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. ~AIR WAR COLLEGE RESEARCH REPORT ABSTRACT

TITLE: Wing DCO Leadershipt: As it Effects Middle Manzger

(Majorse)
AUTHOR: Donald R. Schreiber, Colonel, USAF
S~ > This report includes information from survewve and

interviews which document concerns aircrews haue wibth 232,00

wh
1,

the Deputy Commander for Operations (DCOy position, The 27

12 - ToMmmEs 2

position iz described per Air Force and Strate:

1w

{3AC) regulations, UViews of the DCO position and how % e+f2zos

.

majors is presented from the OO and majiors’ perspect.

Failure to inuvolve majors in responsible tasks 3 sesr

9
LU}
1

problem to overcome. OCOCOs must delegate zomse 2+ =-2.° 33

thev have time to be leaders. Examples o¢ howm the 77 C:z-

"

motivate quali1fied majors to aspire to senior leaderzh

r
[

positions are provided., Solutions strengther the enrt -= [

complex. While the report focuses on the [CT comple | -

»pplicabilvt. to an. wing deputate n2 L *

i
3
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(W3
1
i
3
1
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CHAPTER 1 g

) INTRODUCT I ON -
LL

. The relationship between the Deputy Commander of %
3

Operations (DCO) and middle managers (majors) is of great 0
impor tance to career retention and career ambiticns of *he .zung N
e

ofticer. Normally, there are at least one or tws laverz of o
§

command or management between the DCO and major, bu* -z .
ieadership or lack thereof sends waluable signals tao “he mz.ar %
)

that will have marked impact on caresr goals, é
Have vyou ever heard a young officer express h:is dezire <= i

be a DCO, to continue flying and provide the kev leaderzhip o W
wing flight operations? It sounds like ane =F the Sest i-cf n g
Al

the »wir Force, ret many of our top officers in the m.23i2 rzr-:z ﬁ
>4

lose interest in pursuing that goal. These personc end up witn J
early separations or, worse ret for the Air Farce, thev | omer .
their career goals for rank and position and remain orn 30 ue ;
3

dutv unti) retirement, t
Why do some otficers lose 1nteresst n pursying he - h
potential® THEY DO NOT WANT THE DCO POSITION anc 2 *errzs o Q
iobs do not interest them, wir Force szurve.s documen® e,
~d

di3sati12f-ers for voung cfficere and thesze factorsz -u:'i =e _zec

N

*s orove that good lesdership and role models xre resded N
throughout the chain-of-command. L,
I* 13 oburous that a middle mansgement of+ i cer rarmal . F

would not work Jirectl . #or the DCD, He or =re wou 2 amsees =~z = '
Equsdron commander or branch chiet, Dut m. tIrcemt -r A R
1 :

A

N

."Jkn'. . .'."‘n‘?‘:‘?‘\‘, u"‘-"‘n". A AN "F\" as o, o.- N .l . ."v , »."u ", |



DCOs influence career goals because they are junior colonels,

0COs hold the position for which the young officer wouyld be
competing if he/she were promoted to colonel, and the kKevw zoint
in an officer’s career for commitment to senior rank is at the
latest, junior major. At that time, the young cfficer must
decide if hes/she will remain in the cockpit wersus applving faor
staff positions at headquarters, and what military and civil.ian
education is required to make him her competitive for promoticn.
I am not saving headquarters statf experience or aduvancad
education is absolutely reguired for promoticon to colorsi, =ut

promotion statistics indicate a higher percenta of of+icer
3 =

gl
[ d

w

with those attributes are promoted. IWhile the voung of+ zZer |

0

weighing the requirements, he-che 1= alzo looking

bokmm ST

i

position and sarving--"1s it werth it

The scope of this research was limited to the S4ratzgi:
Air Command (SAC) and the DCO position for 2 couple of rezzorz,
First, S5AC has been my major command ¢or most of mv caresr wro

zecond, SAC hasz written gu:dance on the LCD position ths

-+

nt

tacking in other commands. The middie manager on wh,crn [ rcoz_zed

was rated, since operational flving wings are required tco -0

rated DCOs. The terms middle manager and zen1or or swumamoer o

m

be used interchangeably for the purposes of th

paper, Euern

with the given parameters of the rezearch, the conceot

applicability to any command DCCO position and man: other =,
Force wing level deputates., Our voung officers want x ZoCc

