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DISCLAIMER-ABSTAINER

This research report represents the views of the .uthor

and does not necessarily reflect the official opinion :4 te 0-.i

War College or the Department of the Air Force.

This document is the propertv of the United -t

government and is not to be reproduced in whole or in part

without permission of the commandant, Air War College, '-Ia ef

Air Force Base, Alabama.
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AIR WAR COLLEGE RESEARCH REPORT ABSTRACT

TITLE: Wing DCO Leadership: As it Effects Middle Man.mcers

(Majors)

AUTHOR: Donald R. Schreiber, Colonel, USAF

> This report includes information from sur'ey.s and

interviews which document concerns .. ir.cr . 1A'S ha.,Ve 1,.; I .. - : . - ,

the Deputy Commander for Operations ,:DCO) position. '- :

cosition is described per Air Force Rnd Strategc t": -

(SAC) regulations. Uiews of the DCO position and how. .

majors is presented from the DCO and ma.aors' oer=.e,:t;-e_.

Failure to in:,olve majors in responsible tasks - er .z_ 7

problem to overcome. CCOs must de1 te ;,:e :- -e Qa- t-e

they have time to be leaders. E-.mples oi hoJ th.- .

motivate qualified majors to aspire to senior leader-s,;i:.

positions are provided. Solutions strengthor, the er,

comple . ihile the report focuses on the [,-- :crmcle

bopl ,:aic i I . to ar,. ,ii rig deput te .ir,, -. * i.-
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CHAPTER I

INTRODUCTI ON

The relationship between the Deputy Commander of

Operations (DC0) and middle managers (majors) is of great

importance to career retention and career ambitions of teI .:.ur,

officer. Normally, there are at least one or tw, o l..ers of

command or management between the DCO and major, but tle

leadership or lack thereof sends valuable sigral.s to thne rr

that will have marked impact on career goals.

Have you ever heard a Young officer ex>ress his de-ire-

be a DCO, to continue flying and provide the key lez, der.ship to

wing flight operations> It sounds like orie of trie _est -.-

the oir Force, .et many of our top officers in the in:,:> r.r-_

lose interest in pursuing that goal. These persons end uc, ,i.

early separations or, worse iet for the Air Force, the. :,.er

their career goals for rank and position arn remain or. Al: I .-e

dut"y until retirement.

W~hy do some officers lose interest in ursuirt, - tr'e-

potential THEY DO NOT 1wANT THE DCC POSITI0r- an lli.l-f.nrr.-Q

jobs do not interest them. Ir Force sur,.es documet

i ut is f-,'ers for :toung officers arnd thezse fActor. . i -: . -2-

t pr o'e that good leadership ind role m-dels -kre neefle,:

throughout the chain-of-command.

It is obvious th.at a middle ri.naemert :' ,:er r

would not work directl, for the DCO. He r -rle : . Er --

i,u, ,,ror :,ommnrder or br arc, ,h i ef t'u -: r -- -..-r

g1.

I , ;iiiji
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DCOs influence career goals because they are junior colonels.

DCOs hold the position for which the young officer would be

competing if he/she were promoted to colonel, arid the key :,oir:t

in an officer's career for commitment to senior rank is at the

latest, junior major. At that time, the young officer must

decide if he/she will remain in the cockpit versus applying ;or

staff positions at headquarters, and what mi I i tarv and c",! afn

education is required to make him/her competitive for. mronmotio.r

I am not saying headquarters staff experience or .dua.ced

education is absolutely required for promotion to colorl .

promotion statistics indicate a higher percentaoe of off>:r,-=..s

with those attributes are promoted. li.Jhile the youn' -4:-er is

weighing the requirements, he/she is also lookirg t t:

position and saying--"Is it worth it?"

The scope of this research was limited to the rt- -

Air Command (SAC) and the DCO position for a couple of o

First, SAC has been my major command for most of m. ,:. reer. :

second, SAC has wr i t ten ,:u i dance on the Ej C CO Do.si I ,r t-.i

lacking in other commands. The middle manager or, ,, r:.-ed

was rated, since operational fl+ virig wmings are r-eauireo tr: -. ,,e

rated DCOs. The terms middle manager and sen or cr e,..,reMr,

be used interchangeabl v for the purposes of this cer *. er

Mji th the gi .en oar-ameters of the research the concec, t -

applicabilitv to any command DCO position and man, other ,

Force wi n. le,:el deoutates. Our voung officer s 1 ...r.

example to fol low and want to feel ,aood about the fu'r -



they aspire to fill.

