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The officers of taoday, who will be cur leaders of
tomerrow, need to have the necessary leadership skills,
abilities, and development to lead personnel in combat. This
is to say that United States (U.S.) Air Force Civil
Engineering (CE) must have leadership from its officers,
particularly company grade officers, who in mcst cases are
inexperienced in the ability to lead effectively.

This research first examined the definition of
leadership, individual leadership traits desired in leaders,
leadership principles practiced by leaders, and the cocncepts
cf the trait, hehavicoral, and contingency leadership thecries,.
Second, this research examined the leadership traits and
principles U.S. Air Force CE senior leaders perceive to bhe
essential for CE company grade cfficers toc possess and
practice, and what they feel to be the strongest leadership
qualities (traits and principles) which have enabled them to
reach the positign they are currently in., Third, this
research examined leadership develcpment programs and
opportunities available to U.S. Air Force CE company grade
officers. Fourth, this research examined the methods used by
the U.S., Army, U.S. Marine Corps, J.S. Navy, and corporate
organizations, such as McDonnell Douglas, IBM, and General
Metors, toc develop leadership skills and abilities in company

grade engineering officers and young manragers, and whether
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these methods can be tailored to meet U.S. Air Force CE needs.
Finally, this research examined the leadership problems that
slcwed the accomplishment of exercise chjectives in the Air
Forze CE porticn of Exercise SALTY DEMO to see whether these
problems can be prevented in future exercises or war.

The result of this research was the formulation of a
leadership develepment model to serve as a guide tec beth U.S.
Air Force CE company grade officers and senior leaders for
fostering the leadership skills and a2bilities needed in CE

ccmpany grade officers.
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A LEADERSHIP DEVELOPMENT MODEL FOR
UNITED STATES AIR FORCE
CIVIL ENGIMEERING COMPAMY GRADE OFFICERS

I. Introduction

Chapter Qverviesw

This chapter cecntains a general backgrecund on the
potential leadership deficiencies among today’s United States
Air Ferce (USAF) Civil Engineering (CE) officers in the grade
of captain and lieutenant, hereafter referred to as company
grade officers. The career progression and pctential
lesadership develaopment cpportunities of Air Force CE caompany
grade officers are discussed., The purpcse of this research
and specific problem is stated, and the specific research
objectives and questicons are listed. Finally, the scope cf
and limitations to this research and organization of this

report are outlined.

Background

The importance of leadership develcpment cof cfficers in
the United States (U.S.) Air Force cannot be coveremphasized.
As stated by Colconel Larry L. Smith, Dean, School cof Systems
and Logistics, Air Force Institute of Technology, there needs
to be continued and increased emphasis in the area of
leadership and management development for Air Force officers

(77). This and similar statements by U.S. Air Force leaders

wra
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g%; underscore the fact that the officers of tcday, wheo will be

K

fﬁp cur leaders of tomorrow, need to have the necessary leadership
- skills, ahilities, and development to lead perscnnel in

i
0 combat.
i

{f This need for leadership skills and abilities development
" is voiced by two senior leaders in the U.S. Air Force. First,
Y

% the Honorable VUerne Orr, past Secretary of thes Air Force

vy

i, (February 13881 - November 1985), states in his second cof three
a challenges that leaders will face as commanders:

el
B
: : The second challenge will be to train combat
s leaders. The nature of warfare is changing as
W technology becomes more advanced; if we must fight a

N war, it is not likely to be like thecse we have

v already fought. Moreover, our combat-experienced

i} leaders are beginning to retire; if we go to war, it \
:g may be with leaders having little or no combat i
- experience. Will a master’'s degree in business ‘
&h administration, management, or even engineering

i guarantee a goocd combat leader? (70:531]
ny
,33 Secand, Majer General Clifton D. Wright, Jr., USAF, past
o
‘ﬁ Directar eof Air Feorce Engineering and Services, Headquarters
»

: (HQ> USAF, (September 1882 - February 1888), states in an
". -
o article on readiness in Air Force CE, "Mchility teams that can
32
', perform anywhere at anytime are essential in today’s
LY
environment. Not only must they be equipped and technically

\.'
x competent, they must be well led” (S2:inside front cover).
ﬁﬂ That is to say that Air Fcrce CE must have leadership from its

officers, particularly company grade officers, who in maost

cases are inexperienced in the ability to lead effsctively in

e

the accomplishment of CE’'s wartime migsion. Although Air

[

-
A SRR

Force CE has both a peacetime and wartime mission, this

!
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research analyzed only what is required for the wartime

mission, hereafter referred to as the CE mission.

Each individual possesses certain lsgadership traits
which, when coupled with the current leadership development
education and training programs, are key toc develcping the
leadership skills and abilities needed by U.S. Air Force CE
ccmpany grade officers to lead CE perscnnel in accomplishing
CE’s mission. The question of whether or nst Air Force CE
company grade officers are receiving adequate oppecrtunities to
develop these leadership skills and abilities is an impartant
one. According to General Charles A. Gabriel, past U.5. Air
Force Chief of Staff (July 1982 - June 1886), "the mantle of
leadership is not scmething awarded; rather it is earned through
education, training, and experience” (37:inside front cover).

According to Brigadier General William C. Mundie, U.S.
ARMY (USA), Commander of U.S. Army Administration Center, in
his introducticon toc Leadership Monograph Series #7, A

Progressive Model for Leadership Development by Stephen D.

Clement:

Leadership development is seen as a career lcng

process of successive development which builds on

previous education and experiences. It takes place

in Formal training, experience and the opportunity

tec serve as a leader. [17:il

The goal of any individual should be tc improve their
effectiveness as a leader and to learn the absclutely critical
role of leadership in their organization, so that the

organizaticn’s mission can be carried cut effectively (77).
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From interviews conducted with U.S. Air Force CE seniocr
leaders there are both perceived and observed leadership
deficiencies amaong CE company grade officers in the area of
l=adership development opportunities and leadership skills and
abilities (2;18;35;42;73). Major General George E. Ellis,
USAF, Director of Air Force Engineering and Services, HQ USAF,
stated during a2 personal interview that, ”"CE does have
leadership davelopment deficiencies among its company grade
of ficers that need to be addressed and resclved ncw”. General
Ellis went on to say that "CE doces not do a good jab of
developing leaders because we do not characterize leadership
very well and we fail to recognize what is required for wartime
leadership” (35). This failure to reccgnize what is reguired
for wartime leadership surfaced during Exercise SALTY DEMO, an
air base survivability exercise which was conducted at
Spangdahlem AB, West Germany, from 28 April to 17 May 188S.
Accerding to both Colonel Darrell Bittle, USAF, Director Air
Base Survivability, Systems Management QOffice at Eglin AFB
Flcrida, and Lieutenant Colonel Paul McNickle, USAF, Chief
Readiness Branch, HO USAF/LEEXS, the leaders of the Air Force
CE portion of the exercise failed to recognize wartime praoblems,
such as shifting of personnel for work, focd, and breaks, and

what tc do once these problems were recognized (10;68).

Purpaose of This Research

This research focused on U.S. Air Force CE company grace

of ficers because they are the foundation of the CE officer

AV Wy ¥ QOGKMER (N ) Q OO0
DI X3 U6%) .
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el
:? corps. Air Force CE needs to breed officers that will bhe gcod
%& wartime leaders kecause in a peacetime environment, cocmbat

;« experience is impossible. Therefore, Air Force CE needs to

:%i develop and improve its programs that will develop and foster
E% the leaders that are required to accomplish CE’s mission.

Iy To accomplish the development and fostering cf leaders

’3 required in Air Force CE, this research first examined the

?3 definition of leadership, individual leadership traits desired
e in leaders, leadership principles practiced by leaders, and

Aﬁ the ccncepts of the trait, behavicral, and centingency

?gt leadership theories. Second, this research sxamined the

W leadership traits and principles U.S. Air Force CE senicr

Lﬁ leaders perceive to be essential fer CE company grade cfficers
3( to pcssess and practice, ard what they feel tc be the

ri strongest leadership qualities (traits and principles) which
FZ have enabled them to reach the position they are currently in.
:3 Third, this research sxamined the leadership development

r programs and oppcrtunities available toc Air Fcrte CE ccompany
i; grade officers to develop individual leadership skills and

:ﬁ ) abilities necessary to prepare them to lead CE personnel in

f¢ accomplishing CE's missicen., Fourth, this research examined

_§§ the methods used by the U.S. Army, U.S. Marine Cocrps (USMC),
s U.S. Navy (USN2), and corporate organizations, such as

f McDonnell Douglas, Internaticnal Business Machines (IBM), and
;; General Motors, to develop leadership skills and abilities in
h? company grade engineering officers and young managers, and

A whether these methads can ke tailored to meet U.S. Air Fecrce

4 {._'.-.‘.-.' - “'-"('
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i

x%i CE needs. Fifth, this research examined the leadership

;%%. problems that slowed the accomplishment of exercise cbjectives
- in the Air Force CE porticn of Exercise SALTY DEMO to see

3, whether anythirg can be done differently in Air Force CE

iﬁﬂ company grade cfficer leadership development and training to
;;: prevent the same prcblems from cccurring again in future

H ; exercisaes or war. Finally, this research devsloped a

t%? leadership develcpment model to serve as a2 guide to both U.S.
o Air Force CE company grade officers and senior leaders for '
f,g fostering the leadership skills and abilities needed in CE

}Eﬁ company grade cfficers in order for them to effectively handle i
ﬁww the role of leading CE perscnnel in accomplishing CE’s missicn.
gg? In additizn to the statements gquoted earlier by Major

ﬁm, General Ellis, additicnal Jjustificaticn for this research uwas
e given by Lieutenant Colonel Paul W, Hains, III, USAF, past

i&g Chief of the Management Divisior, Operations Oirectcrate, HQ@
;}; pir Force Engineering and Services Center (AFESC). During and
o after his briefing to the Graduate Engineering Management

%V students at the 16 January 198 Executive Engineering

kﬁ; Management Symposium, Lt Cel Hains indicated that HQ AFESC was
Q"i praparing to look at leadership and management develaopment for
f;% CE cfficers in Project IMAGE (Innovative Management Achieves
FJ} Greater Effectiveness) beginning in the latter pact of 1286
wﬁf (43)., This was confirmed by Lt Col Hains during a telaphcne
E’EI interview on 20 Fehruary 1886 (44). It is feasible that

e perticns of this research could be used in the effcrt

5&% conducted by HQ AFESC.
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Specific Praoblem

Most nsuwly commissioned Air Fcrce CE cofficers are placed
in pcsitions such as the design section in a CE Squadron that
do not promcte leadership development. According to Rir Force

Regulation (AFR) 36-23, Officer Personnel: O0Officer Career

Development, Chapter 22, Civil Engineering--Career Progressicn

Guide, a CE officer’s initial assignment in the CE career
field should be at base level in a positicon that requires the
use of the academiz background of the individual. It is not
until approximately the fcurth year of service that most
officers are given the opportunity to become the head of a
secticn, or put into a position of responsibility (22:118).
This becomes critical when describing the typical scenarioc of
the next war. Air Fcrce CE company grade cfficers are nct
getting the required leadership development opportunities to
handle such a situaticn, A potential scenaric may involve the
development of a bare base into an austere operating location
within days, or even hours, after arrival of initial support
personnel and equipment (48:1-2;90:24-25). As stated in Air

Force Pamphlet (AFP) 83-7, The Prime Base Engineer Emergencg

Force (BEEF) Manager'’s Handboaok, the need for quick response

is due toc the fact that:

The threat cof a "blitzkrieg” type cocnventional war
has removed the luxury of time needed to allow vague
planning concepts toc work as they did in past
conflicts. The conventional war of the future will
be time as well as weapons and manpower intensive,
The ability to move rapidly, set-up, and wage war is
mcre decisive now than at any cther time. fcdern
technology allows faster reaction; hence, time has
become more crucial., [25:43]




e §'y S T T T T T T R R S T e R Y B T O T T T T O T W W T T T W R N YW W W T W
N

gﬁ The initial leadership development training for Air Force
‘e
”ﬁ CE company grade officers comes from one of three commissioning

sources—--Air Force Raserve Officer Training Corps, U.S. Air
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‘
%? Force Academy, or Officers Training School. This leadarship
%ﬁ' development is further enhanced by leading a Prime BEEF Team, i
Bh attending Squadron Officer Schogl, attending Ths Professional i
%g Continuing Education short courses offered at The Air Force
%a Institute of Techneology Schaool of Civil Engineering, and/or
s?. attending The Lieutenants’ Professional Development Program J
;gg offered by the Leadership and Management Development Center.
ﬂﬁv From interviews with U.S. Air Force CE senior leaders and
J cenversations with Air Force CE company grade officers, it is
 §£ perceived that the leadership development copportunities fer CE
&%Q company grade officers are not adequate in developing the
o necessary leadership skills and abilities needed to lead CE
)
g&' personnel in accomplishing CE's mission (2;18;35;42;73). As
?& an augmentee to the HQ Air Training Command Inspectcr General
;“. team during Mission Capability Inspections this perception was
%b found to be a reality. When tasked to lead a Prime BEEF team
%ﬁ on a five-day inspection deployment, I observed that most Air ]
b Force CE company grade officers could not effectively handle
% i the task of accomplishing their deployment mission. This is
mﬁ because CE company grade officers are askead to perform CE's
ﬁfé peacetime mission on a day-to-day basis, while trying to
?@ﬂ develop the leadership skills and abilities they need for
> wartime on a scheduled part-time basis. According to AFR
?g; 93-3, Special Civil Engineering Prime Base Engineer Emergency
:‘; 3
it 8
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Force (BEEF) Program, Chapter 3, Contingency Training, a Prime

BEEF team member must participate in a home station field
training exercise every 12 months and contingency training at
Field 4, Eglin AFB, Florida, every 18 to 30 months, with the
desired frequency every 24 meonths (24:23). Additional
leadership development cpportunities for Air Force CE company
grade officers are needed tc ensure that they develop into the

leaders CE needs to effectively accomplish CE’s mission.

Research Objectives

The overall cbjective of this research was to develop a
leadership development model for CE company grade officers,
given becth the opportunities available to the cfficer and
programs proposed by this research in order for them to be
adequately prepared to accomplish CE’s mission. The following
specific research objectives of this research are (the chapter
which addresses the objective is identified in parenthesis):

1. Develop a common definiticon of leadership that Air
Force CE company grade officers can apply in accomplishing
CE’s mission, (Chapter III)

€. Determine which common leadership traits are desired
in leaders and which leadership principles should be practice
in order to become an effective leader. (Chapter I111)

3. Determine which traits and principles U.S. Air Farce
CE senior leacders perceive to be essential for CE cempany
grade officers to possess and practice raspectively, and what

they feel to ba the strongest leadership gualities (traits and
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principles) which have enabled them to reach the pocsition they
are currently in. (Chapter III)

4, Examine the trait, behavioral, and centingency
leadership thegries to determine which of the theory concepts
Air Force CE ccmpany grade officers can use in accomplishing
CE’s mission. (Chapter III)

S. Examine the current leadership development programs
and opportunities Air Force CE company grade officers have
available to them to develop the individual leadership skills
and abilities necessary toc prepare them tc lead CE personnel
in accemplishing CE's mission. (Chapter IU)

6. Examine the methods used by the U.S. Army, U.S.
Marine Ccrps, U.S. Navy, and corpcrate organizations, such as
McDonnell Douglas, IBM, and General Motors, to develop
leadership skills and abilities in company grade engineering
officers and young managers, and whether these methods can be
tailored toc meet U.S. Air Force CE needs. (Chapter V)

7. Determine from leadership problems in the Air Force
CE portion of Exercise SALTY DEMO whether anything can be dcne
differently in Qir Force CE company grade officer leadership
develcpment and training to prevent the same problems from
cccurring again in future exercises gor war. (Chapter U) :

8. Develcp a leadership mocdel to serve as 2 guide toc both
Air Force CE company grade officers and senicr leaders for
fostering the leadership skills required in CE company grade
officers in crder for them to effectively handle the role of

leading CE perscnnel in accomplishing CE’s missicn., (Chapter VI)
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s Research Questions

i? In erder to accomplish the specific cbjectives
; o Cidentified in parenthesis in the following list) information
§§ was ccllected on the following research questions:

.ﬁ; 1. What is a common definition of leadership that U.S.
?;f Air Force CE ccmpany grade officers can apply in accomplishing
:§$ CE’s mission? (Objective 1)

0 2. UWhat are the common leadership traits desired in

= leaders, which of the leadership principles should they

5ﬁ practice, and how do these areas translate intc the skills and
g; abilities needed by U.S. Air Force CE company grade officers
504 to lead personnel in wartime? (Objective 2)
i%% 3. Which leadership traits and principles do U.S. Air

ﬁ? Force CE senior leaders perceive to be essential for CE

; ccmpany grade officers to possess and practice, and what do
%g they feel toc be the strongest leadership gqualities (traits and
Lw principles) which have enabled tham to reach the pssition they
ﬂb are currently in? (Objective 3)

ég $, Which concepts of the trait, behavioral, and

f? ) contingency leadership thecries can U.S. Air Force CE company
ks grade officers use in accaomplishing CE's mission? (Objective 4)
}? S. What are the current leadership develcpment education
LEQ and training programs and opportunities available to Air Force
f} CE ccmpany grade cfficers to develop the individual leadership
EE skills and abilities necessary to accomplish CE’'s missicon and
f::

»

are these programs and opportunities adequate in develcping

these skills and abilities? (Ohjective S)

11
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‘Qt{ 6. What methods do the U.S. Army, U.S. Marine Ceorps,
7
:; U.S. Navy, and corpecrate organizations, such as McDonnell

Douglas, IBM, and General Motors, use to develop leadership

ot
v«

skills and abilities in ccmpany grade officers and ycung

Iy I l‘
DL B

managers and can these methods be tailored tc meet U.S. Air

4

Force CE needs? (Objective B)

7. From the leadership problems in the Air Forcea CE

;.J}_'_._.- -
P

portion of Exercise SALTY DEMO, what can be dene in CE’s

o’
e
»

peacetime training environment to develop individual

X
3
S& leadership skills and abilities needed by CE ccmpany grade
s :
~ff officers in order to prevent the same problems from cccurring
e again in future exercises or war? (Objective 7) i
-'\J |
_iﬂ 8. What type of leadership development model is required i
e !
,iﬁ fer U.S. Air Force CE campany grade cfficers in crder for them '
L5 to effectively handle the role of leading CE perscnnel in
A Y
:3& accomplishing CE’s missicn? (Objective 8)
g
a l'
‘Vﬁ Scope of Research
"W iy
o This research is limited to the evaluation of peacetine
L
b leadership development copportunities of U.S. Air Force CE
9‘ company grade cfficers. Manpower and fiscal censtraints and
4
%k’ the Air Force CE peacetime mission add a certain amcunt of
L
%Aé bias toc the perceptions mentioned earlier. Hcwever, the
Eﬁ} efforts of the RAir Force CE community to develop realistic
250N
ﬂ;» wartime scenarics, such as Prime BEEF exsrcises, rapid runuway
y
.x. repair exercises, and Exercise SALTY DEMO, add some
5r- credibility toc the perception of the Air Force CE senior
b
o,l'
1My 12
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leadership and company grade officers. The bottomline is
this: what leaders practice and learn in peacetime are the

skills and methcds they will use in wartime.

Organization of This Report

This report is designed so that it will meet both the
academic requirements of a Masters thesis and the practical
guidance for the leadership develcpment of U.S. Air Force CE
company grade officers. As presented here, it contains the
customary thesis organization, complete system of
documentation and supporting apparatus, and guidance that can
be used by both U.S. Air Force CE company grade officers and
senior leaders for fostering the leadership skills and

abilities needed in CE company grade officers tc effectively

accomplish CE’s missian.
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%- 1I1. mMethodology
Y

Chapter QOverview

This chapter describes the methodolcgy that was used to
; accomplish the research abjectives and to answer the research

gquestions listed in Chapter I. The population of interest and

E: the methods which were used ta collect the data are described.
S

= Population of Interest

% The population of interest for this research consisted of
- all U.S. Air Force CE company grade officers, grades 0-1

(lieutenantl through 0-3 (captain), who possess a primary Airc
Force Speciality Code of S5XX. This populaticon was chosen
if because company grade officers in the U.S. Air Force are the
Foundatiaon of the officer ccrps, not cnly in CE, but in the
Air Force. According to Majer Lance C. Brendel, USAF, Chief
:: of Engineering and Services (Officer Assignments, HQ Air Fcrce

Military Personnel Center, and Captain John E. Chiles, USAF,

L IRy
L

Staff COfficer, Support 0Officer Force Management Branch, HQ Air

Force Military Personnel Center, CE company grade officers

S A P

make-up 74.7 percent of the 2271 assigned officers in CE and
across the board ccmpany grade officers make-up 65.5 gercent

of the 82,3915 assigrned line officers (pilots, navigators, and

suppert officers) in the U.S. Air Fcrce (12;1S). It is here,

2 s

in the grade of captain and lieutenant, that the develcpment

P W |

of leadership skills and abilities in cfficers truly rtegins

and 1s most preminent in setting the leadership fcocundation
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that will be used by officers in day-to-day activities and in
wartime. As mentioned in Chapter I, it is here among U.5. Air
Force CE senior leaders and company grade officers that there
are both perceived and observed leadership deficiencies in the
area of leadership develcpment cppertunities and skills

(2;18;35;42;73).

Method £ Data ection

A ccmbination of an extensive literature review and
personal and telephone interviews (both formal and informal)d
were used to collect the necessary data to develop the
lsadership development model for U.S. Air Force CE company
grade officers. This process took the follocwing thres major
steps.

First, an exhaustive literature review was conducted in
the following two areas to examine:

1. The definition of leadership, individual leadership
traits desired in leaders, leadership principles practiced by
leaders, and the concepts of the trait, behavicral, and
contingency leadership theories.

2. The leadership development methods used by the U.S.
Air Force, U.S. Army, U.S5. Marine Corps, and U.S. Navy, and
corporate organizations, such as McDonnell Douglas, IBM, and
General Motors, to develcp leadership skills and abilities in
company grade engineering officers and young managers.

The U.S., Army, U.S. Marine Corps, and U.S. Navy were

chosen because of the way they train company grade engineering

15
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3@ officers tc be prepared for the respective wartime mission on

%: a daily basis. For example, according ta Captain Michael C.

‘; Anderson, USMC, Enginsering Company Grade Ground Officer |
't Monitor, HQ USMC, "leadership is a daily practice to Marine

QS Corps engineering officers” (4),.

" The leadership develcpment of young managers in corporate

ib organizations was chosen because the U.S. Air Force has often

E% been compared to a large corparation in the way it operates

:‘ and functions as a whcle. The three ccrporate organizations .
33 chosen, McDonnell Douglas, IBM, and General Motors, were

?j randcmly selected from a list of ten corporate organizations

. of comparable size and organizational structure. Appendix A

f shows the letters that were used to request information from

aﬁ the U.S. Army, U.S. Marine Corps, U.S. Navy, McDonnell

4 Douglas, IBM, and General Motors.

From the literature review, the leadership develcpment of

ity U.S. Air Force CE ccmpany grade officers was compared to the
a9 leadership development of company grade engineering officers
o
o in the U.S. Army, U.S. Marine Corps, and U.S. Navy and the
L,
!: leadership and management develspment of young managers at
H& Mchonnell Douglas, IBM, and General Motors to see whether any
: of the latter methnds could be tailored to meet Air Focrce CE
PN .
{ﬁ needs. This comparision, coupled with the leadership traits
‘;\ and principles desired in and practiced by leaders, provided
.I}
;2 the base for the leadership development model for Air Force CE
% .

P campany grace officers described in Chapter VI.
AT
th

Y
O
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4§ Second, formal persaonal interviews with U.S. Air Force CE
. senicr leaders were conducted in order to obtain the "view
from the top” on leadership for Air Force CE company grade
gl officers. These views included: leadership development
problems in CE with respect to company grade officers, which
traits and principles they perceive tc ke essential for CE
company grade officers to possess and practice, what
opportunities they are giving CE company grade cfficers to

- develap the leadership skills and abilities needed to

‘ﬂ‘ accomplish CE’s mission, and what they feel toc be the
*"
W strangest leadership gqualities (traits and principles) which

have enabled them to reach the current position they are in.

¢ The list of interview questions and interview participants is
3#5 included in Appendix B.
o In additicn to these fcrmal personal interviews, both
3$% informal personal and informal telephone interviews were

? conducted in order to obtain vital infecrmation on various
vl areas throughout this research effort. Examples of the
?% information obtained are manpower figures and particular
&E ) paints about leadership development in an organization.
}g Finally, a review cf Exercise SALTY DEMO was accomplished
fa tc lock at the leadership problems in the Air Force CE portion
%E cof the exercise that slowsd the accomplishment of the exercise
ng objectives anrd what can be done through leadership development
‘53 and training for CE company grade officers to prevent the same
h; problems from occurring again in future exercises or war. The

e analysis of this report ties in directly to the leadership
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development prcgrams and opportunities that are needed for Air
Force CE company grade officers to effectively lead CE
personnel in the accomplishment of CE’'s mission,

From the above three steps a leadership development model
was developed to serve as guide to both U.S. Air Force CE
company grade officers and senior leaders for fostering the
leadership skills and abilities needed in CE company grade
officers in order for them to effectively handle the role of

leading CE personnel in accomplishing CE’s mission.
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III. Leadership Review

Chapter QOverview

In order for this research to adequately develcp a
leadership development model for U.S. Air Force CE company

grade officers, a leadership review must be conducted that

defines leadership, identifies leadership traits and principles

desired in and practiced by effective leaders, and examines
the trait, behavioral, and cantingency leadership theories to
determine which concepts of these theories apply to Air Force
CE company grade officers in accomplishing CE’s mission.

This chapter accomplishes the leadership review through
three steps. First, this chapter reviews various leadership
definitions from both the military and corporate world to
determine one comman deéinition that Air Force CE company
grade officers can apply in accomplishing CE’s mission.

Second, this chapter identifies individual leadership
traits and principles possessed and practiced by good leaders
through two methods:

1. A review cf past and present literature frem the U.S.
Air Force, U.S. Army, U.S. Marine Corps, U.S. Navy, and the

corporate werld as to which leadership traits and principles

'these grganizations feel officers and managers should possess

and practice.
2. Perscnal interviews with U.S. Air Force CE senicr
leaders as to which leadership traits and principles they feel

CE company gracde officers should possess and practice and

19
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what they feel to be the strongest leadership gualities
(traits and principles) which have =nabled them to reach the
position they are currently in.

Firally, this chapter revieuws the concepts of the trait,
behaviocral, and centingency leadership theories to determine
which ccncepts af these thecries Rir Force CE company grade
officers can use to effectively acccmplish CE’s mission. The
use and knowledge aof these concepts is important in the
leadership develcpment of Air Force CE company gracde officers
in terms of what they must do and kncw as a leader in a

wartime environment to accomplish CE's mission.

Definiticon of Leadership

The study of lsadersh.p has fascinated mankind and
abscrbed the energies of both practitioners and theorists for
centuries, The gquestion cf what is leadership has been asked
many times and to this day there is noc universally accepted,
defines

single definition. AFP 35-49, Air Fcorce lLeadership,

leadership as, "the art cf influencing and directing people to

accomplish the mission” (20:2). The Air Force Officers’ Guide

defines leadership as, "the art of imposing one’'s will upon

others in such a manner as tc command their respect, their

confidence, and their whole-hearted coccperaticn” (55:148).

Army Field Manual (FM) 22-100, Military lLeadership, defines

leadership as, "a process in which a soldier influences athers

tc accomplish the missicn” (20:44), The Marine Corps Pamphlet

entitled Leadershic Cuide dafines leadership as, "the sum of
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A8 those qualities of intellect, human understanding, and mocral
character that enables a person to inspire and to contrel a

group of pegple successfully” (EO:n.p.). The U.S. Naval

k Academy defines leadership in the bock, Fundamentals cf Naval
LY
Eﬁ Leadership, as:

, The art, science, or gift by which a person is

™ enabled and privileged toc direct the thoughts, plans,
' and actions of others in such a manner as to cbtain

¢ and command their cbedience, their confidence, their
& respect, and their loyal cooperation. (£31:11

In the book, Management of Organizational Behavior Utilizing

Human Resources, Paul Hersey and Xenneth H. Blanchard define

W : leadership as the, ”“interpersonal influence exercised in a
situation and directed, through the communicaticn prccess,
toward the attainment of a special goal or goals” (51:68). In

his tock, Leadership and Exchange in Formal QOrganizaticns,

n T. 0. Jacohs defines leadership as:

. An interaction between persons in which one presents
N ) information of a sort and in such a manner that the
: other becomes convinced that his cutcomes (benefits/
costs ratio) will be improved if he behaves in the
manner suggested or desired. [£53:2301]

A
Fads

¥
% This list is by no means complete. Each person has their
; cwn definition cf what leadership is and how to apply it to
g meet the missiaon,.
{7 By locking at the ccmmeon thread tetween the above
; definitions, the pecple and the mission, a ccmmon definition
é‘ of leadership is cbtained that U.S. Air Force CE company grade
;' cfficers can apply in accemplishing CE's mission:
[,
Leadership reguires an individual wheo can direct
> cthers in suchk a manner as to ohtain and ccmmand
.
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their respect, cenfidence, and voluntary cooperation
during times of normal and trying circumstances in
crder to accomplish the mission of the unit.

Individual Lesadership Traits and Principles

While the above definitions differ in some respects,
leadership is derived frcm one main area--an individual’s
ability to combine certain leadership treits and principles to
accomplish the mission. Leadership traits are distinguishing
internal characteristics of an individual which ars essential
tc effective leadership and are the foundation to an
individual’s approach to the leadership situation of
accomplishing the missicn of the corganizaticn. Leadership
principles are external rules and guides that serve as the
framewocrk for developing leadership traits in successful
leaders (20:3,7,30:41), The leadership traits and principles
identified by the U.S. Air Force, U.S. Army, U.S. Marine
Corps, U.S. Navy, and the ccrpcrate world in the past and
today are listed below.

There are four items that must be noted abcocut these
lists., First, what the U.S. Air Force calls leadership
principles are called leadership factors by the U.S. Navy.
Second, the U.S. Army adds three leadership attributes ta
their list of lsadership traits and principles that a
competent leader must "Be,” "Xnow,” and "Da” (30:42)., Third,
according to Warren Bennis, cone of America's fcremost
management thinkers and gpractitioners, as a result cf his

survey of 30 cof the most effective, successful leacders in the

ae
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nation; €0 from corpecraticns and 30 from the public sector,
there are four comman areas of ccmpetence (leadership ability)
gvidert to scme extent in all S0 leaders (7:15,17). These
areas of competence are added to the list of leadership traits
and principles identified by the ccrpcrate world. Finally,
there is only one list of leadership traits and principles for
the U.S. Marine Corps. From personal correspondence with
Lieuterant Colonel T. M. Gahan, USMC, Staff Officer at the
Leadership Department, Education Center, Marine Corps
Development and Education Command, the reason for this is
twofcld: “the goal and philosophy of Marine Corps leadership
has never changed” and "the elements of Marine Corps
leadership have never changed” (38).

1. U.S. Air Force

a. Leadership Traits:

(1) Traits listed in AFP 35-438, Air Faorce
Leadership, 1985, [20:4-61:

(a) Integrity
(h) Commitment
(c) Energy

(d) Decisiveness
(e) Selflessness
(F) Loyalty

(g) Truthfulness

(2) Traits listed in Air Force Manual (AFM)
S0-3, Air Force Leadership, 18€E,
£13:41-44]:

(a) Integrity of character
(h) Sense of responsibility
(c) Professional competence
(d) Enthusiasm

(e) Emcticnal stability

(f) Humaneness

(g) Self-confidence

(h) Adaptability

23
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Y Ci) Decisiveness (initiative)

:}, (J) OQOrganizaticn and management

!»?v

2 b. Leadership Principleaes:

B (1) Principles listed in AFP 35-49, Air Force
i) Leadership, 1885, [(20:7-141:

K& (a) Know your job
) (b)Y Know yourself
(c) Set the example

Ve

ﬁ: (d) Care for pecple

:$ (e) Communicate information through the
oy organization

o (f) Educate people to do their job
(g) Equip your unit properly
(h) Motivate your subordinates

Y (i) Accept your responsibhility as a leader
b (2) Principles listed in AFM S0-3, Air Force
S Leadership, 18686, [19:46-481:
! (a) Know your job
0" (b) Know yourself and seek self-improvement
2 (c) Know yocur men and lock out for their
o welfare
o (d) Keep your men infarmed

R (e) Set the example
N (f) Be sure that the task is understcod,
o supervised, and accomplished
o (g) Train your men as a team
q (h) Make sound and timely decisions
H (i) Seek responsibility and develop a sense
of responsibility amorng subcrdinates

o (3) Employ gour command according tc its
?; capakilities

:' (k) Take respcnsibility for ycur acticns
)

@ 2. U.S. A

R . .S. Army

e a. Leadership Traits:

(1) Traits listed in Army FM 22-100, Military

o Leadership, 1983, [30:120-1251:
"
(a) Integrity
Y (k) Maturity
¥ (c) Wwill
vadd (d) Self-discipline
e (e) Flexibility
W (F) Confidence
- (g) Endurance
K (h) Decisiveness
o4y
Ky
K
4 a4
R
R
N
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A
S (i) Coolness under stress
. ()Y Initiative

i (k) Justice

(1) Self-imprcvement

(m) Assertiveness

(n) Empathy or compassion

-

Q (o) Sense of humor
A (p) Creativity
.3 (g) Bearing
| (r) Humility
. (s) Tact
o
3 (28) Traits listed in Army FM 22-10, Leadership,
a; 1951, (29:16-181:
G (a) Alertness

(b) Bearing
o (c) Courage (physical and mcral)
A (d) Decisiveness
. (e) Dependability
oy (f) Endurance
: (g) Enthusiasm

(h) Force to impose one’'s will
N (i) Humility
-~ (J) Humor
~ (k) Initiative
4 (1) Integrity
’ (m) Intelligence
) (n) Judgement
) (o) Justice
k. (p) Loyalty
e (gq) Suympathy
P (r) Tact
‘ (s) Unselfishness
? . Leadership Principles:

! (1) Principles listed in Army FM 22-100,
0 Military Leadership, 1883, (30:42-431:

(a) Know yourself and seek self-improvement
(b) Be technically and tactically prcficient
& (c) Seek responsibility and take
oy responsibility for your actions
i (d) mMake scund and timely decisicns
(e) Set the example
[ (f) Know your soldiers and lcok cut for
o their well-being
L (g) Xeep your soldiers informed
A (h) Develop a sense aof respaonsibility in
your subordinates
(i) Ensure that the task is unrderstood,

& supervised, and accomplished
LY
V)
L as
l"
5
b
l
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(J) Train your soldiers as a tean
(k) Employ your unit in accordance with its
capabilities

(2) Principles listed in Army FM 22-10,
Leadership, 1851, [29:101:

(a) Know your Job

(b) Know yourself and seek self-improvement

(c) Know your men and logk out for their
welfare

(d) Keep your men informed

(e) Set the example

(f) Insure that the task is understood,
supervised, and accomplished

(g) Train your men as a team

(h) ™Make sound and timely decisions

(i) Seek responsibility and develop a sense
of responsibility among subordinates

£33 Employ your command in accordance with
its capability

(k) Take responsibility for yocur actions

Leadership attributes: The U.S. Army emphasizes
their list of leadership traits and principles
by adding the "Be,” "Know,” and ”0c” attributes
of leadership. Army FM 22-100, Military
Leadership, lists what a leader must do to meet
these attributes [30:44-5217:

(1) ”"Be” attribute; your beliefs, values,
and ethice are the foundatison cof your
competence as a leader:

(a) Be committed to the professional Army
ethic
(b) Possess professicnal character traits

(2) “Know” attribute; what a leader must
know and understand about the four factcrs
of leadership plus the human dimension:

(a) Know the four factors of leadership
and haw they affect each other
(follcwer, leader, communication, and
situation?