example to follow and want to feel good about the #fusure Tz - - :

el '.'nl'.’v ! A l‘:‘l':‘b’nkl':‘l.t.u.y“ .
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they aspire to fill, 4
i
.‘
. 1 intend to document the problem with DCO leadersh:p anc -
management of his duties that "turn off" the middle manager. The '
\]
problem will be analyzed from the DCO and middle manager !
]
Al
perspective. Finally, solutions to the problem will be given.
The ultimate purpose of this paper iz to prowvide the OO0
insights on how to motivate voung crewmembers to aspire o the.r Iy
b
position through leadership. A big part of the DCC= :cb -2 o
Uy
learn to manage so he has time to lead, If the OCO has 4the f.me2 ‘
to lead, the entire wing will thrive, mission accomelishmert b J
.I
improve and people of the wing will be motivated for careersz *r:zc
A
match their potential. )
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CHAPTER I1 .
DCO: LEADERSHIP

The common perception of leadership responsibiit,

i
w
',.
]

the DCO vary from the percon who flies all the time %o the oerszor

overburdened by paperwork. DCOs who are described k> &i*her Zre
of these extremes do little for the Air Force or the cecple =z

lead. To define the problem with DCO leadership o+ the Luricr

ofticer, we first loock at Air Force and 5&C reguiaxtions cus' - oo

il

position responsibilities. The Air Force regulszaticn wili =Ze

reviewed, +ollowed by a look at the S&T view of IO

[1 ()
ue
u
T
-
"
it

]

and management.

Of+icer Air Force Specialti are cutlined no=o~ S2-

I
[
n
Vi

"

Regulation (AFR) 36-1. Change 2 of that reguiat

vation

"
t
+

T

[
LK}
¢
i}

)

October 1984, summarizes the Director of Operaticon:

position as follows., Directs and manitors cperation

n
o
i
[}

0w

a3
0
3

"
[]

flying organizations ‘group level and above!, inciuding <. -

operations, urnit training, intelligence, communiIas. on

armament, and tactical planning. Servee as a Thief 3 zor s

commanders., <ls-attachment S s 1t zhould be, guidar

ag

the Air Force leuel 12 wery general in nature. The 7z :m

will document centers around the fact that DCOs have 3 se- 227
to get wrapped-up in Managthg these are2as that are unze- = -2:2- r

supervision of squadron commanders and branch Ih:a+s

m
1
g
(11}

13 an operational untt that cannct wark at peax o¥¥, 1 -3
because people aren t praoperly involued, . r

34

BGAGAGOGANONT OA0OLAERCLOD N IO . W L AT
PR L A W T m".t",ai'xlu‘ SR LR -“‘.l";l\"‘\" .w"'ﬂ -“!‘u"‘-" QRSN "v
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¥
. . _ . . !
s outlined in AFR 26-2, which shows the organtizzs: zr =+ ¢
0d
. wings at base level, deputry commanders supervice 31! 2iv:zionz,
squadrons, squadron sections and detachments in the:r +gync*t -nz’ .

L]

"3
area of responsibility. (12=-19) Since the DLCO writes 5

.I

. § .
effectiveness or performance reports on 2l pecple under H.z
direct supervizion and is in the chain for 311 regortz *na* ar:z p

)

elevated for higher endorzement, he che must kncw the Z:z22:1 = :
t

ynder hi1s superwision, S0 far, we have one regulist. on SFF

3é6=17 that deals primarily with management o+ th: noaz zrs $-« 4

other regulation (AFR 26-2% that deals with organizacicn &5 < 3

chain-of~-command lines, which leans towards leaderszsh:io

e
resoonsibilities. SAC has ftwo regulations that orov . da ~

. . - . .
more specific guidance as to the functioms amz rezgzrz.cC ek .
o+ the DCO. Both Strategic Air Command Fegulat onz - I~157 2I-%

