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— ——PREFACE ——

This study addresses the broad issue of preparing Air Force officers
to command a squadron. A review nf civil and military literature an
executive development pravided the theoretical framewark for the study. A
review of squadron commander orlentation courses offerad by five US Alr
Force major commands (MAJCOMs), 1.e., AFCC, ATC, MAC, SAC, TAC, provided
insight as to how theory was put into practice. Finally, conclusions were
drawn and recommendations nade.

The issue of preparing for command is of speclal interest for two
reasons. From fthe professional perspective, the author believes it vital
that as a mllitary service, the Air Force should take great pains to
deliberately prepare 1ts officers to fulfill the essence of their
commission aver the long terw, i.e., to lead troops as a commander in the

fulfillment of a mission, This could result in improved performance by
squadrons satisfied with their leadership and their role in mission
aczomplishment--a double bonus. A related benefit is whether or not an

officer commands, that officer will be better for having gone through such
a program. This subject also has personal relevance since the author will
command an aircraft maintenance squadron upon completion of his studies at
the Air Command and Siaff College. Regardless the motivation at work,
however, the authur hopes the material presented herein will shed more
light on a critical subject, with the result being the subject recelves
further study.

As closing comwents, the author thanks Colonel Cecil C. Robins, USAF,
for being a thought-provoking advisor whose comments and suggestions were
invaluable in the course of this study. Speclal thanks also go to two
long-time friends. First, the author 1s grateful to Major Daniel 1J,
Mumaugh, USAF, for Laving the patience to listen while the author uroned
on about the subject. Second, the author thanks Dan's wife Cheri for her
heroic efforts in saving him from certain death due to punctuation. Mast
important, the author thanks his wife Shawna for providing more support and
encouragement that husband could ever hope to have--something she did
desplte being stationed in the Federal Republic of Germany.
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EXECUTIVE SUMMARY A

Part of our College mission is distribution of A
the students’ problem solving products to

DOD sponsors and other interested agencies
to enhance insight into contemporary,
defense related issues. While the College has
accepted this product as meeting academic
requirements for graduation, the views and
opinions expressed or implied are solely
those of the author and should not be
construed as carrying official sanction,

“insights into tomorrow”

REPORT NUMBER  ss3-1895
AUTHOR(S) Major Arthur B. Xorriil II1, USAF

TITLE ON PREPARING FOR SQUADRON COMMAND

This study addresses the broad issue of preparing Air Force officers
for squadron command. A review of civil and military literature on
executive development provided the theoretical framework for the study. A
review of squadron commander orieptation courses offered by five major
commands (AFCC, ATC, MAC, SAC, TAC) provided an insight as to how theory
was put into practice. Finally, conclusions were drawn and recommendatfons
made to improve the process of preparing officers for squadron command.

The research revealed a need to prepare officers for squadron command
and that the five MAJCOM orientatiun courses are useful, though several
have a program vice a commandership orientation. Unfortunately, these
courses are only offered at or near the officer's assumption of squadron
command. To foster a long-term squadron commander development program,
three recommendaiions are made: conduct an annual inter-MAJCOM conference
on squadron commander development programs; establish a HAJCOM course with
commandership as its central focus; and modify the Air Command and Staff
College curriculum by making commandership a major phase of instruction.
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Chapter One
INTRODUCTION

BACKGROURD OF THE PROBLEX

Is there a need for a base-level course aimed at preparing captains,
majors, and lieptenfant colonels for comwand positions? This is5 the
question posed by HQ USAF/DPXIL in their research topic proposal to the Air
Command and Staff College. More spoecifically, the DPXIL topic submisszion
posed the following:

Assuming command of a s=yuadron is perhaps one of the most
demanding and important jobs within the Air Force. Unfortunately
those selected rarely receive any formal training, instruction,
or preparation for this formidable task. This project would
develop a one-week, base-level, course aimed at preparing
Captains, Majors, and Lieutenant Colonels for command pesitions
{emphasis added]. Such a course would focus on the commander's
leadership responsibllilies--the mission and their peonle,
common disciplinary problems and answers, the first sergeant,
counselling, and the general administration of personnel. To
the maximum extent possible, this course will rely on and employ
local volunteers and expertis. The project officer(s) should
have conmand experience and be prepared to develop all aspects
of the course-—-from objectives, to course materials, to
instructor guides (17:55),

The seuntence highlighted above was posed as a result of HQ
USAF/DPXIL's responsibilily for examining leadership isszues in the United
States Air Force--a responsibility which has since been transferred %o the
Air University's Deputy Chief of Staff for Plans, AU/XPOS. Vhile the DPXIL
proposal is not being pursued as the specific object of this study, it did
provoke this author to examine the general subject of preparing United
States Air Force ofticers to assume and successfully exercise command of a
squadron.

SIGHIFICANCE OF THE PROBLEX

Vhy iz the problem of preparing officere for squadron command
important? To begin to consider that question, we must refer the to raison
d'étre of the United States Air Forca:




It is the intent of Congress to provide an Air Force that is
capable, in conjunction with other armed forces, of preserving
the peace and security, and providing for the defense, of the
United oJtates, the Territories, Commonwealths and possessions,
and .auy areas occupled by the United States; supporting national
pelicies; implementing the national objectives; and overcoming
any nations responsible for aggressive acts that imperil the
peace and security of the United States (15:1-1).

In terms of the need to prepare Alr Force officers to command a
squadron, the cbarter above 1s important in that 1t implies squadren
coumanders must be so capable as leaders and managers as to insure their
sha.e of the defense of the United States is provided. If officers do not
Irherently possess specific and fully developed leadership and management
skills, it follows that these qualities must be developed within officers
fdentifie4 as having the potential for command, i.e., increased rank,
Thus, cnce these officers are identified as being potential candidates for
command--at whatever point in time that occurs--1t also follows that a
comprehensive program of development should support the needs of the Air
Force and the needs of the officers selected for further development.

In recent years, a great -eal of attention has been devoted to
identifying, formally or otherwise, the qualifications deemed requisite to
advance in rank and position in the United States Air Foice. To create or
enhance these qualifications, the Air Force has long been an advocate of
formal, specific training and education. This is largely due to its heavy
arientation on technology resulting from the continually increasing
sophistication of its weapons systems. However, this technical orientation
addresses -nly one portion of the developmental needs of officers preparing
to assume the increased responsibility associated with command of a
squadron. “Lawrence A. Appley, former president of the American Management
Assoclation . . . , confirms . . . that technical knowledge aone is not
enough and that effective action presupposes effective motivation of
subordinates and assoclates” (1:314-315).

In pursuing technical and other more broadly-based developmentazl
neads, Alr Force officers are prepared to assume positions of increased
responsibility, 1i.e., squadron command, throuth one or more of the
following methods:

1 Air Force Technical Training. Technical training is
generally related to an officer's primary Air Force Specialty
(AFS). It is designed to result in an officer either being
awarded an Air Force Specialty Code (AFSCY>, an increased skill
level in that AFSC, or a Special Experience Identifier (SED).

2. Assignments, Officers are moved through a series of

assignments whickh may not be exclusively related to the

officer's primary AFS. These horizontal and vertical

assignments Increase the officers' experience and ability in

their specialties. Officers may also gain in other fields,
— 2 -




e.g., through the Rated Supplement program. The nature, length,
and timing of any of these assignmenis vary considerably,

3. Professional Military Education (PME). Unlike technical
training, FME i5 general in nature and not AFS-related. It is
either provided in-residence, via semlnar or  through
correspondence courses. Alr Force officer PNE 1includes the
Squadron Officers' School, the Air Command and Staff College,
and the Air Var College. The Department of Defense and other
services operate similar schools which Air Force officers are
eligible to attend.

4. Project Warrior. The Project Varrior Program is a purely
voluntary program that can take many forms, e.g., from informal
and individual professional reading to organized field trips for
groups.

5. BSeli-Development. An officer*s self-development efforts may
range from self-study to the pursuit of advanced civilian
degrees. This category may or may not be related to any of the
preceding categories, e.g., technical training, assignments,
PME, or the Profect Varrior Program.

Vhile the above 1list appears to 1indicate a comprehensive and
integrated program of officer development exists, in practice a different
reality is at work. As DPXIL stated in their proposal cited earlier, there
is no Air Furce organizatiomal activity expressly charged with insuring an
individual is exposed ta these types of officer development vehicles as a
part of a comprehensive program. Instead, the extent of an cfficer's
involvement with these professional development opportunities varies
considerably due to the AFSC of the aificer, the officer's supervisor or
commander, or budget constraints, to name a few influences.

These and other real-world constraints often result in the most common
forms of officer development being technical training and assignments.
Unfortunately, this limited exposure to develupment options often tends to
foster a line or a staff techniclan orientation vice a leader or a
commander orientation--a tendency not totally useful in terms of developing
officers to be squadron commanders. This situation 1s exacerbated by the
fact that only a portion of the officer corps is currently recagnized as
performing as a direct combatant--air Dbase defense requirements
notwithstanding., In short, the problem is that there is no single, over-
arching, institutionalized, and long-term Air Force executive development
program specifically designed fto prepare officers to exercise command of a
squadron throughout the spectrum of Alr Force disciplines.

ASSURRTIONS AXD_LINITATIONS

A study of the DPXIL proposal quoted earlier leads the author to make
four assumptions. The first assumption is that the Air Force has an




obligation to prepare 1its officers to assume significant positions of
respansibility, 1.e., squadron command, This 13 particularly important
given the gravity of the responsibilities assigned to the United States Alr
Force by the United States Congress and others. Thus, Air Force squadron
commanders should be capable of knowledgeably leading the men and women
assigned to them in the successful accowplishment of their respectlve unit
nissions. The eecond assumption is that one-time courses administered
world-wide at the base-level would be difficult to administer in a
meaningful way and they would not address the more important long-term
needs of either the Air Force or the {ndividual officer.

In view of the above, pursuit of the original DPXIL suggestion for a
base-level course was abandoned. Insvead, a different approach was
adopted. This different approach is based on the third assumption that
mid-rank officers (senior captains through junior lleutenant colonels)
should be prepared for squadron command over the long-term based on the
need to support the needs of the Air Force, the major commands (MAJCOMs),
und the individual officers aspiring to squadron command. This broad
approach should be evident in a long-term development program that
addresses the officer's

1. Primary specialty.

2. General, as oppased to speclalized, military expertise.
3. Executive ‘management) performance.

4. Human relations (leadership) skills (6:195),

This approach is based on the fourth assumption that this task oi
preparation 1s best accomplished by a concerted effort on the part of the
Air Force, 1ts MAJCOMs, and the individuals concerned, with the focus on
developing and administering such a program being assigned to the MAJCOMs.

OBJECTIVES OF THIS STUDY

In pursuing the general cubject of squadron command, three related
objectives are at work. They are as follows:

1. To examine the literature as 1t relates to consciously
preparing individuals for key positions of responsibility and to
examine this need as it concerns key issues regarding
leadership, management, and squadron commandership.

2. To examine representative major command (MAJCOM) squadron
commander "orientation" programs and compare and contrast thesc
programs based on the syllabl and the materials provided to
course attendees. Five MAJCOMs will be examined: the Air Force
Comnunications Command (AFCC), the Air Training Command (ATCO,



the Military Airlift Command (NAC), the Strat:.egic Alr Command
(SACY, and the Tactical Air Command (TAC).

3, To discuss the need to train or educats ALr Force officers
for command in light of the literature reviewed and the five
MAJCOX squadron commander orientation programs examined and to
make recommendaticns based on that evaluation,




Chapter Two

OF SQUADRON CONMAXD

OH THE NEERD TO PREPARE FOR COMMAND

The nature of the role of a commissioned officer in the United States
Air Force ls that of a profession. More particularly, it is a profewsion
of arms. It is not merely a Jjob, nor is it merely the practice of a
narrowly defined specialty. Ta be syre, thore aire jobs to be performed by
ortizers within the confines of their profession in general and their
specialty area of the moment in particular. However, the notion of
profession over the long term and the duties at the moment should not be
confused with each other, despite the fact they may overlap and complement
each other.

In support of this complementary relationship of military profession
and specific military duties, officers generally pursue an informel and ad
hoc dual-track progression through their service career. On one hand,
officers pursue knowledge and experience in thelr speclalty. In doing so,
they seek technical proficiency in things such as piloting aircraft,
maintaining aireraft, managing computer systems, or attending to patient
needs. Cunversely, and more important to the task at hand, commissioned
officers pursue knowledge and experience in military science. In pursuing
both of these tracks, i.e., technical proficlency in A specialty and
general knowledge nf their profession as it pertains to military science,
leadership and management are key ingredients.