(b) Know yourself

() Know human nature

(d) Xnow your jJjob

(e) Know yogur unit

(2) ”"0Oo” attribute; the acticn skills of
a leader:

gs
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(a) Provide direction
(b)) Implement
(c) Motivate personnel

U.S. Marine Corps
a. Leadership Traits listed in the Marine Corops

User's Guide to Marine Corps Leadership, 1884,
(88:Sec 204, 31:

(1) Bearing

(23 Courage

() Decisiveness
(4) Dependability
(S) Endurance

(6) Enthusiasm
(7) Initiative
(B) Integrity

(3) Judgement
(10) Justice

(11) Knowledge
(12> Loyalty

(13) Tact

(142 Unselfishness

b. Leadership Principles listed in the Marine Corps
User’s Guide to Marine Corps Leadership, 1984,
fe8:Sec 204, 33:

(1) Know ycurself and seek self-improvement
(2) Be technically and tactically proficient
(3> Develop a sense of responsibility amcng
your subordinates
(%) Make sound and timely decisions
(5) Set the example
(6> Know your Marines and lock ocut for their
welfare
(7) Keep your Marines informed
(8) Develop subcordinate responsibility
(3) Ensure tasks are understocd, supervised, and
accomplished
(10) Train ycur Marines as a team
(11> Employ your command in accordance with
its capabilities

U.S. Nawvy
a. Leadership Traits:
(1) Traits listed in Fundamentals of MNaval

Leadership by the Department of Leadership
and Law, U.S. Naval Academy, 1884, (31:1C1J:
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(a)
@D
c)
d
(el
F)
(gl
chd
i)
P
(k)
1)
(m)
(nd
(qQ)
(p)
qQl

Integrity

Dependability

Cooperation

Loyalty

Unselfishness

Sense of humor

Tact

Ability to write well
Ability to speak effectively
Initiative

Judgement

Enthusiasm

Creativity

Decisiveness

Endurance

Self-discipline

Courage (maral and physical)l

2l Tra;ts listed in Naval Leadership by the
.5. Naval Instltute 1953,

ESl

(a)
(b2
(cl
(d)
(e)
CED
g
(h)
(1)
R P)
(k)
<l
Cm)
(nd
(g

138-1571:

Loyalty

Courage, physical and moral
Honor, honesty, and truthfulness
Faith [confidencel

Religiocus faith

Sense of Humor

Modesty

Self-confidence

Commo: zense and good judgement
Health, =2nergy, and optimism
Tact

Initiative

Self-control

Fairness

Communication skills

h. Leadership Factcrs:

(1) Factors listed in Fundamentals of Naval
Leadership, 1984, [£31:91:

(al
()
c)
(d>

()

(£

Sets the example

Learns to be a good follower

Knows his job

Establishes objectives ard plans fcr
their accamplishment

Knows himself and seeks
self-improvement

Takes respensibility for his acticns,
regardless of their ocutcome
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(g) Is consistent, but not inflexible

(h) Seeks responsibility and develops a
sense of responsibility among his
subardinates

(i) Treats every person as an individual,
not a number

(J3 Keeps his subordinates informed

(2) Factors listed in Naval Leadership, 189S58,
(91:12,148-157):

(a) Set a goal

(b) Professiconal knowledge of jocb

(c) Preparation and making use of spars
time

(d) Ability to plan ahead

(e) Know yourself

(f) Know your men

Corporate Werld
a. Leadership Traits:
(1) Traits listed in U.S. News and World
Report article, "Effective Leadership

The Excepticn, Not The Rule,” by Warren
Bennis, 1983, (8:64):

(a) Ability to communicate

(b} Ability to align pegple behind them
(c) Positive self-regard

(d) Do not think about failure

(2) Traits listed in Personnel Journal
article, "Developing Leadership
Potential,” by Marsha Sinetar, 1981,
(76:184-195):

(a) Self-confident

(B) Respaonsibhle

(c) Assertive

(d) Flexibla

(e) Structured and organized
(F) Energetic

(g) Enthusiastic

Ch) Persevering

(i) Risk taker

(J) Independent

(3) Traits listed in the chapter "What'’s
Wanted In Tomorrow's Leaders,” by Frederic
Macarow, in the book Leadership on the Job,
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Guides To Cood Supervisicn, 1957,
(58:39-41):

(a) Integrity

(h) Dependability

(c) Self-confidence

(d) Forthrightness

(e) Objectivity

(f) Ability to communicate
(g) Self-assurance

(h) Genergosity

b. Leadership Principles:
(1) Principles listed in Personnel Journal

article, ”"Developing Leadership Potential,”
by Marsha Sinetar, 1981, (75:184-185):

(a) Xnows what is going on; is aware of
nuances in environment and others

{(b) Organizes others, directs activities,
delegates responsibility, and
establishes the moocd of the group

(c) Plans and faollows through

(d) Projects into future, seeing
consequences of decisions

(e) Handles abstract ideas and sees the
whole picture

(f) Listens to, observes and recognizes
the skills and abilities of others

(g) Supports members of the group; accepts
responsibility; is able to determine
appropriate behaviors and courses of
action

(23 Principles listed in the chapter "What's
Wanted In Tomorrow's leaders” by Frederic
Macarow in the bock Leadership on the Job,

Guides To Good Supervision, 1357,
(58:39-42): 1

(a) Close and frequent contacts with pecple

(b) Keep all interested parties infcrmed

(c) Make sure that all employees receive
fair, impartial, and considerate
treatment

(d) Know what is going on

(e) Assume full respgnsibhility for running
your Job

(f) Talking to peocple

(g) Job knowledge

. (h) Setting a goal and driving toward it

"::'. 30
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c. Areas of competence: According to Warren
Bennis, leaders in the business world possess
four common areas of competence (leadership
ability) (7:15-18):

(1) Management of attention; the ability to draw
others tc them.

(2) Management of meaning; to make dreams
apparent to others and to align people
to them.

(3) Managesment of trust; be reliable.

(4) Management of self; know one’s skills and
deploy them effectively.

These lists are not ranked in any order cof importance nor
de they represent a complete listing of leadership traits and
principles. Science and theorists of the past have not been
able to give us a formula for the combinaticn of leadership
traits and principles that will be successful in all
situations. These lists show that the leadership traits and
principles identified by the four military services and the
corporate world as being essential to effective leadership
have hardly changed over the test of time. The individuals
writing the leadership traits and principles have changed, but
what is required to be an effective leader has not. It is the
primary aim of leadership to bring ocut the best capabilities
of the people led by using the abave leadership traits and
principles and to direct the capabilities of the people being
led in support of the assigned mission or goal of the unit or
organizaticon (55:146).

When preparing the U.S. Air Force for the future, mcst
pecple think of the need for faster, better planes and

missiles. However, according toc General Gabriel, past USAF

Chief of Staff:
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These things are important, but pecple are more
important. The mission can't be accomplished by
remote control--people have to do it and, to be
successful, they must be well led. A legacy of
strong, dynamic leadership was passed to us by the
early air pioneers, making the challenge for us a
big one. We who are leaders today have to develaop
and support the high quality people who will lead
the Air Force into the 21st Century. C[37:inside
front cover) :

Leadership Perceptions of U.S. Air Force Civil Engineering

.. >' .;_r PR *- o :. . 4*1 1 ,'}:’. :. NAGRY

Senigr Leaders

There is nc cookbook approach to leadership, and all
leaders are not cast in the same mold. Each individual has
their ouwn idea of which leadership traits and principles are
more impartant. For example, according to General Gabriel,
the three mest important traits and principles that are
expected in a good leader are integrity, Jjob knowledge, and
sensitivity (37:inside front cover).

With the fact that each individual has their ocwn idea of
which leadership traits and principles are more impertant, it
was necessary to obtain the current views and thoughts of U.S.
Air Force CE senicr l=aders as to which leadership traits CE
ccmpany grade officers should possess and which principles
they should practice in order to be effective leaders in
accomplishing CE’s mission. In addition, each Air Force CE
senior leader was asked what they felt toc ke the strongest
leadership qualities (traits and principles) which have
enabled them to reach the paosition they are currently in.

First, Major General Ellis gave his "Nine Commandments”

for being a success during a 24 January 1986 speech at the

3z
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Air Force Institute of Technclogy School of Civil Engineering
to Class B86-B of the Introduction to Base Civil Engineering
course, MGT 001 (34):

1. Thy shalt bhe active (dc scmething more then
your Job).

2. Thy shalt stay in touch with current events.

3. Thy shalt generate mistakes.

5

Thy shalt have a value system (your ocwn and one
for the Air Force).

Thy shalt know how toc communicate.
Thy shalt know your Jjob.
Thy shalt know your bosses job.

Thy shalt make your bosses job easier.

w o N o 0

. Thy shalt have fun.
These ”"Nine Commandments” can be easily translated into the
list of traits and principles listed earlier.

During a personal interview with Major General Ellis he
stated that the key leadership gqualities enabling him to reach
his present position are: knowledge of the business, his
personrality to work and play hard, his self-cenfidence in not
being afraid to fail, and his self-assurance in his "go for
it” attitude (35).

Second, Brigadisr General Josegh A. Ahearn, USAF, past

Deputy Chief of Staff (DCS) Engineering and Services, HQ

; United States Air Forces in Eurcpe (USAFE), ncw Deputy
Director Air Force Engineering and Services, HQ USAF, stated
K during a presentation toc the Graduate Engineering Managment

) students at the 2 tMarch 1886 Execzutive Engineering Management
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hy Symposium that officers should develop the following framework
o for thinking, cr in General Ahearn’s words a "Chain of C’'s” (1):
" 1. Competence - Xnow your job.

2. Commitment - To yourself, people, and job.

gg 3. Care - For goals and peocple.

. %, Cocperation.— Gentlepersonship; allows you to

.&' work well with people.

5: S. Character - What yau stand for.

g 8. Credibility - Who to go to when things get tough.

f; 7. Christian - Religious beliefs.

&? 8. Commune - Set of values.

o Ceneral Ahearn went on to say that you must know yourself,

ff listen to others, take care of your people, have a warrior

3§ develcpment, and have a rich experience and educatioconal base
. (1). UWhen General ARhearn was asked which leadership qualities
32 enabled him to reach his present position, he referred to the
’%‘ "Chain of C’s” listed abave (2).

. Third, Brigadier General David M. Cornell, USAF, DCS

?,: Engineering and Services, HU Air Force Legistics Command

ﬁy (AFLC), stated that CE company grade officers shculd ge after
= the really tough jocbs, have the shility to listen, be "100

,ﬁ percent on becard” (i.e. totally dedicated), accept what comes

in the way of assignments, and do the best ycu can everyday.
When General Cornell was asked which leadership qualities
enabled him to reach his present pcsition, he stated: get in

the main str=am, get the tcugh jobs (i.e. go cut and seek

34




them), get interested in ycur work, and accept the assignments
that come your way (183,

Fourth, Colonel David M. Brocks, USAF, DCS Engineering
and Services, HQ Air University (AU), stated that CE company
grade officers should have a "sponge attitude” (initiative) to
absorb everything they can in getting to know the job and to
have the attitude to do anything asked of them. When Colcnel
Broocks was asked which leadership qualities enabled him to
reach his present positicn, he stated: be a sponge, do the
Jobs no cne else would do, know what your boss wants and work
toward that end, and it is important tc move at opportunities
to get the job, not the location (13).

Finally, when Brigadier General John R. Harty, USAF, past
DCS Engineering and Services, HQ Military Rirlift Command
(MAC), now DCS/Engineering and Services, HQ USAFE, Brigadier
General Roy M. Goodwin, USAF, DCS Engineering and Services, HQ
Tactical Air Command (TAC), Colenel James W. Rosa, USAF,
Deputy DCS Engineering and Services, HQ Pacific Air Forces
(PACAF), and Colonel William R. Sims, USAF, past OCS
Engineering and Services, HQ Air Force Systems Command (AFSC),
were interviewed each had the same ideas as to which
leadership traits CE company grade officers should possess,
which principles they shculd practice, and which leadership
qualities enabled them to reach their present pesition. The
leadership traits and principles and what enabled them to
rteach their present position are: know communication skills,

know your job, integrity, display initiative, air cf
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confidence, commitment, care cf people, and team effort
(48;47;73;75).

The list of leadership traits and principles identified
by Air Force CE senior leaders tao be essential for CE company
grade cofficers to pcssess and practice is similar to a 1943
list of traits and principles identified by Brigadier General
Hugh J. Casey, USA. General Casey, Chief Engineer in the
southwest Pacific Area during World war [, identified the
following 18 leadership traits and principles that military
engineers should possess and practice (14%:67-71):

1. Energy (both physical and mental)

2. Initiative

3. Imagination

Y. Intelligence

5. Basic fundamentals (reduce problem to basic
fundamentals)

6. See the big picture

7. Proper sense of balance in terms of what men
and equipment can and cannot doc

8. Loaok after ycur men

9. Combat capable (be ready for ccmbat by training)
10. Work C(accomplish task and plan ahead)

11, Sense of humor

12. Impravise when nee=ded

13. Ccecperation with other units

1%, Advance planning

1S. \Work shculd be planned (this is a follow-up
to advance plarning)
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Vel!

:‘E 16. Professional and technical knowledge (know your

:::'“‘ N Job)

_&Q. 17. Composure (set the standard or example)

ﬁ?{‘ 18. Active reconnaissance (know area arcund you)

%&i The traits and principles identified by General Casey are just
J%L as applicable today as they were then. This can bes seen by
.éé ccmparing the list General Casey identified with the traits
fjgi and principles identified by Air Force CE senior leaders.

o

i%& Leadership Thecries

§%§ The definitions cof leadership and individual leadership
o traits and principles described above blend into different

EE; concepts of leadership theories that Air Force CE company

f;%ﬁ grade officers, as leaders, can use to effectively accomplish
o CE’s mission. The use of these concepts is important in the
é%g leadership development of Air Force CE company grade officers
;i%ﬂ in terms of what they must do and know as a leader in a

'J;‘ - wartime environment to accomplish CE’'s mission. According to
f:fﬁ Ralph M. Stegdill, in his Handbook of Leadership, ”theories cf
«*§ leadership, if such can be said to exist, attempt to explain
" : (1) the factors involved in emergence of leadership cr (2) the
‘3\ nature cf leadership” (80:17).

3£§ with all the attempts to develop leadership thecries cver
‘iﬁ the past century, three basic approaches tc explaining what
:gg makes an effective leader have surfaced as probably the most
:ii studied and used. These apprcaches are: trait theories,

?;f behavioral thecries, and ccntingency thecries (41:239%;72:113).
3
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The first approach, trait theory, focuses cn leadership
in terms of personality and character that is believed to be
inherent in the individual. The leader is endowed with

», superior leadership qualities such as intelligence, charisma,
? enthusiasm, integrity, self-confidence, and decisiveness that
separate the individual as a leader from a nan-leader

< (72:113;80:17>. As T. 0. Jaccbs points ocut in his book,

Leadership and Exchange in Formal Organizations, “the logical

. W R
) " s

assumption underlying this kind of approach was that there

A

were leader characteristics which could be identified, and

would be successful in separating leaders from ncn-leaders”

-

(53:6). In other words, “leaders are born: you either have

D

it or you do not” (72:114%). The problem with this thecry is

LA

that after more than fifty years of research, most researchers

cannot agree cn a list of specific traits that can be used to

-

separate leaders from non-leaders (41:2394%;51:688).

In trying to understand leacdership better, researchers

PR R

slowly shifted frem the trait theory to the behavicral theory.

In this theory the leader is classified by behavioral patterns

or how the leader behaves in accomplishing individual

leadership tasks in the accomplishment of the unit mission

-
T N R ]

(41:296). The underlying assumption is that an individual can

- sa a
o)

be taught lesadership based on specific behaviors that identify

leaders (72:11%). Although this theory seemed to be headed in

el

the right direction in determining what makes a gocd leader,

. -
1 -

it has not been totally successful. According to Stephen P,

Rcbbins in his book, Essentials of Organizaticnal Behavicr,
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f’ "there has been very little success in identifying ccnsistent
hal

:4 relationships between patterns of leadership behavior and

S

N group performance”. Stephen Robbins went on to say, "what was

missing Cin the behavioral thecoryl was ccnsideration of the
situaticonal factors that influence success cor failure” (72:117).

The third approach, contingency theory, faocuses on the

!zﬁ situational influences that leaders face in making decisiocns,

o

-'f -

", which seem to be missing from the trait and behaviaoral theories.

- There are four approaches to the contingency theory that attempt
- to isnolate key situational variables in an effort to determine

: what effects leader efectiveness. These apprcaches are The
Autocratic-Democratic Continuum Model, The Fiedler Model, The

25 Path-Ggogal Model, and The Uroom-Yetton Medel (72:1183.

‘$: The Autccratic-Democratic Continuum Model looks at two
extreme ﬁcsitions of leadership style: 15 the leader makes

the decision and the subardinates are expected to carry it cut
and 2) the subcrdinates share in the decision making process.

The Fiedler Model, developed by Dr. Fred Fiedler, looks at

‘f: leader-member relations, task structure of jobs, and pcsition
53 pocwer of the leader. The Path-Goal Mcdel, developed by Rohert
;;: Hcocuse, lcoks at perscnal characteristics of the subcrdinates

:tz and environmental pressures and task demands. The Uroom-Yetton
g:: Mcdel, developed~bg Victor VUrcom and Phillip Yetton, looks at

¥ relating leadership behaviar and participatiaon to the decision
.';':‘ making precess (72:118-124),

Even thcugh these four approiaches examine different

>, situatigral variables, they all conclude with key situaticnal
}'I
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variables such as the leader as an individual, group
prganizaticn and norms, and the situaticn at hand that affect
the effectivenass of the leader in making leadership decis:ions
(72:118). This indicates that in the leadership decisicn
making process the leader will use a combination of the three
leadership theory concepts described above to include: the
individual leadership traits of the leader, the behavicr of
the leacder and the group in accomplishing the mission, and the
task which must be accomplished.

It is feor this reason that when Air Fecrce CE company
grade officers are confronted with making leadership decisions
they will need to klend the concepts of the three leadership
thecries described abgve in order to effectively accomplish
CE’s mission, This is evident by the list of leadership
traits arnd principles identified earlier by Air Force CE
senicr leadership. These leadership traits and principles
parallel the ccncepts of the trait and bkehavicoral thecries in
terms of which leadership traits and principles a leader
should possess and practice to be effective in accomplishing
CE’'s missicn. This indicates that even though situaticnal
factors play a big role in the leadership decision making
process the need for individual leadership traits and how tc
behave in acccmplishing individual leadership tasks is
important in the gverall accomplishment of CE’s mission,

An example of how the concepts from all three leadership
theories will be used by Air Force CE company grade cfficers

igs in the environment these gfficers will be faced with in
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wartime. With a wartime scenaric of rapid runway repair,
fcrce beddcwn, and war damage repair Air Ferce CE company
grade officers never know befsrehand exactly what the
' situation will he or how the personnel being led will react.
Therefore, the leadership decisions of each Rir Force CE
ccmpany grade cofficer have to be based on individual
s experience and ability, the personnel with the leader,
g reacticn of the leader and the group to the situation, and the
situation at hand.

Kncuwledge of these three leadership theory concepts is an
e important factor in the leadership develcpment process of Air
Force CE company grade officers in terms of what they must do
i and know as a leader in a wartime environment to accomplish
y! CE’s mission. This kncuwledge is used in the foundaticn for
the leadership development model for U.S. Air Force CE compeny

grade officers developed in Chapter VI.

Summary
The inférmaticn chtained in this chapter will ke

% instrumental in the development of the leadership development
mcdel for U.S. Air Force CE company grade cfficers developed

‘3 in Chapter VI. This chapter showed four key points in

gbtaining the information that will be used in the foundaticn

W fer this leadership development model.

% This chapter first showed that there is no universally

accepted single definition of leadership. However, if the

b ccmmon threads cof the definitions are put together (i.e. the

D)
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1. \J
:%ﬁ pecple and the mission), a commen definition of obtaining the
:{} voluntary ceaoperation of others to accomplish the mission
‘Qi\ under any circumstances is achieved. Seccnd, this chapter i
-gg showed that there is no commen list of leadership traits that
'Eﬁk a leader should possess nor is there a ccmmen list of
. leadership principles that a leader should practice in order
;g; to ke an effective leader. Third, this chapter showed that
féii the list of leadership traits and principles identified by the
.. U.S. Air Feorce, U.S. Army, U.S. Marine Corps, U.S. Navy and |
1?5 the corpgrate world in the past are virtually the same ones
E;t: used tcday and have remained unchanged over the test of time.
ﬁ*i The leadership traits and principles identified by U.S. Air
éé; Force CE senicr leaders go hand-in-hand with the leadership
,;:j traits and principles listed by the military and corporate
A2 world and the concepts of the trait and behavicral theories.
’g% Finally, this chapter showed that depending on the leader as
uji an individual, the group of personnel being led, and the
iiﬂ situation at hand, the leader will use the leadership traits
Egi and principles that work best for them plus a combination of
ﬁzﬁ the trait, behavioral, and contingsncy leadership thecry
':;: concepts in order to accomplish CE's mission.
‘igz By applying the infarmatian aobtained in this chapter with 1
) the leadership development programs and oppcrtunities
'&5 currently available to Air Force CE company grade cofficers,
¢§E the leadership develcpment mcdel for U.S. Air Force CE company
.ﬂ?i grade afficers developed in Chapter VI, and the recommendaticns
';3 of this research Air Fcrece CE company grade officers should te
o
!
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able to develop the leadership skills and abilities needed for

them to effectively lead CE personnel in accomplishing CE’s

missiaon.
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IV. Leadership Development in the Nilitagg
and Corporate Organizations

Chapter QOvervisu

This chapter first examines the current leadership
develgopment education and training programs and opportunities
available to U.S. Air Force CE company grade officers to
develop the individual leadership skills and abilities
necessary toc accomplish CE’s mission and whether these
programs and opportunities are adequate in developing these
skills and abilities. Second, this chapter examines the
methods used by the U.S. Army, U.S. Marine Corps, U.S. Newvy,
and corporate organizations, such as McDonnell Oouglas, IBM,
and General fators, toc develop leadership skills and abilities
in company grade engineering officers and young managers.

This examination of the four military services and threse
corporate organizations includes: the mission statesments of
the engineering functions in each of the Eoué military
services and corporate organizations, engineering officer and
manager career progression in the four services and the three
corporate organizations, and the leadership development
education and training programs of the military services and
corpaorate organizations., Even though each military service
and corporate ogranization has professional leadership
development programs for all ranks from lisutenant to general
and all management levels from first line manager to

executive, this chapter will only examine the professiocnal

$i




schools for company grade officers and young managers or

approximately the first tuwelve years of an individual'’'s career.

“ty Finally, this chapter compares the methods used by the

N U.S. Air Force to develop leadership skills and abilities of

¥ CE company grade officers to the methods used by the U.S.

g Army, U.S. Marine Corps, U.S. Navy, and corpecrats

2 crganizations such as McOonnell Douglas, IBM, and General
Motors, to develop leadership skills in company grade

P engineering officers and young managers. This comparison will

. be used to determine if any of the methods used by the U.S.

D Army, U.S. Marine Corps, U.S. Navy, and corporate

- organizations can be tailored to meet U.S. Air Force CE needs.

ks Leadership Development of U.S. Air Force Civil Engineering
Company Grade Otficers

;ﬂ U.S. Air Force CE needs to have company grade officers
ié who possess the necessary lesadership skills and abilities in
; order for them to effectively lead CE personnel in

ﬁ accomplishing CE’'s mission. As such, when an officer is

- commissioned into Air Force CE the individual is given a 55XX
o Air Force Speciality Code and is assigned in one the three

1 following areas: a CE unit, a staff level position, or a

: Rapid Engineer Deployable, Heavy Operational Repair Squadron,
= Engineer (RED HORSE) squadron.

:é Civil Engineering Mission. According to Lieutenant

?: Colonel Paul W. Hains, 111, past Chief of the Management

. Division, Operations Directorate, HQ Air Force Engineering and

K- 45

o e N AN N S
'y (% M o O

RGa 0 LT R G N (B SRR adag 0 R WY
s _'\)ﬁ' ‘u.c'.. ..‘ (0 M Ty l" w7 A% ! o Ay 8 h“i“‘l‘!\"‘ﬁ 5'-‘:.’- l"‘\.!‘l"'l't \ .!\‘-




!
K

l'a,h‘n, ét;‘,l"t ;

Services Center, in his Air Fcrce Engineering and Services

Quarterly article antitled "IMAGE" the overall missicn of U.S.

Rir Force CE is:

Pravide the necessary assets and skilled personnel

to prepare and sustain global installations as

stationary platforms fer the projection of aesrospace

power in peace and war. ([45:81]

U.S. Air Force CE company grade officers must be prepared
to lead CE personnel in the accomplishment of this mission.

As stated in Chapter I, it is perceived by U.S. Air Force CE
senior leaders and company grade officers that the leadership
development opportunities for CE cocmpany grade cfficers are
not adequate in developing the necessary leadership skills and
abhilities needed to lead CE personnel in accomplishing this
missicn (2;18;35;42;73).

The Air Force CE mission is accomplished through a’
combination of two methods. The first method is through Prime
BEEF. This is a program that organizes civil engineering
persannel for worldwide direct and indirect combat support.
This suppart is accomplished by a series of specialty Prime

BEEF teams that provide personnel from every CE specialty.

According to AFR 83-3, Special Civil Engineering, Air Force

Civil Engineering Prime Base Engineer Emergency Force (BEEF)

Program, each team has a separate missicn based on a team

structure that includes the following capabilities (24%:14):
1. Rapid runway repair.
2. Force beddowr of personnel.

3. Operaticns and maintenance of base facilities.

48

.‘l ! (™ ‘1' 0 v ) %) P T R Y, Wy e -}a\_\-’_- N T N "N, U I A TN R ST
4 ~:l'-?t N ..sh‘a.'.a'.?u'.!-'.!u.'-. "ty !l?".c. frthy ft.'!!. et ~ oW "{* x

! r N - .‘. L Wt A - -
., - (%) 0
B Mt M o ¥ v‘l.:'l.n'l ' \~ 05) 'I.e‘i'»“ ‘ :‘v




P a s 4 &

- O

Vol wi e e

s e o wm e

%

4. Emergency and follow-on war damege repair.

S, Fire suppression and crash rescue operations.

6. Heavy equipment operations.

The second method is through RED HORSE, the ARir Force
equivalent to the U.S. Navy SEABEES. AFR 83-38, Civil

Engineering RED HORSE Squadrans, states the mission of RED

HORSE is to, "provide a highly mobile, rapidly deployable
civil engineering response force that is self-sufficient for
limited periods of time” (21:6). As with Prime BEEF, RED
HORSE is made of separate specialty teams that have the
following mission objectives:

1. Performs heavy damage repair required for
recovery of critical Air Force facilities and
utility systems required for aircraft launch and
recovery that have been subjected to enemy attack or
natural disaster.

2. Accomplishes required engineering support
necessary for the beddown of weapaon systems, and the
installation of critical utility and support systems
required to initiate and sustain operations,
especially in austere, bare base environments.

3. Is manned, equipped, and trained to canduct
heavy engineering operations as independent
self-sustaining units (with resupply of consumables)
in remote hostile locations. ([21:81]

According to AFR 83-9, Civil Engineering RED HORSE

Squadrons, the capabilities of a RED HORSE Squadron include
£21:101:

1. Airfield lighting installation.

2. Communications.

3. Concrete mobile operations.

4

Explosive demolition operation.
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Wy S. Expedisnt aircraft arresting barrier

e installation.

;7 6. Materials testing.

é& 7. Quarry operations.

%&; 8 Rapid runway repair,.

- 9. Revetment erection.

%Lv 10. uwater well drilling

:% 11. Disaster preparedness mobility team,. -

12. Bars base installation.

tae Civil Engineering Officer Career Progressicn. One of the

W: ways in which an Air Force CE company grade officer can
develop individual leadership skills and abilities is through

L career progression. AFR 36-23, Officer Personnel: OQOfficer

I Career Oevelopment, Chapter 22, Civil Engineering--Career

Progression Guide, describes career progression as phases of
ﬁ'
B < development with transition points that provide ”a wide
b
\ variety of expsriences at varicus levels of command” (22:118).

Here the CE officer is given different levels of

#d responsibility and leadership training and development through
i? professional military education in order to develop the

\ leadership skills and abilities needed by the officsr to
féz accomplish CE’'s mission. According to an Occupational Survey
iﬁ Report entitled Officer Professional Military Education
: Curriculum Validation Project, completed by the USAF
‘b Occupational Measursment Center, Randolph AFB, Texas, in

August 1880, the analysis of paygrade specific data of

officers in all career fields, within paygrades 0-1
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(lisutsnant) through 0-6 (colonel) revealed the following:

The manner in which officers’ leadership,
management, and communicative task involvement
increases as paygrade increases. Gensrally, the
data show that the parcentage of officers in
supervisocory positions, the percentage of officers
assigned to higher orgenizational levels, and the
percent of total job time spent on leadership,
management, and communicative tasks all increase
from the 0-1/0-2 level to the 0-6 level. (23:iv]

The type of increase for officers in supervisory
positions and the total job time spent on leadership tasks as
the paygrade increases can be seesn in the career progression
outline for Air Force CE officers described below.

AFR 36-23, (0fficer Personnel: Officer Career

Development, Chapter 22, ocutlines the CE career progression

for officers in the S5XX career field as follows:

i. Initial ?hase (0 through 3 yesars). The first
assignment for CE cofficers should be a base assignment working
in the specific academic background of the individual, which
is usually in the engineering section. This offers vary
little, if any, use of leadership skills and abilities since
the individual is usually working under a supervisor. The
training and development they receive comes from the Rir Force
Institute of Technology School of Civil Engineering shart
courses and by taking Squadron Officer School by
correspondence (22:118).4

2. Intermediate Development Phase (4 through 11 years).
During this phase, the officer should be rotated through as
many positions as possible within the CE organization in order

to acquire overall experience. In addition, a staff
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EH. assignment at a major command should be scheduled during this

;i; time. Training should include complstion of Squadron Officer

;. School, taking Air Command and Staff College either in

:.ﬁ residence or by correspondence, and a graduate degree,

§u possibly through the Air Force Institute of Technology

%M (22:118-120).

§% 3. Advanced Devslopment Phase (12 through 17 years). -
ﬁ% The assignments should consist of rotating the officers into

o different echelons of command, different major commands, and J
;?& different geographical areas. Training should consist of

'%: completion of Air Command and Staff College, Air Force

S Institute of Technology School of Civil Engineering short

E§ courses, and taking a Senior Service School by correspondence

Si (22:120).

‘§h . ¥. Staff Phase (18 through 22 years). During this phase

3:: CE officers should be assigned to positions with increased

%ﬂ‘ managerial responsibilities. This includes assignments at

g& both major command and HQ USAF levels. If the officer is not

ﬁ; selected to attend a Senior Service School, the training

i& should consist of senior level professional educatidrn through

'ﬁs correspondence or by taking local seminar programs (22:120).

?ﬁé S. Executive or Leader Phase (23 years plus). During

%j this phase the officer occupies key managerial positions such ‘

E@. as: Base Civil Engineer at bsse level, a command Civil
éﬁl Enginesr at major command level, or a division chief at HQ
o USAF level (22:120).

ﬁ,

B
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y As this outline indicates it is not until the fourth year
,i of service that a CE company grade cfficer has the opportunity
:‘ to head a section, or hold a pasition of responsibility. The
E% general exception to this is if the initial assignment for a
%: CE company grade officer is to a RED HORSE Sgquadron. Here the
o individual gets leadership development frcom day one in the way
-%' of leading a RED HORSE team on a daily basis or being given

éﬂ the responsibility of a job from conception to completion. It
;? should be noted that with only four RED HORSE Squadrons in

i* U.S. Air Force CE there are not enough of these initial

‘f leadership development opportunities to go around.

