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DISCLAIMER

The views and conclusions expressed in this
document are those of the author. They are
not intended and should not be thought to
represent official ideas, attitudes, or
policies of any agency of the United States
Government., The author has not had special
access to official information or ideas and
has employed only open-source material
available to any writer on this subject.

This document is the property of the United
States Government., It is available for
distribution to the general public. A loan
copy of the document may be obtained from the
Air University Interlibrary Loan Service
(AUL/LDEX, Maxwell AFB, Alabama, 36112) or the
Defense Technical Information Center. Request
must include the author's name and complete
title of the study.

This document may be reproduced for use in
other research reports or educational pursuits
contingent upon the following stipulations:

-- Reproduction rights do not extend to
any copyrighted raterial that may be contained
in the research report,.

-~ All reproduced copies must contain the
following credit line: "Reprinted by
permission of the Air Command and Staff
College."

-- All reproduced copies must contain the
name(s) of the report's author(s).

-- If format modification is necessary to
better serve the user's needs, adjustments may
be made to this report--this authorization
does not extend to copyrighted information or
material. The following statement must
accompany the modified document: "Adapted
from Air Command and Staff Research Report

(number) entitled (title) by
(author) N

-~ This notice must be included with any
reproduced or adapted portions of this
document.
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PREFACE !

>

N

-
o

This manuscript i3 an article for cublication. It was writter «c :

( i};atisfv the ACSC research proiect reqgquirements. N o
The article tri=2s to convincz Air Forze supervisors to a2upand ;i
their effaorts to train subordinates for future lzadershino roles. RN
““Motivation tcwards this goal is provided through & discussicn o §3
the importance of subordinate leadership develcoment, and a '
descrioticn =f the cersconal fulfillment crne can obtain thrzough . .
such efforts.eThe article also shows how 3 go about -
acccmelishing Eh;; tagsk. This is done in & secticn covering ;u
cractical technigu®s supervisors can use every dav to help develaop f;
leadershis in each of their subordinates. =
el

This artizle will be submitted to the managers aof the Air Farce .
Supervisor’'s Course for inclusicn in their curriculum material. 5:

v In addition. a shortened versiomn of the article will be submitted o
' for publizaticn in Airman magazine. - ~i
] R t*
Conventions of format and stvle used in the attached manuscript o

are nct the standard ACESC research project conventicnz. The r
general guide for preparing the manuscript was Strunl: and White's .

The Elements of Style. The documentation z,ystem iz definmed inm The ﬁ_
Chizaao Mapusl of Style ("Notes" method, chapter 17). Other ti
differencas frcm ACSC corventicns include writing in the first R
oerscn and double spasing. L
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EVERY SUFRFERWVISOFR S MISSIOMN:

BUILD TOMORFROW™S LEADERS

Prologue

The bright winter sun sank deeper in the cold western sky
From hiz s=at in thea retirements and separaticns waiting
Colcocrnel Adams could watch the late afternocn sunset through the
uncurtained windows. He combarad his career to the settincs =un

for n a few more minutes thev would boih be officiall. retired.

4]

Chief Mastar Sergeant Hart, also completing his ratiremert

autprocessing, sat down in the chair next ts Cclonel Adams. Chief

Hart notad the pensive 2upression on Colornel Adams® face.

" »
ot

olonel, are vou wondering if it's been worth the sffort?"

Colonel Adams had known Chiesf Hart pretiy, well fcor ths last

threa vears. Thes had been hgonored together at a scint retirement

ceremon:, the pre2vious Jav. He btnew exactl, what the chia2f wa

m

asl.ing.

"Sure., it’s been worth it: it’s S@en & tarrific carcer." sa:d

Colonel Adams. "A lot of work, mavbe: but I've erioved most of

it, and I°d like to thint I’,e made some worthwhile comtributions.
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You'v2 made zome 1mportant czontributicrnzs voursalf. BuL lozs as

that sun. It's been bright all dav. Yaet 1%°11 sccn B2 giving us
]
h .
3 only twilight., then nothing at all. I guess I was ust f=sling
3
h
b for a moment that our carzers are like that. The 1mpac: we've

made will scon be just twilight, then that will facde arnd the Air

Faorce will forget us entirely.”

Chief Hart r=spliisd right awa.. "Zir, I disagree. Tz Alr
Force 13 pecole. and I'm sure ITve made anm 1MG&CT O some Seople

they wcon't forget for a lorng tine.”

b}

Czclzornel Adams kad alwavs libed CThief Hart s lack o

(}

"As usual. Chief. .cu’r2 right. I can think cof & few troocs w~hz
may never forgat ,ou’ Who Lrows—-—-the, may even become chizfs
themselves someda. because of the trhings vouw ' ve helped them

learn.'

Chief Hart pausec for a moment. THen he said. ThA&MRZ. 3L

A few of them will become chizfs. I.2 pointad them im th= 130t

direzt:on and the. s 1l succeed. I didr’t bnow much whern I was a
young airman. bdut omy MCOs pushed me and 1 graw. 2o I7we tried sz

remember 2 oush mv arrmanrn, and sure 2nough the. grew tcoc. I Lnow

you think akczut pushing »our pecpcl s, Leoek at Macor Wil whern
<3 gave him command of the maintenance squadran, I thoughi, with
all due respect. that ,cu wer2 nuts, Zut you pushed hin and

zcached him. and I have to admit that after a slightl. r~ough

[y

start. he’'z turned cut 22 b2 a firzt class commander., 2L rOCW.
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I°’m confident about the futuras, We'ra leaving s lot =f cocd
. leaders here. I we go to war tomorrow, thev can hack it. 1

[

supgpcse that training future leaders has been one of the mors

e

important things we've done.”

s

"Well., Chief." said Colonel Adams. "I always figured 19 w

[
"
Uy

330d i1dea to train my subordinates: so thev could reclazs ms when

I got tha chancz to move uo to the Hext runmg. Bt oma.be b7 B

i
[11]
W

more imocortant tham I thought. Mavbe the real missicn of a

s
[

peacatime Air Forcz (s simply to train tomorrow’'sz leaders. iz
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The Importance of Leadership Development

With great leadership. great goals can be raalizad. Ir a

o -

S b

military or

Le]