L}
and 55-43 list areas of responcibility to MAMKGE, but naotn.ons o3 )
mentioned about leadership responsibility of peoplsz. SRk ST -- Ry
savs the DCO, through the squadron commanders., zurCser ' 3es
activities of the combat crews, C12-12: 73-1+ Tz ome = oz by

A
supposed to be intuitive that 2 DCO 12 supposed 2 Se = 2z3ler

. . :
role model for the voung major, but 1§ 1t e, Y F T, oTItTETToIC al
thst DCOs are +a:ling. N
Cazreer Izsyez talking papers developed a2t tre -1
- i ~
Hea2dquarters., ~1r Force Manpower and Fersaonne! ZTenter &FiRI =«
Randoloh mAir Force Base ‘AwFBY, Texzzazs, highlight cur corcerm, o o
‘ 0
Mouwember 1935 paper, develcped bv the Ferzorne’ Suros. Srancs .
. shomed poor zupervizion above the unit commander ‘ool 33z Iz <
A
= o
S *




four career dicssatistfiers for

1982-1984 time frame.(1-2) FPerceptions of the maicrs i’

discusse

d

in the next chapter,

cffice

hiowe vy

rs

in polls

er,

trying to do ewvervthing themselues, becoming too

manageme

pecoming szomewhat powerless are

concern

0 ()
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leadership when that was not their intention when the. %c:oé

job. Perhaps they are bogged down with crizis marnagemen

o
!

"things", at least that is the perception of the ma,cr

1 have discussed the problem. Mr. Rerne McPherson. Dansz

Corporation, sars "Almost every executive agreess thart zecoo!

the mozt important asset. Yet aimost none really lives
{19-24%) The perceived problem of leadership or -2

DCO provides to the middie manager 13 there arnd hasz

"
r
D g
0 ()
2

neglected. @A wsll kaown retired major commang ZINIC <27 2

was not concerned with motivating junior majors, that <n

“w
04g

Q)
4
R

"

W

b ()

would come to the top. I cannct agree with that szeatzmans,

m» personal experience, I have =zeen supericr ¥+ icerz "2
Alr Force becauwse thev Jid rot zee a 0o % Ir o a< e~ 32 :

commander that ther wanted ta #:11, The paosit.zrn =~

- - - - -

turning down was the DCO position, the wer. oz I :

most crewmmembers chould azpire.

b Q

}1»_:.. R R Wy Cp Wiy Wy (g ¥, 0¥ o0 @ 0t 0 e o™ a” o ag? ny agfa et o, om e . SRR
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CHAPTER I11
THE MAJOR S POINT OF VIEW,
Put yourself in the position of the brarmd new majcr.
have approximately 12 vears 1n the Air Force and start to lzc
what needs to be done to make lieutenant colonel and perhaps

colonel. There are many variables to review to see ¥+ the =vsor -

18 worth the goal. The expectancr theorv developed b

Hall Qives us a model to review the variables, +7-24° Ths
theory quantifies choices and introduces perceived oprotsb: ! =+ =<
a given outcome. For the purposes of this paper, tt iz

sufficient to sar that irdividuals make career choicssz =

(RS
1
4

Qr
m
DO

expectations. Without getting into famil+ consid t

"
[ ()

r

w

Tt

n
.
u

spouse employment, etc, the major issues that confromt 4re m

[

deal with effort expended versus promotion potential and izt
satisfaction. The choices are to "go for it", shoot fzr a
squadron commander position or stary on a crew or staff oosition
and retire at 20 veare as a major or, with Tuck Yieuterznm®t
colonel., There is a third option, separation pricr o 1

retirement., Since few officers separate after makino ma,ar, th

v
i
*

chovce will not be discussed. The ocutcomes that must be e

J
D
tL

it

dea'! with effort expended wersus the praobability of r

0 g
"
(2]

1

Q0als,
Choice A would be to remain on a flving crew, take the
path o 1. ttle responsibility, little self-improvement reqgu. e,

%
[

Choirce B would mean taking on additional duties, taking the ro

of 3 new position and challenge, compieting seif-improvement

- e A

=

=




courses such as Air War College br seminar and accepting

. challenges that mar require long working houre., [+ choice 2 =
selected, there is alwars the chance of not reaching *he 22z =<

squadron commander or if you make t, the next covetel

[a]
(n]
)
3
)
a

the DCO, may not be desirable. With that dilemma, tre .