Given the efforts officers make regarding their development, is there
a need to prepare specifically for command? Edgar F. Puryear, Jr., pursued
the answer to this question in his examination of the lives and careers of
Genersl George 3. Patton, Jr., General of the Army Dwight D. Eisenhawer,
General of the Army Douglas MacArthur, and General of the Army George C.
Marshall.

Tais comparative study of American military leadership was begun
with an inquiry as to whether our "leaders are born not made®
and, secondly, as to whether there is a pattern in the qualities
necessary to successful military leadership. The leadership
profiles of these four  generals--Marshall, NacArthur,
Eisenhower, and Patton--make it clear that these leaders were
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made, not born, and that there is a pattern of common leadership
qualities which they shared (9:395).

Max Weber, a ranowned 19th century German soclologist, also addressed
the issues that arisze from this question as a part of his work caoncerning
bureaucracies. At this point, 1t is useful to briefly lonk at Weber's

thought:s on bureaucracies and those who populate thase buresvcracies. In
dolng so, it must first be remembered that the term "bureaucracy" did not
have the negative connotation it often has today. VWeber was writing in

reaction to the circumstances ot his day, i.e., the excesses of royaliy, a
preoccupatlon with patronage, and purchase of position, to name a few.
Weber saw bureaucracies as a remedy to these circumstances. In this
context, Weber «concluded “the central advantage of (hureaucratic]
organizations is that groups of individuals working through coordinated
efforts are able to accomplish more than individuals working independently"
2:19),

Veber concluded that bureaucracies, which he viewed as an essential
ingredient of modern society, had a number of identifiable characteristics,
One of these characteristics 1is particularly relevant to the Air Force
vui eaucracy and the subject of preparing for squadron command. Veber
indicated that "individuals making up the bureaucracy require thorough and
expert training, reflecting the svecialization of their roles" (2:34).
This contention could certainly e applied to those working towards
preparing themselves for command of a squadron and the specializatian that

entails. At the same time, however, he surmised that while "the
encouragement of specialization {s a major strength of Gbureaucratic
organizations. . . , [(1it] also creates problems relating to integrating

{individuals of diverse backgrounds and experience" (2:37). In today's Air
Force, these problems are evident in the 1issues of leadership and
managenent as they relate to the nature of squadron command and Lhe
preparation of officers to fill the key role of squadron commander.

For the purposes of this s=tudy, and given Puryear's findings and
Weber's contentions, it is consldered axiomatic that officers should
prepare themselves to assume command of a squadron. More specifically, it
is vonsidered essential. Yhy 1s that suggested? Recalling the raison
d'étre of the Alr Force citea earlier, a look at civil industrvy as it
relates to the military profession provides an insight.

When we mpeak in terms of a 20 year career for a military
officer and a 1% year csreer for a business man, we can readily
sae the requirement to make the military man as praductive as
pussible as early as possible in his career. VWhy wait until an
officer is at his 10th [sic]l year of service to expose him to
the ideas that will make him more effective. ., . ? This is a
lesson that industry has learned (19:104).

From these thoughts it can be concluded that officers should prepare
themselves  to  fulfill their  obligations by continually  sezking
opportunities to develop their technical skills as speclalists while also



improving their understanding of their profession of arms from the earliest
paint of service.

Beyond the technical training of an officer (which is beyond the scope
of this study), there is the need for the more general professional
education -and development of offlcers who are identifierd as having the
potential to command a squadron, fis was discussed earlier, this
development or education is accomplished through a varfety of means, e.g.,
civilian education, professional nilitary education, self-study, training
or orientation courses, and experience. To & large degree, however, the

. Services tend to view {this) education as a process that
takes place in a classroom environment to train individuals for
fairly specific future tasks. The view frequently results in
the requirement to transmit an established bloc of information
or a procedure to be used in solving a specified problem. In
service-sponsored civilian education, this takes the form of
ddentifying the specific job that an individual will
subsequently perform to “use" the education. Such a narrow view
of education occurs only in a formal school environwent and that
servicé education 15 useful only when it focuses an a specific
task to be performed. This view also fosters the nistaken
impression that one is educated by the passive act of atfendance
rather than by an active struggle to formulate and organize new
concepts (13:1-54).

The point is that the bulk of the Air Farce's interest in officer
development is devoted to technical-managerial proficiency. While this
orientation is obvicusly important given the expense and the complexify
associated with operating today's Air Force, it addresses only part of a

commander's developmental needs. Officers have other more general
development needs important to the exercise of command. In this regard, a
lesson could be learned from the Soviet military establishment. In the

view of Marshal of tb= Soviet Unlon A. A. Grechko, “the Soviet officer is
primarily a leader and [(emphasls added] a military specialist. . "

4:193), Clearly Marshal Grechko's use of the word "and" to denote
coequality is significant. Significantly, h2 also says "it is essential to
help . . . officers develop thelr operational and tactical thinking, thelr

ability to analyse (sicl the situation in depth, predict the course of
events, foresee the outcome of engagements and develop the ability to plan
to meet any contingency and any twist on the battlefield situation®
(4:19%),

While these comments are directed more to the Soviet Army, 1t is
instructive that Marshal Grechko is highlighting the importance of the need
to develop an officer's analytical and technical proficiaency. By
extension, this involves the issues of leadership and management.
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LEADERSHIP, MANAGEKENT, OR PEACEFUL COKXISTERCHT

Vhat 1 at issue today in the Alr Force. t¢hen, is not whether to
prepare for squadruon command as much as it i what orientatian should be
associated with that preparation and when should It begin in a deliberate
way? Central to this issue is the question of whether a squadron commander
is a leader nr a manager (in addition to the officer belng a technician in
terms of having an AFS). As was briefly mentioned earlier, much has been
written about the approaches 1o service or officership the Air Force and an
vfficer may take. Sadly, these approaches often involve what some
observers present as mutually exclusive orlentations to officership, i.e.,
leadership and management,

Setting aside the technician or AFS-related role of all officers, the
guetition of whether a cquadron commander is a leadsr or a manager i{s aut the
Lheart of the lssue of squadron command--when and how best to prepare for it
and how to exercise ft. Unfortunately, some are polarized on this issue,
They suggest that wanagement and leadership are extremes on fthe continuum
vf officership, with oue or the other having a positive ar negative
connotation. This is based at least in part on the nisguided bvwelief that
choosing one or the other is the correct approach to take as though this
u#xcludible choice would accurately and completely reflect the lotality of
off{icership. and thus, commandership.

A squadron commander should not be, and really cannot afford to be,
either a leader or a manager at the expense of the other as an overall
approach to commsndership or officership. Choosing managewent over
leadership, or leadership over management, as an approach to officership
and commandership

is misleading because it promotes the idea that leadership
can function without wmanagement or vice versa. Even worse, it
glorifies leaderchip and denigrates management. . . . Perhaps
the real danger in this =simplistic solution to the problems of
professionalism is that it sidetracks serious discussion about
officership and adds another potentially divisive issue to an
officer corps already struggling with such divided loyalties as
operations vs maintenance, line vs staff, rated vs nonrated,
pilot vs aavigator, fighter pilot vs multi-engine type, etc

@11,
In short, "the . . . {contention] is that leadersaip and management
are deeply interrrelated concepts and that both are vital elements of sound
officership land thus, cummandership)., If leadership stems from Lhe heart

and management from the mind, this author suggests that mindless leadership
1e as detrimental sz heartless management® (21:2).

To command, then, iz to manage well when management is called
for, to lead well when leadership is necessary, and to carrv out
orders and enforce regulatlons when "going by the book" is all
that is required. But to confuse each of these three activities
with the full scope of the command function itself is to



underestimate the need for taking Intellectual and wmoral
responsibility in the performance of oane's military duties
(8:29). '

With this discussion in mind and considering the point that leadership
and management serve as complementary pillars supporting commandership, let
us now examine how five MAJCOMs approach preparing Air Force officers for
command.

._'10_
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Chapter Three
THE HAJCOK APPROACH TO PREPARING OFFICIRS FOR CONMAND

LATRORUCTION

The United States Alr Force is essentially comprised of major commands
(MAJCONs), scparate operating agencies (S0As), and direct reporting units
{(DRUs) . A number of these organizations administer courses designed to
help prepare officers to belter perform as squadron commanders. Then:
courses are known by a varisty of names, e.g., Commander's Course, Squadron
Commander‘'s Orientation, Squadron Commander's Training Session, to name a
few, As a part of the intellectual process resulting from the DPIXL
proposal tou establish a course aimed a preparing officers for command
positions, hard-copy material from several MAJCOMs was studied to learn
what was presented to officers to help prepare them for command. In all,
course material from five NAJCOMs was studied. The MAJCOMs studied were
the Air Force Communications: Command <AFCC), the Air Training Command
(ATC), the Military Airlift Command (MAC), the Strategic Alr Command (SAC),
and the Tactical Alr Command (TAC),

METHODROLOGY
The MAICOMz selected for study were picked as a result of a heuristic
approach based on iLwe factors. First, MAJCOMs were selected so as to
represeni, a cross section of mission orientations and squadron commander
populations, 1.e., ‘training <(ATC), lower-ranking Squadron commanders
(AFCC), airlift and special operations forces (MAC), strategic forces
(SAC), and lLactical forces (TAC). Second, anly MAJCOMs with their

principal headjquarters located in the continental United States (CONUS)
were selected for study.

Each of the MAJCOMs mentioned ahbove provided the author with the hard-
capy materifals they provide to the officers attending thelr respective
MAJCOM course. The purpose of this chapter, then, is to briefly describe
and comment on key aspects of the various courses. This will be done using
the 19 key subject areas listed in Table 3-1 as a baseline.

Before baginning this examination, it is important to note that while
tbere Are aim{larities between the five MAJCOM programs studied, there are




also clear differences between them. As a result, the course materials
provided to the author varied in form, content, and formality. Moreaver,
it 1s the author's {mpression that these courues are evolutionary.
Therefure, the hard-uopy material provided to one "class® might vary from
that provided to earlier or subsequent classes. Thus, the material
provided to the author might vary from current curricula. This 1s aol to
be construed as necessarily indicating a comprehensive or shallow treatment
vf the subject by the MAJCOMs studied--especially since much of the
material provided to the course attendees is verbal vice written and hence
not available to the author for study, Rather, it is the impression of the
author that the MAJCOMz have collectively created well-developed programs
that address a valid need, t.e., to provide sqguadron commanders with key
information needed to best perform their duties. These MAJCOM programs are
encapsulated in Table 3-1 based on 19 key subject areas identified by the
author,

IHE ALR FORCE CONNUNICATIONS CONNAND CAFCC)

The AFCC Squadron Commanders' Orientation is a four day course held at
H@ AFCC, Scott Air Force Base, Illinois. The course is generally offered
twice 'a year and attendees range in rank from captain to lieutenant
colonel, The AFCC course 1is cowprised of two parts: briefings and
seminars, and bullet background papers (BBPs) provided by the various
deputy chiefs of staff (DCSs). Appendix 1 provides a list of the tuplcs
addressed in both of these categories.

The briefings and seminars addresz the full range of toplcs and are
characterized by presentatinns from most 1if wot all of the DCSs. The
briefings and seminars are each supported through the provisian of bullet
background papers (BBPs) to each course attendee. The provision of BBPs in
support of each in-session presentation is a useful technique for two
reasons. First, it allows the course attendees to bhetter structure their
note-taking while recording comments or thoughts on the subject heing
discussed at the moment. Second, these BBPs may be used as reference
sources after the return of the course attendees to their home station. In
addition to the BBPs supporting the briefings and seminars, BBPs on various
issues or subjects not presented in session are provided to each course
attendee. The obvious benefit to providing this type of supplemental
information is that it allows the MAJCOM to inform the course attendees on
a number of issues that, due to the time constraints associated with the
four day course, they were unable to present in-session.

Using key subject areas listed in Table 3-1 as a baseline and judging
by the index of course briefings and seminar topics provided to the author
(Appendix 1), several concluslons caa be drawn. First, the AFCC in-session
program diverges the most from the four other MAJCOMs examined when viewed
in relation to the key subject areas listed 1in Table 3-1. In this regard,
the course presentations did not specitically address eight of nineteen key
subject areas. Moreover, the topics presented in-session appeared to be in
no discernable order, {.e., they did not appear to build on each other.