I intend to document the problem with DCO leadersr: *aflC

management of his duties that "turn off" the middle manager. The

problem will be analyzed from the DCO and middle manager

perspective. Finally, solutions to the problem will be gien.

The ultimate purpose of this paper is to prouide the DCCI

insights on how to motivate Young creiomembers to aspire to 'r,

position through leadership. A big part of the DCC-- ,:.b .-_

learn to manage so he has time to lead. If the DC h.., the t. e

to lead, the entire wing will thrive, mission accorn, i - mer '

improve and people of the wing will be motivate-d for c.reers .. t

match their potential

3I



CHAPTER II

DCO: LEADERSHIP

The common perception of leadership responsib i't-S :r

the DCO vary from the person who flies all the time to the ,erscr

overburdened by paperwork. DCOs who are described by e r-r e:,re

of these extremes do little for the Air Force or the oe,,> r

lead. To define the problem with DCO leadership of te .jicr

officer, we first look at Air. Force and SAC reQul Iatcr. ,os .

position responsibilities. The Air Force regulation , -we

reuiewed, fol lowed by a look at the SAC view of 1CC 4-e er--

and management.

Officer Air Force Specil ti es are ourl r, , -t --e

Regulation (AFR) 36-1. Change 2 of that recj, ultion. e -,"

October 1984, summarizes the Director of Operation= ,,

position as follows. Directs and monitors operation- : ,-:ir :.n'. =r"

flying organizations (group level and above), inclui n -

operati,ons, ur i t train rig, i ntel I igence. c,-mmu, _* - .

armament, and tactical planning. Serves as a cref a,.' ,,r

commanders. (16-attachment 5) As i t should be, u d.-, erc - :r

the Air Force le,.el is very genera.l in nature. The ,

wi 1 1 document centers around the fact that DOC-:s h,,e - -

to get wrapped-up in managirg these areas that are un=e -

superision of scuadron commanders and branch :h:,,4-. -

: san operational un it that cannot ,ork at Deak t4

because people aren t proper 1 i nol ed.

4



As outlined in AFP 26-2. which shows the organ,

wings at base level, deputy commanders supervise all a.' _,r..

squadrons, squadron sections and detachments in their 4:Jnct :rsz

area of responsibility. (12-19) Since the DCO writes

effectiveness or performance reports on all people under hs

direct supervision and is in the chain for all recort- t= at "re

elevated for higher endorsement, he/she must knc.wu tr ;

under his superu si on So far , I.je have o-,n e r eu ,-ii . -r;

36-1) that deals primar- lry w i t h management of th r,,-_-_ ar,. t-

other regulation (AFP 26-2) that deals i.- tr' org.rn i_. .- . --

chain-of-command 1 ines, w..hich leans towards ledershti:

resoonsibi 1 ities. SAC has two regulations that cr,_.. •

more specific gui dance as to the funictor r

of the 00. Both Strategic Air Command PeQul 7.tl -, -

and 55-63 list areas of responsibility to MANAGE, but rit. ri:

mentioned about leadership responsibility of people. :,l :, ; -

says the D0. through the squadron commanders., super,-e-

act it Ii :f the combat cr e.rs ,. 1.-12 '4-: . -

supposed to be intui tive that a DO0 is sup,-ed e

role model for the voing major., but if it is, .' . --

that DCOs are +ailing.

C0 reer I .sues talking; papers de)el *:,ed . r.

Headquarters. ir Force Manpo,,..er and Personn& Ce-nter ,FI- =

Randolph Air Force Base 'AFB', Te'--s, hi4h iht ,: r ::r,:er -

Nov.ember i ' , 5 p aper. de,,el o ped b". the Peror re -ure. E:r -

;-o..ed poor -ucer" i si on abo,)e the un i t commrander. e . .

5
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four career dissatisfiers for officers in polls taken in t --e

1982-1984 time frame.(1-2) Perceptions of the majicrs i..j,1' :,e

discussed in the next chapter, however, DCOs concerned . th

trying to do everything themselves, becoming too in,.voled

management of things, neglecting leadership res,,nsibil: t e -n.

becoming somewhat powerless are trends 1with ihich me-icrs zre

c on cern e d.