3 AFR 36-23, Officer Personnel: Officer Caresr

E Develapment, Chapter 22, only mentions once the need for

% training and the readiness of CE forces to respond to

™ contingency situations (22:118B). According toc Major General

k Ellis, the first of three things that Air Force Engineering

& and Services needs to focus on is, ”"prepare to go to war”

’{ (34). With readiness being CE’s number one priocrity, it is

53 vital that what is required in the area of leadership

i‘ development for Air Force CE company grade officers to

» effectively lead CE personnel in accomplishing CE’'s missiaon be
}E included in the career progression of these cfficers. As

: discussed in Chapter VI in the development of the leadership
§' development model for Air Force CE company grade officers, it
i' is extremely important to start the leadership development cf
e CE company grade officers before the fourth yesar of active

:§ duty. It needs to hegin at day one.
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K 2 Leadership Education and Training Programs and
e LA
Bt Davelopment Opportunities. The desvelopment of the leadership

skills and abilities needed by Air Force CE company grads

-
o T
4 -

officers in the early years of a career to develop a strong

R

- . -

leadership foundation required to effectively lead CE

"2l s

N,
A5 personnel in accomplishing CE’'s mission is an intsresting
;gg challenge. This is because young lieutenants in Air Force CE
;f; who are fresh from one of thrses commissioning sources, the
q: U.S. Air Force Academy, Officer Training School, or Air Force
g% Reserve Officers Training Corps, are usually placed in the
3. design section of a CE Squadron and are rarely given the

- opportunity tc develop perscnal leadership skills and
Eﬁi abilities except during yearly Prime BEEF team training
5%? exercises. Therefore, how does the U.S. Air Force provide
qb. education and training to develaop thé leadership skills and
izz abilities needed by CE company grade officers to effectively
5:} acccomplish CE’'s mission?
by o In the U.S. Air Force, CE company grade officers without

;'g prior civilian or snlisted work experience have two major
WS avenues for professional leadership training and development:

the commissioning sources and professional military educatiaon,

&
oY

;fg in addition to the daily leesdership opportunities that may be
;:: provided bglthe fob or Prime BEEF. These two avenues present
ZE; formal programs for leadership training and development, but
*Eﬁ the majcr drawback is the period bestween the officer’'s

Zr' exposure to the training and the entry to active duty in the
7i7 case of the commissiaoning scources, and the timing of the

o

:'\.. s2




professional military education training in respect to the
of ficer’s career progression (36:72).

The initial development of leadership skills and abilities
for Air Force CE company grade officers comes from one of the
three commissianing sources mentioned esarlier. These sources
of commissioning offer leadership and management education in
differsnt formats depending on the curriculum of the program,
and leadership development in the form of drill and caremonies
and traditional military discipline in training cadets.

Each of these programs has their advantages, but each
. shares problems of timing. First, the officer candidate is
relatively immature when the training is received. Second,

; usually too much time has elapsed betueen the receipt of the
training and ths first active duty assignment. According to

Major Richard H. Estes, in his Air University Review article

entitled “Mission Critical: The Junior Officer-Senicr
) Noncommissioned Officer Relationship,” the curriculum of the
three programs may vary to some extent, but they offer similar

. content that includes: “case studies of management situations

in the field, some exposure to sxperienced enlisted
supsrvisors, and general leadership training” (36:72).

Although the three commissioning sources are sound in the

o]

approach to leadership and management development, they are
not without problsms. Even though the Reserve Officers

Training Corps program has a standardized curriculum and an

X & R & a4 a M

instructor corps to provide excellent insights to leadership

training, a major disadvantage with the program is that it is
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of fered at hundreds of colleges and universities in courses of
varying length and as many interpretations to the courss
material as thers are schools and instructors. The other two
commissiconing sources do not have the problem of
standardization bacause aof the single location of each of the
sources. Another problem with the Reserve Officers Training
Corps is one that is shared by the U.S. Air Force Academy and
that is in the area of limited contact with enlisted personnel
from a supervisory point of view. As Major Estes states about
cadets at the U.S. Air Force Academy:

‘The somewhat harsh leadership techniques used in

dealing with underclassmen who are essentially the

same ages may have a negative effect if new

lisutenants attempt to transpose them directly to

the field where older subcrdinates may tend to be

somewhat less subservient., (36:72]

Not having the problems of the Reserve 0Officers Treining
Corps program and the U.S. Air Force Academy, Officer Training
School offefs two advantages over the other two sources,
First, leadership training and development is compressed into
a 90 day pericd immediately preceseding commissioning. Second,
these "ninety-day wcnders” are usually exposed to prior
enlisted personnel during the training period. The biggest
drawback to Officer Training School is the condensed
curriculum and the "fire hose” approach to leadership training
and devslopment (36:72).

The thres Air Fcrce commissioning programs mentioned

earlier as being sound in the approach tc leadership and

management daevelopment should be viewed only as crientation
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, programs for Air Force CE company grade officers with more

advanced leadership develgpment to follow once the officer

- comes on active duty (36:72).

The thrust of U.S. Air Force professional leadership and

) management training ard development for CE company grads

officers is through professional military education, which

includes Squadron Officer School and the Liesutenants’

% Professional Development Program offered by the Leadership and
Management Davelopment Center at Maxwell AFB, Alabama.

Squadron Officer School is the first schoogl in ths Air

- o

Force three tier professional military education program in
which first lisutenants and captains with less than saven
years of active duty are eligible to attend. The Squadron
Officer School course covers eight and one-half weeks and is
cffered five times a year. Squadran Officer School is offered
through both the resident program and correspondence program
h which is almost immediately available. The research in this
thesis focused on the resident program becauss this is where
the most exparience can be gained by CE company grade
Y ) officers. According to Major Estes, "many educators agree
that correspondence programs are not as effective as resident

programs” (36:73). The Squadron Officer Schoocl Curriculum

Catalog states the mission of Squadron Officer School is, "to
provide for the professional develcopment of company grade

officers so they can better perform and value their roles in

e e e

the conduct and support of combat operatiocns and other Air

' Force missions” (739:29). This mission statement is echoed in

, 55
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oy
\‘:'
:y the Squadron Officer School educational philesophy:
\*'.
:ﬁ 1. Squadron Officer School is concerned with
. educating Air Force lisutsnants and captains toc mest
: leadership needs of the Air Force. In the
j{ professional development of these officers, SO0OS
;¢: seeks to develop the whols person. Through the
o realms of physical, mental, and ethical disciplines,
g* SOS seeks to guide officers toward their maximum
potential as leaders in the Air Farce.
E§ 2. All officers must soclve problems systematically
- and logically, communicate clearly, apply scund
N techniques of leadership and managemant, and be
o articulate in the force employment of aerospace
power. These are specific abilities and knowledge
. that SOS seeks to increase in officers who attend
O the school. S50S also recognizes a guiding principle
X which is stated as the school motto: "Think--
o Communicate--Cooperate.” The skills implied by this
S theme are essential if a leader is to acccomplish
o the mission. (738:313
. _
:5? Of the four areas taught at Squadron Officer School:
L ".:-
j: Officership, Force Emplaoyment, Leadership in the Air Force,
'O
; and Communication Skills, Leadership in the Air Force makes up
jk 43 percent of the total 261 academic instruction curriculum
ﬁf hours. In the Leadership in the Air Force portion of the
g
v curciculum there are four areas that are taught: The Leader,
iﬁ The Lsader and The Group, The Leader’s Technigques, and Group
PR
b,
'ib Development. Thesa four areas are taught through lecturs,
v; seminar, and field activities to include sports activities and
h‘ =
g: Project X (78:37). According to the area description of Area
93: Three listed in Book 1, Laadership in the Air Force:
W2
The leadership area gives you [the company grade
A officer] the opportunity to develop a more accurate
e self concept and gain an appreciation for how
{iz various thecories and technigques can enhance yocur
b ability to lead, manage, and follow in the Air
o) Force. This curriculum area builds upon and adds to
y our [{S0S51 discussion of "officership.” You will
3@ examine leadership, management, and followership
-
¥
i S8
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; techniques, and then apply these techniques in
K situations similar toc those encountered by company
‘ grade officers. In addition, the leadership area
illustrates how communication skills enhance your

A leadership in the process of force employment.
Q £78:113

The leadsrship training and education provided by
Squadron Officer School is a valuable foundation an which to
N build as officers move through their careers. Howsver, the
{ - most prominent problem with this portion of the leadership

development cycle is that most officers do not attend Squadron

i OfFficer Schacl until they have at least four years of

i commissioned service or they do not attend at all. According

: to Captain David L. Herres, Curriculum Developer for Area

fﬁ Three Leadership at Squadron Officer School, a typical class

S of 800 students is made up of, on the average, 75 percent
captains and 25 percent first lieutenants (438).

; Squadraon Officer School is needed before the company

. grade officer receives the éougher Jobs and the increased

; responsibilities that come with increased rank. These tougher

b Jobs and increased responsibilities usually come at

o approximately the four year point for Air Force CE company

; grade officers. Air Force company grade officers need

% Squadran Officer School as early as passible to help develop

§ the initial leadership foundation that they will need to carry

;J with them throughout a career.

% The Lieutenants’ Professional Development Program, offered

'; by the Leadership and Management Development Center at Maxuwell

# AFB, Alabama, since July 19738, is a 25 hour program conducted

B

b
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; over S days. The program is for company grade officers with 3
4

<.
fﬁ toc 2% months active duty time with the intent of bridging the
- gap between the commissicning scurce and Squadron Officer
0 School. The program reinforces and builds upon the company
Y
%5‘ grade officers pre-commissioning experiences and provides the
Wy new officer with a "real-waorld” exposure to officership

W (S6:n.p.J.

!

R The description pamphlet for this program list the
?‘ praogram objective as: N
s,
e To translate leadership/management thecory into
?\ practical [real lifel] application to better prepare
cﬂo Junior officers to assume thier {(sicl

- responsibilities, to strengthen professional values,

NN and to provide a foundation for further professional

‘3. develaopment. ([(56:n.p.1

Oy
;ﬂ During the 25 hours of instruction, the course covers S
10

areas in appraoximately equal time blocks of S hours each:

i Officer Development, Leadership Oevelopment, Perscnnel

A
'5: Management, Interpersonal Skills, and Problem Solving. These
2 ~.'

i areas are taught by a combination of lectures, seminars, and
t"

ﬁﬁ question and answer periods.
o
f§j According to Major Estes, the biggest problem with the
e

6

_ Lieutenants’ Professional Development Program is that, "LMOC
:E [(Leadership and Management Development Centerl] is not
i
.” currantly manned to offer the program on a regular basis
'

. either in the field or as a resident program at Air
ke
, ; University” (36:73). This was echoed by Captain Salvatore
]
L)
l.# Bcva, Senicr Management Consultant, Leadership and Management
i

. Development Center, when ha explained that because of manpower
)
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constraints within the Leadership and Management Development
Center the old method of sending cut a teaching team from
Maxwell AFB, Alabama, to a requesting base in order to train
all seccnd lieutenants on that base was changed on 16 May

1986. According to Captain Bova, the new method has the

~eh e

Leadership and Management Development Center training a cadre
¢ of personnel from a requesting base at Maxwell AFB, Alabama,
in the course content and how to properly teach the course

when they return home. After the training has been given to

- o

the cadre and they return home the Leadership and Management
Development Center forwards the class materials that will be
needed by the newly trained team to properly teach the program
: to the lieutenants (11).
ik This new method will be successful only if the bases send
a cadre to Maxwell AFB for training. In addition, this new
method, with proper application at the base, cculd reduce the
problems and difficulties encountered hy second lieutenants in
the first two years of active duty and provide them with the
initial foundation for leadership development.
) . The professional leadership training and development
¢ of fered by Squadron Officer Schocl and the Leadership and
Management Development Center is further enhanced for Air
Force CE company grade officers by attending the Professional
Continuing Education short courses offered by the Air Force

Institute of Technolagy Schoal of Civil Engineering, leading a

- g am
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Prime BEEF team, and/cor the daily leadership opportunities

provided at base leavel.

First, the Air Force Institute of Technology School of
Civil Engineering offers two short courses, the Contingency
Engineering Course, ENG 48S, and Introduction to Base Civil
Enginesring, MGT 001. Each courss has class time devated to
the area of leadership education and training for Air Forcs CE
company grade officers. Other short courses offered by the
School of Civil Engineering are structured to educats Air
Force CE officers on the technical and management aspects of
operating a psacetime air base. Thes Contingency Enginsering
and Introduction to Base Civil Engineering courses ars
discussed below.

1. The Contingency Engineering Course, ENG 485, educates
Air Force CE company grade officers in employing expsdient
methods to accomplish CE’s mission. Included throughout the
91 hours of class time is instruction in how the CE company
grade officer can use the leadership principles listad in
Chapter 111 to accomplish CE’s mission. This includes
lesadership principles such as:

a. Knowing your wartime Jjob.
b. Setting the example.

c. Baing sure the task is understood, supervised,
and accomplished.

d. Making sound and timely decisions.
One of ths major problems with this course is that even

though it is offered six times a year there is a four year
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backlog to get intoc the course (S%). This is an important

consideration in leadership development of Air Force CE

.
- .

company grade officers. Other than the contingency field

- >

training provided through the base and Field 4 at Eglin AFB,

S

ENG 485 is the only professional course which provides the CE

company grade officer with formal classroom instruction in the

g o

cantingency area .

S

‘ 2. The Introduction to Basa Civil Engineering, MGT 001,

provides Air Force CE company grade officers an cverall view

o
-

-~

of Air Force CE to include the mission, organization,

- -

techniques, and operations (3:10). This course, like ENG 48S,

\ devotes a portion of the total course hours toc leadership
education in an effort to begin the development of the initial
Y leadership foundation needed by CE company grade officers.

" The problem with this course is that all CE company grade

" officers do not or cannot attend this course because of the

f following:

\ a. Not releasesd to attend from the initial duty
assignment.

3 b. Scheduling conflicts does not allow the officer

S . to attend before the first 12 months of service.
After 12 months the officer is not esligible to
attend, unless given special permission.

Second, according toc AFR 93-3, Special Civil Engineering,

R T T

Air Force Civil Enginsering Prime Base Engineer Emergency

Force (BEEF) Program, Chapter 3, Contingenct Training, a Prime

BEEF team member must participats in a home station field

Cad et il ¥ W a»

training exercise esvery 12 months and contingency training at

' Eglin AFB, Florida, every 18 to 30 months, with the desired
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;%! frequency every 2% months (24:23). Leading a Prime BEEF team
%&} once svery 12 months in homs station training at hase level

33 and once svery 18 to 30 months at contingsncy training at

?_S Eglin AFB are two formalized opportunities toc develop the

:Jﬁ leadership skills and abilities needed by Air Force CE company
‘m“ grade officers to effectively accomplish CE's mission.

;&k Finally, probably one of the most important areas in 1
ﬁ% which an Air Force CE company grade officer can develop

o : leadership skills and abilities is through the daily :
-5% leadership opportunities afforded the officer. These

;Jﬁ opportunities can be anything from volunteering for additional
% duties to leading a small Prime BEEF team in completing a

’Eé special construction project. The opportunitiss that CE

vx: company grade officers have vary from command to command in
NV what the CE senior leadership at a base will let CE company
ii? grade officers do. For sxampls:

3&: 1. In TAC, CE company grade officers lead Prime BEEF

55 tsams in support of Air Force exsrcises such as Silver Flag
rz‘ and Red Flag (42).

o ‘2. In MAC, CE company grade officers lead Prime BEEF

‘F& teams in deployment to other MAC bases during Operational

:%a Readiness Inspections (47). ‘
;Q; 3. In AFSC, at-Edwards AFB, California, CE company grade
42{ officers are put in charge of a Structural Maintenance and

%g Repair Team for a set period of time and then rotated to

3" ancther position (75),

.4%
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4. In USAFE, CE company grade officers have the
opportunity to exercise more on a routine basis because of
being sa close to ths threat (2).

S. In AFLC, CE company grade officers are involved in up
to 30 percent mare Prime BEEF training than the Air Force
average (18).

6. In AU, CE company grade officers are rotated through
different jobs in CE and lead Prime BEEF teams on special
projects in conjunction with regular Prime BEEF training (13).

7. Company grade officers in RED HORSE are given the
responsibility of the whole project, in other words they are
accountable from beginning to end. CE company grade officers
lead Prime BEEF teams on special projects, in support of major
exercises such as Team Spirit, and in jaint rapid runway
repair exercises with Korean forces (73).

8. Every year CE company grade officers have the
opportunity to leqd Prime BEEF teams in both command and Air
Force Prime BEEF competition in the Prime BEEF Rodec, which
determines who has the best Prime BEEF team in Air Force CE.

This list is by no means complete and could go on
forever., What is important to realize is that the leadership
opportunities are there and should be coupled with the
professional leadership training and development programs. It
takes both U.S. Air Force CE company grade officers and senior
leaders working together in developing the skills and abilities
neaded in CE company grade officers in order for them to

effectively lead CE personnel in accomplishing CE’s mission.
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Leadership Development of U.S. Army Corps of Engineers Company
Grade Offlicers

Like U.S. Air Forcs CE, the U.S. Army Corps of Engineers
(COE) nemsds to have company grades engineering officers who
possess the necessary leadership skills and abilities in order
for them to effactively lead personnel in the accomplishment
of the COE mission. As such, Army Pamphlet 600-3,

Commissioned Cfficer Professiocnal Development and Utilization,

Chapter 21, Corps of Engineers, lists four areas of
concentration in which COE officers can be assigned tao
accomplish the COE mission:

1. General Engineer, Specialty Code 21A: This is a
nonaccession specialty, which means that once an officer has
spent a period of time in an initial specialty they can enter
this field. 0Officers in this paosition serve in engineer
staffs at brigade level and higher or as instructors in
service schools, Armg Reserve Officer Training Corps units, aor
the U.S, Military Academy. Officers are eligible for
assignments in this area only after branch qualification has
been achieved. This includes troop leadership experience,
completion of the Engineer QOfficer Advanced Course, and at
least 18 menths of successful command at company level
(27:40).

2. Cocmbat Engineer, Specialty Code 21J: When an officer
is commissiocned into the Army COE this specialty code is

assigned and after completion of the Engineer Officer Basic
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% Course the Combat Engineer is usually assigned as a platoon

3; leader of a combat engineering platoon (27:40).

f 3. Topographical Enginesr, Specialty Code 21C: This is
i’ a nonaccession specialty liks the General Engineer. The

g_ Topographical Enginser works side-by-side with the Combat

Q Engineer in the battlefield (27:%40-4%1).

g‘ 4. Faciiities/Contract Construction Management Engineer,
3. Specialty Code 210: This too is a nonaccession specialty.

R This speciialty includes all the officer positions within the
5 operations of facility engineering and contract construction
? management. This specialty code can be closely related to the
& peacetime mission of U.S. Air Force CE of providing

§ maintenance to base facilities and contract construction

ﬁ. management (27:%1).

11 Corps of Engineers Missicn. As a Combat Arms Branch in
%{ the U.S. Army, the COE has three roles: combat, combat

A support, and combat service support (27:40). Because of the
'ﬁ relationship between the U.S. Air Force CE mission and the

;i U.S. Army COE combat mission and the objective of this

0 ) research to develop a leadership davelopmant model for Air

ﬁ Force CE company grade cfficers, this research examined only
,g the COE combat mission. This combat mission includes both the
;_ Combat Engineer and the Topographic ﬁngineer.

?E As mentioned earlier, when an aofficer is commissianed

;5 into the Army COE a Specialty Code 21J, Combat Engineer, is
i. assigned. The primary function of the Combat Enginser,

'§, according to Army Pamphlet 600-3-21, Combat Engineer, is, "tc
L

;
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command, direct and control the employment of engineer
personnel, equipment, and materiel, in support of Army field

gperations” (25:n.p.). Army FM S5-100, Engineer Combat

Operations, lists the five primary missions of the engineer

system as, ”"mobility, countermobility, survivability, general
engineering, and topographic engineering”. Army FM 5-100 goes
on to stata that when required the engineers will fight as
infantry (28:Ch 1, 11).

Army FM S-100 describes the function of these missions as
follows (28:Ch 1, 10-11):

1. Mobility: Enhancing the ability of the friendly
forces by clearing obstacles and clearing and canstructing
paths for these forces to pass.

2. Countermobility: Construction of obstacles to slow
down or impede the mobility of enemy forces.

3. Survivabhility: Construction of fighting positions
and shelters for friendly forces to enhance survivability.

4., General engineering: Construction of base camps,
buildings, roads, and airfields.

S. Tapographic engineering: Production of maps,
surveys, and terrain analysis.

6. Fighting as Infantry: When required, but only as a
last resort.

These differant missions are part of the support the
Combat Engineer provides on the battlefield as a member of the
Combined Arms Teams, which is the combination of the different

branches of the Army such as CJE, Infantry, and Armor.
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4 Corps of Engineers Officer Career Progression. Like the

U.S. Air Force one of the ways in which a COE combat
N engineering ccmpany grarle officer can develop individual
§ leadership skills and abilities is through career progression.

N Army Pamphlest 600-3, Commissioned Officer Professional

Oevelopment and Utilization, Chapter 21, Corps of Engineers,

Sectiocn 4, Career Patterns and Professional Desvelopment

v Objectives, states that engineer career planning "is

\ designated to ensure the fullest professional development and

effective use of officers while accomplishing the engineer

mission of the U.S. Army” (27:%1). Interesting and

challenging assignments are provided in each of the three

X roles of the Army COE menticned above that build the knowledge
level of the COE company grade officer which will be used
throughout the career of the individual (26:n.p.J). With the
new Army Officer Personnel Management System as much as 60

B percent of COE officers may single track within the four

' engineering areas of concentration during a career, while at
the eighth year of service the oﬁher 40 percent will have the

; oppertunity to choose a functional area in which to serve. A

functional area can be an assignment in Research and

Development, Force Develagpment, or a list of many more

« (27:41),

s Army Pamphlet 600-3, Commissioned Officer Professicnal

N Development and Utilization, Chapter 21, Section 4, lists and
5 describes the four overlapping career development pericds for
' the Army COE officer as follouws:
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1. Basic Military Development Period (0O through 8
years). The primary objective of this period is to develop
the basic leadership and soldiering skills and abilities
neaeded by the COE company grade officer in order to become an
effective member of the Combined Arms Team. The assignments
these aofficers receive during this pericd aim at troop
leadership and the demonstration of officer competence to
command at company level. Once the Army COE lieutenant has
completed the Engineer Officer Basic Course the primary aim of
troop leadership can be ssen in the initial assignment as a
Combat Engineer Platoon lLeader. In addition to gaining
experience of troop leadership at company level, the COE
company grade officer should focus attention on caompleting the
Engineer Officer Advanced Course, commanding a company, and
sarving on a battalion/brigade level staff (27:%1). Key
paints for COE officers during this period are:

a. PAfter Engineer Officer Basic Course the officer
is assigned as a platoon leader to gain troop
expsrience at company level.

b. The officer is selected to attend the Engineer
Officer Advanced Course close to promoticn to
captain and after graduation the officer is
assigned to a position which gives the officer

the maximum opportunity to command.

c. The officer might have the opportunity to further
individual studies through graduate studies.

d. Around tha eighth ysar of service the officer
will be given the opportunity to select a
functional area in which future assignments
can be made. At this point officers selecting a
functional area will follow either a dual career
track or a sequential career track. With a dual
career track the officer alternates between
branch and functional area assignments., With a

68
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sequaential career track the officer receives
assignments only in the chosen functional area
for the rest of the officer’s career (27:41).

2. Professiconal Broadening Period (38 through 16 y=ars).
The objective of this period is tha development of the
! conceptual skills needed by Army COE field grade officers to
accomplish rank related command and staff positions at
differant levels in the COE structure (27:%13. Key points for
field grade officers during this period are:

a. In an effort to gain as much knowledge as
possible for higher positions of command and
responsibility, the officer should become
qualified in the other engineer areas of
concentration and/or a functional area. This
is accomplished while still maintaining current
qualification as a Combat Engineer.

b. If the officer is on a single career track in the
Enginear Branch the officer should try to cbtain
troop assignments at both battalion and brigade
levels. This is a prerequisite and an impartant
4 consideration for COE field grade officers in
! obtaining a battalion command.

3 c. The officer must have completed the Combined Arms
. and Services Staff School by the tenth year of
service.

N d. Somewhere betwesn 10 and 14 years of active

‘ duty the officer may be chosen to attend the U.S.
Army Command and General Staff College, the Armed
Forces Staff College, or an equivalent school.
These courses are vital to career progression
and promotion potential and officers not
selected to attend in residence shculd make
every effart tao complete the Army Command and
General Staff College course by correspondence
(27:41).

3. Advanced Contribution and Oevelopment Period (17
through 23 years). During this period the Army COE officer is
uged in the career field in which the officer has developed

the most expertise and can utilize the strengths and potential
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e of the individual (27:%1). Key points for officers during
RN | |
Y this period are:
a. The officer may be selected to attend one of the
W . .
Y senior Service Colleges such as Army War
& College, The National War College, or the
\_d Industrial College of the Armed Forces.
D
0‘
" b. At some point during this period selected
s of ficers will have the opportunity to command at
?aj higher Army COE levels.
o c. Here assignments in the other engineer areas of
ey concentration and functional areas will increasse
while assignments in combat engineering will
AN decrease (27:'1-42).
2“& %. HMajor Praofessional Contribution (2% years and up).
s
M During this period the Army COE officer will utilize
w%es individual talents, leadership skills and abilities, and
o
‘:§} knowledge of the engineering field that were developed ocver
AN
Qﬁ\ the length of the career in order tc make the maximum
fﬁﬁ contribution to the COE effort (27:42).
2§j Army Pamphlet 800-3-21, Combat Engineer, lists some of
a !
b Nﬁ..
Lehy the typical assignments a Combat Engineer might expect to have
o over a career (25:n.p.)J:
JA
}¢ﬁ 1. Lieutenant:
o
R a. Platoon Leader or Training Officer
33' b. Company Executive QOfficer
‘EE C. Assistant Battalion Staff Officer
R 2. Captain:
W a. Company Commander
A
-
?g b. Instructor at service school
-
e
)
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3 c. Recruiting Arsa Commander
; d. Staff Officer at brigade/division level
3. Major:

a. Battalion Executive Officer or Operations Officer

‘et s A a X

b. Brigade/Division Staff QOfficer

c. Additional specialty utilization (other engineer
areas of concentration or functional areas)

o

LU,
S

Lieutenant Colonel:
a. Battalion Commander
3 b. Readiness Region coordinator
Y c. High level staff Action Officer
5. Colonel:
a. Brigade/Group Commander
! b. High level staff officer
c. Director at service school
! As this outline of career progression shows the U.S. Army
COE company grade officer has the opportunity to lead a unit
on the average four years earlier as compared with U.S Air
) Force CE counterparts. This is an important aspect in the
ability of the company grade engineering officer to
efectively handle the role of leading perscnnel in the
! accomplishment of a wartime mission.

. Leadership Education and Training Programs and

Development Opportunities. Even though the U.S. Army COE has

a different mission than that of U.S. Air Force CE, it still
has the requirement for capable leaders sc that the mission

can be effectively accomplished. Colonel Huba Wass de Czegs,
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SQf Director of the Advanced Military Studies Department at the
VoY
%) )
ﬁ@c United States Army Command and General Staff College, Fort

Leavenworth, Kansas (as of June 1884), states in his Military

-

2 2o 2
i G pu 2ol 2 P

Review article entitled "Challenge for the Future: Educating

Field Grade Battle Leaders and Staff Officers”:

-
-

Conditions on the battlefield today make it
imperative that commanders and staff officers be
capable of handling a multitude of tasks that are
focused cn defeating the enemy. Recent changss in
the Army'’'s education system are aimed at producing
highly qualified officers who can shoulder such
responsibilities. ([89:31]

X

=26

R X
-

%ég This statement can be applied to any Army COE officer,

E:ﬁ especially COZ company grade officers since the initial

) assignment for mast of these officers is as a platoon leader.
;g The Army wants leaders who can do more with less under trying
;5? circumstances, such as war, and in less time given a varying
,;% set of possible missiéns, by possessing the ”Be,” ”Kndw,” and
:f' "0o” attributes of leadership (described in Chapter 111) that
:b are required to lead soldiers successfully in peace and war
’f (46:67;83:3). Accerding toc Colonel Wass de Czege, "this will
;é? require a leadership with a common educational and cultural
V?% perspective on war which stays conceptually ahead of the

'?ﬁ ever-changing technology” (83:3).

,§§ The challenge to develop the leadership skills and

3%& abilities of U.S. Army COE cdmpang grade cfficers is an

?E interesting challenge because, as with U.S. Air Force CE,

éﬁ; young lieutesnants in the U.S. Army are fresh from ane aof three
;lﬁ commissioning sources, the U.S. Military Academy, Officer

5 ; Candidate School, or Army Reserve Officers Training Corps.
N
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However, the big difference is in what the U.S. Army does with
officers once commissicned. Instead of sending COE
lieutenants straight to an engineering Jjob like the Air Force,
they are sent to a 15 week Engineer Officer Basic Course at
Fart Belvoir, Virginia. The training philosophy for the U.S.
Army COE is, "engineers are first trained as soldiers, second
as engineers, and finally as specialists” (28:Ch 1, 11). Army

Pamphlet 600-3, Commissioned Officer Professional Development

and Utilization, Chapter 2, Officer Professional Development

and Planning, Section 1, Officer Professional Development adds
to this by stating, "the development of the professional
attributes and technical capabilities of Army officers to meet
the needs of the Army is accomplished trhrough planned
schooling and progressive assignments” (27:6). In addition,
this sectiaon states:

The Army in peacetime prepares for war and

accamplishes other missions as directed by the

national leadership. As such, professional

development of Army officers is keyed to ensure that

officers are properly trained. . . . Throughout an

of ficer’'s career, schooling, experiences,

assignments, and promoticns are all aimed to

professionally develop the officer toward these

goals of combat readiness and peacetime mission
accomplishment. [27:61]

Like the U.S. Air Force, the initial development of
leadership skills and abilities for Army COE caompany grade
officers comes from one of the three commissioning socurces
mentioned earlier. This initial leadership development and
training is the first level in a system of Military

Qualification Standards which specifies the knowledge and
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f\' skills an Army officer needs to know and must acquire at
1N
k)
3 various points throughout a career in order to effectively
LK
l perform duties and accomplish the mission (539:45-46). General
\‘.
5; William R. Richardson, Commanding General U.S. Army Training
~§3 and Doctrine Command (as of October 18S83) states in his Army
“a¥
e article entitled "TRADOC: Army’s Source of Well-Trained
2
\§$ Soldiers” that:
an )
f$ Officer’s professional development, through company
: grade levels, will be guided by military
. qualification standards (MQSs) that document .
QZ' military tasks trained in the service schools and in
ai the unit, and which formally address professional
20 military education. [71:53]
et '
't The first level, Military Qualification Standards Level
rt I, or the precommissioning standards, develops the common base
) *l'-

of military skills, leadership, knowledge, and education svery

DA

Army officer needs from the beginning ta the end of a career.

SO

In addition, this level develops the base on which all other
Military Qualification Standards levels are built upon, which

is based on the mission for that particular branch of the

)

Army. For example, Military Qualification Standacds Level II,

A

ﬁ. or lieutenants’ standards, lists engineer tasks and skills,

R such as supervising installation of minefields and minefield
%f clearing operations and layout of a troop camp, that should be
%ﬂ mastered by the Army COE lieutenant (53:45-46,225-229). There
- are similar type standards and skills called Military

%g Qualification Standards Level 111, ar captains’ standards,

sg that Army COE captains should master.

vy

gh
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In the area of professicnal development, Army Pamphlet

600-3, Commissioned Officer Professional Development and

Utilization, Chapter 2, Officer Professional Development and

Planning, Section 38, Professional Development Phases,
describes five phases of development from lieutenant to
colonel that Army officers go through in a career. The basic
elements of this officer professional development are (27:6):

1. Develapment in respective specialty cods.

2. Professional education in resident and non-resident
instruction and civilian education.

3. Individual development.

4, Differant assignments in career field.

S. Active involvement by commanders.
As this research examined only what is required for company
grade officers, only the first two pﬁases will be discussed.

First, tha Lisutenant Phase hegins when the officer
enters active duty. The first exposure to professional
development the officer recsives is through the branch basic
course such as Infantry, Armor, or COE School. Here the
of ficer learns the mission and basic Function of the selected
branch which provides the technical knowledge the officer will
need later to operate effectively in that branch. In
addition, the advanced course provides the bﬁilding blocks for
the leadership skills and abilities the officer will need to
effectively carry out the branch’s mission (27:8).

In the case of Army COE lieutenants, this basic course is

the Enginee: Officer Basic Course at Fort Belvoir, Virginia.
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The Engineer Officer Basic Course is a 15 week course that is
designed to provide the new lieutenant the necessary military
skills and technical knowledge in order for them to
effectively and confidently command an engineesr platcon.
During the 15 weeks the officers will go through S phases:
General Skills, Field Skills, Engineer Skills, Field Training
Exercise, and Final Phase (82:n.p.). The COE brochurse

entitled Enginesrs the Dynamic Caorps describes what is taught

in these five phases as follows (B2:n.p.J:

1. General skills (3 weeks): Leadership,
communications, and Nuclear, Biological, and Chemical
operations.

2. Field Skills (3 weeks): UWeapons training,
demolitions, mine warfare, field fortication, and land
navigation.

3. Engineer Skills (6.5 weeks): Plumbing, bridging,
horizontal and vertical construction.

4., Field Training Exercise (1 week): A review of
general skills, combat engineering, and tactics.