This varies from the other MAJCOMs examined in that three of the other
MAJCOMs diverged in only three key subject areas, while ihe fourth diverged
in just four areas.

Koy Aubject Arass LLEHY aTe AL SAC TAC
pind Sttt fhel — —_— — . e —-
MAJCON Command Sectian \ /No Yas/2 Yeu/No Yas/Ne Yeu/Nna
Leaderanip Na/Nu Yaa/2 Yes/Nu 3/Na . YA TY
Dfficership No/Yew Yeu/2 You/N2 3/No LYALTY
Canmand No /No Yos/% Ye 3/Na 3/Nn 6/ Yuw
Program Mansagement ACIYAL L) Yeu/Yeu YaerYan Na/VYas No/Yae
Squadion Adeinieivation Yan/Yan No/Ves You/Yis No/Yes No/Yew
) Remaurce Henagemant Yas/Yen No/Ves Yas/Yan A/Vas No/Yes
AF Palicy Yae/Yasx Yeu’2 Yeu/Yen 4/Vas YewiYan
MAJCOM Pollcy Yesa/Yen Yea/2 Yas/Yen AfYen Yeu/Ves
MAJCON Hiusion Preswenlalion No/NA Yeu/NA Ho/NA Yas/NA 6/Yan
HAJLOM Staff Agency lasuem Yas/Yeu Yeu/lZ Yus/Yte Yes/Yen b/Yes
Gfficar Hattars Yes/Yay Yeuw/2 Yeu/vYaa Yeu/Yan C/Yon
Enlinted Hatturs Yean/vex Yes/2 Yeu/Yan Yes/Yeu 6/Yan
Civilian Hattarvs Na/ves No/2 Yeu/Vey 4/Yau 6/Van
Functional Counterpart Period N3 /NA No/NA Nao/NA Yad/MA Yes/NA
Gecurity Yas/New Yeu/2 No/Tean Yees/Yva &/Yas
Legel Yaa /N2 Yen/2 Yau/Yae Yag/Yeu 6/Yesn
Rorale, Ueltara, ard Kycreation Ha/ho Yeu/2 Yau/Yes Yan/Yaw [ YALT
Other Yuu/Yeos You/Yes Yoas/Yus Yeu/Yes 6/¥an

NOTE: Tha HAJCON column enirisas indicate tha following: Fresentations/Handowle,

KEY: t. Couras opening and closing commentse.
A . 2, Only & few handuuvte/informatignal papers were providaed to the author, Thase subjecta
t way, to varying degrees, be sdgdresswd in printed mubiver given to toures atisndess.

3, Cansidevaed Included I1n Lha BAC Conmand Section snd genaral officer wesmions “CIRCSAC

; Velcaming Remart ¢, "Kemarvs/Qumstlion and fAinsvers” with CIRCUBAFE/CE, "Enlistled Hatterw”
vith CINCUBAFE/C(HMS, and i Lhe "Lesdership Oiscuswions” hosted by & HAJCOM gensral oiticer,
retpectivaly.

4, May be ingludad In presdntatione gledn {0 course stitandesy

$. (Coneirdared included In the TAC Command Uection sssuion "Coallange at Cammand” ssaslon,

b [ Considerad coverdd {n the variaus 00% functlunal ares bristinge.

TagiE 3-1. Key Subject Arsen Pregsanted 10 RAJCUN Squadran Commander Courtus

Also significant was the fact that where key subject areas were not
addressed in =essicn in the other MAJCOM courses, these subjects were
addressed ip supplemental information papers provided to course attendeas,
Thia was nut generally the case with the AFCC course.  Only in the key
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subject areas of "Oificership" and "Clvillan Matters" did the AFCC zourse
have informational BBPs on topics in szession. Moreover, the key subject
areas of "MAJCOM Coummand Section," "Leadership," "“Command," and "Morale,
Welfare, and Recreation" were neither treated specifically in session nor
via supplemental BBFs.,

In looking at the divergent key sSubject areas more closely, limited
command sectlion participation is apparent--a situation which makes AFCC
unlike the four other MAJCONz viewed, Specific topics such as
*Leadership,* "Officership,* and "Command" were not included in the course
curriculum--also unlike the four other commands reviewsd. Like MAC and
SAC, a MAICOM mission briefing was noft provided to course attendecs. As to
the key subject area Litled “MAJCOM Mission Presentation,” 11 could be
argued that most attending the course would be familiar with the MAJCOM
mission and s0 the presenta” 1 i3 unnecessary. Nonetheless, it is also
likely that not all course attendees may be familiar with the RATCOM
atructure, responsibilities, and mission. V¥ith this in mind, the needs of
Lhe latter group might be satisfied with a MAJCOM mission briefing. As an
alternative, a prepared handout on the subject could be made available if
course length limitations preclude presentation of such a briefing.

Another key subject area, "Civillan Matters," was treated only in the
informational BBPs provided. VWhile the four informational BBPs concerning
civilian matters address important issues on this general subject, tley
neither address the supervisory or disciplinary responsibilities nor
prerogatives of a commander--though a brief mention of this general subject
ic mude in a Judge Advacate BBP titled *"Utilization of Base SJA and HQ
AFCC/JA."

Like two of the other four MAJCOMs examined, AFCC did not include
sesslons with tbeir functional MAJCOM staff counterparts as a part of the
course program. Given the expense associated with Temporary Duty (TDY),
this is a missed opportunity. Ir addition, and unlike the four other
MAJCOMs studied, the subject of morale, welfare, and recreation (MWR) was
not specifically listed as either an in-session or informational BBP topic.
In recent years, minimnl pay railses, significant force-wlide manpower
reductions, and Iincreased time between promotion phase polnts appear more

likely as the rule rather than the exception. As a result, the author
contends MWR-related <(quality of 1life) activities will increase in
importance as retentinu and motivation tools. Therefore, a squadron

commander needs to be more knowledegable about these matters and how best
to take advantage of their tenefits--whether this knowledge is gained in-
session, via informational BBPs, or otherwise. Finally, while legal issues
were treated {n session, 1t appears no handouts are provided to course
attendees that might be used for later reference at their respective duty
stations as “"memory joggers"--a notable omission.

_14_




THE _AIR. TRAINIRG COMMAND CATC)

The ATC Commanders' Course {s a five day course held nine times a year
at HQ ATC, Randolph Air Force Base, Texas. It is likely this course will
be offered only six times a year in the near future. Like AFCC, couree
attendees range in rank from captain to lieutenant colouel. Not
surprisingly, but unlike any other HMAJCOM, the ATC Commanders' Course is
organized as a formal ATC course, i.,e., 1t has a specifically-assigned
course number (ATC 0026) and a weli-developed internal administrative
organization. However, the formal course syllabus and the course agenda
provided to the author vary from each other. Appendix 2, which lists the
topics covered in both, also illustrates the differences in content. For
the purposes of this study, the course agenda (vice the syllabus) will be
used since it best reflects the course actually presented.

The ATC course is urganized into seven major interest areas. These
areas are orientation and command welcoms, quality force development,
command and statf agency bhriefings, perspeciives on leadership (which are
preseated by various DCSs), the "Challenge of Command" (which 15 presented
by the ATC/CCr, a fleld trip to the nearby Military Training Center (NTC)
at Lackland Air Force Bazse, and student discussions.

In addition to discussion zessions held by the ATC Commander and Vice
Commander, the course contains a unlgue sesslon hosted by the ATC Chief of
Staff. In this discussion session, the ATC Chief cf Staff resonds to
guestions the attendees posed in a questionnaire they received before Lheir
depariure from their home station.

Unlike all four of the other MAJCOMs examined, ATC did not provide a
book/bandhock specifically developed by that MAIJCOM for the course

attendees. BBPs are provided as necessary from course to course. As a
result, the ATC course was the most difficult to evaluate either on its own
or In comparison to the other MAJCOMs as summarized in Table 3-1. In

compensation perhaps, asnd 1like several other MAJCOMs, Air University's
Leadership and Management Development Center publication Tips..._for
Commanders (Voluwe IV, Seplember 198%5) was provided. While this excellent
publicallon dvues not address MAJCOM-speciflc issues, it does provide the
course abktendees with a consolidation of 1{deas found useful by various
commanders and their staffs,

In examining the ATC course apenda in relation to the 19 key subject
areas, Table 3-1 reveals the ATC course addreszes most of the areas listed,
Four kev subject areas are notable for their lack of treatment in session:
squadron  administration, resource management, civilian matters, and
funstional counterpart period. These omissions are interestiny glven the
stated purpose of the course as listed {n the overview of the ATC syllabus:

The mis:zion of the course is to help unit level commanders become
more efiactiva through enlightened management of their human and
material resources. The primary objective 1is to introduce the
concept of Quality Force Development and show the commander how
to integrate support and wervice activities in the developmert of
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fandividual unlt members. A collateral objective is to axpose
unit <ommanders to the pbilosophies of the command's  key
managers, while at the same wiwme offerling them the opportunity to
axchange ideas with other unit loevel commanders in a seminar
environment. A secondary objective is to update unit commanders'
knowledge of current and future ATC persounel and support
programs, as well as present lLopics of zpecial concern to ATC and
all Air Force members.

While squadron administration and resource manapement were not
included in the ATC course as key subject area presentations (see Table 3
17, they were addressed In BBPs.  Though 1t could be argued that this does
not appear to supporf the course mission stated above as well as it might
f.e., . o . to help unlt commanders become more effective  through
enlightened management of their human and materlal resources," this author
contends Lhis is an appropriate approvach given the nature and limited
length of this and the other courses,

It is worth noting that the author was handicapped by not having
wither respresentative copies of the informational BBP:s or other bandouts
that might be provided to the ATC course attendees or a formal handbook or
issues bogk alnng the lines of the MAC wmodel, for example. Thig situation

s reflected by the number "two" In the key to Table 3-1. This lack of
documentation made it impossible to evaluate the informational handouts
provided to the course attendees in relation to the key subject oreas
listed iv» Table 3-1. More importantly, the lack of a handbook or issues
buok denies course attendees a useful tonol. As an aside, it might prove
beneficial to the course attendees, as well as to the MAIJCOM staff
preparing the informational papers, 1if a formal handbook was developed.
Such a handbook could serve two purpuses. First, it could be screened to

insure it adequately supports the course obhjective. Second, it is
administratively easier to update an existing course handbook than it is to
create one from scratch several times a year. Finally, the lack of a

functional «ccunterpart period organic ta the course nisses a key
opportunity in which unit commanders mnight lialse with thelr staff
counterparts and pursue issues not broached in, or appropriate to, the
formal course.

IHE _NMILITARY AIRLIFL _COMNAND (MAC)

The CINCMAC Squadron Commanders' Orientation is aptly named as it
clearly emphasizes the level of support for, and the nature of, the coursae.
This four-day course is usually held thrae times a year. It is attended by
those having the rank of major or lieutenant colonel. The course has three
compunents: the five-day orientation comprised of briefings, seminars, and
discussions; the MAC_Sguadron Commander. Handbonk; and the MAC Issues Book.
Appendix 3 provides a list of the topics addressed in-session and in the
handboak and issues book,

.16-
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The MAC sgquadron commauder orientation course addresses the 19 key

subjoct areas qulte well, 5till, several minor comments are in order,
Firct, like AFCC, MAC does not provide a MAJCOM misslon briefing in the
CUUTSe, (Neithoer does TAC, though 1t does nprovide functional area

overviews during its DCS prewentations.) Since some course attendees may
be in the command for the first bime, a MAJCOM overview presentatiou may be
useful. This could be accomplished in seszion or through the use of an
informationa) paper prepared by the public affairs comminity, for example.

The MAC course also does not address the key subject area of security
In-session, though it satisfactorily does so through the two books provided
to course attendees. Finally, like AFCC and ATC, MAC does not have a
functional c¢ounterpart period organic to the course, As stated earlier,
Lhis is a missed aopportunity for the course attendees and for thelr
functional MAJCOM staff counterparts to "get the unit perspective".