NoncaLreer-oriented members identified P. J ' -

leodershp..-super$ision and impact of Air For:e , t t

fai i l.v I ife . in that order) as t _c tor s that ccntr tj - 1:, . . -

decision to separate from the Air Force. 1-3,

do much a bout pa and e.er:, I i ttle or, the moact t-e - r - -

m ; s= , 1-i h on, f0 am . ] 1 ie ; h -,e.er . he :a r .: a tr err e F , ",

amount about the qual ity of leadership,-super..M i;,cr . Tr.

there are ways to provi de qual i tv free time to Air For.-c -I e s

through superb leadership of people and manacLement :, ± r ,-..

To suggest tha t "ir Force or SAC regula.tions out inc

r-, e r.h 1 gu re E r te r L -,Js i u d be .n te - ,j g , m:. .-.

but, o)erl ook i ng the subgect in gener.azl terms i s a.l iz., im r,C'e

In br i ef i rns to k e v pers-_onn el at He atdQuar ter ; s SA C w-o ,r k sh::-,

r ecentl v retir-ed Commander -I r,-Chief ,.CIO C, SAC Ge er Ee.

C,.- i s str es Fed the i ,r c,,-t ,:a-nce ,-+ t ._k i rg :.re c :ec: 1 e - -

,er e h i s f i r.st pr i or i t", but, .ou carinc, t tak ;ke ca .Lre o+: e:-,

t ho u t s uper b 1 e ad er sh i c, T he poi 1 th-;t AFtMIPC r.r! c,c,-;m e 7 .

bre-akdon.,r n leader hip that ha.s. ncit been de..lt -ii th. ='er :.

some )OC 0 s re D. a' i 1 i c. er,., c,- to ,cc1:,e e :rcqr am-= s n

hi
hit

'C V tC C~t'"CC.'VCC W.e'&'C..VV-'":CC C- -* '



leadership when that was not their intention when the,.o,- .'e

job. Perhaps they are bogged down with crisis manaement

"things", at least that is the perception of the mapc-r- ... t -

I have discussed the problem. Mr. Rene McPherson. Dn.9

Corporation, says "Almost every executive agrees tha :e::;e -

the most important asset. Yet almost none real l# lives t

(1?-24?) The perceived problem of leadership :-r - 1e ' -

DCO provides to the middle manager is there and has teen :r:

neglected. A I.c.ll known retired major :ommar, -ii " -- -

was not concerned with motivating junior majors. that re -

would come to the top. I cannot agree with that -eer.

my personal experience, I h:'..e -seer, supericr c,+ ,, er=

Air Force because the, did rot see :-. :ss,, :r.

commander that they wanted to fi l 1 . The pt:.osi t :r -

turning down was the DCO position, the uer. :r - -

most crewmmembers should aspire.



CHAPTER III

THE MAJOR'S POINT OF VIEW.

Put yourself in the position of the brand new major. ..

have approximately 12 Years in the Air Force and start to l:c-. a!

what needs to be done to make 1 ieutenant colonel and perhaps

colonel. There are many variables to review to see i +,e e*:.r.

is worth the goal. The expectancr theory developed b.o :-ou,:i- 7.

Hall gives us a model to review the variables. '7-24 The

theory quantifies choices and introduces perceiuJed cirot.a,:'-.

a given outcome. For the purposes of this paper, it is

sufficient to say that individuals make career choice= aez

ez pectations. Without gettir g into fami I ,l ccnsder.ti,

spouse employment, etc. the major issues that confront tt. -.

deal wi th effort expended versus promotion potential and .

satisfaction. The choices are to "go for it", shoot fr a

squadron commander position or stay on a crew or staff c.t::n

.nd retire at 20 Years as sa major or, with Iuck eu er r

colonel. There is a third option, separation prior to

retirement. Since fe,. officers separate after makino ma.,r, t..-

choice will not be discussed. The outcomes that must b.e ,.: iZll

deal .,i th effort expended uersus the probabil ity of rei1

oa I s.

Choice A would be to remain on a flving cre,., take the

path of little responsibility, little self-improvement remu. e_.

Cho ie B 'would mean taking on additional duties, takinj the risr..

of a new position and challenge, completing self-mpro.,emer,.