S. Final Phase (1.5 weeks): History of COE,
organizational effectiveness, and equal opportunity.

Out of this 15 weeks, 20 percent of the course content is
spent in the area of leadership, howevar Army Pamphlet

600-3~21, Combat Engineer, notes that during the Engineer

Off icsr Basic Course:
Special emphasis is placed on physical fitness and

leadership ability. Daily physical training classes
snsure that sach student achisves an excellent lavel
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of physical conditioning-—-a prerequisite for

graduation. Student leadership positions are

rotated regularly so that all participants receive

exposure to this critical facet of every military

officer’s responsibilities. ([26:n.p.J.
The big difference with respect to leadership desvelopment
comas after graduation when the lieutenant is assigned as a
Combat Engineer platoon leader. Here the Army COE company
grade officer has the aopportunity to apply the recently
acquired skills while leading a platoon in accomplishment of
the COE mission, to include planning of engineer aoperations
and advising battlefield commanders on how engineer platocons
can be utilizied in battlefield operations (26:n.p.;B82:n.p.J.

This first assignment will allow the officers in all
branches to apply the recently learned skills and to further
enhance the needed leadership skills and abilities required to
effectively carry out the mission of the branch. In addition,
after complstion of the basic course some officers will have
the opportunity to further anhance professional development
and support future follow-on assignments by attending special

schools such as Ranger and/or Airborne schoals (27:8).

Army Pamphlet 500-3, Commissioned Officer Professional

Develcpment and Utilization, Chapter 2, Section 9, states

that, "officers should seek leadership positions in troop

units whenever possible since this duty provides the officer

an understanding of Army operations and military life that

will provide a solid foundation for future service” (27:8).
Last, the Captain Phase is a continuation of the

Lieutenant Phase in which the company grade officer continues
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to build skills in the chosen specialty code, while on a

constant basis developing and honing individual leadership
experisnce and military knowledge. Mast officers in this
phase will attend an advanced course in the officer’s branch,
while other officers will attend the advanced course of
ancther branch. In the advanced course the company grade
officer tries to complete branch qualification and assignment
specific training for future assignments, while learning about
staff qperations and tactics (27:8).
In the case of the Army COE company grade officers, they

attend the Engineer Officer Advanced Course, also conducted at
Fort Belvoir, Virginia. The Engineer Officer Advanced Course
is attended by Army COE company grade officers three to five
years after completion of the Engineer Officer Basic Course.
During the six month course, COE campany grade officers learn
battalion and brigade staff operations and the additicnal
leadership and combat engineering skills necessary to serve as
a company commander upon graduation (82:n.p.J). The curriculum
of the Engineer Officer Advanced Course ranges from management
and leadership to engineers in combat. 0Of the B804% hours of
academic instruction, 9 percent is devoted to the subject of

i leadership (58:32). After graduation the officer will have

? the opportunity to become an engineer company commander or to

: be assigned a tour of duty with a COE district or division
(82:n.p.J.

The assignment as ccmpany commander is typical of the

officers in the other branches. During this phase of the
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officer’s career this is a key objective in the career and
professional development of the officer. In addition, during
this period the officer should complete the Combined Arms and
Services Staff School by the tenth year of active duty. This
school further enhances the leadership skills and abilities
already learned from the Officer Basic and Advanced Courses
and from job experiences (27:8).

Along with the normal day-to-day Jjob of the Army COE
company grade officer and the professional schools, there are
many unique opportunities for COE company grade officers to
further enhance and develop individual leadership skills and
abilities. For example, engineers at Fort Stewart, Georgia,
regularly train with the 1/75th Rangers aor COE company grade
officers serving with the 82nd Airborne Division’s 307th
Engineers, by parachuting into a foreign area to supervise the
construction of a tactical airstrip for C-130 aircraft

(82:n.p.J.

Leadership Development of U.S. Marine Corps Company Grade
Engineering Officers

Like U.S. Air Force CE, U.S..Narine Corps Fleet Marine
Force Enginger Units need to have company grade engineering
officers who possess the leadership skills and abilities
. necassary for them to effectively lead personnel in
k' accomplishing the Marine Corps engineering mission. As such,
it ance a Marine Corps company grade engineering officer has been

designated a Combat Engineer there is gne of three Fleet
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Marine Force engineering commands in which this officer can be
assigned to accomplish this mission (4%):

1. Combat Engineer Battalion

2. Engineer Support Battalion

3. Wing Engineer Squadron

Fleet Marine Force Engineering Mission. The overall

mission of the Fleet Marine Force engineers, according to
Marine Corps Fleet Marine Field Manual (FM) 4-%, Engineer

Operations, is, ”to increase the combat effectiveness of the

landing forces” (83:1). The three Fleet Marine Force
engineering commands listed above are organized and equipped
in such a manner so that the respective missions can be
performed under any circumstances or conditions. As a whole,
Marine Corps engineer units provide the following in the way
of engineering support to the battlefield [83:1-21:

1. Combat engineer support required for landing
force operations.

2. Establishment and maintenance of expeditionary
! airfields.

3. Construction and maintenance of routes of
communication.

4. Potable water and hygienic services.

5. Class !II and class I1I1CA) bulk fuels.

T wavE

6. Utility power support.

7. Establishment and maintenance to temporary
camps.

Marine Corps Fleet Marine FM 4-4, Engineer Operations,

defines the mission of the three Fleet Marine Forcs

engineering commands. Even though each one has a sesparate
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mission, all three tie back intoc the overall Fleet fMarine
Faorce engineering support listed above.

¢ First, the Combat Engineer Battalion mission is to
"increase the combat effectiveness of the Marine division by
& rendering closes combat engineer support” (83:15). The

functions performed by the Combat Engineer Battalion are as

¥

follows [B3:17-181]:

1. Engineer reconnaissance within the division
2one of action or sector of defense,.

, T

; 2. Temporary repair and maintenance of existing
§ roads and limited new construction and maintenance
)

1

"‘ , -

of pioneer roads for moderate combat service support
traffic,

) 3. Erecting standard, prefabricated[,] fixed and
Floating bridges. Bridges and supervisory personnel
are provided by the angineer support battalion,

4. Constructing pioneer type timber bridges from
local material when available.

S. Constructing and operating cafts.

o 6. Reinforcing, repairing, [andl maintaining
[ bridges other than prefabricated types.

L 7. Constructing and maintaining expediticnary
airfields for observation aircraft, helicopters, and
VIOL type aircraft.

;?":n".T~ "

8. Providing potable water and hygienic services
for the division.

8. Providing electrical utilities for the division
command poast.

P L ]
EELOF R B

o™y

10. Constructing and positioning cbstacles requiring
special engineer equipment or technical skills.

x|

o Y

11. Supervising the placement of extensive
minefields and boobytraps.

-
o

12. Furnishing technical and mechanical assistances
0 for the construction of cut-and-cover type temporary
M fortifications,

B 81
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13. Performing specialized demolitiaon missions
beyond the capability of the infantry.

- v

o,

14. Providing specialized assistance in breaching
- obstacles, including mines, from the high water mark
& inland.

“E 15. Supervising extensive or sensitive minefield
clearancs.

. 16. Supervising specialized camouflage tasks,

- primarily concealment and deception measures of
-~ major significance to the division as a whole.
ey

Second, the Engineer Support Battalion mission is to

"increase the effectiveness of the landing force by

b accomplishing general engineer missions of a deliberate
l
E; nature” (83:35)., The functions performed by the Engineer
g Support Battalion are as follows (83:371]:
Y
=:f 1. Development of routes of communication to
K\ include:
i a. Construction, repair, and maintenance of
e roads and trails. Improvement and extension
4 or routes of communication initiated by
- division engineer forces.
K b. Erection of prefabricated (fixed and
' floating) bridges and rafts.
"
:“ c. Replacement of prefabricated bridges with
;2 semipermanent bridges.
!
gy d. Reinforcement, repair, and maintenance of
- existing bridges.
‘t: 2. Installation and operation of bulk fuel systems
e in support of MAGTF [Marine Air Ground Task Forcel
o operations.
"8
3. Construction of temporary camps with minimum
' utilities and essential storage and maintenance
" structurss.
t »
g}
:“ ’ ¥, Installation and remcval of minefields.
’h
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Finally, the Wing Engineer Squadron mission is to
"provide engineer (constructiaon, facilities maintenance,
utilities, and tactical airfield fuel dispensing system
(TAFDS)) support of a deliberate nature for the Marine
aircraft wing and assigned units” (B83:27). The functions
performed by the Wing Engineer Squadron are as follows
£83:293:

1. Engineer reconnaisance/survey within the
landing force zone of action.

2. Repair, improve, and maintain existing road
nets within the MAW’s [Marine Aircraft Wingl area of
responsibility.

3. Construct and maintain expedient methods.

Y., Construct, improve, and maintain helicopter and
light reconnaissance aircraft landing sites to meet
minimum wing requirements.

5. First echelon level maintenance of all assigned
equipment and second echelon maintenance on assigned
infantry weapons.

6. Construct temporary camps ta include the
provision aof technical and equxpment assistance for
the erection of shelters.

7. Provide essential utilities support in the area
of electrical power.

8. Provide essential water and hygienic support in
the area of potable water, bath, and laundry
facilities.

9. Repair existing warehouses and facilities.

10. Develop, improve, and maintain drainage
systems.

11, Provide survey and drafting support as
required.

These different engineering missions all combine intoc the

necessary engineering support required by the Marine Corps in
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2N d 35
A \ﬁ i &h'm a'n 'q'l"nn {3 n’:'.u "oa 'o."

lql



e
2
E; battlefield conditions and is a vital part in the overall
'I? scheme of the Marine Corps operation.
f}w Fleet Marine Force Engineering Officer Career Pregression.
.33 Like the U.S. Air Force and U.S. Army, ore of the ways a
'ii Marine Corps company grade engineering officer can develop i
£ individual leadership skills and abilities is through career
}éﬁ progression and develapment. Major Harold Mashburn, Jr., USHMC,
:;3 in his Air Force Institute of Technology School of Systems and N
- Logistics thesis entitled An Evaluation of the Education and
ﬂiﬁ Training of Marine Corps Combat Engineer Officers, quotes
;Qi Marine Corps Order P1200.7D0, Military Occupat_onal Specialty
;; (MOS)> Manual, which outlines the career progression for each
1%? Marine Corps occupational specialty and states that, "the
:iE assignments . . . should preovide a well-balanced foundation
> For career broadening experiences to prepare for future
A%} assignments of increased respcnsibility” (53:37).
- According to Captain Michael C. Anderson, USHMC,
f}g Engineering Company Grade Ground Officer Monitor, HG USHC,
{&E there are two basic career tracks in which Marine Corps
Q§ engineering officers can follow. These tracks include

assignments in both Fleet Marine Force and non-Fleet Marine

.¢2 Force billets (typical assignments for each of these are

}ﬁl described after the sscond career track listed below). After
ﬁ: completion of The Basic School and the Marine Corps Engineer
Eig School Combat Engineer OFFicer Course the Marine Corps

[\, *r

f; engineering officer follows one of the following career tracks
4 (%):
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Marine Corps engineering officer career track I:

First two years as a platoon leader in a Combat
Engineer Battalion or a Engineer Support
Battalion.

Third year in a remote tour in any of the three
Fleet Marine Force engineering commands.

Fourth through sixth year in an independent
duty assignment.

Around the fifth year of service the officer is
screened toc go to the Amphibious Warfare School
and the Engineer Officer Advance Course at Fort
Belvoir, Virginia. Only 15 to 20 percent of
engineering captains go to this school.

ARfter completion of school the officer goes back
tc the Fleet Marine Force for the next two to
three years to work in their military
occupational speciality.

For the next ten years, or to approximately the
twentieth year of service, the officer alternates
assignments in and ocut of the respective

military occupational specialty.

Marine Corps engineering officer career track II:

First year in a remote tour as a platoon leader
in a Combat Engineer Battalion or a Engineer
Support Battalion,

Secand through fourth year the officer is
assigned in a non-Fleet Marine Force assignment.

Fifth through seventh year the officer is
assigned to a Fleet Marine Force assignment
(probably as a company commander).

At this point the officer goes to scheol such
as Inspector/Instructor school.

After completion of school, the officer will
proubably be assigned to a reserve unit for the
next three years as an Inspector/Instructor.
This is the active duty officer in charge of
the reserve unit.

At this point, the engineering off.cer picks up
with and continues with career track 1 (1fF
above).
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With these career tracks in mind some of the typical
Fleet Marine Force and non-Fleet Marine Force assignments a
Marine Corps engineering officer can receive at diffsrent
ranks are listed below. These lists were extracted from Table
2.9, Military Occupatiocnal Specialty 1302 Career Development
Guide, and Fleet Marine Force and non-Fleet Marine Force
assignments found in the thesis completed by Major Mashburn
(59:38,44):

1. Lieutenant:

a. Fleet MNarine Force assignments:

(1) Force Service Support Group - Engineer
Support Battalion:

(a) Platoon Leader in Engineer Company
(b) Executive Officer in Engineer Company
(c) Assistant Staff Officer

(2) Division - Combat Engineering Battalion:

(a) Platcan Leader in Combat Engineer
Company

(h) Executive Officer in Combat Engineer
Companu

(c) Assistant Staff Officer

b. Non-Fleet Marine Force assignments:

(1) Student at The Basic School

(2) Student at Marine Corps Engineer School

(3) HMarine Barracks Officer-In-Charge in the
Marine Detachment at a naval installation

(4) Assistant operations/training officer at
Marine Corps Engineer School

(5) Range Officer at Camp Lejeune, North
Carolina

2. Captain:
a. Fleet Marine Force assignments:

(1) Force Service Suppart Group - Engineer
Support Battalion:
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A (a) Staff QOfficer
) (b) Company Commander of Engineer Company
(c) Executive Officer of Support Company

(2) Division - Combat Engineer Battalion:

()

gkl (a) Staff Qfficer

b (b) Company Commander of Engineer Company

h, (c) Executive 0Officer of Engineer Support
Company

s

ﬁf (3) UWing - Wing Engineer Squadron

t‘g

o (ad Engineer officer

Kot (b) Assistant Operations Officer

o b. Non-Fleet Marine Force assignments:

;l‘ (1) Student at career level schocl, such as

" Amphibious Warfare School

Wy (2) Student at Engineer Qfficer Advanced Course

(3) HQ USMC staff officer
(%) Inspector/Instructor at a reserve unit

B (S) Academic/QOperations Officer at the Marine
- Corps Engineering School

"'

‘4% 3. HMajor:

K a. Fleet MNarine Force assignments:

. (1) Force Service Support Group -~ Engineer
-~ Support Battalion:

(a) Executive Officer
b (b) Company Commander Engineer Support

i? Company

df (c) Staff Officer

1)

g‘g‘

e (2) Divisicn - Combat Engineer Battalion:
(E; (a) Executive Officer

%n (b) Staff Qfficer

aﬁ ] .

R (3) Wing - Wing Engineer Squadron:

(a) Executive QOfficar
Y (b) Operations Officer
(c) Ssaction Commander

b. Non-Fleet Marine Force assignments:

(1) HQ USMC staff officer

i (2) Student at intermediate level school
\ﬂ
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I (3) Engineer instructor at Education Center,
s Marine Corps Development and Education
) Command, Quantico, Virginia
L (%) Combat Enginear and Engineer officer at
. Develcopment Center, Marine Corps Development
sﬁ and Education Command

!"‘
a% 4. Lieutenant Colonel:
t) ".

” a. Fleet Marina Force assignments:
Qa (1) Force Servics Support Group:

'l’.

wf (a) Battalion Commander, Engineer Support ]
}p Battalion

v (b) Engineer Officer
-Q: (2) Division:
:" L]
$h (a) QOivision Engineer
f% (b) Battalion Commander, Combat Engineer
e Battalian

$; (3) Wing, Company Commander Wing Engineer

AS Squadron

i

X b. Non-Fleet Marine Force assignments:

e (1> HQ USMC staff officer
;9 (2) Student at top level school

Q: (3) Executive Officer, Marine Corps Engineer
%» School
pn (%) Inspector/Instructor on Inspector/
Instructor staff

X
%5 As can be sesn by the assignments that Marine Corps

|. Y

;: engineering officers receive over a career, Marine Corps
¢.u

'f company grade angineering officers, like Army COE company
o
kﬁ grade sngineering officers, have the gpportunity to lead a
»
o unit on the average four years earlier as compared with U.S.
b

Air Force CE counterparts.
L
‘:3 Leadership Education and Training Programs and
(L
'”§ Development Opportunities, Even though the U.S. Marine Corps
(L
Fleet Marine Force Engineer units have a different mission

1%
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than that of the U.S., Air Force CE, there is still the
requirement for capable leaders in order for the missjion to be

effectively accomplished. The User’s Guide to fMarine Corps

Leadership states that the primary goal of Marine Corps

leadership training is to "develop the leadership qualities of
Marines to snable them to assume progressively greater
responsihilities to the Marine Corps and society” (88:Ch 1, 1).
This guide goes on to state that:

Marines cannot become leaders simply by attending

discussions. The commander must develop a

leadership training system that provides both the

academic learning and the actual leadership

experience necessary to develop Marines intoc real

leaders. €88:Ch 1, 11

Marine Corps Order 1500.40, Marines Corps Training

Philosophy, Definitions, Priaorities and Training Requirements,

describes the Marine Corps training program as having baoth
entry and post entry level training (84:1). Marine Corps
Order 1500.40 defines entry level training as:
Training required of each individual upon initial
entry into the Marine Corps. This consists of
recruit training or officer acquisition training and
the initial skill gqualification training a Marine
must receive to qualify in an MOS. ([64%:11]
MCO 1500.40 defines post entry level training as:
Training a2 Marine receives after assignments to a
unit to maintain and develop proficiency acquired
during entry-level training. ([B8%:11]
These two types of training take place at three levels in the
U.S. Marine Corps structure: individual, unit, and

institutional (formal) schools (84:2-3).
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The initial development of leadership skills and
abilities For Marine Corps company grade engineering officers
is through what the Marine Corps calls officer acquisition
training. This includes the commissioning sources: U.S.
Naval Academy, Platoon Leaders Class, Officer Candidate
Course, and Naval Reserve Officers Training Corps (Marine
option). Major Mashburn states in his thesis on the Marine
Corps officer acquisiticn programs that:

The Marine Corps does not actively recruit college

students to Fill specific technical billets.

Instead, the Marine Corps believes that any

individual who meets the academic and physical

requirements for commissioning, and who has the

desire to succead can be educated and trained to

meet current manpower needs, [53:13]

The officer acquisition programs menticned above are
similar to the officer acquisition programs of the other
services. Each one provides the Marine Corp officer the basic
foundation on which to build the leadership skills and
abilities needed for a successful career. However, there are
differences with the other services which must be addressed.

First, the Platoaon Leaders Class praogram is unique to the
Marine Corps. This program is open to qualified male
freshmen, sophomores, and juniors from accredited colleges and
universities, who upon graduation are commissioned in the U.S.
Marine Corps. They receive pre-commissioning training during
the summer months, with no active involvement for the
individuals during the school term. The freshmen and

sophcmores attend a six week junior course at GQuantico,

Virginia, the summer after enrcllment and a six week senior

[0

1]

---------------
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;{ course, alsoc at Quantico, the summer prior to graduation. The
individuals who sign up in the junior year must attend a ten
o week combined course the summer immediately prior to

h graduation (53:14-1S).

Second, in relation to the other servics academies wheras

: all the individuals go into that respective service, only

4§
% one-sixth of a graduating U.S. Naval Academy class are
ﬁ eligible to choose the Marine Corps as a branch of the service
$ to serve. This preference comes in the last half of the
E' fourth year and is based on gverall class standing, which
;{ includes academics, leadership, and conduct evaluations
2 (59:15-16).
& Third, in the Naval Reserve Officers Training Corps
: (Marine option), as with the U.S. Naval Academy, only
g one-sixth of the graduating class can choose the Marine Corps
,ﬁ optian. The difference between this and the U.S. Naval
f§ Academy is that these individuals have academic classes and
;; drill sessions throughout the school year and during the
:E summer while going through the four year program (53:186).
:: Finally, there is the difference of when officers who are
:f commissioned in the Marine Corps receive individual
éi specialties. Unless they have received one of two guaranteed
:k military occupational specialtiss, Naval Aviator and Naval
Q} Flight Officer, prior to commissioning they will not receive a

specialty until the latter half of the Basic 0Officer Course

S (S9:2). This is in contrast to the U.S. Ai-~ Force and U.S.

\y - 91
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Army in which officers in these services know individual
specialties upon commissioning.

The first professional leadership development program that
Marine Corps company grade engineering officers attend is the
Basic Officer Courss taught at The Basic School in GQuantico,
VUirginia. The Basic 0Officer Course is a 23 week course which
covers 1088.50 hours of academic instruction ranging from map
reading and land navigation to field engineering. 0Out of the
1088.50 hours of academic instruction, 18.26 percent is devoted
to leadership. As mentioned earlier, the Basic 0fficer Course
is the place where the military occupational specialty of the

officer is decided. The military occupational specialty

selection for the officer is based on academic performance,
leadership abhility, professional evaulations conducted on the
individual during the length of the coﬁrse, anc most importantly
the requirements of the U.S. Marine Corps (S5S8:138-20).

The Prqg;am of Instruction (POI), Basic Officer Course

states that the mission of The Basic Schocl is, “to provide
the officer student the basic knowledge, skills, and
establishment of goals required of every Marine Corps officer”
(86:1-1). In explaining how The Basic School meets this
mission, Major Mashburn states:

In accomplishing its mission, The Basic School
strives during the Basic Officer Course (BOC) to
pravide newly commissioned officers a basic
professional education prior to specific skill
training in a military specialty, and to instill in
them the esprit and leadership traditicnal to the
Marine Corps, in order tc prepare them to assume the
duties and responsibilities of a company grade

82




§ officer in the field and in garrison, in peacetime
X or in war. [S8:17-18)

The Program of Instruction states that the Basic Officer

. Course is designed "to provide instructicon in the subjects

& that have been identified as the most important for newly
commissioned officers to perform their future duties”
(86:1-2). The Program of Instructicon goes on to state that
the instruction ”instills in the lieutenants the motivation,
mental toughness, self-discipline, esprit, determination, and
standards of conduct required in Marine officers” (86:1-3).

Major Mashburn summed it up best when describing the Basic

PCl e, s,

Officer Course by stating, "during every phase of instruction

LI NIN Y 0

the students are expcocsed to the intangible traits and
characteristics that distinguish them as officers of Marines”
(59:19).

After the military occupational specialty of the officer
has been sslected and the officer has graduated from the Basic
Officer Course the officer attends a military occupational
: specialty school. These schools are designed to enhance what
o was learned at the Basic Officer Course and to give the

officer the basic foundation faor the skills that will be
) needed by the officer to effectively accomplish the mission of
the respective military occcupational specialty.

In the case of the Marine Corps Company grade engineering

- officer, this course is the Combat Engineer Officer Course
taught at the Marine Corps Engineer Schoocl at Camp lLejeune,

North Carolina. The Ccmbat Engineer Officer Course consists
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of ten weeks covering 235 academic hours of instruction, in
which six percent of the time is devoted toc management and job
planning (538:21,25). This six percent is the closest the
course gets to classroom instruction on leadership because,
according to Captain Anderson, aonce the Marine engineering
officer leaves the Basic Officer Course, leadership is learned
an the Jjob, or to Marine Corps engineering officers
?leadership is a daily practice” (4). The Program of

Instruction (POI), Combat Engineer Officer Course states the

course “consists of performance-based instruction criented
Vtoward battlefield mobility, counter-mobility, survivability,
and general engineering” (B87:1-1). According to Major
Mashburn, the mission of the Combat Engineer Officer Course is
"to train company grade officers as Combat Engineer Officers”
(89:21). Major Mashburn goes on to explain that ance the
officer graduates, a 1301 Military Occupaticnal Specialty is
assigned, which means the officer has a basic specialty.
After six months of serving in an engineering assignment and
with the recommendation of their commander the officer is
assigned a 1302 Military Occupational Specialty, Combat
Engineer Officer (53:21).

The next phase in the Marine Corps company grade
engineering officers professional development comes from the
Amphibious Warfare School. This is the first level of
professional military education which is considered as a
career level courze for captains of any military occupational

specialty. The Program of Instruction (POl), Amphibious
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Warfare Course-84 states that the mission of the school is "to

prepare Marine Corps captains and other selected officers faor
the conduct of amphibious operations at the MAU/MAB [Marine
Amphibious Unit and Marine Amphibious Brigade] level”
(B85:1I-1). The Amphibious Warfare School is 39 weeks long,
covering 1256.5 hours of academic instruction. This is an
excellent course in which officers of the different military
occupational specalities can share experiences and individual
knowledge in order to obhtain a better appreciation for other
Marine Corps company grade officers and the role they play in
the aoverall Marine Corps mission. However, according to Major
Mashburn from an interview with Captain Jim Harbison, USMC,
company grade engineering officer monitor, HQ USMC, (as of 13
April 198%4) the problem with this course is that, as of 13984,
"anly three Combat Engineer (Officers currently attend ﬁhis

career—level course each year. This is approximately five

percent of the combat engineer captains eligible to attend a
career—-level course” (59:30-31).

After completion of Amphibious Warfare Course, Marine
Corps company grade engineering officers are eligible to
attend the Engineer Officer Advanced Course taught at Fort
Belvoir, Uirginia. This course was described earlier under
the leadership education and training programs and developmenﬁ
opportunities for U.S. Army COE company grade engineering
of ficers, Major Mashburn states that the Engineer Officer
Advanced Course is attended by ”"moat of the eligible flarine

Corps combat engineer captains who attend a career-level

....................
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school”. Major Mashburn goes on to state that, according to
the Program of Instruction for the Engineer Officer Advanced
Course, "the prerequisites of the current ECAC (Engineer
Officer Advanced Coursel are broad enough to allow the
attendance of Marine Corps Combat Engineer Officers, requiring
only training in the basic level Combat Engineer Officer
Course” (58:31).
Other methods used by Marine Corps company grade
engineering officers to help in further developing individual .

skills and abilities is through the Marine Corps Institute.

The Marine Corps Institute offers correspondence courses in
various topics to all ranks in all military occupational
specialties which requires the initiative of the individual to

take and complete the course.

Leadership Development of U.S. Navy Civil Engineer Corps
Company Grade Officers

Like the other three military services, the U.S. Nawvy
Civil Engineer Corps (CEC) needs to have company grade
engineering officers who possess the necessary leadership
skills and abilities in order for them to effectively lead
personnel in accomplishing the Navy CEC mission. As such,
once the officer is commissioned into the CEC with specialty
code 510X one of four assignments can be received to begin the
the foundation of leadership development: Public Works,
Contract Administraticn, Constructicon Battalion Operations

(SEABEES), and staff (63:2,27). In this capacity the CEC
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aof ficer is three different entities: a naval officer, an

ERX X T X T X X3

engineer or architect, and a manager of resocurces, in which
all three must be meshed together to effectively perform the
“ U.S. Navy CEC mission (63:vi).

A Civil Engineer Corps Missiaon. To mest and support the

% overall mission of the U.S. Navy, it operates and maintains a

o s s

worldwide Naval Shore Establishment. The U.S. Navy CEC

Rl LY.
r

publication, The Navy Civil Engineer Corps, states that the

Naval Shore Establishment consists of ”shipyards, naval

.

stations, homes, schools, hospitals, research centers,

LR X ]

communication systems, power plants, factories, canals, and
y railroads . . . millions of acres of timberland, and oil and
ﬂ; mineral deposits” (8B:2). The overall mission of the U.S.
1 Navy CEC, according to the Navy CEC publication, The Navy

; Civil Engineer Corps, is, ”planning, designing, constructing,

and maintaining this worldwide Shore Establishment” (868:2).
# Even though this mission is the central mission of the Navy
") CEC it is accomplished by three different areas in the Navy

CEC structure. According to the Navy Civil Engineer Corps

Career Planning Guide, these areas are Public Works, Contract

-

X Administration, and Construction Battalion Operations

(SEABEES) (B39:27).

First, the mission of Public Works is the operation and
maintenance of the facilities and utilities systems found in

all Navy shore installations and activities (63:27). This

At A A

mission includes [63:271:
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1. Facilities design
2. Construction
3. Maintenance and repair
4. Utilities systems operation and maintenance
S. Transportation equipment operation and maintenance
6. Family housing maintenance and administration

Second, the mission of Contract Administration is the
administration of over $2 billion each year in Navy military
construction contracts to meet the needs of the shore
facilities (67:8). The contracts in this construction are
often perfaormed by civilian contactors. This mission includes
(6S:27):

1. Supervision of facility design (often completed by
architect-engineer contract)

2. Contract award

3. Construction progress inspection and monitoring

4. Approval and negotiation of changes

S. Acceptance of completed work

Finally, Construction Battalion Operations, or the
SEABEES as they are commonly known, are the Navy’s combat
construction force and as a whole, combining all naval
construction battalions and special cocnstructicn teams,
make-up the Naval Construction Force. This Naval Construction
Force is made up of the following key elements: Naval Mobile
Construction Battalions (better known as SEABEE Battalions)
(68:7;639:27), Amphibicus Construction Battaliocns, Underwater

Construction T=ams, Construction Battalion Units, and
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Construction Battalion Maintenance Units (6838:27). U.S. Marine

Corps Fleet Marine FM 4-4%, Engineer Operations, describes the

" mission of these elements as:
) 1. Naval Mobile Construction Battalions provide:

A Responsible military construction support to
naval, Marine Corps, and other forces in

) military operations; to construct base

( facilities; and to conduct defensive

operations as required by circumstances of

k- the deployment situation. [83:53]

]

2. Amphibious Construction Battalions provide:

F.- Designated elements to the commander

e amphibious task (CATF), supports the naval
; beach party during the initial assualt and

early phases of an amphibious landing

operation, and assists the shore party in
cperations that do not interfere with the

primary mission. (83:54]

f.
R
'E 3. Underwater Construction Teams provide:
¢

Underwater engineering, construction, and
() repair capability to mest the requirements of
& the Navy, Marine Corps, and to other services
;* and government agencies as directed. (83:561]
\

K 4. Ccnstruction Battalion Units provide:

4 Lngineering (maintenance, operation, and

?. construction) support which is of a nature

E that does not lend itself to efficient

K accomplishment by other NCF ([Naval

ol Construction Forcel companents. A CBU
LConstruction Battalion Unit] may be formed
to fulfill a specific requirement at a
specific location, and be disestablished when
N that requirement has been satisfied. ([(83:581]

o S. Construction Battalion Maintenance Units:

To operate and maintain public works and
public utilities at overseas and forward area
bases after construction has been completed.
€(B83:553
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The SEABEES, like the Army COE Combat Engineer and the
Marine Corps Combat Engineer, are involved in the construction
of ”“roads, airstrips, bridges, port facilities, pouer
distribution systems, water and sewer lines, telephone
systems, and any type of building the Navy can use” (88:7).

Civil Engineer Corps Officer Career Progression. As with

the other three military services one of the main ways a U.S.
Navy CEC company grade officer can develop the leadership
skills and abilities needed to accomplish the Navy CEC mission

is through career pregression. The Navy Civil Engineer Corps

Career Progression Guide states the following about career

progression:

Career planning from the Navy'’s viewpoint projects
an orderly progression of assignments for a
specified number of officers to meet the needs of
the Navy. Fcr you, career planning in the Navy is
integrating your perscnal desires, needs, and
qualifications with the requirements of the service.
Properly done, career planning can satisfy both your
needs and those of the Navy. ([63:v]

The Navy Civil Engineer Corps Career Progression Guide goes on

to state that:

Each area of CEC duty offers the Civil Engineer
Corps officer positions of increasing responsibhility
and authority. There is no typical career pattern
for a CEC officer. Ideally, assignment will bhe made
to a succession of jobs that ensure personal
development to meet the many challenges of future
assignments. The CEC officer can expect to rotate
among the basic specialties with tour lengths from
two to three years in each. By the fifteenth year,
a career officer should have worked in all areas and
will have formed a broad base of experience.

£63:2982

The Navy CEC publication, The Navy Civil Engineer Corps,

breaks out CEC position types by percentage in relation te the
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a;
g% overall force structure as follows (68:%):

'%ﬁ 1. Public Works: 35 percent

;ﬁ 2. Contract Administration: 18 percent

:; 3. Staff level: 18 percent ;
Ea Y. SEABEES: 15 percent !
5 S. Other (to include facilities planning, petroleum

%3 engineering, or environmental protection): 12 percent

;; The career progression for Navy CEC company grade

W - officers begins immediately after graduation from Civil

25 Engineer Corps Officers School and spans three different

is development periods over a career (63:A-%). The first several

;-; assignments that the CEC company grade officers serve in gives

{E them both responsibility and leadership opportunity. For

§% example, the CEC lieutenant is put in charge of a construction

:Ef company in a construction battalion (the SEABEES), the

3:; administration of millions of dollars worth of construction

E& cantracts (Contract Administration), or the management of the

.;, resources needed to maintain millions of dollars worth of

}E shore Facilities CPublic Works) (639:32-33). The Navy Civil

é; Engineer Corps Career Planning Guide describes the three

:a ’ career progression development periods for Navy CEC officers

éf as follows:

*;ﬁ 1. Basic Development Period (O through 9 years): During

\? the first two years of this period the CEC officer will have

Ei initial assignments such as Assistant Company Commander in the

= SEABEES, Assistant Resident Officer in Charge of Caonstruction

2B in a medium/large office, or work in the Public Works Unit at

.0 101
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a large station. During the next six years the CEC cfficer
should average three assignments such as Company Commander in
the SEABEES, staff engineer in a small staff, Resident Officer
in Charge of Construction in a small office, or Public Works
Officer at a small station. At approximately the third year
of service, the CEC officer should begin looking intoc applying
for post-graduate school and refresher courses in order to
stay current with ever changing technalogy (63:A-%).