AETRALHING OF DISQUALIFIED ATRMCKN

e+ e e ————

08 EC TIVE To etficiantly veturn Jirgualified individumie 16 A produciive

ttatue,

CONNANDER'S RESHPONSIBILITIES
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dacistian, 11 Ahis te nut puwslble, ume the Lenporary dutly provisions of AFR

36-1., 3, Provide sound recimasndalions Lo the CBEM.
KEY FOIHY & '
1, DQ‘ Not uss disqusiiftcation In Lieu uf vlher approprists Adminaisirative
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2 Vhan an aitnen e diegualifivid Jue to readond witlhiln a2 orf hMar cantral,
trhat pAvuan will yutradn e¢nly by 0JY
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Sevtlon 0t the lctal CRPO. H2 HAC contacl 1w DPATC, AUTOVUMN S5/L-4728
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Figure . =), MAC Handbaok Ewtract
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The formats of the MAC Syuadron.Coummandar Handbook and the MAC Issues
Houk deserve special mention. They are superb in form and content. The
handbook is designed to be used as a reference document, while the bock is
demigned to inform. Both appear to support the in-session portion of the
course quite well. The MAC Isgue:s_Book uses the BBP as the prevalling

fortuc, which is well-suited to its informstional nature., On the other
hand, the handbook uses a format that readily lends itself to use by the
squadron commander as a reference document, Figure 3-1 lllustrates its

contiguration by depicting a page (11-32) from “Section 11 - Personnel

THE. SIRATEGIC_ALR COMMAND (SAC)

The five day SAC Squadron Commanders' Workshop is held at Hw SAC,
0Dffutt Air Force Bawme, Nebraska. The course is offlsred approximately six
times a year and the attendees' ranks are generally major and lieutenant

coleonel. The course i35 comprised of the course itself and the SAC Squadron

vommanders'. Workshop _Handbook.  Appendix 4 lists the subjects presented.

In comparing the contents of the SAC course with Table 3-1, one minor
divergence is apparueni, The key <=ubject areas of progrem management and
squadron administration are not treated in session. However, these subject
areas are more than szatisfactorily addressed in the handbook provided to
course attendees—--an approach that may be: more useful in the long run.

! DRECE AND APPENRANCE 1

1 REG AFR 40-73% 1

' OPRA All Supervisors of (ivilian Employses I

1 ChA; Central Civillian Ferdonnel Office |
1. Civilian saployees arée expected 10 (amply with ressuvnanis apperel and
Qrooming diandaidds tnat (are) derive{d) ferom tuongsderstiontsl of health,
safaly and typé of porition occupimd. Any probhibitions by suparvisors on
eRPliyes Srass end apPEaATANEI S MUSL DS bhaksd upon & Clsar showing that the
prohjiblied 1thinys convribuie ‘o ar unsiate, nonprodus tlve, or disruplive
snVvironuent.
2. Parswnal dJdispleasure of supervisors far siyles sand mwodes of dress and
Qraoming ihst nasy bpe curreptly in vojue {w not an adequute critaricon for
aaking su:lh a2 Jelérmination, Uiscusaion betweasn a supsrvisor and an shplovas
on an alleged iailure 1o tomply with reasonable standards nust preceae the
iwposition of disciplinary actiions,
3, See Discipline ana Advaren Actions, page 9-3, of LhIs hangbook, and AFR

40=760

Figury 3-2. 3AC Handbookh Exiract




As; was with case with MAC, a notable feature of the SAC course s the
format and content of the SAC Sgquadron Commanders' ¥Yorkshop Handbook. As
an example, Figure 3-2 depicts ap extract (page 9-2) from the section
titled "Civilian Personnel." This particular format provides the sjuadron
commander usetul reference information at a glance, i.e., the applicable
regulation, the office of primary respunslbility, and the local contact
In addltion, the squadron commander is also provided some philosophy aud/or
brief guidancw on the subject.

THE_TACTICAL AIR COMMAND (TACY

The TAC Squadron Commanders' Course is a five day course held at HQ
TAC, Langley Air Force Base, Virginia. The course ls normally offered aix
times a year with the attendees being majors or lieutenant colonels, though
some captains attend, Like the SAC course just described, the TAC course
is comprised of the course itself and the TAC Squadron Commanders'! Course
Bopklet. The course topics are listed in Appendix 5.

The TAC course addresses all key subject areas listed in Table 3-1,
though two minor comments concerning six of the areas are appropriate.
First, while the in-session .key subject areas of ‘“lLeadership,"
Officership,” and "Command" are not presented as separate topics in the
course, these topics are considered covered in the TAC Command Section
presentation titled “Challenge of Command."® Significantly, only TAC
provides two unique documents in their handbook, i.e., "TAC Goals for 1087"
and "Organizational Principles.” While neither is unique in the senze they
break new ground in terms of their content, they are unique in the sense
they document the TAC philosophy as it relates to leadership, officership,
command, and management. In this sense, they are worthy of emulation as
they provide the squadron commander a framework on which to construct his
or her own particular style of command.

TCommentes  concerning three other key subject areas ure also
appropriate. They are the areas of "Program Management," “Sguadron
Rdministration," and “Resource Managem=nt." Though these three areas are
not  presentid  a.w  specific toples in session, they are specifically
addressed in informational papers contained in the lengthy course booket,
As 1s the caze with other MAJCOMs, this is a very satisfactory approach.

Fipally, a few words concerning the TAC Squiadron Commanders' Course
IHogklet are in order. Though not as lengthy or comprehensive as the two
books provided by MAC to {ts course attendees, the TAC booklet is well-
designed and is organlzed logically by funclional area for ease of
reference (unlike lts AFCC counterpart). Moreover, it is comprehensive in
its treatment of the individual topiecs in their own right and as they
suppart the hey subject areas.
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Chapter Four

CLOSING THOUGHTS

ELIRRINGS

In the open environment of business, wmanagers are often brought
in from outside the corporation to serve at all levels of
management. Executives of proven ability in specific operations
zan be hired to meet the need:; of the corporation. The Air Force

aces not have this capacity. . . .  The Air Force personnel
system is » closed system within which . . . [officers) begin
progression at some time in the past, at the lowest level, and
develop within the arganization. Air Force oafficers are a
product of whatever internal . . . development program the Air

Force possesses. In other words, the quallity of Alr Force .
{squadron commanders] is a direct reflection of its
{career] development system (18:2).

These comments highlight the challenge faced by those who suggest a
definitive officer development program is needed, especially in terms of
developing an officer who will command a squadron. Unfortunately, the so-
called Adr Force officer development program is more a process with varying
permutations than it is a specific program applicable Air Force-wide. The
important feature of the quotation abuve is it highlights the need to
better define the Air Force officer development process to make 1t more
useful in specific applications and in broader terms.

As this process relates to the five MAJCOM programs exanined in the
preceding chapter and their purpose of arieptlng potential and serving
squadron commanders to thelr unique role, the MAJCON courses studied serve
their purpose quite well--though there are important differences batween
the MAJCOM courses. As to the speclflc purposes served by the MAJCOM
courses, they are three-fold. First, these programs ". . . stimulate an
awareness of the {importance of this sart of training--with 1its
complementary obligations of selection, appraisal, and placement--
throughout all levels of . . . management" (3:139-140). Second, these
programs help create a group of experienced officers who will be or are
commanding squadrons. Third, these programs not only benefit the various
MAJCOMs and wings by enhancing their talent bases, but also provide a means
to develop the officers' individual abilities in *erms of program
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managemnt. at the unit level, Thasze three polnts are discunsed more fully
balow.

The first need satisfied, 1.e., to *. . . stimulate an awaroness of
the importance of this sort of training . . . ," addresses the lmportance
of preparing for command as discuscsed in Chapter 2 (3:139). Ohviously,
this owareness is manifest in the fact that the MAJCOMs oftfer squadran
commander orientation courses. Equally significant, though perhaps laess
obvious, are the benefits gained from creating and administering these
courses. Specifically, the MAJCOMs are encouraged to relate squadron
commander development and selection to the needs and programs associated
with a variety of disciplines, In turn, the MAJCOMs must consider and
articulate their respective philosophies concerning commandership,

The second need satisfied, the creation of a group of officers
experienced in command, is fulfilled in two related ways. Clearly, the
assignment of officers to squadron comwsand positions alone results in the
creation of an experience base. However, this base is made more meaningful
to specific MAJCOM needs by enhancing the officers' particular knowledge as
a result of their increased awareness of MAJCOM programs. In sbhart, these
couraes augment the experience of the officers by furthazr developing thelr
skills as commanders in support of a specific MAJCOM mission,

; The third and final specific need satisfied focuses the commander
development process still further hy relating it to the wing and squadron
miesions. The officers attending the respective MAJCOK courses return o
their units as more capable program administrators and leaders. As a
result, they are able to link the MAJCOM, wing, and squadren missions by
using the tools learned 1in the MAJCOM course ip conjuction with thaose
learned Ghrough vyears of experience. In short, the energies of the
offlcers are channeled to satisfy specific base-level needs--to the benefit
ol the units and the people in those units.

Beyond the {ibhree benefits ahove, these programs also provide the
officers attending these courses an opportunity to consciously consider the
concept  of commandership and its component issues of management aud

leadership. Unfortunately, in several courses these areas receive less
attention than do general informational presentations or program management
presentaticas. If these are the {echnically-oriented ingredients or

command, then more atfention needs to be devoted to the glue that binds
these things together into an cffective whole, 1.e., commandership.

There is no doubt that the MAJCOM courses reviewed in the preceding
chapier equip the aitending officers with many of the “te<hnically-
oriented" tools they will need tu successfully command. In a gencral way,
this finding corresponds to a 1978 review of similar MAJCOM vrograms,
though at the tlme the researcher also concluded the courses studied did
". + . JMttle more than identify the various tools available to the
military commsnder in the discharge of his duties" (22:53). On this point,
this author suggests the 1978 researcher was overly critical. While it is
true that today's MAJCOM squadron orientation courses do focus largely on
progran management; to an increasing degree, they also address 1eaderéhip




issues. A further point in relation to the 1978 researcher's comment I3

appropriate. ' These MAJCOM programs are orientation programs, These
courses alone are not designed to create “"instant" managers, leaders, or
commanders. Rather, they are designed to acquaint unit commanders with

certain concepts, issues, and programs that relate to the three neweds
mentioned earlier. '

An important factor in accomplishing these things “. . . 15 the
[ squadron conmander's) decisiou-making process, and {this author amuggests]
military educators need to do a better job {n teaching problem analysis and
decision making" (20:4-39). In this regard, the Alr Force is a reflection
of the American souciety in the sense that "a technologically oriented z2nd
economically successful soclety tends Lo dapreclate the need for pgreat
leeders [who are innovative thinkers)® (18:16%5), As H, Ross Perot, the
single largest shareholder of the General Motors Corporation stock and a US
Naval Academy graduate, couwmented, "We must replace bureaucrats with
leaders. . . ." (11:32). Though he was commenting on corporate America,
his suggestion 1is alsc relevant to the Air Torce in general and the
evolution of the MAJCOM squadron commander development and orientation
programs in particular.

The problem is compounded by the mechanics of promotion.  Until
the very highest ranks are reached, the "fitness report" prepared
by an officer's immediate supérior 1s essential for promotion.
Right from the start, young officers learn that promotion goes to
the polite, well-rounded man who can keep a tidy desk and avold
anry eccentricity in taste or conduct (7:198).

In looking at the five MAJCOM squadron commander orlentation course:s
reviewed and in particular Table 3-1, leadership, officership,
commandership received varying degrees of attention. Problem analysis and
decision-making were not addressed. Table 3-1 reveals the focus of these
courses is on program management (a "tidy desk") rather than on initiative
and innovation, 1.e., a sense of vision as related to the respective
mission (7:198). Some would contend +this orientation inhibits fhe
development of great leaders and favors the development of corparate or
buresucratic officers. This comment should not be construed, however, tc
suggest that a sense of corporatencss is not an escential feature of being
an officer. Corporateness is a key ingredient of being an officer in
general and a squadron commander in particular. General of the Arwy
Douglas MacArthur commented on this point when he delivered his famous
"Duty, Honor, Country®" address to US Military Academy cadets 1in May 1962,
He said * . . . my last conscious thought will be of the corps, and the
corps, and the corps" (14:4-59), However, there 1is a fundamental
difference betwaeen fostering & sense of belonging to the corps and in
promoting the notion of being a "faceless bureaucrat," as one general
officer confided in an off-the-record discussion on the subject with the
author,

In evaluating the five MAJCONM courses discussed in Chaptﬂr 3, then,
this auther will not succumb to a relative ranking exercis Rather, sok
Lhoughts on four key features of these courses will be provided. The
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purpose al work here is to present those aspects of the five courses
axamined thai are worthy of emulatinn by thouse interested in developing or
enhancing their sgquadron commander development or orientation program:.