S.



courses such as Air War College by seminar and acceptir

challenges that mar require long working hours. If -ce

selected, there is always the chance of not reaching the o: -

squadron coimander or if you make it, the next co,.,ete-f ocZ-

the DCO, may not be desirable. With that dilemma, the -,:ur,

major may take the easy way out--choice A. YounQ :f+ -r-

go for the promotions if they liked the reIar.t. *, .I=

but why take a shot at a job that is ,i ewed s r

As -young captains, 3l1 crev..members ,,rnt t: -

They do not think of DCO duties, so say the Squacr:r, -

School seminars that were polled in the fall and irite-

classes. (21) Discussions w-lith Air Command and Stiff-

and majors from operational squadrons at--- -- ---- ,- . .-

dilemma; do I want a job at the top? A 1''? -

2000 top executives in the Fortune 500 companies re,.aled that

two-thirds (2/3) of the respondents did not aspire t,:, Eo

post. (10-205) Whether it be in the ci',ilien or rn ' :._z-.

arena, the problem mar be the s.ame. Job sa. t i -+ -a c t

first in a Squadron Officers' School poi 2 0-2. rd r Dne: .

or 3rd during the years 1981 through 1'5,84 b"-.. nr . r I-" - - "

picking career satisfiers. (1-2) Jo b sat i F c ton hI- c, r h-

considered a prime reason for *a c.areer ard "ro ri 4,:! .

Reference SACR 55-63, the DCO is the charr, t .

.which the commander n.rmni ts his/her f':rces. e'4-, . e -he

responsible for oper at ional matters and there - r,,:,t SC: :

,.ho i s not tak rig on that respors ibi 1 i t- or he =he ... ,:3 .,t



in the position long. The perception is that the DCO gets boggjed

down in paper work and micromanagement of programs that ti'e -ii

of his/her time. DCOs and other leaders often complain of -,ot

having time to lead because of paper work. When majors

consistently see the DCO's desk covered with staff work, OERs,

APRs and awards and decorations and working inordinately Iona

hours to keep their head above water, they wonder if "going for

it", is worth it. The DCO has to assure these Jobs are dore to

properly reward his/her people, the concern is ho,:. are thv tne.

10
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CHAPTER IV

THE DCO POINT OF VIEW

This is a difficult topic that needs to be addressed.

The long list of responsibilities (14 functions) in SACR 55--,3.

keep him/her busy without mentioning the "people" aspects s; the

position. One DCO said sometimes he thought he ,..as a personnel

officer. With the myriad of responsibilities, he/she mu-t le rrn

to delegate responsibility and authori ty. The fa.ct that

executives fail in some cases is because they never are...enc

delegate. (13-1) In the Air Force, a failure to dele.ate

properly leads to lesser degrees of success. Del egation or,..

it motivates the young officer- will be discussed in .- :

great length. From the DCO point of view, it has become,

to delegate authority. There are factors that point tot'.,-

increasing central ization in the Air Force. (12-5) , duan-e,

communications systems and electronic data process.ing F,: the

nature of weaponry and concepts of operations dict ,s-e

centralized control, so says AFR 26-1. This central iz.:- or.,

control has taken power from the CO posit ior, wh,h ,cncerns

young officers. They want to be led by peoplIe who h.,e-

Positioned in traditional places of pow. er. like the CO:.-

The DCO has become more of a manager and less r, A .n.

Centralization has given more power to SAC and rmbere: - - ----

staff,s .hich automatical lv lessens the po..er o the :". .

programs are ofter, m.-ra,_ed w: th input; s r,rm the he;:q,- -

* t3f4. The re u I ts of t h i a r e ,h t r, e i t e -

11



flaws--overmanaging: unable to delegate or build a team. (j3-1-

Whether the DCO is himself overmanaging or being overmanaged., tre

results are the same at the middle manager level. The DC0 :-an

only do so much himself, to the point that he/she gets behind an:

then it is too late to delegate. The people will not be tra ined

to take the responsibility, much less be experienced ir .cce.t

responsibility. The "team" breaks down and both the DCO and

major are disappointed, which drives to further centralizzati.:r :+c

control and apathy among the ranks.

For the DCO, the situation is trick!. He.she must fr ,,.u

what power source or authority is available, and delegate .iht

that authori ty. There must be some aggressiveeness to tiake ,:er

from the SAC staff. Historically, the SAC staf #4i1'. '-i

the OCO who manages programs of interest and gets the jot ::one.

Normally, the primary mission is accomplished. It is the '1-*nr,

time programs or filling personnel actions, -s .iu t -- -

examples, that get the DCO "behind the eight ball".

After a. :ertB.in ;:)irt in their careers. m- n.,- , -

cease to do the work themselves, and must become e:'e:u,. .S* -

see that it is done. (13-2) There is. no i.ja. a ['i c-r:e-:r

work al 1 14 funct i ons ikro,: resoon i I1 t i; s - :-te in :CP -: -

-3.e itch I , Ignor , rig one or t.,, tre as -- , i, , u e r.