(2]

ation, this strong leadership nseds to be

exer-ised at avesry level from thea versy top on down tco the
frsnt-line supervisar. I+ sou ars & super. 1s0r. Vvou are helping

provide that lzadership now. But ,cu aran’™t immorital. Wham o zu
retire. or for that matter when vouw next zhange acbs. what will
you leave behind?T Will vyou lzave only an imorzes:.@ arrs. =f
zgcrh-tc-be forgotten perssonal accamclishments™ O will sz also

leave subordinates rzad, to assume tomorrow’ s leasdsrz=nic

Seneral of the Army Omar Bradlev said. "An essential

qualificaticn cf good leader 1s the ab:ilit, to r2ccgrnics. sslzct

Ty

and train dunior leaders.”! All of us who suoer.:3z2 n=2ed o

[

t=intk abouvt this particular aspech of cur miss:ian, an Z&. Tmore
attenticn t2 develcoing i2adarshio gualities 1m Sur suScrZimatss,

hl
I
e
3
T
O
5

"ot only will this better preparse +h =2 for trhre £_+_re, it

will alss giv2 us & much greater sense =f contridut:ce Jurisg zu-

Think cf the cecpla cu know who ara effecti.e laaders :in
todav’'s Alr Farce. ther think what thes were like whern the., were

airmen cr =scond l:

{1}
(a4

utanant

b

. Certairnly the, bumblad througe
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their share of mistakes and embarrassmentsz. Put they, l2arnss >
S
their acbs and acguired leadership gualiti=s along the way. If
you ask them. they cculd undoubtadly t2ll you whizh of thair
zuperviscrs influsenced them and helgped them grow. We cwe a debt
to those particular supervisors. They supportsd the missicrn o<
Jeveloping leadershisg gualities in their subordinates.
Whiles this nission has always oe=sn mnportant, 1t Fhaz ~=zc=z..22
rerewed 1nterest in recert sears, particularl. 1o ths 4ir STorce
and &rmy, A 1987 TI6& Brief inspeciticn guiZda. Zesizped “z 2.aloats
anit le2adershic. asks, "Are commandersz and super.iscrsz desslzoing
the pctentisal in subcrdinates for futurz leadsrsr-:ic rolazT? -
The 1227 revision 13 Armye Fiegeld Manual Z2-100, Military
Leadership, discusses "What a Leadesr Must tYihnocw." Amcrng *oz L4=zans
15 "How tz teach and trsin others to become good lsaders. s .
THis mission iz important to supervisaors at o2v8t. l&vel. aven -
Junicr enlistsd superwvisors. For exampla., a March-fecril (TZS Aray
Logisticicen articlz listsd the "Ten Commandmertz" £+ Zualic.
motar sergeants. Commandment Eight said. "He iderntifies
subordinatzss w~i1th lezadership potzntial amd sees Shat Y-z, 2t t-s
“rsiningd needed to adsance. 4
Air Forcs Chizf of Staff General Gabriel summed s Y-z .z3.e ;i

in his 1atroducticrn to the September 1235 AFF T8-49, Rir Force

Leadership:




ety

Those of us 1n leadersh:p pcs:iticns have a special
responsibilit, to develop and support thes hicgh cual:it,
pacple who will lead the Alr Force in the Z1st century.
I challenge sach of you to prepare ,ourself for
leadersh:izs. and tc take th2 time to teach those who will
follow you.®

Checl yourself. I+ you're not activ2ly developing leadershia

qualities 1n vour subordinates, vou’re not a Jood leader. Yaou'lre

v
e

not acczmplishing your mission.

o

J€ course, vou're rmot alcne if vyou' re one of the &i1r Force

Y ._1'[-_'

N supervisors who hasn’t been working to develop leadership

b

i
a
+
T
i}

subordinates. Cur ne2glect of this missi1on has been shown

Organizati

€]

nal Assessment Fackaga (0AF). The CAF. a (IS-zuestizn

zur.e,, has bee 3?,.200 randoml v selected Alr Force

3J
s}
va
<
111}
.
ot
(4]

members. Among many findings. 0AF resulits show that alnost hals
2% the cfficers and enlisted surveved felt that thay "were not

being prepared to accz2pt increassed responsibility [leadershigl ¢z

b
-

-~

wtert they would prefer."* In AFF 7&-27. Officer Career

i
1]

Development, we find. "In the final analysis, supservisors A
stitute the drivimg force behind ofticer career

develoepment."? 0f course., thi

m
1}

ame ralationship applizs =z

2rnlistaed peccocle. Therefore, if offizer arnd enlisted subkordirates )

teel the,'rz2 not ba2ing prepared for lzadership., SrE oTush

11}
1
it
il

Leers, il

shoulder 2 zi1gn:ificant porticn of the Llame. We nesd to do a

¥%

b

=
B -

ur

Ut
1
1]

O

better sob of develocping leadership gqualitiss inm Luocr .

o th

rt

du
-

T

And we need to do 1t now. during p=2aceitim ar

ut

e neces

11}
'}
i

<

P o I
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leadershic will o

11

there 1§ we 2ver need 1% in wart:ine.
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' A personal incident convinced me of the importarmczs cf %
M o
dJevelcoping leadership in mv subardinates. Same vears ago [ left a ~
. - . : I
. Jdob wherz I thought I°d done very well. My unit had been guits e
'~ L::
" ) successful, and I was proud that my personal imprint waz left on X
: ot
every accamplishment and improvement we'd made. & close frizsnd
told me that after I left thirmgs went rapidlv downhill. I was Q
N
: disappointad ts hear that. I Gockimgly, t2ld my friznd that ma.te I ?
. 3
& zould take comfort in believing that I°d contributed Lo pood
. ‘ S
4 leadership when I was there, because they fell apart aftsr [ lsz+t, .
. My cbservant friend pcinted out that I had been rnc leader at all. !
. o
He said I had done everything myself and rmeglectad tz de.elop -
) - 1 .
b leadership gualities in mv subordinmnates. He mav rnct bavz been )
" politz., but he was right. .
I didn’t like it when my friend first pointesd out oy -
» .n
2 deficiancies as a leader. Nobody ever told me that to be & good .
. X
. leader I had to develop leadership qualities in others. A lot cof -
. L)
guestions popped into mv head: What are leadersh:g gqualities? N
- ‘
5 _ . . e
N Aren’t leaders iust born with them™ How do I know which i
X subordinates are capakle of becoming leaders”™ Dossr’t FME 3
N (Frofess:onal Military Education) handle2 leadership Jdavelopmant™ e
Ly
- \\
What zarm I 2o to develzop leadership gualities 1o v suborcdinates? }_
"
. W
. Don*t 1 alresady have enough tc d97 My friend cpered a wholsa o
. .
cenfusing world to me by presenting this unwelcome new idza. Yet -
X I thought of the words of British Field Marshal Lerd Wa.sll., "T-a o
o
A ideal officer should be afraid of ncthing. ncoct 2ven a new o
. o
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idea."®* Begrudgingly, ! dec:ded to give the i1dea a chamcz by

finding answers to my questions.

My investigation, in ratrcspect. has prcven much more waluatle
than I sxpected. I intend to share with vou sgome gf the answers 1
found. Ferhaps vyou will also find some answers of your 2own, and

resolve to better develop vour own subordinates.