Perhaps the wost important feature to be addressed is MAJCOM conmand
section ipvolvement. This i{nvolvement has two benefits. First, extunsive
command section involvement <(and spousorship) has a significant motivating
influence on tha course attendees, not to meation on those designing and
administering these kinds of courses or developmental programs, In this
regard, the MAC course is espacially worthy of note. The title of the MAC
course, - i.e., the "CINCMAC Squadron Commanderz' Orientation Course,"”
clearly indicates the importance attached to that MAJCOM's course. Second,
the management of this course from a HQ NAC Command Section office has a
direct cducational benefit in that it assures course attendees that the
geheral thrusti and the specific features of the course benefit directly
from the experience of the most senior MAJCOM leadership.

A feature worthy of emulation are seminars that address management and
leadership techniques as they relate to command. ¥hile this feature
received less attention than d4id progranm management or issue orientations,
its emphasis is integral to iwmproving the day-to-day effectiveness of
squadron commanders. = The notable MAJCOMs in this regard are MAC, SAC, and

TAC, In MAC's case, there are several general officer-hosted seminars
titled "Commanders on Command," a "Ving Commander Relationship Briefing,"
and a "Senior Commander Perspective.® Similarly, SAC provides a general

officer-hosted "Leadarsip Discussion," a "Group Disccusion Session." and a
question and answer =ession with the MAJCOM Chief of Staff. Finally, TAC
offers two key presentations titled *Commander's Roles and
Responsibilities" and “Challenge of Command,” the latter with the TAC
command sectlon. "As an aside, it interesting that the three MAJCOMs who
were notable for having presentations concerning commandership (MAC, SAC,
and TAC) have nissions more closely oriented to combat in terms of their
forces directly engaging the eneny.

Anolher important aspect is senior officer involvement and the
experience they can bring to bear in these or similar courses. This
instructional mentorship on the part of senior officers toward the course
altendees provides an immediate and a lasting benefit. *The value of
mentors who contribute to the development of potential talents has been
well documented in the arts and in the business world, but mentoring has
not been rigorously evaluated in public management® (10:857). In part,
this is due to mentorship being confused with sponsorship, the latter
having a more negative connotation within the Air Force. Nonetheless,
mentorship has an  importani. place 1in a MAJCOM squadron commander
development process--particularly in a teaching role as 1t relates to
preblem analysis and decision-waking.

A third notable feature concerned presentations on the enlisted force.

While all .courses studied addressed this subject, only ATC and SAC had a
session specifically involving the MAJCOM Senicor Enlisted Advisor.
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Finally a fourth feature impartant to squadran commander orientation
courses 1s their utility on a day-to-day basis. VWhile the informatiun
presented and knowledge gained during the course is important, eso too is
the information avajlable to the courge attendees fallowing their return to
their unit of ‘assignment, Of particular significance in this respect is
the hard-copy material provided to the course attendees, i.e., the booklety
and bhandbooks. . While AFCC, MAC, SAC, and TAC had formal booklets and
handbooks, the MAC and TAC models are particularly well dame. As was
mentioned - in Chapter 3, the respective formats of the MAC _Squadron
Commanders' - Handbook, which was a how-to-deal-with-variocus-programs

handbook, and the MAC Iscue Book, which contained informational papers on
issues of interest to those in MAC, were particularly useful from two
perspectives, Not ounly did they provide the squadron command a usaful

reference book 1n the first evample, but they alsu provided the squadron
commander a broad view of the direction and interests of the command.

BECONNENDATIONS

While the MAJCOM courses s*udied address MAJCON and individual needs,
. the -1978 researcher uwentioned earlier is. correct in alluding ta the fanat
_that something is missing--not from the various courses, .but from officer
development in general. What is lacking .15 a strong commandership
arientation. The nature of this orientation--which should continue to
address program management and leadership as supporting aspects—-should he
"based on the notion that "command calls for a creative act, spawned by a
‘carefully carved vision of one's mission and professional values" (8:28).

{E. H.1 Schien also believes we need to do more to train leaders
as visionaries and entrepreneurs. Organizations need to be
attractive enough so that visionaries will select then as
enployers (and will remain for a full career, to address the
retention implications in the latter point). Thus, organizations
[such as MAJCOMs! need a climate that will support managers'
visions of the future and allow them to act on their visians and
make them come true (5:199).

To bring this renewed--not new--direction to officership to fruition,
a bullding block approach to this subject ls suggested. Toward this end,
the following is recommended:

1. Recommendation: Conduct an annual inter-MAYCOM
conference of two to three days in leugth on the subject of
MAJCON squadron commander development and orientation.

a, Purpose: To permit MAJCOMs to benesfit from
corporate Air Force knowledge and experlience concerning the

development and administration of MAJCOM squadron commander
orientation and development courses,
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b. Methodology: The Alr University would host this
conference as a result of its Alr Force-level responsiblity for
laadership issues, During this annual conference, toplcs such as
executive (squadron commander) development; curriculum
" developwent; educational trends; techniques of instruction; and
the professional needs and trends at the Air Force, MAJCON, and
unit level could be addressed. Presentations from previous and
current senior commanders and previous and current squadrop
commanders could provide wuseful insights into curriculum
development. Finally, each MAJCOM would present a synopsis of
their respective course to the conferees, highlighting the key
features found to be particularly useful or effective. A
confarence report would be compiled and distributed to the
NAJCOMs and other interested parties, thus providing crossfeed on
the subject of commandership.

2. Recommendation: Establish a three to five day MAJCOM
course attended by squadron commanders that has commandership as
its central focus, as supported by the twin and complementary
pillars of management and leadership.

, a. Purpose: To enhance the fact-finding, evaluation,
end decision-making abilities of the course attendees through
practical exercises and seminar discussions. -

b. . Methodoclogy: Using its current squadron commander
orientation course as a departure point, the MAJCOMs will use the
information gained through the Air Force-level conference
discussed above and other sources to develop this course. In
doing s0, a seminar format and actual case study evaluations will
be used in lieu of a reliance on briefings or other non-
interactive methods of learning.

(1) The advantaye oi using case studies is they

oo provide students a chance to practice
(officership)l . . . in a low risk environment. Another
benefit this case s&tudy approach has is the great
variety and number of learning experiences that can be
provided in a limited time. Still another banefit this
approach has is that direct application of the problenm
solving/case study method to . . . [squadron) problems
helps the student relate otherwise abstract concepts to
practical experience (21:24).

(27 The case sludy approach can be used as the
vehicle to further develop the officer's fast finding, situation
evaluation, and decision-making abilities, In fact, "this method
is espaclaily effective in developing analytical thinking"
(22:47). The case studles used will be appropriately sanitized
to protect the identities of those involved in the cases. Former
commanders {colonels or general officers) would lead these case
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study evaluation seminars. A= much as possible, course attendees
would not currently be subordinates of those officers leading the
case study evaluations in keeping with the nonattribution nature
of the course. BHach officer would be prepared to brieily present
their evaluation of the «case study and their recommended
course(s) of action. Then, after a seminar discussion of the
case study, the senior officer would present his or her comments
on the case itself and on the evaluations of the «course
attendees.

3. Recommendation: Modify the Air Command and Staff
curriculum by making the topic of commandership a major phase of
fastruction,

a. Purpose: To reinforce the “command" aspect of the
Alr Command and Staff College education provided to mid-career
officers.

b. Methodology: The nature of this recommended phase
_of instruction would be similar to, but would significantly

expand . upon, - the NAJCOM approach described above. The key
difference would be that Faculiy Instructors would pguide the
seminar cuse study evaluations and discussions. These seminar

discussions would be augmented by professional readings and
lectures--to include question and answer periods--from former
commanders - and civilian leaders on subjects concerniung
commandership, management, and leadership. '

CORCLUSION

To command is to direct with authority. To command a military
organization is to think and make judgements, employing
specialized knowledge and deciding what those commanded will do
and will not do. To command in wartime is to assune
responsibility for taking and saving human lives., To command in
peace and war 1s to direct how bhuman beings will conduct
themselves taoward each other., As such, the commander sets moral
standards and sees that they are obeyed. To command, therefore,
is to think and decide, to feel and moralize, to act, to wieid
power. Yet, for all these challenges, the art of command is the
least understood of all military phenomena (8:19).

Yet, for all this, the Air Force ls systems preoccupied. As a result,
it bas a line and staff speclalist-technician orientation that often
obscures the need to understand command and impart that knowledge in a
meaningful way to officers (well) before they assume command. *The
squadron commander experience is important to the . . . officer, but it
chould be the culmination of a development program, not the beginuing
€18:50). Clearly there is a need to emphasize the technical aspects of the
officer's profession, but there is alsc a need to balance that emphasis
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with attuntion tu leadership development, Moreover, this needs tu b done
in such a way that officers are not stifled or relegated to meroly
maintaining a tidy desk (16:4-81; 7:198). In this regard, “there ic an
anormous difference vetween the person who {3 content to squirt oli on the
existing machinery of an organization ard one who envisions and builds new
machinery” (12:44). The MAJCOM squadron commander courses are woll-suited
to helping the officer de the former, though such courses and develapment
pragrams need to concentrate more on helping the officer achieve the
latter,

In closing, adoption of the three recommendations above <ould
strengthen the Air Force officer corps by expanding on the squadron
commander development process begun so well by the MAJCOMs. Such a
comprehensive program would assist officers and squadron commanders 4in
discerning the differences between Ileadership and management and in
understanding their relationship to command. Moreover, such a program
would help thaose officers appreciate these things for what they are--
complementary, but individual, disciplines vital to commandership and
squadron mission accomplishment over the long term.
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APPENDIX A--THE_AIR FORCE CUMMUNICATIONG. CONNAND

Sectian I--Course Information i

1

z.

1

ol

<o

10.

11.

y
o

Course Titla: Sguadron Commander's Training Tescion

Course Length: Four days

Course Frequuenczy! Two times a year

Cource Grade Requirements: Captain through Licutenant Colouel
Courz=e Location: HQ AFCC: Scott Air Force Base, [llinois
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AVCL Ofrlee Tuformetion Systew (OIS Program Briefling
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w0
&
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The GS/GM-11 Through 15 Grade Bulge Initiative
The Civilian Career Intern Management Program
AFCC's Civilian High Grade Posture

Resource Advisor

Audit Program

Commander's Management System (CMS)

Economic Analysis (EA) Charter

Internal Control Review Program

Management Assistance Services (MAS)
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52.

53.

54.

55.

57.

58.
59,
60.
61,
62,
63.
64.
65.
66.
67.
68.
69.
70.

71.

Productivity Enhancing Capital Investment (PECI) Programs
Phase IV ADPE Prompt Bill Payment

Telephone Billing Procedures

“Annual Review of Leased Services

Comnercial Communications School

Leadtimes for Leased Longlines Service

Lowest Total Overall Cost (LTOC)

Modified Use of Leased Communications Facilities
National Security Emergency Preparedness (NSEP)
Automatic Data Processing Equipment (ADPE) Inventory
The Command and Contrel Switching Systems Program
Base Information Digital Distribution System

AFCC Information Security Program

Information Security Program Reviews

AFCC Personnel Security Program

" AFCC Industrial Security Program

AFCC Security Education Programs

AFCC Special Access Programs

Stilwell Commission

Top to Bottom Command Security Inspection
Security Preliminary Inquiries/Investigations
Communications Security (COMSEC)

Emanations Security

Automated Information Systems Security
Resource Protection

APFCC Artiterrorism Program
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72.
7.
74.
75.
76.

77.