g l;

major mav take the 2asv way out--choice A. Young Z+¥ =

b
-
m
]

1

20 for the promcoctions 14 they liked the rewarz 007 zoz <. o0,

but whv take a shot at a job that iz viswed 33 unrsuz~ 3 nc

Qe
pu |
' d
+
]
1§}
[N
"
'

As young captaing, 31l crewmembers

Thev do not think of DCO duties, so sar the Squasron D<4.c2-

"“€

School seminars that were polled in the fall and winte- 7%

e
-+
-+,
n
.
3
1L
D
o
*
[

classes., “21) Discuzsions with Air Command and Stasé

and majors from operational squadrans at 2 SMD Dase Teeszles T
dilemma; do I want a job at the top® AOLPPY survey 2+ nasc’

2000 top executives in the Fortune S00 companies rewealsd that

two-thirds (23 of the respondents did not aspire *c -2 TEZC
post, (10-205) IWhether it be in the civilian or mii:%zr~
arenz, the problem mar be the zame. Job satisfachi oo z: ~3- .=z

s

first in a Squadron Officerzs’ Schocl poil (20G-2: amg rark

0 g
R
r.
-

or 3rd during the years 1731 through 1924 b am A 7 Tzrzsz 2170

picking career saticsfiers. (1-2) Job satisfastion haz +: ==

considered a prime reaxsan for a career and "going foo vt
Reference SACR 55-£43, the DCO is the chanme®l *“5-z5a-
which the commander ~zamits his-her forces, <d-1" He ‘zhe =

responsible for operational matters armnd there 13 rot 2 ST 270

. who 13 not taking on that responsibilite or he she woula not os

£

- » » » RT% R S Y TN "
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in the position iong. The perception is that the DCO getsz b

[x]

gged

down in paper work and micromanagement of programs that ftave 3z

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

having time to lead because of paper work. When majors

consistently see the DCO’s desk covered with staff work, 0DERs3,

APRs and awards and decorations and working inordinatel - long
hours to Keep their head above water, they wonder if "going for
it", is worth it., The DCO has to assure thes

properly reward his/her pecple, the concern iz how arse *Szv Zonme

10

( C " Q‘- . [ 4 (.'( 'i -“‘r .« _» .-r\. .‘. '-. ". ... _.- _.- ..- 4.‘ \. ~. « \. R - ‘. g
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CHAPTER IV 3
) THE DCO POINT OF YIEW -
L3
. “This is a difficult topic that needs to be addressed, E
The long list of responsibilities (14 functions? in SACR SS5-22, é
kKeep him/her busy without mentioning the "peocple" aspects zf the "
)
position. One DCO said sometimes he thought he was a persconne’ é
¢
officer. With the myriad of responsibilitisas, hesshe most learn f
to delegate responsibility and authority., The fact that v
executives fail in scme cazes is because thew newer tearned i: %
&
. delegate. ¢(13-1> In the Air Force, a failure to delegats v
properly leads to lesser degress of succesz, Delegatizon anmd &Haow 0
]
it motivates the wvoung officer will be discussed in CThacisr . =t Q
:
great length., From the DCO point of view, it has becoms nam2e ;
s
to delegate authoritry, There are factors that point towars "
increasing centralization in the Air Force, (12-5) Aduanced
]
communications systems and electronic data processing ans “he ﬁ
L
nature of weaponry and concepts of operations dictats greater
centralized control, so sars AFR 2&6-1. Thiz centralizzt,or o+ H
control has taken power from the OCO position, which Cconcerns ﬂ
voung officers., Thev want to be led by peopie who hare Zsar %
pozitioned in traditional places of power, like the GCT -2z <oco,
The DCO has become more of a manager snd less of 2 “eader, ;
Centralization has given more power to 3AC and numberss - - “:-:= ¢
staffszs which automatically lessenz the power of the TCIH. &7 . -g :
‘a
programe are often managed writh nputs from the hexdausc Te s \
. zt3fé, The rezultsz of thiz are what Sne wr te- -3l'3 <373 f
;
11 R




flaws--overmanaging: unable tc delegate or build a team. ¢(13-1:

Whether the DCO is himself overmanaging or being cvermanaged, *he .

results are the same at the middle manager lewel. The DCO zan
only do so much himself, to the point that hes/she gets behind and
then it is too late to delegate. The people will Aot be trainesd
to take the responsibility, much less be experienced in zccepting
responsibility. The "team" breaks down and both the DD and
major are disappointed, which drives to further centralizatizn =¥
control and apathy among the ranks.