Answers To Leadership Development Guestions

Maz+ of the guesticns ! asked myself turnad out to be

reascnably 2asvy to answer. Lzt me deal +first with thece.

X What are leadership gqualities?

Ever: btase library has thick volumes dealing with the theory
of leadershipo and leadership aqualities. And there seem to he as
many lists of leadsrship gualitiss as there are publizations
dealing with leadership. None 2f the lists reallv nail Zown = set
of gualities that will absolutely guarantee lazadershic succ=s=,.
Yet all of the lists displav & degree of commonalit, and cite
undeniably useful leaderszhip traits. For cur purposss. I7 .2
simpl v selected a dozen items that the =uperts freguertl. mention

in one fcrm or ancther:?

1. Professional and jiob knowledge
2. GSelf-esteem

Se Character and ethics

|

l.‘uﬂ W

WX
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4. Interest :n innovation and willingness to take risk

"
. v
WhoaRR

<. Oral and written communication skills

~ )

6. Self-disc:ipline

7. Health and phvsical fitness

e
B s Tw" " a %,
Ptr .,

8. Commi tment

'

. . Y
?. Abilitv to teach R
: 10. Ability tz iudge cthers o
M Y
11. Decision maling skill -
12. Accaptance of responsibility ..
- L ,.
. P
0 i.‘
) . . P
Think of the militarv leaders vou have known, partizularly the ®l
ones vcu most admired. They probably possessed guita a faw of . E
s N
these 12 gualities. You mav alsc think of cther sualities vyou N
w o]
a consider important. Makes our own list and kzep it hand,. The k:
point is that there are at least some gualities that can be - X
» J:'
. - ..
: defined, and you have to know what they are 1f ,ou’re going ts tr, -
. -‘i
! to develop them in vour subordinates. - :
Iy " .
‘ X Aren’t leaders just born with them (leadership qualities)”? S
. L
. ":‘.
. Suwrprisingly. almast all of the exgertszs I cculd find were in h}
agreement with each another on this interesting guestion. Scme =
‘ (<
. ceceples stsigusly have a grsater pectential than cthers for rt
, N
g developing leadership qualiti=zs, but the conssnsus 13 that nc cne N\
1s reallv born with them. Ly
L
::-‘
, N
o '.'.-
o
, -9 - X
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4 Dr. Richard Lester, a respected gducator serving with Air

DX IARAL

|

University’'s Leadership and Management Development Center. writas,

v'.'

. . .

"Much the same as lawvers, writers, test pilots, or erngilineers, .

: e
leaders ars made—-—-not born. Feople can develop and learn ‘o

»
.’.

leadership Jjust as they learn any other complex skill. but the

i

learning process requires intensive effort, study. and continuing

Dr. "General Daniel

agplicatian.” Lestet goes on to pcint cut,

*Chappie’ James, Jdr.. former Commander., Rerospace Defense Command,

was a firm adveccate of the principle that leaders can be tra:ined.

He oft2n said that the military must search out latzrt taleant and X

then train it to i+ts full potential if it eipects to develop

LS

e

_,._
]
»o?

. effectivz leaders. "t

—~r -,

Other military leaders exprassed similar sentiments. Cin11

War General William Tecumseh Sherman said., "I hRave read of men -

“ v
LU A

vy

r

.. born as generals peculiarly esndowed by nature but have naver saen

T
[

)
v

one."'* Former Air Force Chief cf Staff Gerneral Curtis E.

LeMav said. "I'm firml. convinced that leaders arz not bhorng

A

they’'re educatzd. trained. and made. as i1n every other

AR S
[ )

S Ve ® T
2

o
Yo

profession."'? In Air Power Historian, Lieutznant General Ir

«

C. Eaker remarked, "There is an inter=sting phenom2non about

»

leadarshig. One does not saem to inkerit its propensitizs or

“e‘e 4 8 a'®
.

"0."'

l:

F guali+ti=s. It seems +to bhe an art that iz acquired."'s All of

these men serve to debunk the popular mvth that there =:ists among <

LIS

; N

us a given number of born leaders. In fact. military acadasm:ies. -

s RS
M NC3 leadershis schcols. and other formal srograms have leadsrship y

: - 10 -
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development as their central purpose. 1¥f leaderz were bcorn, not . i,
. made. these institutions would be unnecessarv. e~
o
Okav. 1t seems that pecple are ot Just born as leaders, but
¢
some are born with the potantial to become leaders 1+ properly ;ﬁ
. develoced. This leads directly to mv next question. e
% How do I know which subordinates are capable of becoming o
’ leaders? :
d .
; [k
. , . (S
Not everyone can become a truly inspiraticnal lezader. but N
think 1%7s 1mportant to mention first that everwv Alr Farce member <4
[N
. has at lsast some potential for leadership. Ever. member 13 rncw & .
‘ . . . h-. A
migh school graduate. everwv member hasz gualified for =ntrance into ]
l -
[2S
\ i e
' the Air Force. and so avery member has at lsast demonstratszc =
3 nossession of the basic intelligence and maturitv needed to Secome - -
e
. . . '.‘
a leader. The Air Force needs thousands of people with leadershiz A&
5
. . R . - 13
gualities., at everv level of supervisiaon, 38 we must remember to - e
give everyone we supervise at least a littla bit cf laadersh:ip A
’ N
o
J development attenticn. This applies even ta those who dor’t seem Ea
< B
- Cay
- too promising. Remember that omne of our naticn’s most imgcocritant R
A
military leaders, General Ulvsses . Grant, started out as a s
A short. shv., unmotivatad Loy who experiencad seri:cus disc.plinar:, :f
problems and countless failures throughout hi1s earl. career.'* o
\."
r Luckilv, he finallvy received some zpportunities to devslcep his -
! leadarzhip and his peotantial blossomed. ;:
[} ‘_-'
L] '.n.
: - 11 - o
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0f course, those of vou with a great number of subordinates
need a yardstick to measure relative leadership pctaential. so you
zan concentrate vour efforts on the best candidates. I suggest
you consider these four indicators in deciding which subcrdinates

will receive the greatest attention:

1. Chocse those whc exhibit informal leadership amcng the::
S@ers. Those who can influence cthers, even 1f itz & negative
influence, have potential. This is not exactly the same as

popularitv. Look for those who are willing to take a firm ztand

against their peers on ccoasion.