Small Arms and Owner-User Security
Communications Site Security

Program Decision Package on DCS Site Security
Command Incident Reporting (AFCCR 125-1)

AFCC Intelligence

AFCC Foreign Disclosure Program

_39..
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ALPPENDIX B--THE AIE TRAINING COMNMAND

bectian i--Course Jnformatian

Course Title: ATC Commander's Course (Course Number: ATC 0026)

Course Length: Five days

Course Frequency: Six fto eight times a year

Course Grade Reguirements: Captain through Lieutentant Culonel

Course Location: HQ ATC; Randolph Air Furce Base, Texas

Course OPK: HQ ATC/DPAS (Autovon 437-5179)

’Seciign.J.L-;.Gaunae_ﬁrmﬂng._Senmn._nnd. TIour_Topics

.1, Administrative Procedures

2. Class Introduction/Schedule Review
3. Keynote Welcome

4. Command Briefing

5. Discussion with the Commander

. Promotions

7. Inspector General

8. Assignments

9. Chaplain

1n. Records Review

11, Military Training Center (MTC) Tour (Flaces may vary with each class)

a, Officer Training School (QTS) Tour

.-40,..
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b. HQ AFNPC Tour
¢, ATC HCO Academy Tour
d. BNTS Tour
12. Security Police
13. Personnel/Adverse Quality Control

14. Public Affairs

15. Perspectives on Officership

16; Surgeoﬁ

17, Personal Affairs

18, Career Developuent

19. Recruiting/Perspectlves on Leadership
20. 08I

21. Civil Engineering and Services

el

22, The Commander and the Law

23. Wt

24, Digcussion with the Vice Commandzr
25, Substance Abuse, Control, and Rehabilit;%ign .
26. Retention (Enlisted)
27. Retention (Officers) -
28. Classification and Trasining
20. The Role of the Senior Enlisted Advisor/First bergeant ¢
30. Legislative Issues

31, Morele, Velfare, and Recreation Services

L NOTE: HQ ATC/LPAS provided the preceding ATC Commanders' Course Agenda,
which differs frowm the ATC Commanders® Course (ATC 0026) Syllabus presented 1
balow. Beth are presenved in Section II of this Appendix.)
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Part,

10.

11,

12.

13.

14,

15.

16.

233 ATC Syllabus ATC 0026 st

ATC CONMANDERS® COURER

A——Ofientation and Command Yelcome

- Keynote Velcome

Administrative Procedures
Class Introduction/Overview

Career Development Seminar

B--Quality Force Development

Personal Affairs

Role of the First Sergeant

Equal Opportunify and Treatment
Assignments

Quality Force Development Through PME
Medical Servﬁqes

Promotions

Substance Abuse, Contral, and Rehabilitation
Becurity Police

The Commander and the Law
Personnel/Adverse Quality Control Actions
Retention

Dependent Care Responsibilities

Family Support Ceniers

ATC Senlior Enlisted Advisor

Morale, Welfare, and Recreation

Budget and the Perconal Financial Management Prog}am (PFMP)

_42.=
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Part C--Command and Staff{ Agency Brieffags
1. Function of Public Af{fairs and Commanders' Call VWorkshap

2., Complaints and Inspections

Part D--Field Trip to Luckland Air Force Base (Tcip Agenda Varies)
1. Military Training Center (MTC) Tour
2. ATC NCO Academy Tour

Part E--Student Discussion Seminsrs (Concerning Preceeding Blocks of
Irstruction)

Part F--Perspectives on Leadershiwn Discussions (Vith Key Kanagers)
Part G--Challenge ut Command Discussions (¥ith the ATC Comwmnder)

Section 1I1~-Relatad Material Provided to Course Attendess

1. Tips for Commsnders, Volume IV (LMDC, MAFE AL

2. Alr Training Command Key Facts and Statistice (HQ ATC/ACCD
3. AFP 30-35 (HQ USAF/NPXH) | |

4. UBAF OSP: A Perspective Proposed by the Staff of the Headquarters Air
Force Office of Security Police ’

5. USAF Officer Training Schoul

. Bawe Civil Engineer

7. Services Squadron Function

8. Managing the Civil Engineering Resource
9. The Facility Board (FB)

10. Dependent Care Responsibilities Program
11. Entitlements and Compensatiaon

12. iscellaneous Handouts from the Respective Functional OPks (Material
Provided Varies)

..4_3...




APRENDLX. C--THE MILITARY AXRLIFT COMMAND : n

Seation Yo-Course Information

Course Title: CINCMAC Squadron Commander‘s Orientation
Course Length: Four days

Course Frequency: Three times a year

Course Grade Requirements: Major through Lieutenant Colonel J%
Course Location: HQ MAC; Scott Alr Force Base, Illinnis )

Course OPR: CINCMAC/CSR (Aulovon H76-2214)

Sectiop II-~Couree Briefing and Seminar Tuplcs
1. CINCMAC Comwand Velcome and Presentation

2. Commanders on Command (Multiple Seszions Hosted by Several General
Qfficers) 3

3. Quality Farce Panel
4. US Transportation Command Briefing B
5. Terrorlsm Briefing
4. Role of the First Sergeant Briefing L
7. Leadership Issues Seminar (Multiple Sessions)
8. CINCMAC Executive Session

9. Protocol Briefing

¢, Family Crisie Briefing

11, Family Advocacy Briefing

2. Personnel lasues Briefing -
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13, Officer Retention/Compensation & Legislation Briefing
14. Assignment Polley/SCIP Briefing

15. USSOCOM Briefing

16. Ving Commander Relaticnship Briefing

17. Legal Update Briefing

18. Senior Commander Perspective

19. Stress Management Briefing--Parts 1 and 2

Section Y1I--NAC Squadron Comsander Hapdbook

Part A--Administration

1. Printing, Duplicating, and Copying
2. Publications and Forms Management
3. Records Xanagement

4. Postal Management

5. Routing of Mail to TDY Personnel

o

Document Security

7. Adwministrative Orders

Part B-—Chaplain

The Chaplain

Part C--Comptroller

1. Overview of Financial Structure

2. Your Role as a Financial Manager
3. Audit Fccal Point
4. Military Pay

%, Per Diem and Travel Allowances
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10.

11,

12,

13.

14.

Cost Consulting Services
Ving/Base Resource Management,

The MAC Management Systen

D-~-Comsand, Control, Communications, and Cowputer Systéis

Overview of DCU C4 Systems

DCS C* Systems/Security

Team

DCS C* Systems/Plans and Requirements

E--Ragineering and Services

Facilities Board (FB) and Facility Program Panel (FPP

MAC FPP Members

Acguisition of New Facllities

Space Allocaticn and Utilization

Organizational Responsibilities

Reocuest for Vork and Services

Sign Standards

Hazardous Materials/Vaste Management

Fuel Spills

Installation Restoration Program

Architectural Compatibility
Housing Management

Food Services

Mortuary Affairs

Dormitory Managemeaut

Asbestos Surveillance and Abatement

Facility Energy Bfficiency
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Part F--Public Affairs

The Unit Public Affairs Progran

Part G--Ingpector General

1.

Ingpactions

Safety

Complaints/Inquiries

Fraud, Waste, and Abuse (FW&A)

H--Stafi Judge Advocate

Military Affairs

a.

Standards of Conduct and Conflicts of Interest

Delivery uf Air Force Personnel to United States Civilien
Authorities ior Trial C

Release of Evidence

Legal Assistance

Clalas |

Political Activities of Members of the Air Force
Complaints of Vroungs Under Article 138, UCMI

Line of Duty Determinaticn

Military Justice

a.

b.

Pretrial Investigations

Pretrial Restraint

Disciplinary and Judicial Actions
Speedy Trial

Disposition of Cases Involving Offenders with Outstanding Combat
and Overses Records

Recent Military Justice Decisions and Trends
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T Part”

1,

2.

10,
11,

12,

Part

1--Loglstics
Responsibility for Public Property in Possession of the Air Force
Fraud, Vaste, and Kismanagement ‘

. Responsibilities for Alr Force'Eduipment_Hanagamenf

‘Authorization for Customers to Receipt for Property

Customer Relationships tu the Air Force Stock Fund
¥aintenance Monagement

Spacial Ma sgement Program: Vehicle Cuntrol Program (VCP)
Transportation Squadron

Logistics Plans Agreements

J--Operations
MAC Command and Control System

Alrcrew Standardization and Evaluation

"Aircrew and Aircraft Resource Mangement

MAC Airlift Control Elements <(ALCE)
Operations Security (OPSEC)
Affillation Program

Tactical Operations

Veather Support Concepts

JCS Bxercises

Airlift Capability Management

&ir Refueling

Management of MAC Flying Hour Program and Aircrew Capability

K--Personnel

OER/APR Manageuws.at
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T eyme

10.
11,
12.
13.
14.
158,
16.

17,

Quality Force Managemant

Officer Administrative Discharge Procedures

Retiree Activities Office (RAD)

Retirem«:nt Recognition

Enlisted Retention Program

Enlisted Ratention Program--Questions and Answers

Enlisted Retentlion Program--Reenlistment Rates

Selactive Reenlistment Prograu

Fact Sheet Selective Reenlistment Bonus

Career Alrman Reenlistment Reservation System (CAREERS)

Ving Commander Qverride

Officer Promotions

Airman Prowotions

Classification

Airman Retraining Program

Afr Force Veight and Fitness Programs

Evaluation of Training Graduates

On-the-Job Training OJT)

Instructioral Systems Development (ISD)

Tratning Requiremenis and Utilization

Education Services Program

Officer Professional Wilitary Education

NCO Professional Military Education

Alr Force Ald Society

Individuslized Newcomer Treaiment and Orientation (INTRQ) Program

Parsonal Affairs Counseling
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g,

S 3T,

. 38,

40,

‘28,

29,

30,

" 31,

32.
33.
34.

as.

36,

39,

 Part’

o

Par{

Part

Césualty Counseling - R

Awérda and Decorations

Retrqining of Disqualified Airﬁan Program

Base Morale, Welfare, and Recreation Propram

Squadron Commander Involvement Program

Quality Control on Assignments

Hunanitarian/Permissive and CHAP

Equal Opportunity and Treatment (BUT)/Human Relations Education (HRE)

Drug and Alcohal Abuse Control Program

- Otficer Digest Files

jﬂAC Resérve Forces

Family Support Centers (FSCs)

. Dependent Care Responsibilities

L-——Plans
MAC Visual Information Program Suppart

Manpawer and Organization

X--Security Police

Information Security

Perconnel Security

Status of Discipline

Individual Security Awareness and Security Responsibllities

Antiterrorism
I-~-Burgeon

Health Care for Active Duty Personnel, Retired Personnel, and
Dependents
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Part

1

Part

2. Preventive Medicine Services
'3, Medical Subjects of Special Interest
4. Aeromedical Evacuation
Pnft 0--Transportation
1. Tranmsportation Overview
- 2. Air Reserve Component (ARC) Aerial Port Units
3. HAC Channel Airlift and Speclal Assignment Alrlift Missions
) 4. Transportation Systems
5. Training Program
8. Transportation Standardization Assistance Team (TRANSAT)
7. Movemant of Personnel
.-8. Emergency Leave
9. Persanal Property Entitlements
10. Packaging and Transportation of Hazardous Materials
11, Commercial Augmentation Airlift
. Part P—Operations Plans
% [ ﬁisaster Preparedness

Q--Airlift Operations School

MAC Airllft Operations Schaol (AOS)

R-~-Operations Intelligence

Intelligence Responsibilities and Functions

Sectiop IV--MAC Issues Bouk

A--Comptroller (AC)
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(SAAMs)

L el s




A

FY87 Funding

FY88 Operations and Hainteﬂance (0&M)> Financial Plan Outlook
MAC Cost--At Your Service

Accounting and finance_Issues

Budget Constraints on Airlift Responsiveness

Airlift Service Industrial Fund (ASIF) Concepts

Update--1983 MAC Study

B---Administration (DA}
DA*'s Direction for Office Automation
Administration's Role in War and Contingency Plauning

Freedom of Information Act (FOIA)

Nawsletter Restrictlions (Recurring Perlodicals)

C—~Engin9éring and bBervices (DE)

FY87 Command-in-Chief's Facility Asseesment (CFA)

FY86-87 ¥AC Fire Loss Statistics
Environmental Overview

MAC Dining Halls and Unaccompanied Personnel Housing Upgrade (UPH)
Progran

FY88/89/90/91 Military Construction Program (MCP)

Prime Base Englneer Emergency Force (BEEF) Update

D--Operationa (D)

C-5/C~141 Combat Aircrew Training
Aircrew Experience Definitions
Afrcrew/Qualification Status

MAC Commend and Conntrol Briefing

..52_
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10.

11.

i2.

16,

17.

18.

