants would consolidate required professional competencies to command a company if they were prepared by means of a specific course aiming for that purpose. The CUD deputy director also affirmed that “although lieutenants are currently completing captain level competencies in their units, it seems ideal to support this import-ant process by means of a regulated academic program at a later stage in their career, not during their precommissioning officers’ curriculum.”

				Conclusions

				There are two important points to be considered when designing an education and training program for cadets. The first is very evi-dent: time and resources are limited. It implies that these programs need to be very well focused on the numerous, demanding offi-
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				cers’ professional competencies to be achieved: knowledge, skills, motivation, values, and personality. 

				The second is that these educational programs serve as the basis of an officer’s career-long educational process; courses to achieve specific competencies (knowledge and skills) will probably become obsolete in a relative short time along their career spec-trum. Consequently, officers will need to update their knowledge and skills frequently. 

				As described above, the Spanish Army precommissioning of-ficers’ educational model is very complete since it is designed so that cadets achieve not only the required general competencies to become army officers, but also those specific competencies (branch related) that potentially enable them to perform as cap-tains. Consequently, once commissioned, Spanish Army lieuten-ants are prepared to command units at platoon and, theoretically, at company level as well; however, this educational program is very demanding for cadets due to the density of its coursework. 

				This model clearly contrasts with the U.S. Army Military Acad-emy that, not including branch-related specific competencies, considers exclusively the rest of officers’ professional competen-cies. Of course, U.S. Army officers are educated and trained in branch-related specific competencies, but this happens once they are commissioned as first lieutenants by means of the BOLC-B. This course is exclusively focused on a second lieutenants’ level of professional competencies and not the captains’ level. As such, the U.S. Army model has a significant advantage: it mainly provides ca-dets with long-lasting general competencies, which do not change much along a military career, while it leaves branch-related specific competencies to be achieved chronologically closer to the profes-sional moment they are required.

				Can the Spanish Army model be improved? 

				First, it might be convenient to reduce the existing number of curriculum courses, those that are not strictly necessary, to facili-tate the consolidation of the prevailing ones. For instance, this can be attained by modifying current admission initial competencies. For example, English language proficiency standards to access the AGM might be raised to facilitate achieving English language of-ficers’ requirements. It might also be important to introduce a set of interviews among access requirements to work as a filter of per-
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				sonality to reduce the number of cadets advancing without appro-priate motivation, values, or personality. 

				In general, the authors suggest that military educators learn from the past, including the academic curriculum courses (2010–24). The fact that there was only one university degree (industri-al engineering), which is mainly technical, constituted another difficulty. Its courses were demanding and, although some of its material was branch related, in some of them (mainly infantry and cavalry) this connection is less firm that in the others. A diversifica-tion of university degrees and or the creation of new ones (tailored to each branch) might mitigate this problem. This should be con-sidered in future research.

				Furthermore, courses particularly oriented to achieve spe-cific competencies should also be reconsidered. In some cases, for instance like infantry, there are some courses that delve too deeply. In others, like cavalry, improving the existing training materials would facilitate the educational process. In the case of artillery, it is quite demanding to prepare officers in both field artillery and air defense, which in many other armies are sepa-rate branches. 

				But another important consideration that should be analyzed is the implications of leaving all captain-level specific competencies to be achieved at a later moment in the officer career. Theoretical-ly, by doing so, the number of academic curriculum courses could be reduced. However, it seems that this is not easily accomplished in some of the army branches, mainly in engineers, communica-tions, and artillery. 

				How can this change be implemented? The U.S. Army mod-el provides an interesting reference point. By means of the CCC (about six months long), U.S. Army lieutenants achieve captains’-level competencies. This course of action presents at least four im-portant advantages: officers have previously acquired an important professional experience (much more solid than cadets’ prior to be-ing commissioned). This professional experience is also shared by all lieutenants during the CCC and they learn from each another. As cadets, this is not possible due to the lack of experience. Sec-ond, all courses that captains need are more up to date than those offered several years before during the academy curriculum. Also, combined arms courses and other generic courses such as admin-
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				istration and logistics are easier to be assimilated by experienced lieutenants than by cadets. 

				One inconvenient fact that this model highlights from the insti-tutional point of view is the need to create a new educational ac-tivity and to require all lieutenants to pass it, with the consequent impact for army units. However, if captain-level competencies and related courses are eliminated from the existing academic curric-ulum, it could be possible to reduce its duration. This is also the case of the U.S. Army model: U.S. Army cadets need four-and-a-half years to become a second lieutenant. The duration of this new course (similar to the U.S. Army CCC) could be accompanied by an equivalent reduction of the academic curriculum. 

				However, there is a significant increase in responsibilities and competencies when assuming a company command compared to commanding a platoon. Considering the difficulties that the cur-rent operational environment presents to company commanders and the complexity that commanding a company implies, promo-tion to this rank should be accompanied by an institutional educa-tional activity. Leaving it exclusively to operational experience by lieutenants in their units, as it is currently the case in the Spanish Army, is also acceptable but the risk of not achieving the required competencies by all lieutenants may be significantly higher. 

				As a result of this research, when educating and training ca-dets to become officers, more focus should be on officers’ gen-eral competencies to achieve better results. Certainly, the focus should be on fundamentals and principles rather than on tactics, technics, and procedures that vary over time. For this reason, most branch-related competencies and courses should be delayed and minimized in the academic curriculum as much as possible. 
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