For the DCO,Fthe Situation is tricky., He zhe muzh Kraowm
what power source or authority is available, and delegate within

that authority. There must be some aggressziwveness tao taks oouier

a

from the SAC staf+. Hizstorically, the S&C sta+s vl T2zie 37 2-z
the DCO who manages programs of interest and gets the okt 2corns.
Normally, the primary mission is accomplished. It iz *he #Voing

time programs or +illing personnel acticns, xs Jus

[11)
-+
4

'

1

v
Ra
[}

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

After 3 csrtain 2oiRY in tReir careers, MInIgec: TooIC
cease to 9o *the work themselues, and must become e-gzut: rez "=
zee that 1t is done. {(13-2) There (s no wa- a DCO car serzzms
work all 14 functione and responzibrlrties ':sted 10 TmIF SS-.7,
*3¢ee atch 1 Ignoring one or two aFreas Cam CaLEe # T
angatisfactory rating during an Operationa! Peadirmese [rmzoett ©

‘ORY:. The CCO must Jelegats and

ccept the $act trtat o Zert

3
o
4

amounts of contral are 1ost. Delegstior 3 onot o an eFfY¥sIc oz :

¢ @ erczisI1ng Mmanazgement b, contral, Cart cicat -r =s--ma:z

"
"

12
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farce when it is applied as a sales gimmick or a device for
kidding people into thinking they are important., (15-2S2) The
facade will soon break down and productivity will subside., I¥
the DCO assigns & major as his Supervisor of Flying (SOFy,
unless the person is incompetent, he/she should not be taken aff
the job during special missions or emergencies. Alicing a
person to work under a special challenge will build the.r
confidence and performance. On the other hand, i+ the OCO
intervenes without cause, the word gets out f3st to mhe trcoops
and people will expect to be overmanaged. Overmanaged people zre
unmotivated people, people that will not bother to learn the:r
specialty because thev evpect zomecne to 1ntaruene when
challengee surface.

The DCO has to learn the delicate balance of oomer

(IR S o}

be tween the position and higher headquarters and the oo

i

g iw]

w

the crewmembers and where and when he-she nseds to delezats,

-




CHAPTER V
THE FIX

Situations have been identified that influerce majorszs *:

choose goals other than being a DCO or "going for it", Tz <

the problem, the image of the DCO position must be upgraded znd
the majors need to be empowered, It is as simple as *hHzt., Cr.
Warren Bennis, professor of management at *the ZSchaool! of Ziz ~:23:z
at USC, calls empowerment one of the five *traits of 2
superleader., (6-1) But, to give power, the [CC has to -~:zue

power . Good managers are not motivated by a reed $3or oDerzo

3

[

agarandizement, or by a need to get along with subordinztes, Zu*
rather br a need to influence others’ behavior for the gocd o#
the whole organization. In other words, gooo marnzze-z :r -
power. ¢(14-100) The DCO has to have zome pcower or < Zu® sz <=3
the young major can proudly say, "l want that pos:*:rcr Se-z2oze i
is a good job"., For some, the DCO position might be 3 +:r~3z’
in the Air Force rather that a stepping stone *o nigner
aspirations. The position should be gQood encugn 23 3+ -2 To:

and not just be a stepping stone,

To empower the major, he she must be 1rnuci e

30
iL
h
3
1}

1
1

than just the basic mission of #lving airplanes.