,Jnsat ifsactorv rating durirng an Oper-ati onal Pe.,,ines .r, B-

(ORI,. The ,C. must l, ega.)te -rid -ce t the .ct ! .. - er '

tmounts of cor, trol I re ,--,c t. :'el e ,,,t I or - ns :+ a. ette -

: e serc i ng mangemert b, ::,rtrol . 0,rt , :, :r -:re .



farce when it is applied as a sales gimmick or a device for

kidding people into thinking they are important. (15-253) The

facade will soon break down and productivity will subside. If

the DCO assigns a major as his Supervisor of Flying (SOF).

unless the person is incompetent, he/she should not be taken off

the job during special missions or emergencies. Allo,nQ a

person to work under a special challenge will build their-

confidence and performance. On the other hand, if the DCC::

intervenes without cause, the word gets out fast to r.e trc-

and people will expect to be overmanaged. Overmanaged people are

unmotivated people, people that will not bother to learn the.r

specialty because they expect someone to interere '.hen

challenges surface.

The DCO has to learn the delicate balance of ,:er

between the position and higher headquarters and the ,:,ton rn.

the cre,'members and where and when he/she needs to dele.ate,

e)oIwy'-d 9t'o ) uxi tq



CHAPTER V

THE FIX

Situations have been identified that influence majo.rs -

choose goals other than being a DCO or "going for it". T:. .

the problem, the image of the DCO position must be upgraded merd,

the majors need to be empowered. It is as simple as that. !r.

Warren Bennis, professor of management at the School of Si-- --

at USC, calls empowerment one of the five traits of a.

superleader. (6-1) But, to give power, the rDCO has to -. ;

power. Good managers are not motivated by a need for :,esor, .'.

aggrandizement, or by a need to get along with subordzn:te;. '

rather by a need to influence others' behavior for the - :4

the whole organization. In other wor ds. oo-: .r -

power. (14-100) The DCO has to have some pow...er or

the young major can proudly say, "I want that ros:t:.r: :e:,-e t

is a good job". For some, the DCO position milht be B -

in the Air Force rather that a stepping stone to niQrier

.asrirations. The posi tion should be good eiriur, - * - -

and not just be a stepping stone.

To empower the major, he/she must be 7r,'. ' --

than just the basic mission of fluing a rr lre;. '-: :--

commanders and DCOs often try, the "a-oft" aDpr!:,;. . .. ..

overburden the crews, in hopes that the' , ,il _. -

motivated with time off or l i ttle r esponst i t - -- -

difficulties in the "soft" 9ooroach. It lead;_ # ce, . . -

abdication of managemen t--to harmony, .oert, i. :, a

14
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FI

performance. People take advantage of the soft approach. They

continually expect more, but they give less and less. (15-247

As the majors give less and less, the squadron commanders and

DCOs have to do more. The more bogged down the DCO becomes, the

less productive the deputate becomes, and apath-Y toward the

mission, the DCO position, and the Air Force sets in. It aC_

vicious circle.

The f4i must come from the top and in this case the [-

position; however, all parties to the problem tfh-e sau.-:,r:

commanders and majors must participate. As Thomas n iaterrnan

put it in their book, In Search of Excellence, we are nt ' -

about mollycoddling. We are talking about tough-mi ride re-,-

for the individual and the will ingness to tr..ini nm. -

reasonable and clear expectations for him, and to ,grart n n

practical autonomy to step out and contribute dire-t'. to, hi=

job. (19:239) The DCO has to be will ing to pass the :tha' -

down to the majors, let them make mistakes, learn and becormo-e

product i'e. To do th is, The DCO r,.as ,,-got t, kro- E.

To know your people, you have to know their ,io

aspirations and match the respon.ibi 1 i ties wt th =.tate ,:,*,:

Iacocca s avs he asked his people al 1 do.r the I ne to ,'es tzi

their people. "1dhat ar e ,your ,:t: .:ect i ' es. ,or the e

dars 5  What are sour pl ans, tour pr ior i ties, -our .,:eE -

tou intend to go about achie-ing theml" ,3:47' ,J t .. .-

these quest ions . -ou mot i,-3.te , oou sho,.' an s rterest. -:A tho

obj~cti "es *:r go~alsa are estabi ished and a p1 an 4 cr a----------

15
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is discussed, follow-up. Without follow-up, all the time scent

determining goals is wasted. You learn a lot about people

by the goals they pick and how well they meet them. With

follow-up, the DCO or squadron commander may see goal achievement

rather than letting goals slip away. Once you know your people,

you are ready to delegate.