2. Fotential leaders are often creative. Lock fcor trose wha

n

Have the new idéas first or at least are first to accept promising
new ideas. Femember aviation pioneer Air Marshall Guilio LCcouket’s
words, "Victory smiles upon those who anticipate the changes in
the charactzr of war, not upon those who wait to adapt themszel.as

after the changes occur."!'s

confidanca. Nct =mucness or

[

J. Look for those with natura
egocentricity, but a persistent attitude of knowing they’ll
succeed in the things they consider impcrtant. Major Michaesl 4.
Fosebush,., assigned to the Alr Force Academv’s LCecartment of
Behavicral Sciences and Leadership, wrote, “Some prominent
psvcholagists believe that if vou have to lool at onlv cne factor
to trv tc predict whether a person will be succasszful or mct. .cu

should look at their self-=2steeme... Self-esteam 13 sne f the
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primary human drives and has an extragrdinarsy 1mpact zn

o
ja]
L]
3
]
4]
3

performance, "¢

4, Select those with superior Jicbh performanc2. Air Fcorcoca
tradition and officer/enlisted promagtion svetems have long held
that current Jjob performance is one of the best measures of

pctential for i1ncreased respansibilitvy and leadership.

Thesz four indicators. along with common sense. will usuall.
tell vou who deserves the greatest efforts at developing
leadership gualities. But remember that everw subordinatz
deserves at lesast same of vour effarts because everv ane of +them

can praovide future leadership at some level.

X Doesn’t PME handle leadership development?

b
]
O

FME handles some, but not all., leadership develcooment. ~
at the Air University CLatalog shows that everv off:z2r and
2rlisted FME zourse contains 3 health, dose of leadership
education.!” But this =2ducatiom is generally thescretical:

derived from lectures. seminars, and readings.

It makes sense that good l=z2adership de.elopment also raquiras

r

1]
m

+t Zeal o9fF pract:

by
Wl
n

e to Jairn the necessarv guairties. By
necess:t., most o that practice will have to take place in ke o
environment--not 1n a FME course. Efforts to build leadership

qual:i*ties will certainly be more productive 1 f conductzd under th
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supervision of a tutor. You. tha supervisor. are the only

practical person to S5e that tutor.
% Don’t 1 already have enough to do?

It seems that there’s never enough time availatle to do all
the things that need to be deone. An effort to develop leadership
qualities in our subordinates will consume additisnal precious
time. But keep three things in mind., First, some efforts., such
as effective delegation (discussed later), will actuallv save time
in the long run. Second. consistant efforts to develop leadership
gualities in subordinates will remind us to work on our own
leadership gualitiss and promotes our cwh growth. Finally., svery
supervisar could undoubtedlwv make some time bv elimimsting tasks
that will prove less important in future years than developing

leadership gualities.

Scrutiniz2 your daily schedule. Fesolve to make time for
subordinate leadership development by eliminating some lsow-i1mpact
tasks or by avoiding the time-consuming pursuit of absolute
nerfection i1n minor tasks. A good idea would be to develap the
habit of at least ¢thinking about subordinate leadzrship
development once everv dav at a regular time, such as right after
lunch. I¥f vou can remember oncz2 & dav to ask yourself what ou’.e
done to develop vour sﬁbordinates, it will help vou take ad.vantage

of good opportunities as they arise.
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How To Develop A Subordinate’s Leadership

You mav have noticed that I temporarilv skipped the czrucial
question "What can I do to develop leadership gualities in my
subardinates™" This guestion iz reallv the nucleus of the entire
issue. I’1] now try to answer this gquestion by presenting some
suggesticons which I believe are practical for typical pescetime
Air Forcz supervisors. This list 1s certainly not all inclus:ve.
nor does it applv equallv to all ranks or situations. Some of the
suggestions may seem more appropriate for commanders than

supervisors, although supervisors can modify the suggestions to

make them useful. Hopefully., the list will at least provide

[y

starting point to get vou thinking about how vau can develaop vour

particular subordinates.

1. Match duties to leadership development needs.

When we assign tasks., we naturally attempt to match the tasks
with individuals who have the appropriate talents. But to enhance
leadership qualities, we should sometimes match tasks with
individuals who do not have the appropriate talents. This will
help them develop those talents. For example. an i1ncividual
without & proven ability to Jjudge others or a good krnowledce ct
all the unit’s activities could be assigned tc perfarm the

self-inspection for another szection of the unit.
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This not only sounds risky, it is risky! But consider the
gquestion posed in Alr University's Buidelines for Command
camphlet: "Are vou willing to take reascnable risks toc allow your
subordinates to grow and become more productive?™"!'® Wouldn®t
it be foolish, especially in a peacetime Air Force, not to take
these reasonable risks? Let your subordinates tread new water and
make the mistakes thev can learn from, in peacetime. so that they

will be better prepared to lead in the future. i1f war ever ccmes.

There are manv more examples along the same line. I+ vou need
to nominate someone to fill a vacancy on a base advisory council.
Jou mav want to select someane with leadership potential but
without & cemonstrated commitment to Air Force goals. I+ a task
arises that will require close coordination with other units, you
could assign it to a person who hasn't shown keen communication
skills. Ferhaps vou could simply rearrange Job duties within vour
unit at reasonable intervals to increase evervone's breadth cof Zicbk

krnowl edge.

Of course. when you assign new duties like this. vou need to
Se able and willing o train vour subordinates in their new tasks.
And be sures to let the subordinate know what leadership qualities
vou aim tS 1mprove. See if this doesn’t motivate them Lo put

forth a considerable effort to mastar those gualities.
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2. Delegate authority and responsibility.

No matter how good vou are. ycuw can’t do evervthing
woursel f—--nor shaould vou. The well-known benefits of delegstion

include time saving for the supervisor and the 1ncreased

n

initiative of decentralization. A less well-known benefit is

0

w

leadershino develooment of subordinatss. Dr. izhard Lazter.
gucted abave. writes, "Leaders must delegate tasks which reguire
their ceonlz tc make decizions."'® General Qmar Z2r. lzv said.

"Ther= 1s no better wav to develop a person®s leadershioc than to

&
-

pa-

give him & job involving responsibility and let hi:m worth
out."?® Notice General Bradley® s advica tc "lat him worb it
out.,” This is essential in delegation. The .enerakble General
beorge 5. Fatton., Jr.. explained this when he zaid. "Mever tzll
peocle how to do things. Tell them what to do and thev will

surprise you with their ingenuity,."n -

(r
1

Look at your own tasks. Couldn’t vou delegatz soma2 Lhings
vour subordinates? For example., delegate the tash cf building
monthlw uwun:it dutv schedules. If vou delegate this &tz varicous
subordinates on a rctating basis, thev will each inzrease their
understanding of now the unit operataz and get the cocoorturit, Lz

1nrnovate.