2. NMidgrade Engineering and fManagement Development
Pericd (10 through 1S years): During this six year period the
CEC officer will have approximately two to three assignments
such as Assistant Public Work Qfficer at a large station,
Public Works Officer at a medium station, Resident Officer in
Charge of Construction at a medium office, Assistant Resident
Officer in Charge of Construction at a large office, a staff
engineer, or an Executive/Operations Officer in the SEABEES.
As a continuation effort from the first period until
approximately the tenth year of service the CEC officer should
zcontinue to atteﬁd post-graduate school and refresher courses.
At approximately tha eleverth year of service, the CEC officer
should begin plans to attend one of the schools in the Service
College Program: Armed Forces Staff College, Naval War
Colliege, Command and Staff Course, the Industrial College of
the Armed Forces, or National War College (83:A-4%),

3. Command and Advanced Engineering Management Period
(16 through 28 years): During this period the CEC aofficer

will have four to six assignments spanning two rank
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structures. First, as a Commander (0-5), assignments include
Public Works OfFFicer at a large station, Assistant Public
Works Officer at a majJor station, Executive Officer at a
Public Works Center, Resident QOfficer in Charge of
Construction at a large office, Commanding Officer in the
SEABEES, or staff engineer as Assistant Navy-wide Facilities
Engineer. Second, as a Captain (0-6), assignments include a
major SEABEE assignment, Executive Officer Engineering Field
Division, Commanding Officer of Public Works Center cr
Engineering Field DOivision, Qfficer in Charge of Construction,
or staff engineer as Navy-wide Facilities Engineer. During
this period until approximately the twenty-third year of
service, the CEC cofficer should continue to try to enter the
Service College Program descrihed in the second development
period (BS:A-4).

Even though the Navy CEC is similar to that of the U.S.
Air Force CE, it can be seen by the initial assignments Navy
CEC officers receive that they are given the opportunity to
lead a2 unit or increased responsibility approximately four
years earlier as compared with U.S. Air Force CE counterparts.
In this area, U.S. Navy CEC officers compare with both U.S.
Army and U.S. Marine Corps company grade engineering officers,

Leadership Education and Trainigg Programs and

Development Opportunities. 4s with the cther three services

the U.S. Navy needs to develogp the leadership skills and
abilities in company grade officers in crder for the mission

to be effectively accomplished. The Navy CEC view towards
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*r leadership education and training programs and development
% opportunities can best be summed up in the following statement

found in the Navy Civil Engineer Corps Accession Guide:

W The facilities for supporting the mcdern Navy are
Ny beceming increasingly complex, and the engineering
s required to plan, design, construct, operate, and
st

maintain these vital support facilities is becoming
more sophisticated. The Navy can best prepare its

o officers for ths demands of tomorrow by an

ﬁﬁ aggressive and flexible program of training and
:2: education to broaden engineering and management

0 knowledge and build technical competence. (B57:111]

The initial development of leadership skills and
& abilities for Navy CEC company grade officers is through one
K of three main commissioning sources: U.S. Naval Academy,

Officer Candidate School, or Naval Reserve Officers Training

;ﬁ Corps. These programs are similar to the other three services
NG
.ii in that each one provides the Navy CEC company grade officer

the basic foundation on which individual leadership skills and

abilities needed for a successful career are built.

.3 There are two additiconal ways in which the Navy CEC

8 obtains officers. The first is through the CEC Officer

EE; Candidate (Collegiate) Program. This program pays qualified
?& male and female candidates in an accredited university working
=2 on a bachelor of science degree in the senior year or on a

2? masters degree in the final year of completion., Once the

ii candidate graduates they report to Officer Canidate School for
f; initial training. The other method is through & lateral

!éé transfer. Qualifed officers with an appropriate accredited

N degree can apply for 2 lateral transfer to the Nawvy CEC. If
~{\
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accepted, the officer reports to Civil Engineer Corps Officers
School for initial CEC training (67:3-6).

The first professional leadership development program
that Navy CEC company grade officers rasceive is the Civil
Engineer Corps Officer School Basic Qualification Course
taught at the Civil Engineer Corps Officer School at Port
Huesneme, California. This is an eight week course that
teaches the new CEC officer the role aof the CEC in the Navy,
as well as prepares the officer to "hit the ground running” in
initial Navy CEC duty assignments (67:7). During the first
two weeks of the course the officers are taught the

fundamentals of all CEC assignments (63:10). The Navy Civil

Engineer Corps Accession Guide lists these fundamentals as

{87:71:

-

Human Relations

Navy Organization
Professional Development
Management

Organization

Network Analysis
Financial Management

Military Training

W o N OO W Ww n

Military and Civilian Personnel

10. Military Justice

During the third and fourth weeks of the course the
officers enter separate tracks depending on initial duty

assignments. The Navy Civil Engineer Corps Career Planning
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Guide lists the subjects covered during these two weeks as

(62:101:

1. Civilian Personnel Management

2. Enlisted Personnel Administration

3. Navy Industrial Fund

t. Shaore Facilities Planning

S. Military Training

Buring the last four weeks the CEC officer receives
training in the specialty of the First duty assignment. This
assignment is based on individual job preference, location of
choice, academic background, and maost importantly the needs
and requirements of the U.5, Navy. The studies during these
two weeks are centered around Public Works Management,
Contract Administration, or Construction Battalion Operations,
which will give the officer the basic fundamentals of the
respective specialty (67:7-8).

To keep up with technology the U.S. Navy develgped the
Subspecialty System, which allows the CEC officer to receive
additional education and training through post graduate
education in skills that are beyond the education normally
received during undergraduate studies. Types of
subspecialties that require advanced educaticn are:
Facilities Engineering, Petroleum Engineering, Ocean
Engineering, and Computer Systems. The CEC officers selected
fecr these subspecialties are chosen based on individual

performance, academic record, and the needs of the Navy. As

with any education received through post graduate work in the
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military services, the individual is utilized in that skill
upon graduation in order to recesive the benefits from the
individual’s education and new skills (63:10-13).

For the Navy CEC officers who do not have the cpportunity
to receive post graduate work and to enhance the studies of
those who do, the U.S5. Navy has Civil Engineer Corps Officer
School sponsors short courses., These courses are designed to
give the Navy CEC officer a hetter background in subjects that
are needed to accaomplish the mission. Examples of these ons
to two week courses are: Energy Management, Environmental
Protection, and Shore Facilities Planning (63:1%). In
addition, these courses are similar to the Professiocnal
Continuing Education short courses offered to U.S. Air Force
CE officers at the Air Force Institute of Technology School of
Civii Engineering.

The next professional education and training for CEC
company grade cofficers comes at approximately the seventh to
ninth year of service through the first of twoc refresher
courses taught at the Civil Engineer Corps Officer Schcol.

The fFirst refresher course is eight days in length and,

according the Navy Civil Engineer Corps Career Planning Guide,

the course is "designed to bring the student up tc dates on the
current status of the Civil Engineer Corps and the programs it
manages in support of the operating forces of the Navy”
(68:14). The second refresher course comes at the 13 to 14
year point of service and is designed to teach the CEC cofficer

subjects such as: Navy planning, budgeting, programming, and
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the concepts and organization of the Naval Facilities
Engineering Command (63:14).

As can be seen, the education and training a Navy CEC
officer recesives during the first ten years of service is
based on meeting the technical and marnagerial needs of the
U.S. Navy. This is similar to the way the U.S. Air Force
handles the training needs of CE company grade officers.
Howsver, the big difference is that, like the U.S. Army and
U.S. Marine Corps, Navy CEC company grade officers are given
the opportunity to lead a unit or receive additicnal
responsibility on the average four years earlier than U.S. Air

Force counterparts.

Leadership Development of Young Managers in Corporate
Urganizations

Corporate organizations, whether they be large or small,
are seemingly much different than the four military services
described earlier in this chapter. However, just like the
military, corporate organizations have the same driving goal
of training and developing leadership skills and abilities in
young managers in order for them to be effective leaders in
the organization and business wcrld.

Even though this research only examined three corporate
organizations: McOonnell DOouglas, 1B, and General Motors, it
should be noted that there are hundreds of cther U.S.
corporate organizations who fall into the above introcductory

statemant. In additicn, due to the similarity in the career
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Fﬁ@ progression and the leadership education and training programs
.ﬂ-‘
[, "
h : and development oppertunities for young managers in each cf
P the thrse examined corpgrate organizations, they will be
S
'¥§ examined together in respect to these similar areas with only
e the highlights and differences of each brought out.
M Mission of Corporate Organizations. There is nc set
v
>
f¥ defined overall mission of corporate organizations and what
Y
f‘ each one should strive for in the way of corporate success.
Tt However, Mr. Charles T. Hutchinson, a Fellow of the Center for
A
;;i the Study of Values at the University of Delaware, gives
Fo
o examples in his November-December 1983 Business Horizons
lf. article entitled "Prospectus for Corporate Leadership” of what
fﬁ; some top executives say the mission of corporate organizations
":;:':: is:
oy 1. The basic goal of privete enterprise remains
PO what it has always been--to produce needed goods,
o earn a fair return on investment and succeed as an
e economic institution. But the new dimension that
hes must be obsarved--a new bottom line for business,
i really--is social approval. Without it, economic
S victory would be Pyrrhic indeed--Thornton Bradshauw,
’ ::::F- RCA.
o
bt 2. Society granted our corporate charter
R clearly this is a privilege subject to whatever
requirements it decides to impose. UWe will continue
:iﬁ in business only as long as we reasonably meet those
e requirements--Coy G. Eklund, Equitable Life
iQI Assurance Society cof the United States.
o 3. UWe believe that business exists for one purpose
o only: to serve society. Profit is our reward for
et serving society well--William A. Andres, Dayton
e Hudson Corporaticn. £52:33-34)
T
::2 As can be seen from these general ideas of what executives
o perceive to be the mission of corporate organizations one best
"~
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general mission statement can be abtained: "to serve society

(5S2:34%).
Mr Hutchinson goes on to list five ways in which this
mission of serving society is fFulfilled (52:34%1]:

1., To provide socially needed goods and services of
acceptable quality at reasonable prices.

2. To create and maintain an internal organization
and culture in which perscnal and group achiesvement,
growth{,] and fulfillment thrive.

3. To attain and sustain net income sufficient both
tc perpetuate the enterprise and yield a return on
investment satisfactory to the stockholders
involved.

4., To protect, preserve, and enhance social,
cultural, and physical environmental conditions
wherever the operations of the enterprise are
located and whereaver its products and services may

go.

5. To communicate openly, honestly, and voluntarily
relevant information concerning all of these
activities to all constituencies concerned.

To accomplish this mission each corpcrate organization

needs young managers who possess the necessary leadership
skills and abilities obtained through an aggressive career
development plan, a good leadership education and training
program, and good leadership development opportunities.,

Manager Career Progression and Planning. As with the

military one of the ways a young manager can develop the
necessary leadership skills and abilities needed in the
business world is through career progressiaon. There are

various, but very similar, career progressicn patterns for

4Joung managers amcong the three corporate crganizations that

were examined.
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There are distinct management levels in corporate
organizations ranging from first line manager to top executive
that must be filled by young managers. The ability to get
promoted to these different levels in the corporate structure
is not based on a certain set time in the organization or in a
position, but rather promotion is hased on factors such as
availabilty of next higher position gpening, possessing the
requirements to effectively perform the job, and most
importantly being the best promotional candidate at the time
of the position opening (61:19).

For example, according to Ms. Heather Duffy, Director of
Management Development, IBM Corporation, there are three
distinct management levels in the IBM corporate structure.
These three management levels are: First line manager, middle
management, and executive (33).

As a first line manager the individual is in ckarge of a
section with varying numbers of personnel being supervised.
This position could be the first job the individual takes in
the carpaoration or it could come after working in that section
for awhile, then being promoted into the positicn (333,

In the middle management level (ihe individual is in
second, third, fourth, and fifth line management. Here the
individual is a manager of managers. For example, second line
managers are in charge of First line managers and so cn. Scme
of these individuals who do not possass the necessary

requirements to become executives in the organization stay in
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this level progressing to the top level of middle management
(i.e. a department head) until they retire. Some of the
factors locked at to determine whether an individual has the
potential to be promoted to an executive position are: the
ability of the individual to prove they can do the job, the
past performance record of the individual, and whether they
are promoteable (33).

The transition from the first line manager and the middle
management level to the next level, the executive level,
should come at approximately the twelfth year of service in
the organization. At this point the individual is groomed fer
the executive positicns in the organization (33).

Both McDonnell Douglas and General flotors are similar to
IBM in the area of the three tiered level of career
pragression for young managers. The big difference comes in
hcw each corporate organization separates individuals who do
and do not have the potential of becoming top executives in
the organization.

For example, accordiﬁg to Mr. Joseph J. Doyle, Manager
General Motors Education and Training Personnel Administration
and Development Staff, General Motors classifies individuals

into four groups of potential. First, Group One has "A-type”

immediately promoteable individuals who have the potential for
becoming a vice president or a general manager of one of the
divisions in General Motors (i.e. Buick or Chevrolet).

Second, Group Two has individuals who have the long range

pctential fcr becoming a vice president. Third, Group Three
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has individuals who have the potential of becoming a director
in the line arganization. Fourth, Group Four has individuals
who are praomoteable within the staff level of the
orgranization (32).

From the raview of the literature in this area the
emphasis in the corporate world seems ta be more on career
planning than career progressicn. The reascn for this is the
fact that there is no set time in a career when an individual
will be promoted. Therefore, the individual must plan out a
career which will afford the best gpportunity to develop into
the leader that the organization will want tc promote to the
executive level. Career planning will not assure that the
individual will get the desired job, but it is a step in the
right dirsection to get into the corporate track on the way to
the executive level of management described earlier. The
following are examples of career plans for individuals in
corporate organizations developed by two individuals who have
been in the career planning business for nearly 20 years.

First, Mr. John J. Herring, Jr., a managing partner for
the Memphis, Tennessee office of Fleming Associates, states in

his Managerial Planning article entitled "Professionally Plan

Your Career” that career planning is "a logical, systematic

method of selecting and preparing oneself for a career” and

ij "is the only way to attain any degree of security in our
Eé rapidly changing work enviromment” (50:55). HMr Herring goes
ﬁi on to list the following seven steps that can be used by
r§ﬁ
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individuals in the development of a career plan (50:56-57):

1. Take personal inventory: This is a listing of
individual assets and liabilities.

2. Set personal goals: This is the determination of
what the individual wants ocut of 1ife and whether they are
willing to pay the price for success in a career.

3. Research the market: This is the determination of

which organization will work best for the individual in

meeting individual goals and aobjectives.

t. Evaluate personal skills: This determines what
skills, education, and training the individual needs to get
the desired job.

S. Establish mileposts: Identify goals and objectives
that can be evaluated along the career path of the individual.
6. Continually recycle the plan: Review plan on a

regular basis and revise it as necessary.

7. Keep it simple: Make the plan uncomplicated so that
the individual is willing to work it and follow it.

Second, Mr. Frank W. Archer, President of Management
Development Associates in Louisville, Kentucky, states in his

Personnel Journal article entitled "Charting a Career Course”

that, "nearly everyone in business today would agree that
careful planning is essential for any employee wishing to get
the most out of his or her career” (5:680). HMr. Archer goes 2n
to list the following five steps that can be used by

individuals in the development of a career plan:
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1. Establish a position objective: Where does the
individual want to be in the organization four to five years
fFrom now? This is the desired position objective (5:62).

2. Describe the position content: This is a job
description prepared by the employee who is currently in the
desired position listed in Step One. This position
description includes the skills and work experience necessary
to do the job (5:83).

3. Identify development needs: What skills does the
individual need to possess in order to work in the position
objective listed in Step One (5:63)7

4. Set up a development plan: This is the establishment
of a timetable for acquiring the skills and knowledge needed
for the position aobjective listed in Step One (5:63).

5. Acquire the necessary credentials: This step is
probably the most important in that it lets people in the
organization know that an individual has the proper
qualifications to do the desired job listed in Step One
(5:63). '

This career plan is just the First step in the carser
praogression of the young manager. It ncw takes an aggressive
training program that is offered by the organization in order
for the young manager to develaop into the leader that is
required by the organization.

Leadership Education and Training Programs and

Development Opportunities. The aggressive training procgram

mentioned in the previous section is echoed in the training
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philascphy of General Motors listed in the General Motors

Education and Training 1986 Catalog of Programs and Services:

The worldwide perfarmance of General Motors is the

result of the performance of each perscn in the

Corporation. The purpose of training is to increase

the effectiveness of individuals toc enable them to

contribute to the Corporation’s mission and

implement its guiding principles. Thus, the goal of

training is of mutual benefit--for the individual

and the Corporation. This is accomplished by

enhancing employes’ knowledge, skills and attitudes

that have a positive impact upon job performance and

to help them reach their fullest potantial as

members of the General Motors team. [33:33]

This training philasophy can be translated into the training
goals of all corporate organizations in efforts to develop the
managers that are needed in today’s business world.

As with the military services the challenge of developing
leadership skills and abilities in young managers is an
interesting one. According to Harry Levinscn, President of
the Levinson Institute, Cambridge, Massachusetts, most young
managers and executives in corporate organizations are fresh
from school and immediately become involved in doing a job and
trying to prove themselves, with emphasis on "a narrow,
tactical, aor doing orientation” (57:84). This works for the
first three managsment levels in organizations, which is
similar to company grade afficers in the military. However,
as managers rise in the organizational structure they begin to
think more broadly, understand more comprehensively, and act
in a more sophisticated manner (57:84)., For this to happen

cecrporate organizations need training programs which will

develop the leadership skills and abilities of young managers
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'3,5 in order for them to effectively accomplish the mission of the

ESE organizatiaon.

;%. The leadership education and training programs of the

?&é three corporate organizations that were examined are virtually

%Mi the same except in the way they are offered to the individual.
e Each of the programs offer courses and schools to young

;ﬁ; managers at the different management levels.

:JJ According to Ms. Heather Duffy, Director of Management
f% Development, IBM Corporation, the IBM training program for

§~> young managers and executives is as follows:

§;£ 1. First line manager: Within 30 days of becoming a

jfﬁ manager the individual is sent to a one week school where the

'éﬁ individual is taught the following subjects:

fif a. Personnel policies

?ﬂc b. 'Leadership theories

J% c. Pecople management

_ﬁJ d. Communication skills

225 e. Heritage and culture of IBM

‘Eﬁz After this the individual goes back ts school every year

ifi for one week to a Operating Manangement School toc receive more
}:{ ' peocple management training (33).

:?g €. Middle management level (second through Fifth line

:ﬁl management): Within S0 days of becoming a manager in one of

"*ﬁ these levels the individual is sent to a one week Corparate

?i: School where the individual is taught the following:

o a. People managemen:

; ; b. Management training at this higher level

Kt
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;Sg After this the individual goes back to schocl every year
;" for one week to an Operating Unit School to receive mare

) people management training and branch training in the

;ﬁ individual's assigned branch in IBM (33).

F}: 3. Executive level: Within the first year of becoming

;. an executive the individual is sent to a three week General

ﬁa Management School where the individual is taught the higher
hé level management techniques that executives need to succeed in
e, the business world. After this initial training the training
gﬁ comes every five years at both IBM and major universities to
:: keep the executive abreast of current management trends (33).
v The McDonnell Douglas Corporation offers a series of one
igi to three day courses for young managers that are used to

,?? develop the required individual leadership skills and

A abilities at the various management levels in the corperation.

One such series is a four step series offered ta First and

second line supervisors that goes from beginning supervisor to

% L

workshops that enhance the training of the program. The

E; following is a brief outline of this training series:

;&% 1., McDannell Douglas Corporation New Supervisors Course:
’F This is a three day course for personnel new to the job of
:i supervising. This course teaches the new manager the

f;; following: Ffirst line superviscrs roles and responsibilities,
o leadership fundamentals, caommunication techniques, and

a organizational structures and policies (64:n.p.)J.

,?& 2. Leadership Development Program I: This is a three
o day course offered to first and seccnd line supervisors nine

8 a
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to twelve months after the New Supervisors Course. This
course addresses topics such as motivation and leadership
styles (62:n.p.J.

3. Leadership Development Program 1I: This is a three
day course offered to first and second line supervisors twelve
to fifteen months after Leadership Develcopment Program 1.

This course reinforces the subjects taught in the first

development course. In addition, the course goes on to teach

the individual the needed supervisory skills such as
scheduling, improving performance, and optimizing available
resaurces (63:n.p.)J.

4. The final step in this series is the management
workshops that address the concerns of the supervisor in a
specific area (63:n.p.J.

McDonnell Douglas coffers the same type of management
development programs for middle managers. Each step of the
program is designed to build upon the other steps and to
provide the manager and executive with the required training
in order for them to effectively handle the role of being a
manager or executive,

General Motors has similar management development
programs that are offered to the individual at various career
points. One of the big differences with General Motors in
respect to other corporate organizations is the General Motors
Institute, ”"the anly accredited undergraduate college

maintained by a single industrial corporation” (40:5).

According to the General Motors Institute Engineering and




1) "\ ‘

e |

h& Industrial Administration Prcgrams 1874-1975 Catalog, the

-

L4
'ﬁﬁ General Motors Institute is:
.. . An accredited college of engineering and management

ﬂﬁ, operating on the cooperative plan of education in

fody which students alternate between periods of academic
Yo study on the campus in Flint and related work

Jt) experience in 150 sponsoring units of the General
. Motors Corporation throughout the United States and

Canada. [40:5]

ot
;E&: This college program is a five year program that,

)
2$ﬁ’ according to the General Motors Institute Catalog, is designed
-’- (]
. "to contribute to the development of young men and women for
el

jig careers of technical and management responsibility in the

e

-]
‘¢¢$ General Motors Corporation” (40:72. The program is divided

into two phases: the cooperative phase and the degree phase.

jt The cooperative phase constitutes the first four and a half
Eiﬁ years of the program. During this time the student spends
e alternating six week periods between the General Motors
A Institute and a sponsoring General Motars unit to gain

valuable work experience in the General Motors process. The

degree phase, which is the last part of the program, is

L
sigz designed so that the student can further develop individual

Eéﬁ skills in communication and prablem sclving that will be ‘
ﬁﬂ useful as they become part of the General Motors team after

;EES graduation (40:8,10). Not all managers and executives in the 1
f;g General Motors corporate structure have graduated fraom the

EE& General Motors Institute. However, thaose managers and

.1?' executives that have are well represented in positions

;53 throughout the General Motors corporate structure ranging from
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president to sales manager and most of the positians in

hetween (40:5).

As can be seen by the leadership educaticon and training
programs available to young managers the training is based on
promotion potential of the individual and a position vacancy
at the right time in the individual’s career. In addition, it
can be seen that corporate organizations have basically the
same type of leadership training and development programs for
young managers, with the goal of developing the leadership
skills and abilities in these individuals in order for them to

effectively accomplish the mission of the organization.

Comparison of Leadership Development Methaods

A vital part of the development of the leadership
development model for U.S. Air Force CE company grade officers
is the determination of whether the methods used by the U.S.
Army, U.S. Marine Corps, U.S. Navy, and corporate
organizations such as Mclonnell Douglas, IBM, and General
Motors, to develop leadership skills and ahilities in company
grade engineering officers and young managers can be tailored
to meet U.S. Air Force CE needs. To make this determination
comparisons were made in the following areas:

1. The career progression and development of company
grade engineering officers in the four military services and
of young manragers in corporate aorganizations (Table 4.13.

2. The professional leadership development programs of

the four military services and carparate organizations used to
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develop individual leadership skills and abilities (Table

4.2).

3. The first two or three typical assignmants of company

grade engineering officers in the four military services and

of young managers in corporate organizations used to begin the

initial on-the-job leadership development of these officers

and managers (Table 4.3).

Even though this research examined all ranks in the military

(0-1, lieutenant, through 0-6, colonel) and all management

levels in corporate organizations, the comparisons in these

tables include only company grade engineering officers and

young managers (approximately the 12 year point of a career).

Table 4.1

Comparison of Career Progression and Develcpment

Organization

Progressian and

Development Phase

Initial

Intermediate

Air Force

0 - 3 years
(Initial)

Base level assignment
in academic specialty.
Training through the
Air Force Institute of
Technology (AFIT) shaort
courses, Squadron Offi-
cer School (S0S) by
correspondence, and The
Lieutenant’'s Profes-
sicnal Development
Program.

% - 11 years

(Intermediate)
Rotation through CE or-
ganization, staff job
at major command level.
Training and education
through AFIT short
ccurses, S0S, ARir
Command and Staff
College by corre-
spondence, and graduate
studies.

Table

‘t.1 continued next page




Tabhle 4.1
(continued)

Progression and Development Phase

Organization

Initial

Intermediate

Army

0O - B8 years
(Basic Development)

Develaop basic leader-
ship and soldiering
skills and abilities.
Company level assign-
ments. Training
through Engineer Offi-
cer Basic Course,
Engineer Officer
Advanced Course,
graduate studies.

and

9 - 16 years

(Praofessional

Broadening)
Different command and
staff positions
throughout CQOE struc-
ture. Training through
Combined Arms and
Services Staff School
and Army Command and
General Staff Collsge
by correspondence.

Marine Corps

0 - 6 years
(Initial)

Caombat Engineer Cocmpany
level and HQ level
assignments. Non-Fleet
Marine Force asgsign-
ments. Training
through The Basic
School, Marine Carps
Engineer Schogl, Amphib-
igus Warfare School,
and Engineer QOfficer
Advanced Course.

7 - 13 years
(Intermediate)
Combat Engineer Com-

pany and battalion
level and HQ level
assignments. Train-
through intermediate
level scheol.

Nawvy

0 - 9 years
(Basic Development)

Various assignments in
Public Works, Contract
Administration, and the
SEABEES. Training
through Civil Engineer
Dfficers School Basic
Qualification Course,
Civil Engineer Corps
Officer School (CEOS)
short courses, CEQS
refresher courses,
graduate studies.

and

10 - 1S years
(Midgrade
Development)
Various assignments at
higher levels in the
SEABEES, Public Works,
and Contract Adminis-

tration. Training
through CEQOS short
courses, graduate
studies, and schools

in the Service College
Program (Armed Forces
Staff College and Naval
War Coilege).

Y T BN A P
i tadn e ta s lar

Table 4.1 continued next page
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A Table 4.1

- (continued)
- Progression and Development Phase

e Organization Initial [ntermediate
%

,.

T Corpcrate 0 - 5 years 7 - 12 years

. Qrganizations (First Line (Middle

3 Managers) Management)
u? Positions held in the Positions held in the
- section or as a first second, third, fourth,
. line manager. TIraining |and fFifth levels of

}: through various manage-~ | management (i.e.

: ment and corporate a manager cf managers).
v schools at initial job Training through vari-
'ﬁ, assignment and then cus management and cor-
. once a year. porate schools at

N initial Job assignment
5 and then once a year.
2 Table 4.2

e Compariscn of Professional Leadership

Development Programs

t? Organizaticn Leadership Development Prcgrams
RE

, Air Farce * Commissioning sources

=, * lLieutenant’s Professicnal
2 Development Program

(two week program; received during

first two years of service)

-4 » Sguadron Officer School

(Resident and/cor correspondence)

(B 1/2 week course; received between

. second and seventh year of service)

% * Air Force Institute of Technolegy

RS School of Civil Engineering

oS short courses
(twc to three week courses; received
continuocus throughout career)

* Air Command and Staff College
(correspondence)

o]

AEASNES

el

Table 4.2 continued next page
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b Table 4.2

. (continued)

U

-~ Organization Leadership Development Programs
3

$ Army * Commissicning sources

N »

LN

Engineer Officer Basic Course (EOBC)
(1S week course; received
immediately after commissioning)

X * Engineer Officer Advanced Course

W (six maonth course; received three to
) five years after completion of EOBC)
1 * Combined Arms and Services

Staff School

3 (completion pricr to tenth year

- of service)

. * Army Command and General

- Staff College

e (taken by correspondence between
ninth and sixteenth year of service)

-
[y

Marine Corps * Commissioning source

The Basic Officer Course

(23 week course; received
immediately after commissioning)
Combat Engineer Officer Course
(10 week cgourse; received
immediately after graduation from
The Basic Officer Course)
Amphibious Warfara School

(38 week course; received when
individual makes captain; only 3

SV AR
*

AL
.

*

-
2

i engineers attend this course each

- year)

j; * Engineer Officer Advanced Course

iy (six month course; received after
Amphibious Wafare School)

2

:: Navy * Commissioning source

j\ * Civil Engineer Corps 0Officer School

Bl (CECOS) Basic Qualification Course
(eight week course; received

.b immediately after commissioning)

&Y » CECOS short courses

b (one to two week courses; received

o continuous throughout career)

Table 4.2 continued next page

b \.

~l

Loy

A 12s

A T e M o IO A A L) Sn ot I AR et DA ~ TG N T AT O
RSN Y J ) \) i : h
DR RANMENAD S 5 A0 300 S S o RNE R e ) 833 f

Ela b o ) L L B L el o S LA o o



Table 4.2
o (continued)

Organizatiaon Leadership Development Programs

Navy # CECOS first refresher course
(continued) (eight day course; received
between the seventh and ninth year
s of service)
% * (CECOS second refresher course
byt (offered at the 13 to 14 year point
of service)
& » Sarvice College Program
(schools such as, Armed Forces Staff
College and Naval War College;
received between the 10 and 1S5 year
o) point of service)

A Corporate # JInitial management training at a
B Organizations management or corporate school for
- (length of the course first line managers
e d depends on particular (usually received within 30 days
organization) after becoming a first line manager)
PN * vYearly follow-up management training
for first line managers usually at a
o caorporate school
o * Initial managemsant training at a
) management or corporate school for
4 second through fifth line managers
% (usually received within 90 days
after becoming a second to fifth
W line manager)
e * Yearly follow-up management training
i for second through fifth line
- managers usually at a corporate
W schaol
# Initial management training at a
o corporate schoal for executives
Ny (usually recsived within ons year
e of becoming an executive)
W * Fopllow-up management training given
S appraximately every five years at
corporate school and major
LY universities
. * | sadership and development programs
given throughaout a career
(usually one day to one week
courses)
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Table 4.3
Comparison of Assignments

Organization Typical Initial Typical Second and
Assignments Third Assignments
(0 - 4 years) (8§ - 12 years)
Air Force CE Squadron, usually | Variocus positions in
in the engineering the CE Squadran such
section to utilize as Chief of Readiness,

academic specialties | Chief of Operations,
and a few positions Chief of Engineering,
such as Chief of and Chief of Resources
Readiness, Chief of
Resources, and Chief | Major command or staff
af Engineering level assignments

RED HORSE Squadron

Army Platoon Leader, Com- | Company Commander,
bat Engineer Platoon | Combat Engineer
Company

Company Executive
Officer Battalion/Brigade
: Staff Qfficer
Battalion Staff

Officer Recruiting Area
Commander
Marine Corps | Platoon Leader in Company Commander
Combat Engineer of Combat Engineer
Company Company
Platoon Leader in Company Commander
Engineer Company of Engineer Company
Staff Officer Staff Officer
;: Executive officer in | HQ level staff jJjob
k> Engineer Company .
b Inspector/Instructor
Marine Barracks at a reserve unit
(ﬁ Officer-In-Charge
-
i Table 4.3 continued next page
n
o
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Table 4.3
(continued)

Organization

Typical Initial
Assignmants
(0 - 4 years)

Typical Second and
Third Assignments
(S - 12 years)

ke Navy

Platoon Leader in a
SEABEES company

Assistant Company
Commander in a
SEABEES company

Public Works Section
at a large station

Assistant Resident
Officer in Charge of
Constructicn in a
medium office

Company Commander
in a SEABEES Company

Public Works Officer
at a small station

Resident Officer in
Charge of Construction
in a small office

Assistent Resident
Officer in Charge of
Constructicn in a
medium office

Public Works Section
at a large station

Executive Offcier in a
SEABEES Company

Staff level engineer

Public Weorks Qfficar
at a medium station

Corporate
Organizations

Office level in a
section of a
corpcration
First line manager

Second line manager

Second line manager
Third line manager
Fourth line manager
Fifth line manager

Executive leval

*Note*

organization.

These line manager positions range
from sales managers to plant managers and
position titles depend on the particular

'.*). St ﬁ! S 2 h..' ..t:“v '“ "- 53412
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N Summary
This chapter first examined the leadership development
educatian and training programs and opportunities available to

U.S. Air Force CE and whether thess programs and opportunities

L e

are adequate in developing individual leadership skills and
I abilities. Second, this chapter examined the methods used by
o the U.S. Army, U.S. Marine Corps, U.S. Navy and corporate
ocrganizations such as McOonnell Douglas, IBM, and General
N Motors, to develop leadership skills and abilities in company
grade engineering officers and young managers. This review
iy also included the mission statements and the career

progression of engineering officers in the four military
’ services and of managers in corporate organizations.
K Finally, this chapter compared the leadership development
. methods for U.S. Air Force CE company grade officers to the
i‘ . leadership development methods for engineering officers in the
:5 U.S. Army, U.S. Marine Corps, and U.S. Navy and the leadership
iy and management development for young managers at McDonnell
g Douglas, IBM, and General Motors. This caomparison included:
career progression and development, professicnal leadership
development programs, and assignments.
SO This review and comparison revealed two key points that
need tou be addressed by the U.S. Air Force CE community.
" These points will be discussed briefly here and in more detail
in Chapter VI and VIl because of the role they play in the

development of ths lizadership development model for U.S. Air
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Force CE company grade officers and the recommendaticns of
this research.

First, it must bhe determined whether the methods used by
the U.S. Air Force in developing the leadership skills and
abilities in CE company grade officers in order for them to
effectively handle the role of leading CE personnel in the
accomplishment of CE's mission are adequate. The professional
development (i.e. Squadron Officer Schoaol, Lieutenants’
Prefessiocnal Development Program, and Air Force Institute of
Techrnaology School of Civil Engineering short courses) of
company grade officers seems to provide the necessary
leadership development required by Air Force CE company grade
cfficers as they move through their careers. However, the
problem with this development is that some Air Force CE
company grade officers do not have the cpportunity to attend
these caourses.