MAC Crisis Respouse and the MAC-Joint Deployment System <JDS)

Interface

Deployment Flow Computer System (DFCS)
Airlift Deployment Analysis System (ADANS)
Flow Generator (FLOGEN) III Current Status
JCS Bxercise Program

Strategic Alrdrop

MAC Exercise After—-Action Evaluation Pragram
KC-10--Partners in Strategic Mobility
Spevlal Assignment Airlift Missions (SAAN)
Growth of the MAC Air Refueling Programn
C-130 Mildenball Rotation, Volant Pine
Theater Airlift Managemenf System (TANS)

MAC KNuclear Alrlift Operations

Current Trands and Status of the FY87 JA/ATT Program

AFRES and ARG Contribution to JA/ATT Progran

CINCMAC Secure Vuice Command and Control System (SEYOCCS)

MAC Airlift Control Elements (ALCE)

MAC Affiliation Program

Joint Interoperability of Tactical Command and Control Systems

(JINTACCS) Program

Joint Interoperability of Tactical Command and Control Systems

(JINTACCS) Training Program

MAIRS/JDS Interface

Status of Resources snd Training System (SORTS) Combat Readiness

Status

Enhanced Airlift Reporting for Logistics and Operations (EARLO) System

Military Air Integrated Reporting System (MAIRS)
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Part

10.

11.

Part

(o84

Part

Part

iw

E--Personnel (DP)
Assignment Pollcy Changes

Civilian Performance Appralsals and Awards

‘Enlisted Retention and Recruitment Programs

Family Support Center (FSC) Update

Formal Traimning Funding

EY88 Strategic and Toctical Airlift Manning and Gain/Loss Plans
New DEROS Forecast Systew

Officer Force Manangement

Quality Control (QC) for Bnlisted Personnel on Assignment
Rated Officer Retention

Squadron Commander Involvement Pfogram

F~-Chaplain (HC)

Differences and Backgrounds of Chaplain Thaology

The Shortage of Catholic Chaplains and Its Impact on the Air Force

Community

G-~Inspection (I1G)

Inspection Summary

Inspection Prograw Enhancements
Huclear Surety

Class A and Class B Flight Mishaps

H--Intelligence (1IN
MAC Intelligence Vorldwide Status
MAC Indications and Varning

MAC/IN Action Against Terrorism




Part

10.

Part

10.

MAC/VTA Comparison

[--ftaff Judge Advocate (JA)

Hazardous Vaste lssue--The "Superfund" Reauthorization Legislation
(P.L. 99-499)

Legislation Update

Limitations on Use of the ¥ational Guard for Training Missions in
Central America

"Revolving Door" Provisions in FY87 DOD Authorization Act
Adninistration of Military Justice in MAC

Military Justice Changes in FY87 DOD Authorization Act
Expansioun of Nilitary Justice Jurisdiction

DAD Policy on AIDS

Current lssues in Contract Law

Civii Litigation Update :

J--Logistics (LG)

Alrlift Interim CAMS (Core Automated Maintenance System) and REMIS
(Reliability and Maintainability Information System) System (AICARS)

MAC Reliability & Maintainability (R&K) Program
Core Automated Maintenance System (CAMS)
MAC Logistics C™ Concept/Requirements

Problem Vehicles (Wilson Wide Body Loader, Transact TA-15 Lower Lobe
Loader, and U-30 Stewart Stevenson Aircraft Tow Tractar?

Decentralization
Spares Funding
KAC Single Kit Concept for Srategic Alrlift Forces

Erhanced Contingency Operations Mobility Planning and Execution Systen
(COMPES) ~-Base-Level lLogistics Model (LOGMOD-B)

Crash Damaged/Disabled Aircraft Recovery (CDDAR)
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11.

13.

14.

15.

16.

17.

18.

19.

Part

anrt

3%

w

Mobility Assistance Team (MAT) Program

MAC'ihitiatives. C-141 Fault Reporting Manual, Fault Isclation Nanua i
(FRN/FIN)

C-130 Engine Upgrade Program

Volant SOTA, Aircraft Metalworking Irogran

Command Initiatives to Upgrade Fuel Cell Support Equipment

Tri-Command Agreement on Bxtended Logistics Operating Procedures,
Europe

Quarterly Stock Fund Limitations
Forward Area Refueling Point (FARP) Operations

Ramp inspectiong

K-~Public Affairs (PA)

. Public Affairs ﬁedia Issues Books

Media Guidance for MAC Alrcrews

L-~Command, Contrul, Commmications, and Computer Syslems (8C)

Harnessing Cqﬁmand. Control, Communications, and Computer (C*) Systems
Technology for MAC

Airspace Management Responsibilities (Silent Crossing Procedures)
Contingency Communications Elements (CCE)

Buropean Combat Alrspace Issues

MAC Comiand and Control Systems Upgrade

Military Airlift Command Command and Control Information Processing
System (MAC C* IPS)

Special Operatlons Forces Command and Control (SJF C2) Upgrade Program
Ving Intagration for Global Support (VINGS)

50 KHZ Conversion of VOR/CORTAC/ILS Stations tn Europe
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‘Part
1

2.

10.
i1.
12,

13.

14.

16.

17,

18.

N--Surgeon (E6)

MAC Medical Mission’

Quality of Alr Force Health Care
MAC Medical Mobility Taskings

MAC Vorldwide Aeromedical Evacuation (AE) Systen

W-~-8ecurity Police (SP)

Security Frotection in Today's Environment

Security for Mission Support Alrcraft

Prime Nuclear Airlift Force (PNAF) Operations

Flight Line Constable Program

ALCE/SP Coordination Program

Security for Non-MAC, and ANG and AF Reserve Aircraft
Mission Securlty Teams (MSTs)

MAC Security Police Total Force Policy

Security Police Vartime Tasking

Access to Classified Material by Retired General Officers
MAC Antiterrorism Program

"Course 87" lnformation Smuurity Fleld Extension Course

Access to Clessified Material by Persoas (US Citizens) Qutside the
Federal Government

feport on the Secratary of Defense Directed Comwand Security
Inspection

Handcarry Classified Information Outside the US, Its Territaries, and
Canada

MAC Air Base Defense (ABD) Farce
MAC Ground Combat Readiness Evaluation Sguadron (Volant Scorpion)

Antiterroriem Survey and Evaluatlon (ATSE)

it




20,

21,

Part

o

10.

1.

12.

Part

]

6.

Security for Aircraft Assigned to the 89 MAV

Combat Arms Training and Maintenance (CATM) r
b

Kirtland Underground Munitions Storage Complex (KUMSC) ‘

O--Air Transportation (TR)

Denton Amendment Humanitarian Assistance

Alr Passenger Terminal and Alr Freight Terminal MCP Status J

Cunsolidated Aerial Port Subsystems (CAPS)
Transportation Standardization Assistance Team (TRANSAT?
MAC Pessenger Initlatives

Competitive Procurement of Travel Services !
Materials Handling Equipment (MHE) Shortfalls

Aerial Port Automated Command and Control System (APACCS)
MAC Air Transportation Computer-Based Training <ATCBT)

MAC Air Transportation School/1492d Air Transportation Training Flight
(1492 ATTF) . :

Overview of MAC-Gained Air Reserve Components (ARC) Transportation
(Long-Tern Goals)

MAC DOD Air Carrier Safety Initiatives

P--Operations Plans (X0)

Continuity of Operations Plan, Military Airlift Command (COPMAC)
Air Base Survivatility/Operability (ABS/O)

Air Force Continuity Vartime Planners Course (CVPO)

QPLAN Verification Program

VOLANT PARTNER

Noncombatant Evacuation Operations (NED)

Unit Supportability Estimateas (USE)
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8, Commander's Annual Situation Report (SITREP)

3, Base Reception Planning

10. MAC Survival, Recovery, aud Reconstitution Plan (SSR Plan 55)

Part Q--Plans

1. C€-17 Schedule

2, C-17 Systewn Operational Concept (SOC)

3. C-17 Program Status

4. C-5A Space Cargo Modification

5. C-5B Program Status

6. Defense Systems for MAC Alrcraft

7. UH-60A Improvements

8. MH-53J PAVE LOV II *Enhanced"

9., C-17 Aircrew Training System (ATS)
10, C-5/C-141 Aerilal Refueling Part Task Trainer (ARPTT)
11. SOF Adrcrew Training System (ATS)

12, C~5 Adircrew Tralning System (ATS)
13. Global Pasitioning System (GPS)

14. Procurement and Modification of Additional UH-60A Helicopters fto the
MH-60G PAVE HAVWK Configuration

' 15. MH-60G PAVE HAVK Madifica:ion 1

16, Next Generation Weather Radar (NEXRAD), MAC ROC 406-76 (Advanced
Veather Radar (AVR)? ‘

17. €-130 Bel:f-Contained Navigation System (SCNS)
18. C-141B Special QOperations Low-Level (SQOLJ) Enhancements

19. AN/AVS-6 Night Vision Goggles (NVG)

20, G-141 Alrcrew Training Sysiem (ATS)

21. C-130 Aircrew Training Systen ‘ATS)

_59...
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43.

44,

4.

60K Loader

Internatiovnal Standards Organizations (IB0) Container/Shelter Adapter
(MAC S0ON C¢1-82, 4 Oct 82)

Enhanced Container Deiivery System (ECDS)

C~141 Bundle Delivery System (BDS)

C~130/C~141 Adirdrop Velght Limitation Increase
Flight Inspection Adrcraft (C-FIN) Acquisition
C~25--Air Force One (AF-1) Replacement Aircraft
G-20 Program «C-140B Replacement)

C-20A Beddown at Ramstein AB GE

C-27 STOL--TIntratheater Airlift in Support of Low lIntensity Conflict
(LI

CV-22 Roles and Missions

Cv-224

C-130E A¥ADS SOLL 11 Impravements

HC-130 P/H Special Operations Forces (SOF) Improveaments
HC-130H Combat Talon (CT} TI

HC-130d Tanker Converslon

Project 46

towbat Talon (CTY I1, M2-130H, Test Program

Combat Talon (CT) I, MG-130E, Test Program

VOLANT KNIGHT

Survivability Augmentation for Transport Installation--Now (SATIN)
Self-Contained Navigation Bystem (SCHS)

Operational Feasibility Demunstration (OFD) of the Portable Tactical
Afrborne Guidance (PTAGY Systien

MAC-TRADOC Airlift Concepts and Requirements Agency (ACRA)

USAF Sclentifie Advisory Board (2ABY 198Y Summer Study an “The
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Enhancenment of Special Operations Forces (SOFY"

47. Advanced Concepts and Technology

{ 48. Vartime Manpower Planning Process
1 49, MAC's Organization Approach to Wartime Airlift Readiness -
50, VOLANT PACE (Positive Action for Command Excellence)

%1. MAC Productivity Program

%2, Functional Review Status

L | i 3. Manpower Farcast

54. OMB Clrcular (OMBC) A-76 Commer:sial Activities (CA) Program

y: 85. US Alr Force Special Operations Forces (AFSOF) Master Plan--Historical
Perspective

| 56. US Alr Force Alrlift Master Plan

%7, 1S Adr Force Airlift Total Force Plan

58. MAC's FY88-92 Program Objective Memorandum (POM)

59. United States Transportation Command (USTRANSCOM)

60. Air National Guard (ANG) and Air Force Reserwve Forces U(AFRES) in NAC

3 61, Joint Readiness Training Center (JRTIC)

| 82, C-5A and C-141B Transfers to the Alr Reserve Forces

% 63. Automated Veather Distribution System (AVDS)

64. Next Geoneratiorn Veather Radar (NEXRAD:

1 65. Reorganization of 53 WRS, Keesler AFB MS

66, Defense Meteorological Satellite Program (DMSP)

67. Battlefield Weather Observation and Forecast System (BVOFS) Progran
63. Realignment of USAF Television Production Facilities to MAC/AAVS
69. MAC Alrport Qualification Program (AQP)

70. DZ/LZ Photograpby

r 71, Visual Information Documentation (VIDOG)
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72, -

C 73,

Civil Reserve Alr ¥leet (CRAR)

- CRAF Enhancenment. Program

"CRAF Aeromedical Segment

NATO Alllied Precommitted Civil Alrcraft Progiam (NAPCAP)

Uge of Kofean Air in Contingeneies

...62_
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ARPENDLX. D: -THX STRATEGIC AIR.CONNAAD

“Gection J--Cuurse (nfaocmatian
V“CourEe Tiﬁ]w:. BAL Squad§8n Comander's Vorkshop
Cour;e Length: Five days
CGourse Frequency: Six tluwes a year
Couurse Grade Requirements: Major through Lieutenant Colonel
Covrse Location: HQ SAC; Of{futt Air Force Base, Nebraska

Course OPR: (Q SAC/DPAVA (Autovor 271-5835)

. an 11 -Coursae -BriﬂiiMLacuémnn;;_.aﬁctz'ﬁéﬁi.n@xzjépjl.cs‘: ._
1. CINCSAC Velcoming Remarks L e
2. SAd Today Briofing
3. §uviqL-Hjlitary Capabilitieg Briéfﬁng_.