Whatever you delagata, be sure vou let yvour people krnocw tha,

and *he results, I*ve

(ad
i
(]

will be personall. responsible for the

heard. "You can delegatz authorit, Sut not respeonsibilist, . "

- 17 -
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Technizallv, *his is true. That's why delegation of
respons:ib.lity can be risky——vour bcss will still hold vou
acccuntable if the delegated activity results inm a failure.
Nevertheless. 1 f ,ou want to develop leadership cualitizs in .our

subordinates, wvou must still tell them thev are responsible for

a

the activity you delegated. ust as ycur boss decided what lzvel
of activity could be delegated to vou with & reasconable zharnze of
succa2ss. .ou must make the same judgment in relation tco your
subordinates. They must be held responsible if thev fai1l. and
likewise they must be given cred:it 1§ they are szuccessful. L=t
them know vou are svailable to help guide them., but .ou will not
overrule their regasonable deciszicns. Ancther gucte from
Guidelines for Command: '"Gi.e peonle responsibilit.: th=z, will
like 1t and respond.... Most people produce more when the, Lnow

they are responsible for their actions."?22
3. Conduct formal periodic counselings.

The commander of the best led sguadron 1702 ever Loown

conducted formal half-hour individual counse

,..
e
3

0
ol
L1}
w
n
hot
a}
A
w
M
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1
3

<

six months with avary member of the =zguadrcon. Trhe Zounmsslircsz

oravided am ideal forum for discussion of each 1ndi.:idual’s aob

[}

perfcrmance. career plans. and leadershic develcoment. Eacr

cerson received a lot of praise for their s

or

rengths and s bHr.tally

honecst reviesw Of the areas where thev coculd imocrcve. Eut t-2
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) overall e:periznce was uobeat anmd I know of no ore in the scuadrzor .

wha considered it a waste cf time.

XX,

J
Everw supervisor can likewise gromot2 lesadesrshis desvelceoment
%
. . . . — M
of their subordinates through periodic counselings. 3Schedule them
. A ' 3
. far in advance on & routine basis and prepare for them ;
) 1adividually. Consider these suggestiors in conducting ko
counselings:
A, Use the appropriate CERJAFR rating form as & SiscuzEsicon o
quide faor a porticon of the counseling. Mert:izon thirmges the e
-~ E 3
d subordinata2 has don2 that demonstrate the mastzr. or laz!t of
. -0
& , \
s mastery of the performance factors listed. Ncte that the =
f pertcrmanca factors are closely related to leoadership qualiti=s. o
' Asl. the subordinate for zomments as vou 3o and for- lgoeas on how to - .
p-. improve tha weaker ar=as. Incidentally. reassure the subcrdinats 5
", that when vou comelete the written form at the end of the r=ting - :n
. per:2d ,zZu will czncentratz vour comments & the ndi.:idual 'z i
« ;\
: strengths! KN
. ':'
. ‘N
. RS
- E. Dizcuss the subordinate’s careger clans. Ensuare Loz "
ar2 realistic and tare intc account i1ngr=aszi1nd levsls of e
- resogonsisilit,. Mak=2 the (ndi.:dual st firm dates for Zoaclzticzo -
of the next level FME (and follow up an the progreszs of this =
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—
[}
-~
v
Ty
b
[y
1]
T
F
L]
r
)

icab

o
r-

effcrt). Erncouraga off-duty educatiocn in &b
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C. Descrite to the indiwvidual thz imcrzssicn
sresents to sthers. Trv to be non-iudamental. Be tactful vet
honest. Poes he or she appear sloopy or neatT™ Quizt or

b7

taltativeT Agaressive or lsiaid-back”™ Rarely i1n comol:iamce aor

n

totally committad” Many peoole harbor amasing 1N CCUraci2s oo

what thev believe cther= thinrk about them. Thev zarn’ % £e 200d

H
[
3

leader=z unlzss thavw undarstand how cthesrsz se2 them. Ak
fe=sdback about whether thev agree with the :1mpre2ssion:z the. 2ive.
Explain tha ccocncapt developed by manacgement zonsulitant Sizh Tats:

~oal upon esachk anmd ever. =zituartian that vou're in as an

e
[
b
ot |
0
n

ztatement [an :mporessionl.... Il W~

0
o
n

0

3

it

[

0
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w

a statement an.how. 30 make it corhsciously. "2

w
3
o

z. Brieflvs guesticn the subordimate aboutr heslih
safety concerns. Chech for the subordinatz’ s perscnal
sat:sfaction with diet, smohking and alz-shol. esercise. armd general

health cractices. Ash whether thea subordi:natz fe2elz &ir Forzoa

implementad. You Zon'ht meed to lecture on oall these toc:cs=. Vo
Sust need Lo show vour concern anc crof the subordinate 1nta being
concarnad. Sukbcrdirates can’t beccme cood lgaders and ~2main ZII2
l2aders Junless thev take car=2 cf %heir health. Femamber that

Napolecn never lost a battle unt:l Watzrloo. where Fe was & =:i1c-

man .,

- 20 -
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E. Try to enhance the subordinate’s sense of commitmsnt by

discussing th

(™)
i
w
1]
[
1]
o
0
1]
rt
T
m

subordinata’s 1mpression cf how well
the unit 1s sccomplishing i%ts mission. Ash what the =zubcrdinate
likes or cizlikes about military life, life 1n the dorms., family
adaustments., or whatever 5eéms aAppropriate. For eramgle. ask what
the subordinatz believes about why some military members use

drugs. {You mav be surprised what vou learn.) Ev scliciting

persaonal opinions about these and other current issuss.

w

hooefully get the subordinate to realice his or her own influence
over these things. You may even obtain an agreement from the

subardinate to trv to improve some of them.

F. Be certain that vou end thes counseling on & ccsitivz
ncte. Foirmt out the importance of the unit’ = missicn and the
contribution of tHe i1ndividual to that mission. Mernticn the

subordinate’s growth in leadershio guslities., Be clesa- abcut what

you expect of the subordinat2 during the next several mont

-+

Build the subordirates™=s self-esteem by espressing «Sur -onficence

that the subordinatas will succeed.

If vou accept the challenge to effectivel . canduct

well-olamned oeriodic counselings with sach subaordirats

i
1
or
i
rt
or

will 1nevitably zome awav with anm 1ncreased commatment to

leadership development.
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4. Assign individual communication exercises.

I've alwavys felt that ore of the most admired lzaderzhico

abilities is the talent toc get up and spealk convincinglw befaore a

group. Effective writing is similiarly an ability that camn sway

followers and build respect. These skills have alwavs enhanced

any effort to lead., whether in business. covernment. Sr the

militarv. In the zciocneering business textbook The Function of the

Executive, Chester Barnard concluded that communicaticn is &h

fr

main tashk of organizaticrnal leaders.? Beniamin Disraeli. ¢

i 2

oftern gucted orime minister of Great Britian, said. "Mern govern

with words."# In 1917, Maior C. &. Bach deliverasd tc & cla

)

of newlv commissioned Armyv officers cne of the mcst famous
addrezsses ever given on military leadershipo. He included. "Moot
cnlv must the officer know., but he must be able to put what he

knows intc grammatical, inmntegresting, forcaful English."?