General Bennie L. Davis, former CINCSAC, summe, !jc,

need for delegation of responsibilities and authorities.

Delegate--One of the primary benefits of foster gr ti - .
of mission is that it gets people involved and i.,es . 1em

sense of accomplishment.----it allows them to makedec
on the problems they're closest to and trains them +or futur
leadership positions.----we can't expect people to e.r- t!:
handle responsibility unless we give them the oplOr-1-r-
experience it. (3-1)

Those thoughts on delegation are clear an: c, -, -- ,

General Creech was quick to add "Link authorsit.' to

responsibility". (2) The peculiar aspect of this concept is that

everyone seems to agree with it, and perhaps vocally espouse ,

philosophy, but very few leaders really practice it. B,-ses

Stend enc-Y to inter.fere too ear. (3:90" If vd, r=re .-

early. you lose the whole effect and benefit of delag.ticmor,.

Nothin builds confidence like completing a project and s-:-

the outcomes of one's labor. Majors have told me they ,i: :

to be tasked and often won der ,wlhv they ar e not. .. e W ,,.,

tremendous group of young officers wi th superb c,.abi I i t:==

have the time and abil i ty to be more productive. Cmurnit,,U - -.

is the ke- to finding untapped capability.

The DCC must dekulelo, a strong sense of mission ar- ,.. -- =

16
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so that employees know what the organization stands for ard .,,

he or she is expected to do things. (11-1) The people haue to

know the mission so they can get involved, which is the 'Kexy to

making delegation work. You will note that General Oais

mentioned training the people. If you delegate to untrained

people, they are apt to make mistakes and lose confidene.

Therefore, it is important to get people involved b.,"

communicating in terms of mission and training. Commru - - , at ,

a basic sense of e.citernent, fun and zest in all thAt

:19-237) Work is work, but do not make it harder or :ess

enjoyable by displaying negative attitudes. Discuss the ,'''

aspects of the job and mission and highlight the succe.e= ,

there are less desirable aspects of the mi-ssior, n ,

also, but be positive about them. Be honest.

When information is passed out, be sure that e'..-

gets the word. Nothing is worse for morale than a.-. lack,

information down in the ranks. (19-268) The cr1. . .

eaual opoortun i ty is to assure tha.t a. 1 peo ple ha.,.,e .- , .,

information available. Good communication breeds r,.,-ier, -

the organization, and if the information is accur-ate. i-

power to the communicator. The major.s als, ''.Lr t fe'I.

I* senior management does not pass oeed,,c, on

m.:.jors, they lose a Qgreat .a.y to moti te a. 1of h.

Passing the information quicklY seems to spur peoce :r,

greater effort. ( 1'-2s8) Posit i u. feedback moti.. .I -

new, heights and communic.ticon, properi v done. neT.i-

17:



valuable leadership tool. It shows that senior leadershi c.re.

Peer pressure motivates people to new productive levels. rw

awards are excellent feedback and they motivate non-recio'er-tI:

greater performance. My last point in this chapter deals ..th

organization or management.

The key to motivating young majors to want the CQC0

position is to manage effectively so You have time to 'e;:. -

the DCO is bogged down in management, he/she appears to be

powerless. The fact that many DCOs appear po'merless iz the re,:r.

why majors do not aspire to the job. Given the structure re-re

must work in, these are my recommendations +or puttin p-,.er _

in the job.

The DCO has to concentrate or, orcgar:r n - -

responsibilities provided by SAC. Assure that a c.:a.p.; ;er.:

is given responsibility and authority for each of the ,.r.t,-r

Encourage pushing down the responsibility to the 1o.,er n,:

level in each unit. Match the people with the t.sks and mroe

people that are underemplo.ed. If tre. .. rS-t t.e i.: e, z. et --

an extra duty in a different work section. Push for teem.

Vince Lombardi said his most important ingredient for su,_c-e== ,,'=i

to "haue men pl ax together as a team, not as a bunrch o

irdividuals." (8-56) The same principle is . " , . 'e .

Force.

By getting people in the organization mn t. ,

aspects of the Air Force, not just the fun portio-,

mission, the total unit car feel a rert o; the = -ce,: e; t

%194*% N ,t



will follow. There may be long hours during an actual crisis

situation, but there will not be continual crisis mana.emen..