(1}
]
o

commanders and DCOs often trv the "zcft" appr oz

overburden the crews, in hopes that thes wil! =e

X
'

)
"

motivated with time off cr little regponzibil it.. T-z-2 :-:=
difficulties 1n the "soft" approach. It leads #recus-" . -1 --=
abdication of management-—toc harmonv, cerhaps, Sut I -1 Sez-ac -

14




performance., People take advantage of the zoft zpproach. Ther

AT

-

(]

continually expect more, but they give less and lecss. i

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

1 ¢ DCOs have to do more. The more bogged down the DCO becomesz, the
‘ less productive the deputate becomes, and apathy foward the
: mission, the DCO position, and the Air Force sets 1n. I+ tg =z
5 vicious circle.
The $ix must come from the ftop and in thiz casze *he DOT

—

position; howesver, all partieg to the praoblem, the sausdron
commanders and majors must participate. Ae Thomas and waterman

put it in their book, In Search of Excellence, we are not 7313

n

about mollvcoddling., We are talking about tough-minde?d razz22¢

for the individual and the willingness to ftrain rim. %2 z2-

reasonable and clear expectations for him, and to grant =.om

practical autonomy to step out and contribute direct!'v ta
Job. (19:23%9) The DCO has to be willing to pass the <Na''s-.eos
down to the majors, let them make mistakes, learn and oecoms

productive, To do this, The DCD nas got to krow mo

"

To know your people, wou have to know their gozals an:

[}}

aspirations and match the responzibilities with

1
-
one
~
D J
01

w
"

lacocca =savs he asked his people all down the lime to queszt on

(2]

the r peocple. "lhat are wvour ct:ectives for the ne: *

1
-1
]
e

dars? What are vour plans, vour priorities, -our "op

%
(1]
]

[N

i
L

vou 1ntend to Go about achiewing them®" v3:47  Juzt & zzsorz
these Questionz, oy motinvate, »ou show an ntereszt, DTrIs +ths
. objectives or goals are eztablizhed and a plan #or acnie g *haem
1%
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is discussed, follow-~up. Without follow-up, all the time zpent
determining goals is wasted. You learn a lot about pecple
by the goals they pick and how well they meet them. iJith

follow=-up, the DCO or squadron commander mar see goal achisuvement

[ g

rather than letting goals zlip awar. Once vou ¥rnow »our peaple,
you are ready to deleqgate.

General Bennie L. Davis, former CINCS&LC, summesa un f-s
need for delegation of responsibilities and authorities,

Pelegate--One of the primary benefits of fostering *miz ze~ze
of mission is that it gets people involuwed and gis By
sense Of accomplishment.-—=-it allows them to make
on the probiems thev‘re closest to and trains them
l2adership pogitions.--—-we can’t expect pecple tno
handle responsibility unless we give them the cpporu
experience it, (3-1)

T

~ o =

Lo
L
V
)
-
W

r =+
0
3
ot b
- [
4
[
]
1Q

Those thoughtz on delegation are clezar and conc. ze.

General Creech was quick to add "Lirk author:t- io

[

responsibility", (2) The peculiar aspect of this concept i

g

everrone seems to agree with it, and perhaps vwocally esspouse *=

philosoph»., but very few leaders really practice it, Bozzzs n:zus

o)

2 tendency to interfere too eaxrlv, (2900 14 vouu tmrerm<dza-a -0

early, vou lose the whole effect and benefit of delegation.

Nothing builds confidence like completing a project and ses. -

the cutcomes of one’'s labor. Majors have told me thev woy 2 ° .-
to be tasked and often wonder whv they are not, Lz mave 2
tremendous group of young officers with superb capabrlit ez -

have the time and ability to be more productive, OCommunm: -z 20

e the ke> to finding untapped capability.

The DLCO must dewelop a3 ztrong cense of Misstion ans oxl oS .




&
v
.
W
3
!l
'V
\;
so that emplovees Know what the organization stands for and How h
"
]
. he or she is expected to do things., (11-13 The people have tc -~
. . . . . '
Know the mission so they can get involved, which is the Fer o q
* . . : «
making delegation work, You will note that General Daviz Q
K
menticoned training the people. 1f vou delegate to untrained

L}
4

D
people, they are apt to make mistakes and lose confidence. é
(
W,
Therefore, it is important to get peaople inuolwed by s
X

communicating in terms of mission and training. Communizzate o th ‘
i
* basic sense of excitement, furn and zest in 21V that oo Zo, -
't
£1%-237) Work is work, but do not make it harder or lszz 1
M
G d

enjorable by displaring negative attitudes. Discuss the good

aspects of the job and missicon and highlight the successes, [f
there are less desirable aspects of the missicn, 2iszuss ;

1

2l

r

I

1"

T
T

also, but be positive about them. Be honest.