(2]

L

w

start growing int2 a polished ability to communiczata. You Can
glant these seeds bv having vour subordinates oractice
commun:icating. Contrarv to peopular coinicn, notad sc2akers amc

writers usually cl

W
-

im that i+t tocor vears of cractice 4o de.=lop
their skills., ESimple communicaticn sx@rcisas Can 30 & LCNS W&,

towards helping develop these shills 1n vour subordinates.

A gocd =xxampl2 cf a communication exzrcisz 13 found i Army

Field Marual ZZ2-100. The manusl describtes a te2zhrniguas that

e
o

TRy

important to nplant seeds in vour subordinates that will
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' gnhances communication skills while helping Armyv scSuad leaders ﬁ%
maka sure their *roops conduct thorough inspections ("motor g;
‘ Pyt
stables") of their vehicles daily: ,
\J
N
Each dav the squad leaders assiagn a differant s=guad -
member tao be in charge of motor stakbles. Tel!! him one &
week in advance. Tell him he will give a 10~ to (S~ "
minute class and demonstration on an aspect of the k-
vehizle. He will then supervise the ma:intznamcz checks };
X o the sntire vehicle. The sguad leader®s ick is to &’
’ prov:ide overall supervision. tc observe. to ccach. tco '
. critigue. and to ensure procer maintenance. At the end .
: of the maint=anancz session, the sguad leader lsads & f
\ feedbacl: session in which each soldier 1n the sguad O
: gives honegt. raspectful feedbachk to the scidier who l=d2 I
‘ the sessian. The squad leader must ensure that the r;
feedbach:. while honest. dces not overwhelm and
discourage the soldier. The feedbach focuses on b
leadarzhio attributzs that werese demcnstrated. . i }i
8 This same program will work egually well for am liind of ‘i
) weapons or =2quipment maintznancs. I+t iz alzo applizabls L‘
te traiming. It involves all soldiers in the sguad and -
\ develops leadership in them——capabilities that thesv mav I
: nat have krown they had.?® I
. 2
Y
, This kind cf exercise could =2asily be adaptzd to Air Forcz2 Zroup - N
~gguirements, such as the ones directing periodiz insoections of I
)
; flight simulators or grcocund sguipment. El
' i

, of presenting a speech at vyour training mestirmg or zommardar':s i
y zall. Commanders are nearlv alwavs hagow t3 include such %,
X 3

presantations. 30 long as you makz sur2 your subordiratz will teec

it
n
{1
)l
»

In

it short (Z-% minutes). The epeech could cover a new ragul

arm article from a professional publication., 3 safet v procedure, or

e a4 s *

any other tooic of intera2st to the group. Critigue the zocesch
- 27 - A




afterward. I+ vou're not & good public speaker yoursealf, find
someane who is. You'll probablv have no trouble comvinmcing that

perscn ta help you critigue vour subordinate.

Also include practice on written communication. Assign

subordinates tc draft lettersz or memoz on some of the subizct=s U

would mormally handle vourself., such as reguests for support,

local proczduress. unit histories. or rzcommendaticns for awards.

Critigue sach effort. nmot on the kEasis of how vou would Have

il
0
oF

writt=n it. bBut on whether %the meaning was cla2ar and ths goint

lsgc critigue faultv grammar. Yirtually every grominent

I

A OsSsS.

leader matkez an effort to follow the zommen rules o

-h
ith
-
i
b2
=
I
5

Ther 1nstruct our subordinate to rewrite and cCarrect the ca

4]
o
3

with the help of peers :f necessarv, until it is rzascrnabl.

il
(W]
0

The main item to emphasize in ary communication exercise is to

make the meaning clear--to get the poirmt across. Cen™t let vour

subordinates make the practice diffiz-ul* bBv +rvin

i
o
0
[
ut
(]
-+
the
3
n

~<

worcs or elcocauent theatrics. Manwv strong lzaders

f{)

effective brevitv. In John Wavne’™s larger—-than-life gortravals of

[
o

frontier lgadsrs. he seemed t32 get the whole olanm acro

[0]]
it

T

o

Ltz cct tarrific

5
11
(]
[

za-1n3. "Saddle up!"?* Gensral Fa

1y}

savirnz. "Fcocllow me."3® QOthers usad mora words. Sut sztill

zoncentrated on making the meaning clear. Abraham Linccln might

be surprised toc h=zar that some cf his speeches has2 come o L=
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considerad great litasrztursa. He claimed that he =scucht znl. &£z ta

undersztaocd. and to zonvince.®

It’s impossible to overestimate the value cf oractiz=z. through

vercises such as those 1ust listed. 1n developing the

&)

communication skills vital to leadershio.

3. Create an atmosphere that fosters leadershio development.

A gocd supervisor zZan set & positive atmoscherz 1n “he undt
that will continuously promcte leadership development. Look at
your cwn unit and see if vou've creatzd the right atnocschersa. Tz

izt on high standards and integrity” Do vou reward

C
L

e
3
L]

-

super: s gperformanca2” Lo veuw routinel bBuild socum swukcrdimatss’
self-zgnfidenze. and remind them of wour faith that the. will
continua tc imprcocve? Do vou maintain a unit "read file" tc helczo
2xpand each person’s prefessional and dob knowledge. amd Zdo0 vou
maka sure they zach review it perigdicallv?™ Do wcu grcourage .our

subordinates’ orocfessional reading program bv letting them

occas:iconally s2e vou with & good bock under your arm™ Do o.zu lzt
wouwr subordinates bnow thev are responsitle for oolizimg each
other?™ Lo ,3u 2ncourage sports and corditicring przgransT 1§ oo

zan answer "ves" to most of these guesticns, vouw're gromcting

leaderzhip devel coment.

However. a particularly important ingradient o crz2at:ing *rke

right atmospchere iz to make sures vour subardinates Lnow “-at vou
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welzome new ideas. HReware of the slcgan. "I 1t sin’t brake,

N
don”t fi: 2t." Thisz slogan should apoly to harcwares. ~ot ldeas. . -
A . e A
I4 vocuw aposly it ko ideas, vou trample initiative. Faormer has
1
. i ' oj\
Secretary, cf the Alr Ferce Yerne Orr =zaid: e
2 ~L
Scme of our best ideas come from the first level of ook
super.i13ion. Sut many of them diz2 thara. no doubt o

becauze thew threaten the stabilitv and security of KR
establiszhed superwisors. While change fcr changa’= =
mas be darmngerous. the 3rester danger 1s :n refusal to
acca2pt change.¥?