The problem with leadership development for CE company
grade officers comes in the area of on-the-job leadership
development. As mentioned in Chapter 1, it is in the area of
leadership development for Air Force CE company grade cofficers
that the problem exists. Home station Prime BEEF training
once every l2 months and contingency training optimistically
every 24 months at Eglin AFB, Florida, are not adequate
opportunities in which to develop the leadership skills and
abilities needed by CE company grade officers in order for
them to effectively accomplish CE’'s mission. In addition,

there are nct enough day-to-day leadership development
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opportunities such as Prime BEEF projects, Prime BEEF
training, and additional duties to adequately prepare the
officer for the role of leading CE personnel. In the
leadership development mcdel described in Chapter VUl and the
recommendations listed in Chapter VIl these problems and
pocssible ways to respolve them are addressed.

Second, it must be determined whether the methods used by
the U.S. Army, U.S. Marine Corps, U.S. Navy, and corporate
ocrganizations to develop leadership skills and abilities in
company grade engineering officers and young managers can be
tailaored to meet U.S. Air Force CE needs. The most prominent
difference, as shown by Table 4.2 and Table 4.3, between the
leadership develaopment of U.S. Air Force CE company grade
officers and the U.S. Army, U.S. Marine Corps, and U.S. Navy
is twofold.

1., Company grade engineering officers in the other three
military services receive initial leadership and technical
training through their respective engineering schools
immediately upan coming on active duty.

2. Company grade engineering officers in the other three
military services are given the opportunity to lead a unit or
section on the average four years earlier than U.S. Air Force
CE counterparts.

In the case of corporate organizations, as shown by Table
4.2, the maost prominent difference between the leadership
development of young managers in corporate organizations and

U.S. Air Force CE company grade officers is how young managers
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ffq in corporate organizations receive initial and yearly
\
b
‘ﬂ: leadership and management training after being promoted to
first line manager.
AN
ﬂ:) The way these methods are used by the U.S. Army, U.S.
Ly
fxe Marine Corps, U.S. Navy, and corporate qrganizations to
a4 develop and enhance leadership skills and abilities in company
N
'23 grade engineering officers and young managers suggests that
o
*
f: these methods can ke tailored to meet U.S. Air Force CE needs.
e By patterning current Air Force CE training and initial
Q
[)
Q ” assignments of Air Force CE company grade officers after these
i
Ny methods, coupled with current Rir Force leadership development
ey procgrams and recommendations of this research, U.S. Air Force
r.
fﬁ, CE should have the officers it needs to effectively accemplish
v . o
e the CE mission.
\_!
[
7
)
)
L2
(B
) .
\." M
s
\:.‘
"o
\ %:_'
'L:'
o
.:- "
o~
i

- :(‘v'r(u:v.
o l’Lf,:".l o’

e,
>l
AT
@Y
SO
2 132
I. o
e
|' N
o
o g et N N s e R W8 e TR AR e e e e e e
A RN AN .. o R R S R A ! o RSN




V. Exercise SALTY DEMO Review

Chapter QOvervieuw

This chapter reviews the purpose, primary cobjective, and
schedule of Exercise SALTY DEMQO, the leadership and training
problems that were encountered in the Air Force CE portion of
the exercise, and what can be done in CE’s peacetime training
envircnment to develop individual leadership skills and
abilities needed by CE company grade cfficers to prevent the

same problems from occurring again in future exercises or war.

Exercise Purpose, Primary Objective, and Schedule

From 29 April 1968S to 17 May 1398S, Air Force Systems
Command and the United States Air Forces in Euraope (USAFE)
co-sponsored Exercise SALTY DEMO. SALTY DEMO is the code name
given to the Air Force demonstration ceonducted at Spangdahlem
Air Base, West Germany (39). In an Executive Engineering
Management Symposium presentation to Air Force Institute of -
Technology Graduate Engineering Management students, as well
as during perscnal and telephone interviews and personal
correspondence, Colonel Darrell Bittle, USAF, Director Air
Base Survivability, Systems Management Office at Eglin AFB,
Flcrida, gave a thorcugh description of Exercise SALTY DEMO.

First, as a general overview of the exercise, Exercise
SALTY DEMO was a fully integrated demonstration of air base

survivability capabilities of a USAFE Main Operating Base,

which emplcyed in-place air base survivability capabilities,




:
K

§%§ recently fielded systems, and developmental items. In an

:iﬁ effort to provide as much wartime realism and credibility as
) pcssible, the demonstration was ceonducted at Spangdahlem AB by
;jg the S2nd Tactical Fighter Wing under methods similar to a unit
tr& readiness exercise. However, even though the exercise was

‘\ﬁ conducted under these methods the demonstration was not a

iéﬁ tactical evaluation of the 52nd Tactical Fighter Wing's combat
&hf readiness (38).

o Second, the purpose of Exercise SALTY DEMO was threefold:
iiﬁ 1. To realistically exercise integrated air base

%?ﬁ survivability elements, to include FY BS capabilities and new
i*f technologies.

jé;? 2. To measure the sortie generation capability of a main
e

A0 operating base after an attack.

Ll 3. Tc provide decision making'information fcr acceptance
5&% and continued develcopment of improved air base survivability
i:ﬁ capabilities (9;10).

Ji; Third, a primary objective cf Exercise SALTY DEMQ, "was

:j;;\;; to demonstrate the integrat:on of air base survivability

km: initiatives” (8). In order tc achieve th:s ckjective the

ﬁg' exercise was desigred to:

1. Demecnstrate integrated perfcrmarce cf a.r tase

survivability elements.

).v 2. Evaluate the ccntribut:zms =f a.: rase s_: A
.":\

"x.; initiatives €0 improve curre~t tase < - " v e e
LE procedures.

1]
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3. Provide information for guiding current and future
development decisions.

4. Establish a data base toc enhance future develcpment
of air base survivability concepts and procedures (3;10).

Finally, Exercise SALTY DEMO cpened with a training site
environment, before the beginning of the demonstration, to
allow base perscnnel to familiarize themselves with items and
methods that wculd be used during the exercise. For example,
Air Force CE perscnnel received training on new pieces of
rapid runway repair equipment and the precast concrete slab
and fiberglas mat crater repair methods that were used in the
rapid runway repair portiaon of the exercise (8%5).

This pre-demenstration training period was follcwed by
the three week demonstration pericd and twc weeks of actual
attack scenarics, separated by a cne week "regroup” period
(85). The following is a brief synopsis of each week in the
demcnstration pericd:

1. Week I: This week included demonstrations of current
ABS capabilities, introduction to Future ABS capabilities,.and
evaluations cof new equipment and cocncepts. Examples of Week I
activities included:

a. Day one: Hostilities began with air and ground
attacks.

b. Day three: Recconstituted the S2nd Tactical
Fighter Wing and evaluated the demonstration to
date in order to make any necessary changes toc
policies and procedures.

c. LDay four: Another day cof attacks.
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2. Week II: This week was designed tg recover and
regroup from Week I and prepare for Week 111,

3. Week III: This uweek followed a full five day wartime
schedule. Examples of Week IIl activities included:

a. Day ane: A full scale demonstraticon of rapid
runway repair techniques.

b. Day three: Chemical attacks were used.

c. Days one and five: Conventional attacks (8;65).

Review of the Leadership and Training Problems

Although many results of Exercise SALTY DEMO may have
been anticipated to some degree, cne of the startling cutcomes
was the distinct lack of leadership and management in the
rapid rurway repair partion of the exercise (38;686;7%;81).

Accerding tc both Celernel Bittle and Lieutenant Colenel Paul

McMickle, USAF, Chief of Readiness, HQ USAF, the Air Force CE
leaders cof the rapid runway repair phase cof the exercise
failed tc recogrize wartime problems, such as waork shifts,
meal breaks, and rest breaks fcor perscnnel, and what te de
gnce these problems were recognized (10;86). This can be
translated intc a failure of basic leadership traits and
principles such as Jjudgement, decisiveness, and caring for
your rpegple that shculd have been used by CE leaders in crder
to acccomplish the mission.

As explained by Colonel Bittle, there was no direct

involvement of Air Force CE cofficers with the rapid runuway

repair crews because the CE officer who normally werks with
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the rapid runway repair crews at Spangdahlem AB was assigned
as a "trusted agent” during the exercise. However, Cclcnel
Bittle went cn tec explain that the lezdersh:p, management, and
planning, as well as the extra set of eyes prov:ided bty 2 rapid
runway repair knowledgeable officer, could have alleviated
many of the rescurce shortfalls, planning errors, and gaps in
supervision created by the rapidly charnging demcnstraticn
scene (8).

This ckservaticn was emphasized in interviews with two
assessors (evaluators) of the Air Force CE porticn of Exercise
SALTY DEMO with the following comments. First, Captain Rodger
G. Schuld, USAF, an instructor in the Contingency Engineering
Course at Air Force Institute of Technology who served as an
assessor on the Demonstration Contraol Team fer the exercise,
noted that the lack of officeré in the rapid runway repair
paortion of the exercise created prcblems both from the
technical side, but more frem the leadership side. Capt
Schuld went on to say that even though there uwere
noncommissioned officers working the praoblem from the task
side, officer involvement was needed in order to get the "big
picture” and keep the accomplishment of the mission geing from
a2 troop leadership perspective. From this perspective are
items'such as motivation cof personnel when things ars not
going as planned, work breaks, scheduling of work, and an
overall kncuwledge of the task at hand. These items cannot be
seen by an individual who is working down in the trenches and

whe is unable to step back and lcok at the "big picture” (74).
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P Second, Captain Jeff Thomas, USAF, Executive 0Officer
S OCS/Engineering and Services HQ AFLC who served as an assessor
on the Facility Repair Team for the exercise, stated that the

lack of officers in the rapid runway repair phase cf the

[

exercise was a deterrent to the accomplishment of the mission.

The reason for this was because no one could see the *big

Yoo

picture”. As a result of not having somecne to lock at the

e
XN

overall scheme of things, there were no food breaks, work
breaks, and things were being dcone twice. Captain Thomas went
2 on to say that Air Force CE has always had the personnel and
capability to ge=t the job done, but we need pfficers to put it
e together and see the "big picture” (81).

Exercise SALTY DEMO brought out the fact that Air Ferce
CE needs officers in the rapid runway repair portion of the
- missicn and that Air Force CE needs to change scme of the
j§ current leadership development training methods for CE company
n? grade officers in order for them to effectively accomplish
13 CE’s mission. Air Force CE needs officers to provide the
{T leadership that is vital in seeing the "big picture” and to

’3 keep things going when nothing else seems to work,

[l

The need for putting Air Force CE officers in the field

i.1' T,
IAI

portion of rapid runway repair to help resclve the problems

.
2"
T e 'Y

mentioned earlier was recognized becauses of the events cf

Exercise SALTY DEMO. The rapid runway repair training Air

Force CE personnel receive at Field 4, Eglin AFB, Florida, and

XN

Ramstein A3, West Germany, has been changed from leaving the

CE cofficer in the command post during the rapid runway repairc

- av o o &
OISO
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;fg exercise, as done in past training scenarios, to including CE

E;) officers in both the field and command post portions of rapid

..* runway repair exercises (66;74%).

,3 In the area of training, RAir Force CE crews exhibited

%5 more efficiency and productivity in the pre-demonstration

;ﬁ training pericd than compared to the actual three uweek

é; demonstration. This is because during the pre-demonstration

gﬁf training pericd only one crater at a time was repaired, while

sl cduring the three week demonstration there were multiple

'Eﬁ craters that had to be repaired at aonce. The improvements in

';E - the repair quality of the craters over the course of the

f;\ pre-demonstration training period were attributable to

?3 constructive criticism, technique clarifications from

:g: experienced observers and familiarity gained through
repetition., This steady improvement underscores the need for

‘;; more detailed guidance and comprehensive training programs and

~ more realistic and demanding exercises in an environment such

e as that provided by Exercise SALTY DEMO (8;66).

__l' " Colonel John S. Choate, USAF, Chief Plans Divisicn

iﬁ Directorate Engineering and Services HQ USAF, summarized some

”i of the pertinent problems of Exercise SALTY DEMO in a letter

‘§£ tc Headguarters Air Force Engineering and Services Center and

;fé several divisions of the Directorate cof Engineering and

;2: Services, HQ USAF. The feollowing is a synopsis of the

;22 leadership and training problems listed in the letter and what

'Q: Air Force CE can do and is doing in the peacetime training

§:; environment tc help develop the leadership skills and

: :
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abilities needed by CE Company grade officers in order to

5

]
& _J.L'.A.

prevent the same problems from occurring again in future

LR
~ - - -

exercises or war [183]:

1. We need to organize and cperate in peacetime the
way we plan to fight in wartime.

Reason: QOur evolving "Project Warrior” attitude
needs to be reflected in our organizational
concepts. Units/functions critical to wartime
operaticns need toc have a peacetime organization
that can immediately transitor (sicl to wartime role
with inherent leadership, management, and training.

2. Existing Wing/Base training programs need to
include aggressive ABS training/exercise/inspections
that employ challenging real-world threat scenariocs.

Reason: Current training/exercises/evaluations
focus on isolated/reduced scale functicns (sortie
generation, RRR, disaster response, etc) and are not

,;E a fully integrated approach to our true threat and
o mission.
e

w

3. Existing CONUS and overseas regiocnal training
sites need to conduct integrated training in a

;'r realistic threat environment.
gt
g%: Reasgn: Current training does not take inta account
RN support limitaticn such as POL shortages, minimum
nah cperating strip (MOS) availability, utility failure,
. etc.
L™ ) N
'2f 4. Need to develop full-spectrum CONUS and theater
Sy air base complexes that will provide integrated
e comprehensive ABS training in a ”"generic COB” "Flag”
RO exercise environment.
" Reason: Integration of “combat events” throughout
b cur wartime training is the "hardest hitter” with
3@{ the mcst potential to evolve needed wartime
{.3- capability!
"v‘ .
*; Summary
Ay —
OV
\Cﬂ Through a review cf the leadership and training preblems

that were encountered in the Air Faorce CE poartion of Exercise
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SALTY DEMO this chapter brought out the fact that Air Force CE
needs officers in rapid runway repair and that CE needs to
change some of the current leadership development training
methods for CE company grade officers in order for them to
effectively accomplish CE’s mission. Air Force CE needs
officers to provide the leadership that is vital in seeing the
"big picture” and to keep things going when nothing else seems
toc work.

In order to foster the leadership Air Force CE company
grade officers need to enable them to lead CE persaonnel in
accomplishing CE’'s mission, CE needs tc reorganize current
ways of thinking and train CE personnel in peacetime the way
they will fight in wartime. This fundamental statement is
echoed in the first two of eleven principles of leadership

taught by the U.S. Army in FM 22-100, Military Leadership,

"Know yourself and sesk self-improvement” and, "Be technically
and tactically proficient” (30:42). 0Only through realistic
ang demanding training can individuals know themselves and
seek improvements in weak areas, as well as enharce
praoficiency along the way.

To accomplish the above statements this chapter also
discussed some of the recammendations Air Force CE is
reviewing and implementing which will help tc develap the
leadership skills and abilities needed by CE company grade
officers to prevent the problems of Exercise SALTY DEMO from

occurring zgain in future exercises or war.
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W' .
. Chapter Overviesuw

’Qf This chapter describes the leadership development model
o
{ . for U.S. Air Force CE company grade officers. This chapter

[

™ alsa contains an analysis of the eight research questions

ifﬁ based on the information collected from the literature review
. (

?X and personal interviews. This analysis is the foundation for
3 l'.

the leadership development model that will serve as a guide to

(L
\:t both U.S. Air Force CE company grade cfficers and senior

e
)

'ﬁ: leaders for fostering the leadership skills and abhilities

>

\{ .

’ needed in CE company grade officers in order for them to

§3 effectively handle the role of leading CE persaonnel in

! !‘*
g{ﬁ accomplishing CE’s missicn.

‘r"}l
-

o Analysis

Ls:.
':f Research Questicn 1. What is a commen definition cf
o

leadership that U.S. Air Force CE company grade officers can

'Yi apply in accomplishing CE’s mission?
:ﬁ: From examining the numerous leadership definitions found
¥

- in both the military services and civilian world a ccmmaon

—

"
ﬁti definition of leadership could not be found. Hcowever, it was
LT

oL
:ﬂv found that each person has their own definition cf what
L

- leadership is and how to apply it to meet the mission.
' \J

!‘F’

Zn However, by locking at the common thread between these
iy

o definitions, the people and the mission, a caommon definition
= of leadership is obtained that U.S5. Air Force CE company grace
A

AN
8
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officers can apply in accomplishing CE’s mission:

Leadership requires an individual who can direct
cthers 1n such a manner as to obtain and command
their respect, confidence, and voluntary cooperation
during times of normal and trying circumstances in
order to accomplish the mission of the unit.

Research Question 2. What are the common leadership

traits desired in leaders, which of the leadership principles
should they practice, and how do these areas translate into
the skills and abilities needed by U.S5. Air Force CE company

grade officers to lead personnel in wartime?

Leadership is derived from cne main area-—-an individual'’s
ability to combine certain leadership traits and principles to
accomplish the mission. There are numerocus leadership traits
and principles that the military services and corpaorate
crganizations feel that company grade engineering officaers and
young managers should possess and practice. The leadership
traits and principles of past and present as identified by the
U.S. Air Force, U.S5. Army, U.S. Marine Corps, U.S. Navy, and
the corporate world were compared to see how they have changed
over the years. This campariscon showed that the leadership
traits and principles identified by the four military services
and the corporate world as being essential to effective
leadership have hardly changed over the test of time. The
individuals writing the leadership traits and principles have
changed, but what is required toc be an effective leader has not.

The mast common leadership traits and principles found
from the literature review of the four military services and

corporate world are as follows:
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} 1. Common leadership traits:

%. a. Integrity

b. Initiative

Eé c. Dependability

;? d. Judgemsnt

o e. Endurance

:: f. Enthusiasm

:; g. Decisiveness

- h. Selflessness

? i. Tact

ﬁ J. Sense of humor

" k. Loyalty

EE 1. Creativity

E: 2. Common leadership principles:

o a. Know gour-Job

;g b. KXnow yourself and seek self-improvement

3 c. Set the example

. d. Care for yocur people

é% e. Train your pecple toc do the job as a team

:’ f. Seek responsibhility and take responsibility

. for your actions

§' g. Employ your command in accordance with its

Q capability

}§ h. Ensure that each task is understood, supervised,
and accomplished

‘ﬁ This list is by no means complete, but it is a common

§ list of the leadership traits and principles that can easily

'f be translated to meet the needs cof U.S. Air Force CE company

X 144

K

E A o s el cm A I P A ¢ A
QL L i s L R T D S L RO S Dy b 30

EENE I

ORI eR o Lo r T
;lﬁ'."l “v."‘ﬁ‘ﬂ*ﬁ' WY, l.“ﬁ A o} A7 2 p‘l o’l‘! 3 .l'l LN




grade cfficers in developing individual leadership skills and
abilities. Given this commpon list of leadership traits and
. principles, coupled with current leadership education and

training programs and the leadership development mocdel

e
RO R

developed in this research, a U.S. Air Force CE company grade
of ficer should be able to effectively accomplish the role of
leading CE personnel in accomplishing CE’'s mission.

K", Research Question 3. Which leadership traits and

A principles do U.S. Air Force CE senior leaders perceive to be

:% essential for CE company grade officers to possess and

.f practice, and what do they feel to be the strongest leadership
; qualities (traits and principles) which have enabled them to
,? reach the position they are currently in?

,3 The leadership traits and principles U.S. Air Force CE
R senior leaders perceive to be essential in CE company grade
f% cfficers parallel the common leadership traits and principles
:: identified in Research Questicn 2. This holds true for the
§ strongest leadership qualities (traits and principles) they
“; feel have enabled them to reach the position they are

L; . currently in. The unique leadership traits and principles
;; ) identified by these senior leaders are:

%. 1. The ”"Nine Commandments” identified by Major General
. George E. Ellis, Director of Air Force Engineering and

g Services, of how to be a successful officer (these

o commandments are listed in Chapter I111).

;ﬂ 2. The "Chain of C’s,” a framework for thinking

;% identified by Brigadier General Joseph A. Ahearn, Deputy

n
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%? Director of Air Engineering and Services, (this "Chain of C's” %
"':, is listed in Chapter II1).

ﬁe 3. Self-confidence in not being afraid to fail (35).

i% 4. Knowledge of business (3S).

é? S. Acceptance of what comes in the way of assignments (18).

- 6. Being 100 percent on board” (i.e. tctally dedicated)

g 183,

Q; 7. Getting the tough Jjobs (i.e. go out and seek them) (18).

e 8. Having the attitude to do anything asked of them (13),

?; 8. Having a "sponge attitude” (initiative) (133.

55 : The "Nine Commandments” of how to be a successful officer

v and the "Chain of C’s,” a framework for thinking, are the

§§ highlights in this area on which leadership traits and

'%* principles the Air Force CE senior leadership perceive to be

o essential for CE company grade officers to possess and

2&5 . practice. These lists can easily be translated into what Air

%% Force CE company grade officers need to develop in the way of

e leadership skills and abilities in order for them to

:g effectively accomplish CE’'s mission,

LT Research Question 4. Which concepts of the trait,

{; behavioral, and contingency leadership theories can U.S. Air

{i Force CE company grade officers use in accomplishing CE's

:L mission?

;:' The common definition of leadership identified in Research

uij Question 1 and the leadership traits and principles desired in

{3 and practiced by effective leaders, identified in Research

f$ Questiaons 2 and 3, blend into different concepts of leadership

3%
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theories Air Force CE company grade officers, as leaders, can
use to effectively accomplish CE's mission. In the leadership
decision making process the leader will use a combination of
: the trait, bhehavigral, and contingency leadership theory
: concepts. These concepts include the individual leadership
traits of the leader, the bhehavior of the leader and the group
in accamplishing the mission, and the task which must be
accomplished.

When Air Force CE company grade officers are confronted
with making leadership decisions they will need to blend the
concepts of the three leadership theories in order to
effectively accomplish CE’s mission. This is evident by the
list of leadership traits and principles identified by Air
? Force CE senior leaders. These leadership traits and

principles parallel the concepts of the trait and behavioral

-

leadership theories in terms of which leadership traits and

—~ -

principles a leader should possess and practice in order to be

effective in accomplishing CE’s mission. This indicates that
even though situational factors such as the leader as an
individual, group aorganization and norms, and the situation at
3 hand play a big role in the leadership decision making
process. The need for individual leadership traits and how %o
behave in accohplishing individual leadership tasks is
d important in the overall accomplishment of CE’s mission.
- An example of how the concepts from all three leadership
' theories will be used by Air Force CE company grade afficers

is in the envircnment these aofficers will be faced with in
! 147
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ia wartime. With a3 wartime scsnaric cf rap:c ronuay reca.c,
‘%EE force beddown, and war damage repair ALr Force CE cocmpary
i:A grade officers never know befcrehand axactly what the
;gﬁ: situation will be or how the personnel being lead w:ll ceact.
%i Therefore, the leadership decisions of each Air Fcrce CE
1. company grade officer have tc be based on individual
I
;;ﬁ experience and ability, the persconnel with the leacder,
'ﬁi reaction of the lesader and the group to the situaticn, and the
NS situaticn at hand.
;;é Knowledge of these three leadership theory concepts is an
:*: important factor in the leadership development process of Air
o Force CE company grade officers. This kncwledge is in terms
f?é of what the CE company grade officer must do and know as a
f&é leader in a wartime envircnment in crder to accomplish CE's
ey mission. In addition, this knowledge is used in the
ﬁzz foundation for the leadership development mcdel for U.S. Air
gig Force CE ccmpany grade officers developed later in this
jf. chapter.
{ké Research Question S. What are the current leadership
! :: develaopment education and training programs and opportunities ‘
'?r- available to U.S. Air Force CE company grade officers to
ié& develop the individual leadership skills and abilities
?;2 necessary toc accomplish CE’s mission and are these prcgrams
?g{ and gpportunities adequate in developing these skills and
::% abilities?
;ﬂg The professioconal development of leadership skills ard
ﬁﬁ? abilities of Air Force CE company grade cfficers is through
W]
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Squadron Officer Scheol, the Lieutenants' Professional
Cevelopment Program offered by the Leadership and Hanagement
Development Center, and the Air Force Institute of Technology
School of Civil Engineering Professiocnal Continuing Educaticn
short courses.

Squadron Officer Schocl is the first of three PME schools
in which first lieutenants and captains with less than seven
years of active duty are eligikble to attend. The leadership

training and education provided by the Squadron Qfficer School

is valuable as officers move thrcugh their careers. However,
the most prominent problem with this portion of the leadership
develcpment cycle is that most officers do not attend Squadron
Officer Schaol until they have at least four years of
commissioned service or they do not attend at all.

Squadron Officer Schogl is needed before the company
grade officer receives the tougher jobs and the increasecd
responsibilities that come with increased rank., These tougher
Jobs and increased responsibilities usually come at
apprcximatélg the four year point for Air Force CE company
grade officers.

The training the officer receives from the Lieutenants’
Professional Development Program is valuable in that it gives
the lieutenant with less than two years cof active duty the
basic {‘oundation for leadership development. The problem with
this pregram is that it may not be offered to the lieutenant
at all. The Leadership and Management Development Center is

nct currently manned to offer the course cn a regular basis in
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»i the field with the old traveling team method, in which they

e went From Maxwell AFB, Alabama, to a regquesting base to train
- all the second liectenants cn that base, or as a resident

gq program (36:73). The traveling team method was replaced in
Rtk May 19686. With the current methcd a requesting base must send
a cadre of personnel to Maxwell AFB to be trained by the

I Leadership and Management Develcpment Center. The cadre then

‘éy returne hame to train the lieutenants at that base (11). This
5 new method will provide the lieutenant with the initial

éié foundation for leadership development provided the bases send
;;; the cadre toc Maxwell AFB tc be trained.

e The leadership training and develaopment offered by

E& Squadron Officer Schocl and the Leadership and Management

N

A_A,

Development Centar is enhanced for Air Force CE company grade

cfficers by attending short ccurses at the Air Ferce Institute

.. ]
Ay tpAedy
L I T )

1

of Technology School of Civil Engineering. A majority cf the

T e
ry

,Q: courses offered at the School of Civil Engineering are

f;; structured to educate Air Force CE officers cn the technical
E% and management aspects of operating a peacetime base. The

QEE only courses that provide class time to the area of leadership
*&. education and training for Air Force CE company grade cfficers
>

o
A

are Contingency Engineering Course, ENG 485, and Introduction

4

to Base Civil Engineering, NMGT 0O01.

PES

e ENG 4BS educates the Air Force CE company grade officer
g

:;: in e ploying expedient methods to accomplish CE’s mission. In
P

"

addition, ENG 48S educates the CE officer in the use cf

leadership principles listed in Chapter I11 to accemplish CE's

:
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., mission. This includes leadership principles such as:

1. Knowing your wartime Jjcb.

2. Setting the example.

y 3. Making sound and timely decisicns.

_3 MGT 001 provides the Air Force CE company grade officer
with an overall view of Air Force CE to include the mission,
organization, techniques, and operaticns. This course, like
ENG 4BS, helps to begin the development of the initial

) leadership foundation needed by CE company grade officers.

These twc courses offer the only formal education and
training ocpportunity Air Force CE company grade officers may
receive that prepares them for their wartime job. In
addition, not all CE company grade cfficers are afforded the
chance to attend either course. The reascns for this include:

' 1. Scheduling canflicts that doc not allow the officer to

: attend.

2. A four year backlocg to get into ENG 48S.

2. The officer is not released from the initial duty T

;f assignment to attend MGT 0C1. This is important because after

o 12 months of service the officer is not eligible to attend MGT
3 001, except through special permission.

The biggest problem with leadership develcpment fFer CE
ccmpany grade officers comes in the area of on-the-jck
s leadership development and gpportunities. Home station Prime
) BEEF training cnce every 12 months and contingency training
Y cptimistically every 24 menths at Eglin AFB, Florida, are not

adequate cpportunities tc develcp the leadership skills and
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‘ﬁg abilities needed by CE company grade officers in crder for
ghs them to effectively accomplish CE's mission. In addition,
) there are not encugh day—-to-day type leadership develcpment

:ES gpportunities, such as heading a section or unit, Prime BEEF
;%E projects, Prime BEEF training, exercises, and additicnal

‘ duties, to adequately prepare the officer for the role of
;gi leading CE perscnnel.
ig; Research Question 6. What methods do the U.S. Army, U.S. ‘
‘:‘ Marine Corps, U.S. Navy and corporate organizations, such as d
‘zg McDonnell Douglas, IBM, and General Motors, use tc develop

ig leadership skills and abilities in campany grade engineering

officers and young managers and can these methods be tailored

‘iﬁ to meet U.S. Air Force CE needs?
t:ﬁ The most prominent difference, as shown by Table 4.2 and
- Table 4.3, between the leadership development of U.S5. Air
5%: Force CE company grade officers and the U.S. Army, U.S. NMarine
?? Corps, and U.S. Navy is twafold.
’;% 1. Company grads engineering officers in the cther three -
.£¥ military services receive initial leadership and technical
.Eé training through their respective sngineering school
':f immediately upaon coming on active duty.
%E; 2. Company grade engineering cofficers in the cther three
{25 military services are given the opportunity to lead a unit or
A section on the average four years earlier than U.S. Air Force
Eg? CE counterparts.
fi} In the case of corporate crganizations, as shown by Tatle
,FQ 4.2, the most prominent difference hetween the leadership
£
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development of young managers in corporate organizations and
N U.S. Air Force CE company grade officers is that young
managers in corporate organizations receive initial and yearly

leadership and management training after being promoted tgo

e

first line manager.

The way these methods are used by both the cther three
military services and corporate arganizaticns to develop and
enhance leadership skills and abilities in company grade
engineering officers and young managers suggests that these
methods can be tailored to meet U.S. Air Force CE needs. The
method of initial training immediately after coming on active
duty in the U.S. Army, U.S. Marine Corps, and U.S., Navy and
immediately after being promoted to first line manager in

ccrporate organizations is an excellent way to develop a sound

leadership foundation. The initial assignments of company
grade engineering officers in the other three military
services further enhances the leadership training provided
through the initial training schoocls. In addition, while
these assignments give the company grade angineering officers
more responsibility cn the average four years earlier than
U.S. Air Force CE counterparts, it prepares them on a daily
basis for their wartime role in accomplishing the unit’s
mission,

The most prominent methcds used by the U.S. Army, U.S.
Marine Corps, and U.S. Navy to develop leadership skills and
abilities in company grade engineering officers is through a

serias of training programs designed for the new officer and
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~
' E initial assignments with meore leadership responsibilities than
§ Air Force CE counterparts. First, the U.S. Army, U.S. Marine
;.. Corps, and U.S. Navy send all engineering cfficers through a
:ﬁ basic engineering school immediatley upon cemmissioning. The
%ﬁ following is a brief summary of what each service offers and
*3 what is taught in the respectiia schaool:
:;é 1. U.S. Army Engineer Officer Basic Course: This is a
bﬁ 1S week course which is designed to provide the new lieutenant .
Vﬁ: the necessary military skills and technical knowledge in order J
.E? for them to effectively and confidently command an engineer
:3 platocon. The areas covered during this course are the basic
'qx mission and role of Army Corps of Engineers in the battlefield
.E% environment, leadership skills, field skills, technical
lg: engineering skills, and a field training exercise (B2:n.p.)J.
2. U.S. Marine Corps: The Marine Ccrps sends company
,%S grade officers through two schools upon entering active duty.
g{. a. The Basic Officer Course: This is a 23 week

schocl that is designed to provide the new
lieutenant the basic knocwlesdge and skills
required of every Marine Corps officer. The
. subjects taught here range from leadership to
e map reading and land navigaticn

W (58:18-20;86:1-1).

D b. The Combat Engineer Officer Course: This is a
.E% ten week course taken by engineering officers
! upon graduation from the Basic Officer Course.

v¢: This course is designed to train company grade

i engineering officers as Combat Engineers. The

. course’s instructicn is oriented toward battle-
Q% field mobility to gereral engineering (87:1-1).
M)

‘3? 3. U.S. Navy Civil Engineer Corps QOffice School Basic

i.o.

i Qualification Course: This is an eight week ccurse that is=

%: designed ta teach the new cfficer the role of the Civil

et
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Engineer Corps in the Navy, as well as prepare the cofficer

for initial Navy Civil Engineer Corps duty assignments (67:7).
Second, and probably the most prominent method, is the

initial assignment ccmpany grade officers receive in the U.S.

Army, U.S. Marine Corps, and U.S. Navy. Typical first

g assignments fcr company grade engineering officers in the

other three military services are as follouws:

PV

i, U.S. Army: Platoon leader, Combat Engineer Platoon,

Company Executive Officer, or Assistant Battalion Staff

X1

Officer (26:n.p.J.
) 2. U.S, Marine Ccrps: Platoon Leader, Combat Engineer
4 Platoon, Engineer Company Executive Qfficer, or Marine

Barracks Officer-in-Charge (58:38,44).

L PLPLIPSS i

3. U.S. Navy: Platocn Leader, SEABEES, assignment in

-
«

the Public Wecrks Secticn at a large staticn, or Assistant

ar

Resident OfFfFicer in Charge of Construction in a medium office

SPEA A

(63:A-4%).,

These types of assignments give the company grade engineering

”..’.._

of ficers the opportunity toc head a section or unit on the

=
AN

average four years earlier than Air Force CE counterparts.

i The most prominent method used by corporate crganizations
to develcp leadership skills and abilities in young managers
is through a series of initial and yearly leadership and
management training prcgrams designed to develop and enhance
the leadership foundation of young managers. These training

v prcgrams prcovide the ycung manager the leadership and

ol

management skills needed to run a secticn in today’s business

XY X
g R 8
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world by providing initial training and then building upon it
each year. These leadership and management skills include:

1. Pecple management

2. Motivation

2. Communication skills

However, only the ccncept of initial and yearly
leadership and management training of young managers in
corporate organizations, coupled with the people and mission
oriented courses provided through these programs can be
tailored to meet U.S. Air Force CE needs due to the fcllowing:

1. Corporate crganizations have only a peacetime mission
in which the development of leadership skills and abilities of

young managers is based. Young managers learn what it takes

.to be a leader or manager in the business world, which to a

large extend is equivalent to Air Force CE’s peacstime
enviranment. Set aside from the fact that the people and
mission oriented courses would be useful to Air Force CE
company grade officers in the leadership development cycle,
the need for the develapment of the leadership skills and
abilities needed in wartime is more prevalant in the overall
development of the officer.