W
N
When intormation is paszed out, be sure that eusrwons ﬁ
. !
gets the word. Nothing is worse for morale than & lack of é
information down in the ranks. (19=-243) The onlw waw &2 assuyrs -
|:'
. . ) ()
edual opportunity is to assure that al)l pecple have The zame h
i : v
Al
. - . . . . * '
information available. Good communication breeds nocluvement o "
ll
T
the organization, and if the information iz accurate. % or nos
. 'l
. . N at
power to the communicator. The majors also want faedbzoy, S,
I+ szenior management does not pass Ffeecdbichk om -1 1ws 3
majars, they lose a great way to motivate all of the r-oc-czos, .
\Al
Passing the information quickly seeme to spur peocle r T2 )
L]
greater effort, (1?-242) Positive feedback motivxtes cescnle s: }
\]
L4

naiw heitghts and commuricaticon, properl~ dome, '3 2 mocesza;s. -0
R
- \
1 I's  §
'
D
N
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valuable leadership tool., It shows that senior leadershirc carecz,
Peer pressure motivates people to new productive levels.
awardes are excellent feedback and they motivate non-recipisnts %<
greater performance. My last point in this chapter deals %4
organization or management.

The key to motivating »oung majors to want the [0COT '
position is to manage effectively so0 vou have *ime o "2z, I~

the DCO is bogged down in management, he/ /¢he appears t2 Se

2

powerless. The fact that many 0CDs appear powerless 13 the r

Qu
QO
i

why majors do not aspire to the job. Giwven the structure n©

e
w
X
0 g

must work in, these are my recommendations for putting powmer

Ir
At
1"

in the job. )

i
]
i
V
[
ale
'™

The DCO has to concentrate on organ:zing 23

mh
e
111}
1"
1
»

responsibilities provided by SAC. #Assure that 2 Capabie
ie given responsibility and authority for each of *he +urct.crz. "
Encourage pushing down the responsibility to the llwezt ozsziZ sz y

level in eack unit. Match the people with the tazk:

Qe
"w
<
W
w
2
0
3
)
v

people that are underemplored, I+ they Zamnot o

1 d
a
T
il

an extra duty in a different work section. Push for Seam o,
Vince Lombardi said his most important ingredient +Oor suZiess o3z
to "have men play together as a team, noct as a bunch of 3

individuals,.” (8-%54> The same principle VIR

(0]
e

1L
2

-+

r
1 (]
1
1

Force.

Br getting people in the organization (nudioed wth 377 3
aspects of the wmir Force, not just the fun portion -4 = .
mission, the total unit can feel a part 2F the zuzcezzez that .

{2
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will follow.

situation, bu
Continyal cri

most cages, r

management.
have his/her
With

1t

ot ., is tim

CCEDY who dec

The DCO is th
in front wher
People tend ¢t

r.

the

L g

rceuve

-

ztatus iz enh

morale and fe
The DCO’s job
orimary migsi
T

wt 11

£su
notrceable un
other words,
mis3iaon,

“ew
develaoping

s

.=,

AFMY.
ympor tant ste

th

called

There may be long hours during

t there will not be continual

[11]

sis management

ightfully so. Get them involved before cr

Once the majors are involwed,
challenges.
the management

e for leaderzhip.