Continual crisis management is despised by middle mana.gers .:

most cases, rightfully so. Get them involved before criss=

management. Once the majors are involved, the DC vji1 1 st 1 1

have his/her challenges.

tl i th the management aspects of the posit i ,on t-. en r-.e

of, it is time for leader--hip. It is the Chiei Ex:ecut:,.,-

,CEO) ,ho dec des whi h way to march nd ii.t -.hat :,a:e - - !

The OCO is the CEO in our case. As a leader, re,."she reds : c

in front where he/she is visible, no,,t buried in o.er ,. * c

People tend to prefer bosses with "clout." ,h en emrcn, .:.e e

: erc i, e the i r b,:,s as in#luen t .a j1 ..Jar, d rnd - uatnd,.r . , -

status is enhanced b., assoc iat on and the, gerer..el 1 , h , r-

morale and feel less critical or resistant to their boss.. .

The DCO's job is to fine tune the operation. to m_4ke - A

r

oramary mission is paramount in e,,erl:ones mind. The e.::, cr

1 1 assure the ent i re teem ,.orks :,n the are; t r

rot ceabl e un t i 1 the I nspec tor Giener al I,. IG te.m err . -

other words, *;e t peep I e i n,,ol, ed i, r, 1 areas of the t,t "

mi ssi on .

e- to pull ing the entire [C_ :-rr, o - .

deuelopinQ subordin.ate leaders. L;eutenant Gener.l ,,re_-.

U .S. rmY , ca lled de-el opment o f subiordina te lader.s te most

important step tow-kiard achie'ing e ,cel 1 lence . , -

If the DCO B.I lows his , ,:ecp 1 e to re, r e tr -

J.I;'%



he/she does hi.,.her job, the wing will thrive and the £CO

position will have the high status it deserves.

2l



CHAPTER ',I

CONCLUSIONS

DCOs cannot lose sight of the primar.w mas.:,r, 1: :

flight operations; however, they have a resoonsib,,',*. ::.r:e-

their focus and motivate people to excel. There .r -

that are motivated by DCOs and aspire to the ,.:: ,. -r "

percent average retention rate for 'SAC pil.ts " - - -

group, during the last five Years indicates --e -

(17-8) As mentioned earlier, one the the Dr-me----------

separation was dissatisfaction with senior lea e--

The middle managers are ready and eager t - - - ,

want to be chal 1 enged and be prepared to t. eor -?- -

responsibili ty. Improved communications a r da i ... ,-

made it easier for higher Keadquarters to manaoe from, .

The DCO needs to assign qual ified people to each c" , -

give them the authority to run their program. Pr, zrcr.,= -

run well at base level tend to get less guidance 4r.:r.

headquarters. Less input from headauarters a- -

work vital personnel issues that qre =-.: m::r , : -

By empowering people, the DCO ultimatl -  ,

co',.erfu1 and the entire wirg benef l t;. 'We , :r -3ek: -r- -

the dissatisfiers that drik.e .ounq majors tromr - -

at least make them less than total ir:,'cte . "'-:

personnel issues that need to be wor ked t. er. : z Z'

recommended solution solves tw.o probDlems. . ' - --

retention rates while ma n r , jors mcre :r:.: . -
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makes the DCO more productive.

To lay it out simply: first, the DCO must assure the

primary flying mission is executed properly, second, delegate

responsibility and authority to get people involved, and third

take time to lead people through motivation. Work those

personnel issues, new program init;atikes, etc, that make .:ur

unit excel. The key is to delegate to motivate -/our tro,:r- n:

gi'.'e yourself time to lead. General Larry D. Welch, current

CINCSAC. summed it up when he called decentralizing author, ,

responsibility the key element to increasing product i.... t.

(22-43, The DCO who can integrate the three recommendat.,ns -

earn all the respect and power he could .jant and the mrni.. or I

follow. The DCO position is a "er.y povwer-ful ard ch n I ';--:r, -.

job, all that is needed are dr.namic leaders to ta:e cr, the

responsibility.

3"5

'ca,.



APPENDIX

Excerot from SACR 55-63

DEPUTY COMMANDER FOR OPERATIONS-FUJNCr*I,$

The deputy commander for operations:

I. Directs standardization/evaluation acti,,itie_.

2. Directs intelligence activities.

3. Directs communications. functions to insure th. *  e

instructions are disseminated to all combAt creE.

4. Directs aircrews EW10 and operations trainirg _ -

insure the adequacy of the mingQ training progr.n, tc- meet

Emergency IJar Order EWO) commi tment.