2. Corpcrate organizations and the U.S. Air Force have
similar organizatiocnal structures in terms of when both CE
company grade officers and young managers are given the
oppartunity to head a section within the organization. Which

in bocth cases is usually at the four year point cf a career.
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By patterning current Air Force CE training and initial
assignments of Air Force CE company grade officers after the
methods used by the U.S. Army, U.S. Marine Corps, U.S. Navy,
and corporate organizations, Rir Force CE should have the
officers it needs to effectively accomplish the CE mission.

Research Question 7. From the leadership problems in the

U.S. Air Force CE portion of Exercise SALTY DEMO, what can be
done in CE’'s peacetime training environment to develaop
individual leadership skills and abilities needed by CE
company grade officers to prevent the same problems from
occurring again in future exercises or war?

One cof the startling cutcomes of Exercise SALTY DEMO was
the distinct lack of leadership and management in the rapid
runway repair phase of the exercise (9;66;74;8l1), According
to bocth Colonel Darrell Bittle, USAF, Directaor Air Base
Survivability, Systems Management 0ffice at Eglin AFB,
Florida, and Lt Col Paul McNickle, USAF, Chief Readiness
Branch, HQ USAF/LEEXS, the Air Force CE leaders of the rapid
runway repair pcrticn.of the exercise failed tec recognize
wartime problems such as work shifts, meal breaks, and rest
breaks for personnel, and what tc dc cnce these problems were
racognized (10;66). This can be translated into a Failure of
basic leadership traits and principles such as judgement,
decisiveness, and caring for your pecple that should have been
used by CE leaders in order tc accomplish the missicn,

Exercise SALTY DEMO brought cut the fact that Aicr Force

CE needs officers in the rapid runway repair portion cf the
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qé mission and that Air Force CE needs to change some of the
2 current leadership development training methcocds for CE company
i grade officers in order for them to effectively accomplish
7% CE’'s mission. Air Force CE needs officers to provide the
leadership that is vital in seeing the "big picture” and to
keep things going when nothing else seems to work.

The need for putting Air Force CE officers in the field

portion of rapid runway repair to help resolve the problems

pP 7 O,

mentioned earlier was recognized. The rapid runway repair

training Air Farce CE personnel receive at Field 4, Eglin AFB,

PR PP e

A,

'Flcrida, and Ramstein AB, West Germany, has been changed. In
‘O past training environments the CE officer was left in the

ccmmand post during the rapid runway repair exercise. It has

% been changed to include CE officers in both the field and
23 command post portions of rapid runway repair exercises

. (66;74%) .

4

i Some of the pther things that Air Force CE can do and is

5 doing in the peacetime training environment to help develop

Z the leadership skills and akilities needed by CE company grade
'

'J officers in order to pravent the same type of problems from .
33 occurring again in future exercise or war are (186):

_; 1. QOrganize, operate, and train in the peacetime

@ environment the way CE plans to fight in wartime.

.ﬁ 2. Conduct training in an as realistic as possible

E% threat environment.

e 3. Change current scaled down exercises to ones with a
sﬂ challenging real world threat scenario.

X
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4. DOevelop both CONUS and theater training sites in
which CE units, along with flying units, can exercise fully
integrated air base survivability techniques.

In order to foster leadership skills and abilities in Air
Force CE company grade officers to prevent the same problems
encountered in Exercise SALTY DEMO from occurring again, CE
needs to recrganize current ways of thinking and train CE
personnel in peacetime the way they will fight in wartime.
This fundamental statement is echoed in the first two of
eleven principles of leadership taught by the U.S. Army in FM

22-100, Military Leadership, "Know yourself and seek

self-improvement” and, "Be technically and tactically
proficient” (30:42). Unly through realistic and demanding
training can individuals know themselves and seek improvements
in weak areas, as well as enhance praoficiency alcocng the way.

Research Questicn 8. What type of lesadership development

medel is required for U.S. Air Force CE company grade officers
in order for them to effectively handle the role of leading CE
personnel in accomplishing CE’s mission?

The model that was formulated to serve as a guide to both
Air Force CE company grade afficers and senior leaders for
fostering the leadership skills and abilitiee needed in CE

company grade officers is described in the following section.

Leadership Develcpment Model

U.S. Air Force CE company grade officars need magre

cppcrtunities for leadership development to adequately prepare
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{; them for the role of leading CE personnel in accomplishing
R~

35 CE's mission. This need may be addressed by a lsadership
; development model. The model identified in this research

"

;j focuses on what it takes toc develop individual leadership

o

-

.5 skills and abilities in Air Force CE comgpany grade cfficers.
- This madel should be used as a guide to koth U.S. Air
v

{ Force CE company grade officers and senior leaders in

{R

b developing the required leadership skills and abilities needed
t in CE company grade officers. The use of this model, coupled
N
iE with current lezadership development education and training
W

h{r programs and the recommendaticons of this research, should
;1. ensure that Air Force CE has the leaders it needs to
N\
o effectively accomplish the CE mission.
b
A The leadership development model developed in this
o chapter, shown in Figure 6.1, is a four part model designed
%
o0 for the Air Force CE company grade officer.
- T
A Jevelopment
#3 Individual of
A Leadership Leadership
i Traits
" .
oy _ Leader
" > — |Development
%
— Individual Leadership
K-~ Attitude Development
?if Opportunity
e
N y,
Figure 6.1. Leadership Oevelcocpment Model for U.S. Air

M Force Civil Engineering Company Grade Officers
*-:
o
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All parts of this model interact with one another to
develop necessary leadership skills and abilities needed by
these officers to bhecome effective leaders. Even though the
four parts of this mcdel have a separate function in the
overall process of leadership development, all four parts must
work together in order for the model to work. The separate
functiaons of each part of this model are discussed below.

Individual Leadership Traits. Part I cof this model

represents the individual leadership traits and principles
possessed and practiced by the individual. The importance of
this part of the model cannot bhe overstated, hecause the
individual leadership traits and principles that an individual
possesses and practices are in a sense the leadership
foundation of the individual. The development of individual
leadership traits and principles is a continucus process that
starts at the pre-ccmmissioning phase of a career and
continues until retirement. The level of development in this
area depends cn three factors: 1) hocw much the individual
desires to ba a leader and an officer, 2) the amount of
leadership skills and akbilities development the individual has
had, and 3) the number of leadership development agpportunities
the individual has had.

Individual Attitude. Part Il cof this model represents

the attitude of the Air Force CE company grade officer, for
whocm the model is designed. It is hoped by Air Force CE
senior leaders that Air Force CE company grade cfficers have a

pcsitive, "go for it,” attitude and are well motivated tc want
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ﬁél tc be a U.S. Air Force CE officer (2;18;35). Even though

§§: positive attitude and motivation arm individual leadership

fu: traits that an individual may or may not possess, they are

ﬁ&é important factors in this phase of the overall leadership

?%" development process presented by this model. With a positive
:$§ attitude and motivation Air Force CE company grade officers
ﬁgﬁ will want to do the best job possible and do whatever it takes
N to develop the individual leadership skills and abilities

Yy needed by them to effectively accocmplish CE’'s mission. This

&ﬁ' is important in accomplishing CE’s mission because, like the
B A0
e u.s. Army, U.S. Marine Corps, and U.S. Navy, cocmpany gracde
-~ engineering officers are officers first and engineers second.
8
j:ﬁ Development cf Leadership Skills and Abilities. Part III
'f":.":
M&ﬁ of this model represents the professional and on-the-jab
fA; leadership davelopment of individuals. The professicnal
)
' :: leadership development for Air Force CE company grade officers
o
»
1t includes the commissioning source, Professicnal Military
:ﬁﬂ' Education (Squadron Officer School for company grade
g
?: officers), the Lieutenants’ Professional Develcpment Prcgram,
e
4] and the Professional Continuing Education short courses
g 2 offered at the Air Force Institute of Technolaogy School of
A
,gwn Civil Engineering. The missing link is the initial leadership
=|.~
A development cf CE company grade officers such as the initial
';;ﬁ training precvided to company grade engineering officers in the
g
:fﬁ. u.S. Army, U.S. Marine Corps, and U.S. Navy. Air Force CE
R,
e needs to develop an initial engineering training school for CE
(WSS ™
1.ﬁ company grade officers upcn entry into active duty, similar tc
(>, ::i
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the schools used by the other three military services. This
course, like the ones in the other three military services,
would provide the new lieutenant with an overview of the CE
mission and role in the Air Force, as well as provide for the
development of the leadership foundation that will be used by
the individual throughout a career.

The on-the-job leadership develcpment includes the
day-to-day supervision that is part of being a section or
branch chief, Prime BEEF exercises, additicnal duties, Prime
BEEF projects, and individual job responsibility. Part of
this on-the-job leadership develeopment includes giving Rir
Force CE company grade officers a leadership position earlier
in their career. This leadership develcpment method is the
same type of the early leadership development used by the
other threz= military services. As indicated earlier, the
other three military services give most company grade
engineering cfficers an initial assignment as a platoon leader
or a section chief upon graduaticon from the respective basic
ccurse. This tyre of leadership development may require some
readjustment of current Air Force CE thinking and policy.

A big step in trying to improve on-the-jcb leadership
development comes from two initiatives that are being
develcped in the Air Feorce CE community. The first initiative
is the increase of base level Prime BEEF trainirng From the
current S to 15 percent of CE productive werk hours to 25
percent of total CE productive work hours as recommended by

Majcr General George E. Ellis, Director of Air Force
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B
 ¥ Engingering and Services (3%). The amcunt of increase depends
% on the base and command and how much productive time they are
:? currently spending on Prime BEEF training. The increase in
rg training hours provides the CE company grade officer
xf additional oppertunities to develop individual leadership
o skills and ahbilities, as long as it is an increase in
IE realistic training and not just an increase in hours.
:2 The second initiative is the development of a Systems
'L Engineer position in the CE Operations Branch (432. This
:g position will be filled by young lieutenants and will give
%ﬁ them job responsibility earlier in a career, while giving them
Y the cpportunity to develop and enhance individual leadership
\ skills and abilities.
Z: Leadership Development Opportunigg. Part IV of this
iﬂ model is probably the most impaortant part of the model next tao
;? the attitude of the individual. The individual must be given
.£ ) the opportunity to develop individual leadership skills and
1ﬁ abilities. This includes the develcpment opportunities
;; provided by the unit (CE senior leaders) and the opportunities
;2 socught after by the individual. Giving young cofficers these
; develcpment cpportunities means giving them a chance tao fully
;S utilize, refine, and enhance the leadership skills and
X abilities they have developed.
53 Leadership develcopment opportunities that Air Force CE
ai‘ senior leaders can give CE company grade officers are:
‘: 1. The planning and acccmplishment cf Prime BEEF
;ﬁ projects from conception to completion. Examples of Prime
.
.
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BEEF projects range from special interest projects to small
wcrk orders. The pofficer, given the requirements of the
project, will plan the job in terms of materials, manpower,
and work schedules, and then lead the selected team in
completing the project.

2. Putting these officers in charge of special projects
and teams. Fcr example, at Edwards AFB, California (ARFSC), CE
company grade officers are put in charge of a Structural
Maintenance and Repair Team for a set periocd of time and then
rotated toc another position in the unit (75). Another example
is found in TAC where CE company grade officers lead Prime
BEEF teams in support of Air Fcrce exercises like Silver Flag
and Red Flag (42).

3. Giving these officers the opportunity for increased
responsibility earlier than the four year point. In AY, for
example, CE company grade officers are rotated through
different jobs in CE (13). Another opportunity for increased
responsibility will ccme through the new positicon cf Systems
Engineer being developed through Project IMACGE (Innovative
Management Achieves Greater Effectiveness) for the Operaticrs
Branch (43). Other examples in this area include placing the
young officer in charge of the Readiness Secticn, making the
officer the Officer-in-Charge of a Prime BEEF deployment, or
gilving the cofficer large projects to design or inspect from
start ta finish,.

4. Conducting more Prime BEEF exercises and training.

For example, in AFLC CE company grade officers are involved in
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up to 30 percent more Prime BEEF training than the Air Force
4
ﬂa average (18)., Prime BEEF exercises and training can be

increased through additiconal field training exercises and the

Ei deplcyment of Prime BEEF teams to base recreatignal areas for
;E: pericds of one week.

f’ S. Giving the officers more responsibility in terms of
:" the requirements for the peacetime job. This means giving the
iJ CE company grade officer more respeonsibility than just drawing
:ff the design or inspecting a small contract. The officer should -
ﬂzi be invelved from beginning to completion in all aspects of the
aiz project. fMake the officer responsible, teach the officer not
S tc be afraid to fail, and let the officer learn from mistakes.
Eg, 6. Rctating the officer through the different positions
ﬁ: in the CE unit. Develop a plan where the young CE company

hf grade officer is rotated through the variocus positions in CE.
§§ This will help to develop the knowledge of the officer in

iﬁ terms of how CE cperates as a whole, while giving the officer
;K some responsibility in the different areas of CE.

; 7. GBiving the officer the opportunity to attend the

bi professiocnal leadership development schools. Granted, to send
Ei the officer to school cuts unit manpower for a time, but the
Ex benefits gained by the unit when the individual returns

% cutweighs this small manpower shaortage. As a senior CE
1if leader, do whatever is necessary to send CE company grade
?:; cfficers to Squadron Officer School, the Lieutenants’

b7 Prcfessional Oevelopment Program, and ENG 485 and MGT CO1
Ev
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offered at the Air Force Institute of Technology School of
Civil Engineering.

Leadership development opportunities that Air Force CE
company grade officers can make for themselves are:

1. Becoming and staying actively involved with Prime
BEEF in the way of exercises, training, and special projects.
Do not lock at Prime BEEF as a burden in that it is a squars
that must be filled every six months or so. Go out there with

- *gusto” and learn everything there is to know about Prime BEEF
and the role it plays in the CE mission. After all, Prime
BEEF is the bread and butter of Air Force CE in wartime,

2. Volunteering For additional duties. Every
opportunity to develop and enhance individual leadership
skills and abilities toward meeting tha goal of effectively
leading CE personnel in accomplishing CE's mission is

important. VUglunteering for additional duties ranging from

Disaster Preparedness to Saving Bond Drive monitor gives the
of ficer increased respansibility and an opportunity to build
on irndividual leadership fcundétions.

3. Taking advantage of all cpportunties as they arise,
no matter how small they may seem. If the opportunity arises
to lead a Prime BEEF team or even to plan a unit picnic, dao
it. Every opportunity to develecp leadership skills and
abilities will help in the long run in accomplishing CE's
mission.

4. Going after the tough, challenging jobs. As an Air

Force CE officer do not be satisfied with working a nine to
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.ﬁg five job. Go after the big projects to be designed and

ﬁi& inspected. Go after working as the secticn chief in areas

;‘gb such as readiness, contract management, design, and rescurces.
Eﬁ% S. Getting involved with community and base affairs.

Qﬁﬁ Getting involved with extra ofFf base duties, such as coaching
L;: athletic teams, gives the individual additional opportunities
:?E? to develop and enhance individual leadership skills and

.3 abilities.

ﬁfﬂ 6. Getting as much responsibility as you can and then
éiﬁ taking advantage of it to gain as much experience and

“hnf knowledge as possible. Do not sit idle, volunteer for the

¥’3 large design projects, the additional duties, Prime BEEF

ﬁ§$ exercises and training, and Prime BEEF deplouments. These

"i% type of opportunities will help to develop and enhance

;‘ﬂ individual leadership skills and abilities, and as mentioned

3 ﬂ earlier, will build on the leadership foundation needed by the
g% : of ficer to effectively accomplish CE’'s mission.

%ﬁ{ 7. VUolunteering to attend the professicnal leadership
3“& develcpment schools. Do not apply once and then forget about
‘@%* it, stay with it until attendance. The courses offered by the
:'ff Squadron Officer School, the Lieutenants’ Professicnal

?"x Development Program, and ENG 485 and MGT 001 offered at the
3‘« Air Force Institute of Technology School of Civil Engineering
'EXE help to develop the individual leadership foundation that will
::és be utilitized and built upon throughout the career.

Ry Model Analysis. As mentioned earlier, it takes all four
sg; parts working together for this model to be successful hecause
b

o

g 168

C NI I N I IP NP IR R
e P gy o L 1% I DAL WA
L L e LA N ol



the leadership develcopment does not occur unless the whole
y process has been completed. The use of this leadership
development model cannct begin after one, two or three years
Y of active duty, it must begin during the pre-commissicning
: phase of development and continue throughcut the career of the
" individual. For the model to be successful it must be
actively pursued by both the Air Ferce CE company grade
¥ officer and CE senior leadership from day one of the
individual’s career.
This model can be lcocked upon as a positive/negative type
f, system. If all parts are functicning properly the model
precduces the leader needed to accomplish CE’s mission, thus a
pecsitive end results. IF one part of the model is not working
K or is incomplete, the end result will be an individual who
: doés nect possess the maximum attainable individual leadership

skills and abilities required to effectively accecmplish CE’s

mission. Hence, a negative end results. If this happens the
problem can be analyzed toc determing which part or parts are
not functioning properly, then the necessary steps can be

p taken to correct the deficiency. Examples aof this negative
end result and what can be done to correct it are as follcocus:

1. The individual is not motivated encugh cr does not

P

seem to have the attitude to do what is required of them in
' the area of leadership development. This creates a prcblem in

Part II, which has a negative impact on the rest of the model.

b Therefore, a nagative end results in terms of proper

W.
[}
X
L/
4
¥
4

leadership development., At this point individual counselling
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y can be done to determine what is causing the problem. It may
0 be found that the problem is Jjob dissatisfacticn, problems at
" home, or problems with the individual. In any case, it takes
W beth the individual and CE senicor leaders working together to
) solve the problem.

2. The individual is given the opportunity to further
enhance leadership development, but has ngt been given the

K proper leadership skills and abilities development through

either professional or on-the-job type leadership development.

This affects the gverall leadership development process and

Lo Pof’al o o

the attitude of the individual by possibly creating a negative
motivational factor in the individual. This causes problems

in both Parts Il and III, which has a negative impact on the

LIS

-

remainder of the model. As with number one, this causes a

negative end result in terms of leadership development. The

N

solution to this problem is as follows:

a. Send the individual to a professional leadership
development program.

bB. Increase the an—-the-job leadership development
of the cofficer, including mcre Prime BEEF
training, Prime BEEF projects, or increased
responsibility.

W]

L
o -

3. The individual has developed the required leadership

PLEE

skills and abilities through professiconal and on—-the-job
leadership skills and abtilities development, but has not been
b given the oppartunity to further enhance them. This affects
the overall leadership development process and the attitude of
the individual by possibly creating a negative motivatianal

factor in the individual. 7This causes prchlems in both Part

E .
ES a’o"-’.‘bq-
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iéf II1 and IV, which has a negative impact on the rest of the

%é model. This causes a negative end result in terms of

W leadership development. The problem can be solved by

?ﬁ: increasing the leadership development opportunities available
%f tc the officer such as increased Prime BEEF training,

qg additional duties, and increased responsibility.

v_: The success or failure of this leadership develcpment

%Q model seems to be based on the motivation of the individual
ﬁy ) after a positivesnegative situation takes place in cne of the
§§ four parts of the model. However, with all four parts closely
i* tied together and working prcperly and the individual wanting
{ﬂ to be the best leader they can be, the end result will be the
bgi CE leader that is needed to effectively accamplish CE's

i* mission.

?Q For this leadership develcpm=2nt model tc be a success

$: there must he active invaolvement by both CE company grade

{! officers and CE senior leaders. Air Force CE senicr leaders
,;ﬂ must make and give the oppartunities to CE company grade

;ﬁ officers and CE company grade officers must go cut and seek
ﬁg the opportunities which will help to develop the required

; leadership skills and abilities they need.

gy

>

L Summary

‘?" This chapter has provided an analysis cf the eight
ﬁg research gquestions which were used to develop the basic
:ﬁ foundation for the leadership develgopment model developed in
?: this chapter. This leadership development model for Air Force
e 171
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CE company grade officers was developed to serve as a guide to
both Air Force CE company grade officers and senior leaders
For fostering the leadership skills and abilities required in
CE officers in order for them to effectively accomplish the
role of leading CE personnel. The use of this model, coupled
with current leadership education and training programs and
the recommendations of this research, should ensure that CE

has the leaders it needs to effectively accomplish its

mission.
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- VII. Conclusicons and Recommendaticns

Chapter QOverview

This chapter contains the conclusions drawn from this
research for the development of a leadership development mcdel
for U.S. Air Force CE company grade officers. Recommendaticns
N are provided for consideration by Director of Air Force
N Engineering and Services, Headquarters Air Force Engineering

and Services Center, the Air Force Institute of Technology

-
oY

School of Civil Engineering, and each Air Force CE officer for

oo 2

improving the leadership development of U.S. Air Fcrce CE

-

7 cempany grade officers,

Conclusicns

il This research first examined the definition of

2

; leadership, individual leadership traits desired in leaders,

A

" leadership principles practiced bty leaders, and the concepts

K of the trait, behavioral, and contingency leadership theories.

Second, this research examined the leadership traits anrd

A principles U.S. Air Force CE senicor leaders perceive to be

! ' essential for CE company grade officers to pocssess and
practice, and what they Feel to be the strongest leadership
qualities (traits and principles) which have enabled them to
reach the position they are currently in. Third, this
research examined leadership development programs and
cpportunities available to Rir Force CE company grade

e officers. Focurth, this research examined the methcds used by
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fﬁg the U.S. Army, U.S. Marine Corps, U.S. Navy, and corpcorate

ﬁ?ﬁ grganizations, such as MchDonneil Douglas, IBM, and General

;:: Moters, to develcocp leadership skills and abilities in company

‘f%; grade engineering officers and young managers, and whether

&uﬁ these methods can be tailcred to meet Air Ferce CE needs.

fié Finally, this research examined the leadership problems that

:{E slowed the accomplishment of exercise objectives in the Air

il Force CE portion of Exercise SALTY DEMO to see whether these

NS problems can be prevented in future exercises or war.

iﬁg The information obtained from a review of the literature

Idﬁ and personal interviews was used to develcp a2 leadership

N development model for Air Force CE company grade officers.
;i% This leadership development model was designed to serve as a

-.}: guide to bcecth Air Force CE company grade officers and seniar

Rt leaders for fostering the leadership skills and abilities

:ﬁ% neaded in CE company grade officers to effectively handle the

W role of leading CE perscnnel in accomplishing CE’'s mission.

e The conclusions from this research are summarized below:
'; 1. There are both perceived and observed leadership

giﬁ ceficiencies amaong Air Force CE company grade officers in the
'ﬁKj areas of leadership development oppertunities and leadership

;E} skills and abilities that need to be addressed and resolved

£y
2

now.

2. There is no common definition of leadership among the

5 1

military services and civilian world. Each person has their

oo o
%

=¥

own definition of what leadership is and how to apply it to

meet the missicn. However, by looking at the common threads

FRRA
ZRRS
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between the definitions that were examined, the people and the
mission, a ccmmcn definition of military leadership was
cbtained.

3. The leadership traits and principles identified by
aother military services and the corporate world as what
of ficers and managers should possess and practice have
virtually remained unchanged over the test of time. t can bhe
concluded that even though people, missions, and times have
changed, what is required to be an effective leader has not.

4. There are certain leadership traits and principles
U.S. Air Force CE senior leaders feel CE company grade
officers need to possess and practice. In crder For these
leadership traits to be developed and the leadership
principles practiced, these officers must be given the proper
leadership development educaticn and training and most
importantly the opportunity to develop these desired skills.

S. In a contingency environment where combat situations
change mcment to moment, the Air Force CE company grade
agfficer will need to hlend the concepts of the trait,
behavicral, and contingency leadership theories in crder to
effectively accomplish CE’s mission. Knowledge of these three
leadership thecry concepts is an important factor in the
leadership development process of Air Force CE company grade
officers. This knowledge is in terms of what the CE company
grade officer must do and know as a leader in a wartime
environment in order to accomplish CE’s mission. In summary,

the leadership decisicns made by Air Force CE company grade
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) officers will be based aon individual experience and ability,
3 reaction of the leader and the group toc the situaticon, and the
{ situation at hand.
\ 8. The professional leadership development of Air Force
! CE company grade officers is offered through Squadren O0fficer
, Schoel, The Leadership and ftfanagement Development Center, and
: the Air Force Institute of Technology School of Civil
Engineering. The leadership training and educaticn provided
by these programs is a valuable foundation aon which to build
as officers move through a career. However, each program has
problems that effect the leadership development of Air Fcrce
iy CE company grade officers.

a. Squadron Officer Schocl: Most cofficers do not

attend Squadron Officer School until they have

at least four years of commissioned service or
they do not attend at all. '

b, Lieutenants’ Professiocnal Develcpment Prcgram:
All second lieutenants do not receive the
oppertunity to atterd this course. This is

"’ especially prevalent with the new method of
of fering the program in which the Leadership
' and Management Development Center trains a

cadre of personnel fraom a requesting base, at
| Haxwell AFB, Alabama, in the course content
and how to properly teach the course when they
return home. This new method will only be

. successful if the bases send a cadre to

4 Maxwell AFB for training.

3 c. Air Force Institute of Technolcogy Scheool of

9 Civil Engineering: The Schogol of Ciwvil

; Engineering only offers two courses that provide
_ leadership education, ENG 485, Contingency

{ Engineeering, and MGT 001, Introcducticn tc

Base Civil Engineering. The problem with these
courses is not with the leadership educaticn
that is provided, but the fact that all Air
Force CE company grade officers are not given
the opporiunity to attend these courses.
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g L 7. The bhiggest problem with leadership development of
siﬁ Air Force CE cempany grade officers is in the area of

iNj cn-the—-jcb leadership development and opportunities. Home
3%# station prime BEEF training once every 12 months and

Eﬂ? contingency training optimistically every 24 months at Eglin
ﬂ@ AFB, Florida, are not adequate opportunities in which toc

ﬁﬁ: develop the leadership skills and abilities needed by CE

ﬁg company grade officers in order for them to effectively

g accomplish CE’s mission. In addition, there are not encugh
?é on—-the—-job, everyday leadership development oppertunities such
;}: as heading a section or unit, Prime BEEF projects, Prime BEEF
{#3 training, exercises, and additional duties, to adequately

ﬁﬁ: prepare Air Force CE company grade officers for the role of
et leading CE persocnnel.

5;; 8. The most prcminent method used by corporate

gé crganizations to develop leadership skills and abilities in
&:{ young managers that can be tailored to meet U.S. Air Fcrce CE
g;: needs is the initial and yearly leadership and management

‘%p training programs for young managers. These programs are an
L0

%{ excellent way to develop a sound leadership foundation by
55: providing initial training and then building upon it each

)

ﬁﬂ year.

il

A However, only the concept of initial and yearly

&'ﬂ leadership and management training of young managers in

-

$r7 corperate organizations, coupled with the pecple and mission
B

ﬁ&; criented courses provided through these programs can be

ﬁ? tailored tc meet U.S. Air Force needs due tc the follcwing:
?
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Eaﬂ a. The similarity between the organizaticnal

.ﬁd structures of caorporate organizations and the

o U.S. Air Force in terms of when CE company

) grade officers and young managers are given

,%ri the opportunity to lead a section within the

&ﬂg organization.

X

QQ b. Tha fact that corparate organizations only

BO have a peacetime mission on which to hase the
development of leadership skills and abilities

?ﬁy of young managers.

t‘ x

ﬁ% 3. Two of the prominent methods used by the U.S. Army,

]

}'\"lit

R U.S. Marine Corps, and U.S5. Navy to develop leadership skills

s and abilities in company grade engineering officers can be

:%5: tailored ta meet U.S. Air Force needs in accomplishing CE’s

" N

" mission. These methods are described below:

'fg a. The method of sending company grade engineering

tﬁﬂ officers to a basic schecol to teach the officer

5_£ the engineering missiaon and role of that

1908 respective service and to provide the basic

et fFoundaticn for the leadership skills and

?ﬂ' abilities the officer will need throughout a

e career.

I e

)

:;2 b. The initial. assignment these cfficers receive

h~: after graduation from this basic school.

R A majority cf these officers receive assignments

. as either a platoon leader or the aofficer in

Wy charge of a secticn or branch.

L y} '

.ﬁﬁ These two methods are the beginning of the leadership

D0

,

a development of company grade engineering cofficers, which are

\ AN

s : cn the average four years earlier than U.S. Aic Force CE

‘. .

:&ﬁ: counterparts.

!

5 10. Exercise SALTY DEMO brought cut the fact that the CE

é? leadership during the rapid runway repair phase of the

0

()

%; exercise failed toc recegnize fundamental wartime preoblems and

R

ne what shculd be done once these problems are recognized. In an

oy effort to keep these problems from cccurring again in future

Wl
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N exercises cr war, Air Force CE has changed and is lccking into
s changing some of its peacetime training methods. These

changes include: more officer participation in rapid runway

?;a repair training, more challenging real world threat training
;IE scenarics, organizing, operating, and training in peacetime

ﬁ; the way CE plans tgo fight in wartime, and the development of
?E training sites in which CE units, along with flying units, can
;é exercise fully integrated air base survivability techniques as

) 2 unit (16>, These changes coupled with current leadership

’ﬁg development programs and the leadership development mcdel

'Ay develcped in Chapter VI should ensure that Qir Force CE

<, company grade aofficers will be able to develop the leadership
~

;;é skills and abilities needed for them to effectively lead CE
iﬁ personnel in accomplishing CE’s mission.

;; 11. Scﬁething needs tc be dene in the area cf leadershap
f; develaopment for Rir Force CE company grade officers. This

o

‘:% need can be met by the leadership develcpment mcdel for Air
's; Ferce CE company grade officers develaped in Chapter VI. The P
'ez use of this mecdel, ccupled with current leadership develcpment
J; education and training pregrams and the recammendations of
f§~ this research, should ensure that Air Feorce CE has the leaders
E; it needs to efectively accaomplish the CE mission.
o Recommendations
;}; The recommendations listed belcw are nct listed in
*5' pricrity order arnd are cffered for ccnsideration by the

{; Directcr cof Air Force Engineering and Services, Headguarters
jsﬁ 179
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Rir Force Engineering and Services Center, Air Force Institute
of Technolcgy School of Civil Engineering, and each Rir Force

CE cfficer for improving the leadership develaopment education

and training prcgrams and leadership develcocpment gpportunities
of Air Force CE company grade officers.

1. Air Force CE should develop an initial training
course for CE company grade aofficers similar to the ones used
by the U.S. Army, U.S. Marine Corps, and U.S. Navy. This
course could be conducted at the Air Force Institute of
Technology School of Civil Engineering and include a
ccmbination of the following courses:

a. MGET 001, Intrecduction to Bas= Civil Engineering,
(twa weeks).

b. Eng 485, Contingency Engineering, (three weeks).

c. The Lieutenents’ Praofessional [Develcpment
Pregram (one week)., This will requirs a2 cadre
from the Schoocl of Civil Engineering to be
trained in this area.

d. A one week class at Field 4, Eglin AFB, Flarida,
that includes:

(1) An indcctrination te all CE Air Force
Specialty Codes that covers the purpose and
role of each cne in respect to CE's missicn
and in order to receive hands cn experience
in each area.

(2) Ferce beddown, ai:r base survivability and
base recovery training.

2. Air Force CE should make the initial cduty assigrment
of Aitv Farce CE company grade officers one which will help to
develcp and enhance the leadership sk:lls and abilities needed

by these gfficers toc accomplish CE’s mission. This may

require some reorganizaticn of CE in crder tc make mcre
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g% positicns available for new officers and rethinking of current
o X

ﬁ@ Air Force CE policy and practice in terms of what rcle CE

oy officers have in CE towards the wartime engineering role,

%& 3. Air Force CE should make the Air Force Institute of
ﬁa Technology School of Civil Engineering Contingency Engineering
L Course, ENG 485, mandatory for all Air Force CE officers. In
;§§ addition, this course should bs extended to three weeks in

;QS crder to cover what is necessary to develop the leadership

3%- skills and abilities needed in Air Force CE company grade to
?5: effectively accomplish the CE mission.

hﬁ %Y. When increasing the Prime BEEF training hours from

the current S to 1S percent of total productive hours to 25

,ﬁ percent Air Force CE should ensure that the increase is not
>,

&?f Just an increase in training hours, but that the incresase

o expands the realistic real world threat training. Air Force
.

SZ CE needs to train in peacetime the way it plans to fight in
o

wartime. This expansion in realistic training hours can be

accomplished by the following methods:

35 a. Develop realistic real world base level scenarios
:@‘ that involve the whale base in air base

et survivability techniques.

ﬁg ' b. Change the current scaled down exercises ta

»3. exercises with a challenging real world threat

ﬁ} scenario. (ldentified from Exercise SALTY

vy DEMQ) .,

. c. Increase Air Ferce CE involvement in Air Force

P Flag type exercises (i.e. Red Flag).

.4;\\(-..‘:

o d. Increase frequency of home station field training
W exercises from annual toc at lesast one every six

d months.,

’.:,',

e

)

s

Y 181

M)

\, ]

R R A T T TR S o S e e St



This list is by no means complete and could go on
forever. What is important to realize is the fact that Air
Force CE has a wartime mission that must be prepared for in
peacetime. Not only must the Air Force CE community realize
this, but the aoperational Air Force as a whole must also
recognize this need to be prepared to go to war. Air Force CE
needs to take whatever steps are necessary to ensure that it
is prepared to go tc war and that it has the properly trained
and developed officers to lead CE personnel in accomplishing
CE’'s mission.