1des whizh war to march and at what

e CEDO in our case. wcs a leader,

b’

b (0

-

e he/she 13 visible, not buried 1n p

O prefer bosses with "zlout." Lhen

r bossz as Iintluentiz) xnd =g twar 3.,

ypward

[

anced by azsociation and thev

Yy

Qeners

el less critical or resistant to th

Fa d

&

Wi

is to fine tune the operation,

on s paramount n suvervone S mi

ng

re the entire %team works on the

til the Inspector Genmeral

1

et pecple involued in

to pultling the ent) L

b

o

—
D
C
-
L
2
)1
2
~
(N

ubordinate leaders,
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he/she does his her job, the wing w

positicon wil)

have the high ztatus

ill thrive and the

it deserwves,




CHAPTER '/1
CONCLUSIONS

PCOs cannct lose sight of the primar. mizsz on *

flight operations; however, they have & responz b ' t.

their focus and motivate people to excel. There

that are motivated by DCOes and aspire to the pos.

percent average retention rate for SAC pilaots - tms o I E
group, during the last five rears 'ngdicates =ner2 = : --:I -~
C17-3 As mentioned earlier, one the the pr me -3z_3z:2:z -1°
separation was dissatisfaction with zenior leade-zr .
g The middle managers are ready and eager ¢z -e ‘=22z, T-=
E want to be challenged and be prepared to tare or - I-22:::
responsibilitr. Improved communicaticns arngd Jda*s 3. T - ER
y made it easier for higher headquarters to manage #rom = = =957 e
E The DCO needs to assign qualified people to each DO eymze - :-:
E give them the authority %o run their program. Prooraem: s-:° 37 =
. run well at base level tend to get less guidance +rcm
i
j headquarters., Less input from headauartersz 3! 'oms -2 777 -
i work wital personnel issues that are zo mocrrtant to - oz Tz
By empowering people, the DCD ylt mate'. Zecime: ~- - =
% power$ul 2nd the entire wing benes i t=, 'we Zar TIrteTt Tac - -
4 the dizszatisfiers that drive voung majors from *he = - T:2- .z --
at least make them less than totallv proZuct e, "Iz- a3-:
. personnel issues that need to be worked b, zer - Tz:zzes oz T
! recommended solution solves two problems, re, % - I-zxzaz
.
retention rates while mabing ma,ors mere orz3ducs & -2 ° -

21

-

e . s ) W g W F W T ™ AT T ¥ o M P T T T
T N VT T A Y N P A A A NN WA AT AL

»



makes the DCO more productive.

To lay it ocout simply:

first, the DCO must assure th

primary flying mission is executed properly, second, delegate

responsibility and authority to get people involved, and third

take time to lead people through motivation.

personnel issues, new program

uni t excel. The kev is to delegate to motivate wour

give vourself time to lead. General Larry D. Welch, curre

initiatives, 2tc, that m

a

Work thoszse

W

o

trﬁﬁﬁ

CINCSAC, summed it up when he called decentralizing author

responsibility the key element to increasing productiwi

{22-43> The DCO who can integrate the three recommerndat

earn all the respect and power he could want and the mz

follow. The DCO poscition 12 a wery powertul and chzi'en

1ob, all that 18 needed are dvnamic leaders to take on

responsibility,

-
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APPENDI X
Excerot from SACR 55-43
DEFPUTY COMMANDER FOR OPERATIONS-FLMCTICNS
The deputy commander for operations:
1. Directs standardization /evaluation activitiac,
2. Directs intelligence activities,

2. COirecte communications functions to irnsure tha* ads:

14
8
[’y
*
e

instructions are disseminated to al)l combat crems,
4. Directs aircrews EWO and operations training 2% = ::z %z

insure the adequacr Of the wing training prograsm %2 mes® =

DO

Emergency bWar Order ¢(EW0) commitment.

S. Cirects the activities of the Command Contrz’ I

4, Coordinates with the deputy commander for ma nrterance

[N
o

operations and training requirements.

7. Directs the activities of the unit Dperations Plansz

"
(o]
"
it
a

8. Is responsible for the guality, cortent and *imel. zzmcoias =
of 21l combat mission folders and matarials,
Y. 13 responsible for Combat Mission Folder CHF.

vali1dation. certification process.

10. Directs the activities of the Alert Facit:*., Marzcers--
Division and 311 alert force ocerst)ons,

11. On SAC bazes, cha:rs the wmir Tra¢é o Topers’ Ecarz,

12, Directs training activities for zomba®t creer *ra - -7 1133
when that mizzion 13 3szigned,

13. Is respone ble for yn:t %8 zucpors éLrnst e,

14, Prcu i des zuppor® #z- *e 2 zzzter pfrecacs3nazz oo oLt

r
it

. . N i . .
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