Do vcu nuwture those subordinatzszs who show crszativiév. and Zco

wou 1mclement the:r maore reascrnable suggest:ons as ofien 23 vyou RS
can”™ Lo ,ou admonish wcour subordinat2se nct Lo comolals. Suh Lz oy
"

cresent a better idea and a willimgness o do scmeithinzs abcut it7? TN
Do vocu allow ycour subordinatzs the freedom to 2uperimnent amz tz e

make mistakes thev can learn from™ General Omar Braclewv ga.e his G

S

opinicn on this subizct when he said: IR
-

~

I would rezommend ts all commanders that thev infarm the "
membzrs =¥ their staffe that an,ons who doss ncot e
Zisagree once in a while with what i3z about Lo be done %

is of limitad value and should crobably be zhiftad Lo K
saome@ cther clace where he miaht occasiormally hase an el
idea.¥ » "

6. Become a mentor for a promising subordinate. A

R

~ mentor selects ths most promising subordirate and zavs, "I R

will teoach +«ou everwv sacret I know and give v3u every Sogportunit.,

tz serform bhezause [ believe that ou Zould someda. R2ld a

posit:icn cf cocrnsizZarable 1acocrtancz.”
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y mentsr . /subordinate relationship included Genersal Fgoux Comnor anc b
. Dwight Eisenhower. Az a voung fArmy officer Dwight Eilsenhower o
s p
\ workad for Gereral Connor in Fanama. After Eizznhcowsr ratirzcd. ==
.
) wrotes: 1N
‘ ~
"
. Life with OGeneral Connor was a zort of graduatz school ‘(
. in military affairs and the humarities., leaverned by a o
% man who was exgeriencsd in hiz kLnowladge =f mern and
their :andu:t. I zan never adequatel . &uprsss my
gratitide to this cne centleman.... In a lifztice =4
azsociation with gresat snd gosd mern, h2 is the Zrne nore K7
or less 1nvisible figure to whom I cwe an Znocalzulatls .
.
* d Eb t . 34 ‘.':
. 'u‘.
. ."
This 2ixample cf mentcor/suberdinate offzct has Sszen recsatzz =
- - \'
. czurtless times at various levels of ranml in militar. lifs. The br
. Y
) subcr2.inats cften becames hncwn as the proticd =f thz mertzr, .
. ) . . o -
especially if the mentor is a high rarbing individusl. Zut the
system works iust as well between a seasoned =taff sergeant arnd a "
. o
. Sright woung airman. -
- . - r..
X Nevertheless., thera ara things ou reed = b2 awaraz o< wikh o
: RS
. tHi1= techr:igue. Ee senszitive that some gecole dislibte the -}
- :\
X mentar . zudordinata relaticnship and consider 1% a zaze zf w-~+alre o
- fa oritism. If vou decide tz assume a jenuinme mertor rols far an N
- " -
" . .'..
- officer or esniisted subcrdinatz. malz zurz -2 zutbcordi-~atz -as v
- "-
. ] ] ".
- e.zepticnal potential s that vou zam fairl., Jdismizz azcus:ztions e
of this kind of favoritiazm. Attenticn %z ¢hiz touszhy point zanm ta o
A :.'
- . L
. seen in an article from The Changing Horld of the Qmerican s
. .
o e
- Military. The authorsz zav. "Commanders of Alr Forz2 S.ostamsz 2
L .
= v
- v,
. - 27 - v
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Command—-—-Generals Fzrcuscn and Fhillipgs-—wera grcoducts =f Ceneral
Schriever’ s attention *o subordinate develcomernt." The authors

then hastzn tz add. "Alithcough thesz military leaders oeresfitsd

I

from the Air Force’s protégé tradition. gach was s distinct

innovatcr. philoscpher, and leader in his cwn right,'"d®

The cther consideration in a mentor/subordinats relatizoship

is perszcnal rizk., Accordinc to Harvard Business Review:

Mentars take risks with gecole. Thev bet irnitiszllv on
talent they perc2ive in wocungsr pecple. Meantors al:z=c
risk emctional involvement in worling closel s with their
junicrz. The risks do not alwavs sav off. bubt the
willingness toc take them appears orulZial in develcping
leaders.3*

Whether vou Zecide £z go all ouwt Lo establish & truas

mentor/subardinate relaticrnship., or just applv & low-hey oortion

of the systam to a few abova-averace subcrdinatzs., I think w~ve zan

(A

aaree that the effort is crucial if we are to devsloo eizcsctional

leaders=.

7. Get involved in vour subordinate’s next assignment.

AFMFC mus*t often make assiznments Sased crnlv on somewhat

imperzcrnal rzocords. Yzumg gecpliz cfta2n =tata nmant

Oy

in
in
1]

Sreferencez sased onl. oo the advice of their ecually
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: Far a subzsrdinate that is reallv read.s “or incressed 4
g
N responsibility. alace an AUTOVEM call £=o 12% the zarz2er nansgss X'
() .’
s
. Lnow that vour recommendations sn the AFR/OER aren’™t fost window ;'
y,
LY
4 dreszing. Cet vour bess to help 1f vou feel strzrcgle. Talh bz v
sour contacts at cther bSases o see if thev know o4 am scorcoriate x
] 3
\ L . *an
3 positisn ocsning, and convincez whoever ocwre that oositicocn Ltz ast .
[
: >
fgvr souwr subordinate. I a2 good coporturit. coerns out of c.cle, e
see 1f wou can figure a way o rel2ase your sharc =zubordinat:s o
‘o
4
sarly. ¢
-4
"o
)
.
Talk to all vour sunordirnates about the thingzs that ara -
- imgortant 1n a 1cb cther than geggraph.. Make sure theve LNow e
- -\
5 about the agrowth and zatisfaction available in supervissry and -
Zommand posi1tions. I+ thev haven?® Seen in the ALr Force too B
. .
. long. 2rncourage them to apply for a position as an i1nmst-uctor zn v,
- ) ‘ b
ATC or anvwhers else apprapriate. The i1important leadership Y
qual:*ties a young person can master guickly in an 1nstructzsr role .
- ne=1 t3 be mere widelwv recogrnized.,. Flive of our last =i Chiefs aof N
; Statf and at lz2ast fcur of our last ssven Chiaf Mastoar Zergeants \
- L]
2f the Air Force served as i1nstructors in their early g
, O
. careerz.> e
.n L‘:
¥ (SR
, o
. Try tc weork harder cn your subordinatzs’ assignments “han oo .
.-
do on vour cwri. EkEeep in mind the idea that without the
Ld ".
superviszor’s nvclvement., there :3 no svystem the Qir Forzz zaould k
<+
¢
Zevise that would sdequatelw match the cotential talerts of our "y
ol
Ly .:'
» - 29 - -




Ses=t 1n du

1s with the rezponsible pcsit

growth. '

8. Lead by example. .

I saved the best for laszt. Although this is an 1ndiract
tezhnigue., militarvy tradition hclcs that l2ading b enample and
beirg & gcod rola model is
2eveloping leadershio in subordinates.
not mctivatad to tryv tc beccme a leader until they meeset a zcood

b}

leadership rale mogel. You need to be that good leadershic role
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model. Thi

w

13 2@zpecially important in & subcrdinatae’s =arl.
JEArES. During this impressionabtles period the subordirmats’™=sz csers

i
P

[
1

are also new: their supervisor respresants the "Cfficia

Force." Thus the supervisor automaticallvy serves as a role model .

and exerts great influence (hocefully a positive influenc=!.