5. Directs the acti i ties of the Command C:rt l : -

.5. Coordi nates wi th the deputy, comnmander for rr. r - er n n -

operations and training requirements.

7. Directs the activities of the unit Operations Plar,- Di s :r:

8. Is responsible for the qual it,, content and time' . ::.r-:

of all combat mission folders and materials.

9. Is responsible for Combat Mission Folder VCIF.

,alidation.c,"¢ertification process.

10. Directs the act i -.,i ties o+ the Alert Fac z. r- , i--

Di ,sion and al l alert force oor aton.

11. On 3AC bases, chars the ir Tr:. ::r :

12. D rects tr a1rur-g act it t e for :,cmb.t r e- -rk

,hen that mislion is ase ined.

13. Is respon si ble for 1rt i z.,:r r, t e u.

14. Prco) i d es =-,uppor = -" ' • . - e e: - r c,, -r . .-



LIST OF REFERENCES

1. Career Issues. Talking Paper, HeadQuarters "ir F.r-
Military Personnel Center/DPMYOS. 18 November 9I85.

2. Creech. General William L., USAF. (Retired, ".rgar -,-,.,r,"
Principles," speech delivered to Air War Collee. a.,,e' -' -
Alabama. 23 Januar" 1986.

3. Davis, Bennie L., General, USAF. "Leadershio. "e':z.,-
Speech. United States Air Force, *e4-39.

4. Deputy Commander for Qperations--Fnct:sn=. :+4 i-
Headquarters. Strategic Air Command. 0ffutt AFB. '1E.
I '983.

5. Forrest, John F. General , S 4rrm. -.Pet.. " :
Tapping the Sources of Power." Army. Januar. 1,,S4.

.6. Fox, Stephen. "Traits Identified of Great Boses. _______

Journal of the Pacific Institute. t 'ol o. No. 2, Fe ,!A-,r

Hal , Dougl as T. E.\oer ince in Manjoement zr r.1r
Behavior. 2nd ed. New orP : John Ji le. ' Sort s

.9. lacocca, Lee. Iacoc:a: An Putobioiraph. Eaintam E,.:,:.
1984.

9. Kanter. R.M., "Power Failure in Management Circuits."
Harvard Business Reiew. 1979 (July-August'.

10. Korn, Lester. "Selecting Chief Executives". it.i a--
of the Dav. 15 January IQ84. pages 204-207

11. Lyon, Thomas L. "Characteristics of E.::;-'' ' ..-
Organizations," Armed Forces Comptroller.. Sprin.g =

12. Manpowler Pol ices ind Procedures. AFR 2-1, He,
United States Air Force. Wash, DC. Vol I1 1 C: 17 ,e:errnt- :

1:3. McCall, Morgan W. "W.4hat Makes A Top E.':uti,,e "

Orcianizational Effecti,.eness Journal. ''o .o.I. .

14. McClelland, D. and Burnham, D.H., "Power is th- 3-
Moti vator," Har'ard Business Peivew. I176 (M arch-*,r i I

15. McGregor, Dougl as M. "The Human Side of Enter. o.-_e,"
Concepts For Air Force Leadership. Air Uni, ersi,. Pr , -..
pp246 through 253.

1.O. Off' cer C1 ssi fi cati r , AFP 3,6-1 ,C4 ,;Cf# ,sr c'er,:rre

24

~ V. *



Department of the Air Force, Headquarters, United States .
Force, Wash, DC, 15 September 1985.

17. Officer Retention Report (F ' 85) Headquarters, fr r
Manpower & Personnel Center, United States Air Force. P=r,-:,:
AFB, TX. As of 30 September 1985

18. Opera ons. SACR 23-9, Headquarters, Strategic ;:.,r :_rr-,n,'.:.
0fut AFB. NE, 26 October 1984

19. Peters, Thomas J. & Waterman, Robert H. jr., 7T n - --

E.Acellence. Ist ed. New fork, N'IY: IdJarner 2c, . ...

20. Squadron 0fficer School t SOS) Class 86-A '.ai je Er "
Max,,aell AFB, AL. Random sample, Winter 1'35.

21. Squadron Officers School Senior Oficer Perspet., es
Seminar, Maxwell AFB, AL. Class S5C . 86. Fa!l-. - er

22. Welch, General Larry D. "'Management nd Pr-cu,,
Program Manager, (September-October 1985): op 43-4f.

25



Fzow'MI

MINI0 

W