4. Commend of Excellencs Briefing |

. Engineering and Services bLriefing

€. Manpower Authorizations Briefing
7. Stresa Management Briefiny

3. Personnel Introduction Briefling
9. Promotions Brieting

10, Quallty Force Briefing

11, Leadershlp Discussion (Hosted bv a General dfficer)

12, Judge Advonote Briefing

13, Casualty Affairs Briefing
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gV
16
)

18,

‘Soéiqx Action: Rriefing
fCommahd,and_Controlf—HQ1SAG_Cqmmand Balcony Tour
 ﬁ§£aqﬁion%ﬁf1e%}ng; o
_Aggig@miité Briyefin.g‘ ,

‘ FQnétfunél_CopqpérPArt Pariod
;ﬁbqumeﬁting Performgn§9‘ﬁfiéfing

Education and PME Briefing

Leadership Discusion (Vith Vice CINTSAC
ATC Training Advisor Briefing

Enlisted Training Briefing

- Aiy;rew (Tankef and Bomber) Training Briefing

.ﬂ M1§$@Le;¢féw Tr;igiﬁngrigfing"“ . |
‘QP'Quésﬁiéﬁ %ﬁd Answer $éssion

:V"Eqp}ié‘AffAirs Briefing

. :ﬁﬁﬁ¢ﬁibna1~00uptefpart Period

.-?Lég{Stics:Briéfihg

. Comptroller Briefing

Group Discussion Session
Chaplain Briefing
Security Police Briefing

Inspectar General

Remarks/Questionr and Answer Session (with CINCSAC/CS)

Enlisted Matters Briefing (With CINCSAC/CNS)
Communications and Computers Briefing

SAC Medical Services Briefing

SAC 2000 Briefing

. R .
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Bectian ILI-- SAG Squadron Cossander® s Yorkshop Handbook

_Part A--Administration
Ll

S 2.

10.
11.

112,

'Autbofyzing Special ‘Authorizat!ca iv Admin Orders

Mail ‘Management

Racords Management--Disclosure of Air Force Records to the Public -~
Air PForce Privacy Act Program

Squadron Commander's Checklist for the Rezoreds Managewent
Program/Disclosure of Air Force Records to the Public/Afr Force
Privacy Act Program

Air Force Publications Management Program

Customer Account Representative (CAR) Guide

Publication Libraries and Sets

Forms Management

Base Level Micrographics

Consolidated Duplicating Centers

Commercial Printing

Var ﬂoﬁillzatiqn/Contingency Planning

Part B-—Chaplain

Chaplain

Part C--Engineering and Services

1.

2.

Ul

Base Civil Engineer

Readiness

Financial Management

Production Control Center

Vork Methods and Classification

In-Service Vork Plan

- 85 -
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14,

15.

16,

18.

19,

.20,

21,

26,
27.

28,

30.

31,

‘Haintnnanfe Request (AF Form 1135)

Sefviée‘ball"FUnctinn

Requests for Routtne Maintenance and Repair. BCE Real Property

Requests for Minor Conatruction and Self-Help Vork BCE Work Request
(AF Form 332) '

.-Self—HeLp Vork

fob Orders

Bage Civil Engineer Vork Order (AF Form 327)

Civil Engineering Contract Reporting System (CECORS)
Logisties Management

Fire Protection

- Engineering and Environmental Planning Branch

Civil Ehgineefing Service Contracts
Facilities Board

Building Kanager Responsibilities

. Space Allocation

Environmental Protectoin
Missile Engineering
Disposal of Real Property
Base Chief of Services
Food Service

Dormitory Management

Billeting

‘Furnishings Management

Linen Exchange
Mortuary Affairs

Honor Guard

_66_.




.32,

33.

- 34,

"Part

1.

10.
11,
12,
13,
14,

15.

19,

Part

Cansumer Advocate for Commiesary and Base Exchange :
Base Theater ] 4 ,

Services Information Managemcnt System _ , !

D—-Comptroller

Budget/Financial Management

Commaﬁder’s Management System

Econonmic Analysls

Economic Resource Impact Statement

Managenment Assistance Services

Peer Comparisons

Authorizing Special Authorizations (Rental Vehicles) in Admin Orders
Reports of Survey

Actiye.Duéy and Retired Pay Support

Leave Processi ng

Emergency Leave Travel--CONUS to Overseas

Séparation Control

Active Duty--Payments & Collections

Entitlement Verification :
Prompt Submission of Travel Claims

Adverse Effect/Impracticability

Travel Generated Leave Charges

Vicinity Travel

Miscellaneous Reimbursable Expenses in Connection with Travel and

Temporary Duty

B~-Communications and Computer Systems

Conmunications - Computer Systems

— o am e dmee

v % mrammezes S




Part F—-lnspector General

i, Inspections

h 3, Conducting Administrative Inquiries and Investigations
,; 3, The. Inspectar Genﬂral Complalnt System J ’
'.4n_'Snlf Inspertion Program

: 5.» Alr Force Fraud, Vaste and Abuse Prevenfion and Detection Prngram

Pértré-—Lugistics 1
" 1. Alrcraft Maintenance Hanagemenﬁ i
Z. Aircraft Maintenance--Tool Control
3. Alrcraft Maintenance iTraining k
4.  Air Farce Bquipment Hdnagement Systum (AFEHS) | !
5._IChief of - Supply
77'§;t;Contracfing
7. Energy Conserva£1on
8. Logistlcg'hnalysis {
.:9; ?Lpgistics Plans . !
10. Missile Mainfenance Squadron Commander ' | F
11, Munitions Maintenance
12, Plans and Prugrams L

13, Traffic Management !
14. Vehicle Maintenance
15. Vehicle Operations

16. Zero Qverpricing in Alr Force Acquisition ) : !

Part H--Nanpower Management

1. Functional Review Program

_68_




16.

17.

18.

Manpnwer Authorization Change Request (MACR)

Managenont Advisory Study

Compercial Activities Program

;Capital Investment Program

5A Readiness Investment Program (R1P)

Air Force Suggestion.Program

I--Peraonnel (Civilian)
Appeal & Grievance Procedurés
Civilian Career Management
Discipline & Adverse Actions
Dress & Appearance

Drug & Alcohol Abuse Prevention and Control Program

. Employee Development & Training

Equal Empldyment Opportunity (EEQ)
Fi]llﬂg Positioﬁs

Injury Compensation

Labor ﬁgﬁagemeﬁt'gelatiops

Leave and Otner Absence
Kanagement Evaluation
NYonappropriated Pund Employees
Operating a Position Management Program
Performance Appraisal Program
Performance Awards Program
Fosition Classification

Supervisor's Records

TN Np—T

g




Part J--Personnel (Nilitary)
1. Atrman Asaignments

o Airmaﬁ‘Dischafggs

B 5

3. Airmad?Pronotlons
4. Ai;man Retraining Program
9. Ancillafy frﬁining Program
"6.‘ Casualty Services
7. Cou*ingency OPLAN/DMD Tasking
$. Control Rosters
9. Desertion and Unauthorized Absenteeism
10. Dress and Personal Appearance of Alr Force Personnel
11. Drug/Alcohol Abuse Coptrol
12. Educafipn Serv;ceé Prugraﬁr
&3.,:EqualiQpppgtunit&/Human Relatiﬁnsr
14‘ Family Suppoft Center
.15; VFbrmal Tréiniﬁg
-iﬁg.lLeavé-Poliéyl
17. Mobility Processing Unit (MPUD
18. NCO Residence/In-Residence Prcfessional Military Education
19. Officer Assignments
20. Officer Career Development
21l. Officer lnvoluntary Discharge
22, ‘Officer Professional Kilitary Educatian
23. Officer Promoticns Propriety Actions
24. On-the-Job Training

25. Performance Documentation

- 70 -
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26. Termissive TDY

27. Perscnnel Reliability Program
28. Recognition Programs

- 20, Reser?é Farces Affairs

30. Single Member Parents (SM¥) and Military Couples with Dependent
- Children {(MCDC)

“31.  TDY Manning Assistance
32. Unfavorable Information Files
33, Unit Career Counseling

34. Unit Retention Prograwm

Part K--Public Affairs

A Public Affairs Primer for Sguadron Commanders

Part L4—Snféty
-1 Séfety Responsibilities
2. Safety.Educatimn and Publicity
-3 Saféﬁy ?f;iniﬁg‘
4, Cdmbat Crew Articléa
5. Unit Safety Awards
6. Unit Safely Representatives
7. Safety Meetings
3. Safety Surveillance Prngram
3. Nuclear Safety
10. Hazard Reporting
11. Mishap/Incident Reporting
12  AFMV Mishap Prevention

13. Private Motor Vehicle Xishap Prevention

..71_.
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14, Occupational Safety and Health Program

15. Explosives Safety

Part N--Security Police

1. Crime Prevention Progranms

W

[nfpfmation, Industrial, and Personnel Security Programs

w

Physical Security Program
4. Resaurces Protection Program

5., Security Police Services

Part N--Surgeon

Health-Related Frohlems

- 72 -




L TR,

APPENDIX E--THE TACTICAL AIR CONMMAND

Section 1--Course Information
" Course Title: Squadren Cosmander's Course
Course Léngth: Five days
Course Frequency: Six times a year
Course Grade PRaquirements: Captain through Lisutenant Colonel
Course Location: HQ TAC; Langley Alr Farse Base, Virginia

Courge OPR: HQ TAC/DPATL (Autovon 574-5421)

Section 11516t Lng, Tsouacton. and Seatane Tophos
1. Comﬁéhdér'g Roles and Respohsibilitiee
2. Operat;ons Briefing

3, 'Personnel_Briefihg

4. AAF ﬁission Briefing
5. Command Records Review
6. Functlonal Vistits
7. Engineering and Services Briefing
8. Legal Briefing
9. Assignment Issues Briefing
10, Personnel Panels

11. Inspector General Briefing
12. Public Affairs Briefing

13, Personnel Contingency Management Briefing
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14. Plans & Manpower Briefiny

15. Social Actions Briefing

6. Challenge of Command (Vith the TAC Command Section)
17. TAF Requirements Briefing

18. Security Police Briefing

19. Logistics Briefing

20. Health Services Briefing

21. Comptroller Briefing

72, Staff Discussion (Vith SP/JA/USI/DPZ>

23. Casualty Panel (Vith HC/JA/DEH/DPAPY

24. Intelligence Briefing

Sectiun 1L1--TAC Squadron Commanders’' Course Booklet

Part A--Parsonnel

1. Goals & Organicational Principles
2, Civilian Personnel

3. CBPO/Squadron Relationship

4. The DER and the Selection PFrocess
5. Retention

G. Off-Duty Education

7 Promotions

5. Alrman Discharges

9. Absent Without Leave (AVOL)

10, Personnal Reliability Program (PRID
' Control Roster

Ll Eetiroment Proceeciug
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13. Dependent Care

-14. Advance/Excess Leave

15. Casualtiy Services Program

16, Physical Fitness/Weight Management Program
17. Classification

18, Retraining

19. Formsl Training and On-the-Job Treining (OJT)
20. Individual Mobilization Augmentee (IMA)

21, NCO Professional Military Educaticn (PMB)

22, Airman Assliguments

23, Morale, Velfare, and Recreation (MWR?

24. Soclal Actions

Part B—~ATC Training Advisor

ATC Training Advisor

Part C~-Plans

Manpower Management

Part D--Safety

tafaty

Part E--Bngineering and Services
1. Services

2. Civil Engloneering

Part F--Administration

Adwinistration
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Part G--Chaplain

Chaplain

"Part H~-Comptroller

Comptraller

Part I--Logistice

1. Combat Oriented Maintenance Organization
2. Supply

3. Contracting

4. Transportation
5. Squadron Kobility

6, Explosives Ordnance Disposal (EOD)

7. Munitions Supply (FK)

8. Combat Armament Support Team (CAST)

9, Combat Munitions Unit (CMID

Part J-—-Judge Advacate

Staff Judge Advocate

Part K--Operations

Airspace Management

Part L--Public Affairs

Public Affairs

Part W--lInspector General

Inspector General
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Part §--Surgeon Genural

Health Services
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