Subaordinates mav sometimes nct be akblz to live up tc .3uw high
xampl2 due t2 immaturity or lack of talent. But ~zcu zan £z zuece
the. 11 have no grablems copving vour £ad enample. 6Guidelines for

Command statss. "If vou are i1irregular in vour habits--lata fcr
s about fact baored in

a-ccirntments, cCarels ttitude--vosur cezple

u
w
w

will follzw vour l=2ad."3

Evaluate whetrer ou are leading by 2uample with this

suesztion: Do mv subordinates respcect my integr:t. and abtility?
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] 1
I£ vou are not sure whether thev do, vou mav need ta3 adaiust vyour ﬁ,
~ stancdards. lmorove your capabilities, or both. ”
) &
s St
N These eiaght generszl technigues are dedicated to the principle Ve
that supervisors in typical peacetime Air Force units can have a "
significant impact on develcping leadership aqualities of Q
(\
- subcrdirates. Usa these ta2chnigues if vou cam. or be crestivz and r.
invent vour own technigues. Either wa.. wou and .our subordirates NG
; will be cn the road to leadersh:po develcpment. N
K. ‘_. /
» e
.F
Personal Sense of Contribution .t
For mcre than a decade cur Air Force has been zssentiall. a (:
- sceacetime Air Force. We have hs2 gur dckbs toc de—-ta maintain B
. - .\
. deterrance and tc prepare for armed ccnflict. However. 1t i3 -~
: R
. . L]
- 2rtirely possibla that we mavy serve the remainder cof our Zareers Db
. L
without 2ver participating in armed conflict. I pr2sume vou hcce B
. ‘b
U_'
. tR13 will be the casze: that deterrence will zontinues 1z suzceed. -
. But urnlike wvigtory in combat. successful detarra2nce alcne zannct -
) al
alwavs grovide us with the certain comviction that our perszcnal >
o contributicrns ra2ally made anv differencsa. Howewvar. we can obtain F
- ;::
thizs certain canvicticon 1f we Lnow that we presgared our t:
N
' subcrdinates fcr tha leadership to win wars aftar we are gene. a
i -
: . . . -
. This leadership will not grow cvernight. Accaording to The e
' Changing Horld of the American Military, "OFf particzular inocrtarcs I~
'.
- :.:~
2 - 31 - i\
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is the obligatichn of present leaders to keep their succasscr

mind as they perform their evervdav iobs.... Trained manocwer 1s
probably the military’ s longest “load-time’ itam.">
Therefore. we must make efforts now to prepare cur subordinates

for leadership if we want any personal long-term impact.

The fl:ghts wa’'ve flown. the papers we’ve pushed. the mazhines

we've made. and the policies we'v2 pursued will be forgoctten cr

it

madea cbsolete bv futur=s generations. DPon"t tske the chance that
all your efforts will be forgottan. Make a commitment rmow *C

davelan l2adershipn gualities 1n vour subordinates. FEesclve to

1]
o F
0l

think abcut this issue at least cnce every dav. Fe=zolve tab=

zcme action on this 1ssue. however minor, =2very tTime vou can.

s

Commit vyourself now to the concept that svery szupervisor’

1]

uwltimate mission is o build tomorrow’s leaders.
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Epilogue

"Colcnel Adam=. Chief Har

ot

. callzd the airman. The
scon-to-be retiressz walhked up to the counter. "Sire, 1f¥ vou’ll

sign thaze gapers you’ll Soth ke cCore.

Thev mach =13ned their respective documents and acce2cted the
airman’ s congratulations. Cclonel Adams put hi= ccoies 1m the
maroon Sriefcase his wife had agiven him when he wss pramcted to

colcormael. He clizhked 1t =hut gently. Chiaf Hart foldescd -

in hal$ and =zlipped them irnto the v1nvsl stenc gad fzlder with the

faded wing d=2cal. He’'d been carr-ing that familiar folder 10 hisz
le$t hand for almast si;: vears now.

Chief Hart zmil=ad at the airman and zaid. "B, the wav. . ou
shirt Scochet 13 unbuttoned.”

Colorel Adams wcrdarzd Mow Chief Hart alwa.ss ze2emed 4z rmotics=
tHese thinmas. The ai1rman’s face fluszhed a 1t 0 2mbarrazzmant.
He cu:zkl, buttoned the recalcitrant pocret flag amd thern =tz .o

. "Sorry., 311, " he said sheesepishly.

The colonel and the chiz2f gach put on their blue Air Forzo

2verccats, oossiblv for the last time. then wallked sut the door

f

togesther. Thew proczedad silently towards the car.inag
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s the, walhsd. thev zach ra2achsed intc their right zzat cochst t:z
- zntrach thelr k2vz. then 1msztirmctivel s transferrsed the bsvs to
.-'
~ n ~u
. o - - - -y [N - | S, - - - P I [R— -
~ the: latt harnd. =van thcough that hand was alr-sad.s zczups=d. ToE
nY
W
.

Colcrel Adams =zgche firszt. "Crief. I supopcse thiz 13 1%, M
- want 3 tharl Jou gersorally for the worll vou ve dones. ZzoEoially
. for heloing +he gcecple who will carry. onmoattzr L=, Cod’s zozed £z
LY
; JZa." The zzlonel reached cSut to shaks Chief Hart'= Rand, but
> Chief Hart pulled up 513 arm i & sharp zalute. Colznasl Adans
#
-
< returned the s=zilute. held it a 42w zezorndz., dropeced 1t a2 then

the two men shock hands firml.,.

- "Thankz." replied Chizf Hart. "You're a trezmendcus cfficozr

‘o - - b . P - - - - - - - - — - - . ™ - ¥4

- a-= I'.sg zornsidersd 1t 3 cleasuwre Lo serve with .Zo. Tzlzoos=l. ou
- - - - - . i - - - - - - . T - - - P

. kmow. %Rz =un’s 3crn2, ths ftwilizgnt’™ s abcout zZore. anmc 12 =z oz 2

- Fsv2 YT s3. we'tre abcut 3one too--but thev'll never forget us’"

. ThE two meEn QrinrnsEd st 23zh zihEr. thes twrrmed anz Cfazcted.
o 3
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