8. There should be thesis research conducted in the area
of increased Prime BEEF training, identified in recommendation
number four, to determine:

a. UWhat impact this increased training will have
an CE organizations?

b. What type of training needs to be included in
this increase to better prepare Air Force CE
company grade officers to accomplish CE’s
mission?

¢c. UWhat are the options available to Air Force CE
toc make-up the lost work hours due to increased
training?

6. Air Force CE should have each CE unit develcop 2 Prime
BEEF project program in which Air Force CE company grade
of ficers are given the responsibility of a prcject frem
conception ta completion. These projects could range anywhere
from small work orders to special interest projects. Given
the requirements of the project the officer wcould plan the job

in terms of materials, manpcwer, and work schedule, then lead

the selected team in completing the project.
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7. Air Force CE should have each command develcop a

deployment program during readiness inspections in which a
Prime BEEF team from the base that is being inspected is
deployed to another base for five days.

8. The Air Force CE community and operaticnal Air Force
as a whcle needs to change its attitude about the CE peacetime
mission being first priority and realize that CE has a wartime
mission., If the necessary steps are not taken now to prepare
CE leaders for their wartime role, CE’s mission will suffer.
One of the primary methods that can be used to accomplish this
change is public relations. Public relation methods to
include:

a. Articles in hase newspapers.
b. Briefings at commanders calls.
c. Segments in Air Force NOW films.

d. Briefings at commanders courses throughout
the Air Force

9. Air Force CE needs toc corganize, operate, and train in
peacetime the way it plans to fight in wartime. As with
recommendation number two, this may require scme
recrganization and rethinking of current Air Force CE policy
and practice, but to get the officers needed to accamplish
CE's mission it is well worth the effort. One of the key
issues currently being addressed is the recrganization cof
Prime BEEF teams in order for them to be deployed with flying
units frem the same base during wartime and training exercises

(34). This is a major step in making the Air Force realize
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iﬁk_ that Air Force CE has a wartime mission in which it must

Y.

53; prepare for on a continuous basis.

oy 10. This research barely touched the tip of the iceberg

;‘:ff‘s

5& by developing the leadership development mcdel for Air Force

;gl'l"‘

;T? CE company grade officers. There needs to be follow-on

§70 research in this area to cover topics such as:

B

:ﬁ:‘ a. Will the leadership development model for Air

:@h Force CE company grade officers developed in

%&5 this research meet the leadership development !
needs of Air Force CE? !

(A w

ﬂﬁﬁ b. What leadership development gpportunities are

i Air Force CE senior leaders at base level

ima giving CE company grade officers to develop

the required leadership skills and abilities
needed in order faor them to effectively

e accomplish the role of leading CE personnel in
accomplishing CE’'s mission.

‘

<4

A
ﬁ{ C. How can the current Air Force CE organization be
oo changed to accomplish proper leadership
development of company grade officers similar
to that of the other three military services.

s

\S% d. Can the leadership development model for Air

§5§ Force CE company grade officers, developed in

ﬁa; Chapter VI, be applied to Air Force CE
nancommissioned officers.

Yoy

: % 2. The research and leadership development model

)

should be validated by sending it out to both
t¢, company grade and senior officers in the 55XX
e career field. The results will compare what
was developed to what the CE field says it
needs in terms of leadership development.

‘Q“;\
il:'.:l’
R 11. Even though this research was limited to Air Force CE
." ‘.
DO
;:t company grade officers future research needs ta be
3?4‘ accomplished to include the leadership develcpment of
Nl
%:E noncommissioned officers and what it takes for them tc be
‘r'x' -
AL effective leaders.
s'\l‘g
4 :‘i’
n',’
O
W
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12. This effart of a leadership development model for Air
CE company grade officers must not die and collect dust on a
shelf. Instead this model, along with the recommendations of

this research plus current leadership development educaticn

and training programs, must be used to develop the leaders

that CE needs to effectively accomplish its mission. |
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Appendix A: Letters Sent To Organizations Requestiqg

Letter 1:

(p. 187>

Letter 2:

(p. 188)

Letter 3:

(p. 189)

Letter 4:

(p. 180D

Letter S:

(p. 1811

Letter 6:

(p. 192)

Infocmation

HQ U.S., Army (Corps of Engineers)
Commander Military Personnel Center
DAPC/0OPF-E

HQ U.S. Marine Corps
Director Command, Control, Communication
and Computer Systems Division

Department of the Nawvy
Naval Military Personnel Command
NMPC-1%13

McODonnell Douglas Corporation
St Louis, Misscuri

IBM Corporation
Professional Personnel Department
Endicott, New York

General Motors Corporation

Education and Training Department
Flint, Michigan
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DEPARTMENT OF THE AIR FORCE
AIR FORCE INSTITUTE OF TECHNOLOGY (AU)
WRIGHT-PATTERSON AIR FORCE BASE. OH 45433-6583

AEFLY TO

armvor LSG (AV 7BS-5435)

susiect. Request For Information On Engineering Officer Career
Progressicn and Development

o Commander Military Perscnnel Center
Attn: DAPC/OPF-E
200 Stovall St
Alexandria, VA 22332-0400

1. I am currently a student in the Craduate Engineering
Management Program at the Air Force Institute of Technology
(AFIT) School cf Systems and Logistics. As part of my
graduation requirements ! am engaged in a thesis research
project comparing the leadership training and develcpment
programs for young engineering officers and executives in the
United States Air Force, Army, Navy, Marine Corps, and corporate
crganizations.

2. | am requesting any information that ycu can provide me on
how the Army develops its company grade engineering officers
into the leaders that are required to meet their engineering
mission. In particular, 1 am looking for information on
sngineering officer career development and progression,
leadership develcpment training, and cpportunities given to the
company grade officer ¢o enhance and develeop their leadership
skills and abilities.

3. Any infcrmation you can give me will be greatly apprec:ated
and will greatly enhance my final thesis product.

fQOA~Q_4uJ. 3}0%AJJJL

PAUL W. SOMERS, Capt, USAF
Student, AFIT GEM Program

Approved For Release

/ .
%ZJ\\
ALAN E. M. TUCKER, Lt Col, US

Graduate Prcgram Administrator
Schocol of Systems and Logistics

STRENGTH THROUGH KNOWLEDGE
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DEPARTMENT OF THE AIR FORCE
AIR UNIVERSITY
AIR FORCE INSTITUTE OF TECHNOLOGY
WRIGHT-PATTERSON AIR FORCE BASE OH 45433-6583

% MAR 1550
ReUT0 |SE (AU 7BS-S438) O MAK 1550
suesecr Request For Information On Engineering Officer Career Progression
and Development

ro.  Director Command, Control, Communication,
and Computer Systems Division
HQ US Marine Corps
Washington, 0.C. 20380-0001

1. 1 am currently a student in the Graduate Engineering
fanagement Program at the Air Ferce Institute of Technology
(AFIT) Schocl of Systems and lLogistics. As part of my graduation
requirements I am engaged in a thesis research project ccmparing
the leadership training ‘and development programs for young
enginsering officers and executives in the United States Air
Force, Army, Navy, Narine Ccrps, and corporate organizations.

2. 1 am reguesting any information that ysu can provide me on
how the Marine Corps develops its cocmpany grade enginesring
officers intc the leaders that are regquired to meet their
engineering mission. In particular, I am locking for information
on engineering officer career development and progression,
leadership cevelopment training, and opportunities given to the
company grade ocfficer to enhance and develop their lsadership
skills and abilities.

3. PAny infcrmation you can givé me will be greatly eppreciated
and will greatly enhance my final thes:s praduct.

PAUL w. SOMERS, Capt, USAF
Student, AFIT GEM Program

Approved For Release

ﬁ__,ﬂ_g.& ?_-»J(‘. ““C‘C“Jf

ALAN E. M. TUCKER, Lt Col, USAF
Graduate Preogram Administrcathr
School of Systems and Logistics

STRENGTH THROUGH KNOWLEDGE
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DEPARTMENT OF THE AIR FORCE
AIR FORCE INSTITUTE OF TECHNOLOGY (AU)
WRIGHT-PATTERSON AIR FORCE BASE, OH 45433-6583

5 MAR =5C
RERYIO  LSG (AU 7BS-543S)

suec: Request For Information On Engineering Officer Career
Progression and Development

0.  Department of the Nawvy
Naval Military Personnel Command
NMPC-4413
washington, D.C.

1. I am currently a student in the Graduate Engineercing
fanagement Program at the Air Force Institute of Technology
(AFIT) School of Systems and Logistics. As part of my
graduation requirements I am engzaged in a2 thesis research
project comparing the leadership training and develcpment
programs for young engineering cfficers and executives in the
United States Air Force, Army, Navy, Marine Corps, and cocrporate
organizations.

2. I am requesting any information that you can provide me on
how the Navy develops its company grade engineering officers
into the leaders that are regquired to meet their engineering
mission. In particular, I am looking for infcrmation on
engineering officer career develcpment and progression,
leadership development training, and opportunities given to the
company grade officer to enhance and develop their leadecship
skills and abilities.

3. Any infeormation you can give me will be greatly appreciated
and will greatly enhance my final thesis product.

PAUL w. SOMERS, Capt, USAF
Student, AFIT GEM Program

Approved For Release

P —

//7 r i
7 y

AU - IS S B
ALAN E. M. TUCKER, Lt Col, USAF
Graduate Program Administrator

Schopol of Systems and Logistics

STRENGTH THROUGH KNOWLEDGE
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DEPARTMENT OF THE AIR FORCE
AIR UNIVERSITY
AR FORCE INSTITUTE OF TECHNOLOGY
WRIGHT-PATTERSON AIR FORCE BASE OH 45433-6583

Wl :
:H?Q s LSG (AV 785-8435 or (S13)-255-5435)
W,
suasect  Request For Information On Your Organizetion's Training Programs
QQQy For Young Executives
g
‘Ik. ™ Hr. Lee NMetcalf
{g y McDennell Douglas Corporation
ﬁﬁbe Department 70, Bldg 273 ‘
il PO Box S18 !
St. Louis, MD 631866 !
"{g 1. 1 am currently a2 student in the Graduate Engineecing
N Management Program at the Rir Force Institute of Technology

I~ C(AFIT) School of Systems and Logistics. As part of my graduation

: h reguirements I am engaged in a thesis research project comparing
NG the leacership training and development programs for young
engineering officers and executives in the United States Rir
#fe Force, Army, Navy, Marine Corps, and corporate crganizations.
S
"‘ﬁ 2. I am reguesting any information that ycu can provide me on
L7 how your organizaticn develors its executives into the
} 'j leaders/managers that sre regquired in today’'s business world.
(i In particular, 1 am logking for information on executive career
planning and cevelopment, leadership/management development
o training, and copportunities given to the young executive to
o enhance anc develsop their leadership/management skills and
53&: abilities.
L]
aat- 3. Any informaticn you can provide me will be greatly
FRIW appreciated and will greatly enhance my final thesis product.

,: "':; ‘(DowJL "o, %’M

1R PAUL W. SOMERS, Capt, USAF
i Student, AFIT GEM Program
[\
z? A Approved For Release

tio
[0,

' n ———
Aol /‘ {
ne TV le 2. heene
! c

ALAN E. M. TUCKER, Lt Col, USAF

Graduate Prcgram Administrater
Schocl cf Systems and Logistic

STRENGTH THROUGH KNOWLEDGE
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" DEPARTMENT OF THE AIR FORCE
M AIR UNIVERSITY
AIR FORCE INSTITUTE OF TECHNOLOGY
W WRIGHT-PATTERSON AIR FORCE BASE OH 45433-6583
A0
\.. - ‘LR
o3 5 MAR 180
g~ REPLYTO  LSG (AU 7BS-S432S or (S13)-255-843S)
"' ATTN OF
sussect  Request For Information On Your Organizaticn's Training Programs
KV For Young Executives
W
o8 e 1BM Corporation
‘&g 1701 North St
¥ Endicott, NY 13760
Bl Attn: Professional Personnel Department
iﬁ i 1. I am currently a student in the Graduate Engineering
Aol Management Prcgram at the Air Force Institute of Technology
:.j (AFIT) School of Systems and Logistics., As part of my graduation
W requirements I am engaged in a thesis research project comparcing
\%. the leadership training and develcpment programs for young
¥ engineering officers and executives in the United States Air
Force, Army, Navy, Marine Corps, and corporate grganizetions,
1
[,
: j 2. I am reguesting any information that you can preovide me on
::J how your organization develops its executives ints the
" leaders/managers that are required in todey'’'s business world.
QJ In particular, I am looking for informaticn on executive career
ve planning and development, leacdership/management develcpment
training, and oppertunities given to the young executive to
ﬁi_ enhance and develcp their leadership/management skills and
T, abilities.
3.)
-6 ’ 3. Any informaticn you can previde me will be greatly
appreciated and will greatly enhance my final thesis product.
R
; 3 E‘V\A«M.
B : Ioow& A
o PAUL W. SOMERS, Capt, USAF
N Student, AFIT GEM Program
d\
o Approved For Release
)
-_:. —
Py ALAN E. M. TUCKER, Lt Csl, USAF
i Graduate Program Administratcr
School of Systems and Logistics
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k
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DEPARTMENT OF THE AIR FORCE
AIR UNIVERSITY
AIR FORCE INSTITUTE OF TECHNOLOGY
WRIGHT-PATTERSON AIR FORCE BASE OH 45433-6583

AEPLY TO

arwor LSG (AU 785-5435 or (S13)-255-5435)

SusJECT Request For Information On Your Organization’s Training Progranms
for Young Executives

0. Education and Iraining Department
General Motors Corporaticn
1700 West 3rd Ave
Flint, Ml 48502

1. 1 am currently & student in the Graduate Engineering
Management Program at the Air Force Institute of Technology
(AFIT) School cf Systems and Logistics. As part cf my graduaticn
requirements ! am engaged in a thesis research project comparing
the leadership training and development programs for young
engineering officers and executives in the United States Air
Forece, Army, Navy, Marine Ccrps, and corporate crganizations.,

2. 1 am regquesting any infcrmaticn that you zan preovide me on
how your crganizaticn develops its executives intc the
leaders/managers that are regquired in today'’'s business world.
In particular, I am looking for informaticn on executive career
planning and development, leadership/management develcpment
training, and cpportunities given to the young executive tc
enhance and develop the:r leadership/management skills and

acbilities.
3. Any nformaticn ycu can preovide me will be greatly
appreciated and will greatly snhance my final thes.s product.

F>Ou*$‘ AV :étwv\&vxa‘
PAUL W, SOMERS, Cagpt, USAF

Scudent, AFIT GEM Prcgram

Approved For Releese

- f —
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ALAN E. M. TUCKER, Lt Czl, U
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raduate Program Agdministras
Szheel cof Systems and Logist
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N Appendix B: Interview Questions For U.S. Air Force
¥ Civil Engineeri g Senior Leaders and
Pa

List o rticipants

'l
Ry
%: Interview Questions

A An approximate 15 minute interview was conducted with
). ¥ U.S. Air Force CE senior leaders to obtain the "view from the
34 top” on leadership development deficiencies with Air Feorce CE
[\~
o
N x company grade officers and possible solutions to these
§$ deficiencies (Table B.l1 lists the interview participants).

o
5’ Included in these views are: the leadership traits and
‘bt
!‘ ]
' principles CE senicr leaders perceive to he essential for CE
fg company grade officers to possess and practice, and what both
\*; CE company grade officers and senior leaders can do to foster
‘§3 the leadership skills and akilities needed in CE company grade
f officers. During the interview the following questicns were
2y asked:

<

x
%ﬂ 1. In reference to your past experiences arnd the recent
“j completion of Exercise Salty Democ do you see a problem with
iy
e - leadership and leadership develcpment in CE ccmpany grade
e ’ officers? (All)
[\
at
)
i €., What do you look for in the way of leadership skills
fv and abilities in CE company grade officers? (All)
¢
e

s 3. Since mcst CE officers start their career in a
LAY
ﬂ. non-supervisory position, what does your command do and what
ﬁ?

5'0:
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can the CE senior leadership do to help develop the leadership
skills and abilities required in CE company grade officers so
that they can effectively handle the role of leading CE

perscnnel in accemplishing CE’s wartime missicon? (ALll)

%, What do you feel are the leadership qualities which

have enabled you to reach yocur present position? (All)

5. What are the differences in the leadership
develcpment opportunities for CE company grade officers in
CONUS assignments versus overseas assignments and which one
provides the best leadership develcopment opportunities? (/G

Ellis only)

6. Which command has the best leadership develcpment
praogram for CE company grade officers and why? (M/G Ellis

only)d

7. From your pecsition, in what ways can CE improve the
leadership development opportunities for its company grade

of ficers? (M/G Ellis only)

184

A NI A A T A oI o€ TR PR o
14, u"r,w‘.‘t‘ .:.“v. hh -.n “" m



e
o Table B.1
e List cof Interview Participants

FX Pasition At
Name Time Of Interview Date

, B/G Roy M. Goodwin DCS/Engr & Svcs 8 Jan 86
HQ TAC

@ﬁ B/G John R. Harty DCS/Engr & Svcs 23 Jan 86
Wy HQ MAC

et Col William R. Sims DCS/Engr & Svcs 20 Feb B8
HQ@ AFSC

o

&J B/G Joseph A. Ahearn DCS/Engr & Svcs 3 Mar 86
X HQ@ USAFE
y
)

it B/G David M. Cornell | DCS/Engr & Svcs 7 Mar 86

HG AFLC
M

e Col David M. Brocks DCS/Engr & Svcs 24 Mar B6

L HQ AU

¥ M/G Gecrge E. Ellis Dir of Engr & Svcs 10 Apr 86
. HQ USAF

My,
;5, Cal James W. Rosa Dep DCS/Engr & Sves | 11 Apr 86
o HO PACAF

o 185

DRUOONN Ny, ) J ¥, 0Ny () R%0 . o LN, A (ML \ .
s ‘W.‘u‘--z’-}.xq.t‘a,s'.,u'i‘s’;’.’a'ﬁl.‘.l‘«fﬂ»3f-'e,t?s:t.oft?n:‘*?a}?;-.t?c,'?_n.O‘ e, R e it R B etk

(2 - [ I



:pis

$§n Bibliography

e

! 1. Ahearn, Brigadier General Joseph A., USAF, DCS

wie Engineering and Services, HQ USAFE. "Officership and

ﬁ%: Professicnalism.” Address to GEM students. Air Force

;b”& Institute of Technology (AU), Wright-Patterson AFB OH,

il 3 March 1986. (Since the date of this presentation

I General Ahearn has been reassigned as the Deputy Director

gt of Air Force Engineering and Services, HQ USAF,

% Washington DC).

\/

g%u 2. =-——-- . DCS Engineering and Services. Personal

Nk Interview. HQ USAFE, Ramstein AB GE, 3 March 1986.
(Since the date of this interview General Ahearn has

T heen reassigned as the Deputy Oirector of Air Force

Engineering and Services, HQ USAF, Washington DCO.

3‘] 3. Air Force Institute of Technology, Schaol of Civil
DO Engineering. Professional Continuing Education nggram
i Information FY 86. Course Descriptions, Rererence
s No. 1885-558-113/21006, U.S. Government Printing
fyf Office, Washington DC, 198S.

,.&1
i y.k'
jﬁ%{ 4. Anderscn, Captain Michael C., USMC, Engineering Cocmpany
A5 Grade Ground Officer Monitor. Telephone Interview.

HQ USMC, Washington DC, 2 May 19B86.

i”Qj S. Archer, Frank W. "Charting a Career Course,” Personnel
; :‘ Journal, Eg, No. 4: B60-64 (April 13884).
T
e 8. Bennis, Warren. "Effective Leadership the Exceptiaon,

Nct the Rule,” U.S. News and World Report, 34, No. 16:
g;: 64 C(April 25, 13983).

4
W
Q&g 7., ===-- . "The 4 Competencies of Leadership,” Training and
ke Development Journal, 38, No. 8: 14-139 (August 1384).
et -
L 8. Bittle, Colonel Darrell, USAF, Director of Air Base
:'; Survivability. Personal Interview. Systems Management
R Office, Eglin AFB FL, 10 July 1986.
M)
¢
&ﬁb 8, —==-- . Director of Air Base Survivability, Systems
W Management Office (YQ). “Air Base Survivability.”
- Address to GEM students. Air Force Institute of
KRN Technology (AU), Wright-Patterson AFB OH,
g}g 24 April 1886.
OO0
()
kw' 10, --——- . Director of Air Base Survivahility. Telephone
vhl Interview. Systems Maragement Office, Eglin AFB
. FL, 1S nMay 1886.
LA
i
oy
o 196

o O T P N DR A RN Y N AN R S
AR A R SRR s Gt et e

£ ae A '
RN SO RN




B [
ek ‘,'b!\’«“;

11.

1e2.

13.

15.

15.

16.

17.

18.

13.

EO.
2l.
22.

23.

Cha()
",Ab’a""ﬁr ,:’3‘.

THRR T O T ewwTwitw

Bova, Captain Salvatore, USAF, Senior Managemant
Consultant. Personal Interview. Leadership and
Management Develcpment Center, Maxwsell AFB AL, 24 HMarch
1986.

Brendel, Major Lance C., USAF, Chief of Engineering and
Services 0fficer Assignments Branch. Telephone
Interview. HQ Air Force Manpower Personnel Center,
Randolph AFB TX, 20 June 13886.

Brooks, Colonel David M., USAF, DCS Engineering and
Services. Personal Interview. HQ AU, Maxwell AFB AL,
24 March 1986.

Casey, Brigadier General Hugh J., USA. ™"Military
Engineers in War,” The Military Engineer, 35S, No. 208:
57-62 (February 1843).

Chiles, Captain James E., USAF, Staff 0Officer Support
Officer Force Management Branch. Telephone Interview.
HQ Air Force Military Personnel Center, Randolph AFB TX,
20 June 1386,

Choate, Colonel John S., USAF, Chief Plans Division.
Correspondence to HQ AFESC. Directorate of Engineering
and Services, HQ USAF, Washington DC, 10 March 1986.

Clement, Stephen D., et al. A Progressive Model for
Leadership Develcopment. Leadership Monograph Series #7.

Army Administration Lenter, Fort Benjamin Harrison IN,
June 1975 (AD-AR016335).

Cornell, Brigadier General David M., USAF, DOCS
Engineering and Services. Personal Interview. HQ AFLC,
Wright Patterson AFB OH, 7 March 13986.

Department of the Air Force. Air Force Leadership.
AFM S0-3 (rescinded 1973). UWashington: HQ USAF,
1 August 19686.

----- . Air Force Leadership. AFP 35-48. Washington:
HQ USAF, 1 September 138S5.

----- . Civil Engineering RED HORSE Squadrons. AFR 83-8S.

Washington: HG USAF, 15 April 1983.
————— . Officer Personnel: QOfficer Career [evelopment.

AFR 36-23. Wwashington: HG USAF, 11 March 13965.

----- . Officer Professional Military Education
Validation Project. Report No. S0-000-346. USAF
Occupational Measurement Center, Randolph AFB TX, August
1980 (AD-A090627).

197

OURAIN MO )00 Do
R v “;.’Q‘u’b‘ -'!‘g".‘_@"“:‘i’;‘.’a‘!’:' < Q’e"z A




35 24, -—-—---- . Special Civil Engineering Prime Base Engineer
" Emergency Force (BEEF) Program. AR 93-3. Washington:
3 ) o

30 November 13884.

- 5. --——- . The Prime BEEF Manager'’'s Handbook. AFP 83-7.

?'ﬁ Washington: HG& USAF, 12 December 1383.

*5; 28. Department of the Army. Combat Engineer. Army Pamphlet
{xi 600-3-21. UWashington: HU‘UET‘SEE%EEEEF 1984.

o 7. -——-- . Commissicned Officer Professional Development and
&@ Utilization. Army Pamphlet 600-3. Washington: HuU UA,
ﬁ% 30 April 1986.

;I’|.i

XK 28, --—--- . Engineer Combat Operations. Army FM S-100.

Washington: HW DA, May 1384%.

Ny 23. --——--- . Leadershig. Army FM 22-10 (cbsolete).

3& wWashington: , March 1951.
O
) .
gl 30, -——- . Military Leadership. Army FM 22-100.
' washington: HG DA, 31 October 1983.
any
B > 31. Department of Leadership and Law, US Naval Academy.
:g; Fundamentals of Naval Leadership. Annapalis MD:
‘i? The US Naval Institute, 138%2.
] '
lk h

32. Doyle, Jecseph J., Manager General Motors Education and
qz Training, Perscnnel Administration and Development Staff.
2 Telephone Interview. General Motors Corporation,
L H Flint MI, 28 April 1966.
§m 33. Duffy, Heather, Director of Managemesnt Develcpment.

Telephone Interview. IBM Corporation, Armcnk NY,

&T 28 April 1986.
)
D> .'
QﬂA 34. Ellis, Major General George E., USAF, Director of Air
%" Force Engineering and Services, HQ USAF. "Priorities
W In Engineering and Services and The Nine Commandments.”
. Address to MNGT-001, Base Civil Engineering Course, J
ol Class 86-B. Air Force Institute of Technology (AU),
;¥% Wright-Patterson AFB OH, 24 January 1986.
N ' 4
P . mm——- . irector c ir Force Engineering an ervices.
n 3s D £ Aic F d s
Ly Personal Interview. HQ USAF, Washington DC, 10 april
— 1986.
R
a5 36. Estes, Major Richard H., USAF. "Mission Critical: The
SN Junior Officer-Seniar Noncommissioned Officer
3%}’ Relationship,” Air University Review, 36, Noc. 1: 71-78
L (November-December 138%).

Q,_' 188

AN \ . () v .8 \ N i L
BRI IO Ol Mo b A, LALLM ML o fo TOL TS SIS ST A AR N Yk A AR ONINONCRC ! W
N A O A RIS TIE OGN LS i_.‘.,"u‘:._.i'@.‘..0“30;%‘0‘:,%‘.. ot f.i_?!‘tv:p,t‘,v*ﬁ.e. p:f,.‘u,f}‘..t,ykf,niftﬁl_.t‘ .!‘:‘l!‘,IQ'.s.:.aé‘.!'f‘l.:‘t‘:“".,.‘.O'!.?L‘l W




- e B s s o g

37. Gabriel, General Charles A., USAF. "Perspective on

Leadership,” Airman, 28, No.l: inside front cocver
(January 13984).

38. Gahan, Lt Col T.M., USMC, Staff QOfficer Leadership

Department, Ecducation Center. Personal Correspondence.
Marine Corps Development and Education Ccmmand.
Quantica VI, 9 July 13886.

33. General Motors Education and training, Personnel

-

) SRy e e s

o2

¥

Administration and Develapment Staff. General Motaors
Education and Training 1986 Catalog of Programs and
Services. Description of General Motors lraining
program. General Motors Corporation, Flint MI, 13986.

40. General Mators Institute. Engineering and Industrial

Administration Programs. Educaticnal Plan for GMI.
Genera) Motors Institute, Flint MI, 1874-197S.

41, Gibson, James L., at al. Organizations: Structure,

Processes, Behavior. 0Dallas : Business Publications,
Inc., 1973.

42. Goodwin, Brigadier General Roy M., USAF, DCS

Engineering and Services. Personal Interview. HQ TAC,
Langley AFB A, 9 January 1966.

43. Hains, Lt Col Paul W., Ill, USAF, Chief of Management

Division, HQ AFESC. ”"Project IMAGE.” Address to GEM
students. Air Farce Institute of Technolegy (AUY,
Wright-Patterson AFB OH, 16 January 1986, (Since the
date of this presentation Lt Col Hains has been
reassigned as the BCE at Luke AFB AZ).

Y, —=——- . Chief of Management Division. Telephone

Interview. HQ AFESC, Tyndall AFB FL, 20 February
1986. (Since the date of this interview Lt Col Hains
has been reassigned as the BCE at Luke AFB AZ).

$4s, —==-- . "IMAGE,” Air Force Engineering and Services

Quarterly, 25, No.1: B-9 (Spring 1984). (At the
date of this article Lt Col Hains was a major and has
since heen reassigned as the BCE at Luke AFB AZ2).

48. Harris, Lt Cal Boyd M., USA. ”"A New Army Emphasis on

Leadership: Be, Know, Do,” Military Review, 63, No. &:
82-71 (February 1883),

47. Harty, Colonel John R., USAF, DCS Engineering and Services.

!
' , 'in‘ 5‘.l'ql|ll.

Personal Interview. HQ MAC, Scott AFB IL, 23 January 1386.
(Since the date of this interview Colcnel Harty has been
reassigned as the DCS Engineering and Services, HQ USAFE,
Ramstein AB GE and been promoted to brigadier general).

189

nh ;U v.i‘l. .l 05'0. ».l'-!l';ft v, Q.:\ N \)'-‘ . Meney ﬁj}ﬁ;mv i—m&iﬁ ﬁﬁﬁﬁ }MM




P P T I O T T Y O S T R P P T O P T T Y

Headquarters Air Force Engineering and Services Center.

Bare Base Conceptual Planning Guide. Tyndall AFB FL,
June 1383. B

Herres, Captain David L., USAF, Curriculum Developer for
Area Three Leadership. Personal Interview. Sguadron
Officer School, Maxwell AFB, 2% March 1966.

Herring, John J., Jr. "Professiocnrally Plan Your Career,”
Managerial Planning, 32, No. 6: 55-57 (May-June 1884).

Hersey, Paul and Kenneth H. Blanchard. ™Management of
Organizational Behavior Utilizing Human Kesources.
Englewcod Cliffs NJ: Prentice-Hall, Inc., 137c.

Hutchinson, Charles T., "Prospectus for Corporate
Leadership,” Business Horizons, 26, No. 6: 32-36
(November-DOecember 1983).

Jacobhs, T. 0. Leadership and Exchange in Formal
Organizations. Alexandria VUA: Human Resources Research
Organization, 1971.

Kanno, Captain Neil K., USAF, Course Director,
Contingency Engineering Course. Personal Intervieuw.
Air Force Institute of Technology (AU) School of Civil
Engineering, Wright-Patterson AFB OH, 12 June 1986.

Kinney, Major Gensral A. J., USAF (RET) and LTIC John N.
Napier III, USAF (RET). 1Ihe Air Force Officers’ Guide
(26th Edition)., Harrisburg PA: Stackpole Books, 1383.

Leadership and Management Develaopment Center (AU).
Lieutenants ('] Professional Development Program.
Program Description. Leadership and HManagement
Develgpment Center (AU), Maxuwell AFB AL, n.d.

Levinson, Harry. ”"Executive Development: What You Need
to Know,” Training and flevelopment Journal, 35, No. 9:
84-95 (September 1981).

Macarow, Frederic G. "What's Wanted In Iomorrow’s
Leaders,” Leadership an the Joh, Guides to Good
Supervision, Edited by the staff of SUpPErvisory
FManagement. New York: American Management
fissociation, 1957.

9 S3. Mashburn, Major Harold, Jr., USMC. An Evaluation of the

., Education and Training of Marine Corps Combat Engineer
v Officers. MS Thesis, AFl1/GEM/LSM/B45-13. School of
o Systems and Logistics, Air Force Institute of Technology

(AU), Wright-Patterson AFB OH, Septemb=r 1984
(AD-A147260) .

v 200

AUAPOAT AP AU O NUNOUNU N 0 M N M) a5, SO I O A { e A W
ALY KOOSO U O ,t»).l'|§lf§,l,'e,f”"|,‘|‘\~ ¥ :.Jht“ »:;IIA. o‘.:‘o,;".-‘3?:'sAa., >



,‘_’,J

.k

o s Bt

e oo

-

W 4 Wl
_,i“.. IQURRERMIOL X W )

60.

sl.

62.

63.

s&.

6S.

66.

57.

68.

69.

70.

MCDEC 1520/20 (7.78). Leadership Guide. Pocket
Leadership Guide. Leadership Department, Education
Canter, Marine Corps Development and Education Command,
Quantico VA, n.d.

McDannell Douglas Corporation, Personnel Development
and Employes Communications Department. Career
Discussion Process Manual. Career Interview Guide.

McDonnell Douglas Corporation, St. Louis MO,

June 1883.

----- . Department 070, Personnel Development Services.
Leadership Development Program I. Course Description.
McDonnell Douglas Corporation, St. Louis MO, n.d.

----- . Department 070, Personnel Development Services.
Leadership Development Program Il1. Course Description.
FMc Donnell Douglas Corporation, St. Louis MO, n.d.

----- . Department 070, Personnel Development Services.
New Supervisors Orientation. Course Description.
AcDonnell Douglas Corporation, St. Louis MO, n.d.

McNickle, Lt Col Paul J., USAF, Chief Readiness Branch,
HQ USAF. ”"Contingency Engineering Employment Issues.”
Address to GEM students. Air Force Institute of
Technology (AU), Wright-Patterson AFB OH, 9 May 1386.

----- . Chief Readiness Branch. Personal Interview.
HQ USAF/LEEXS, Washington D.C., 9 May 1886.

- Naval Facilitiss Engineering Command. Navy Civil

Engineer Corps Accession Guide. Navy Civil Engineer
Corps Background. Naval Facilities Engineering Command,
Alexandria VA, September 1986S.

----- . The Navy Civil Engineer Corps. Navy Civil
Engineer Corps Overview. Naval Facilities Engineering
Command, Alexandria VA, n.d.

Naval Military Perscnnel Command Civil Engineer Corps
Detail Office. Navy Civil Engineer Corps Career Planning
Guide. Career planning gulidance and information fcr Navy
Civil Engineer Corps Officers. Naval Facilities
Engineering Command, Alexandria UA, February 139€6.

Orr, Monorable VUerne. "Perspectives on lLeadership,”
Air Univarsity Review, 36, No.6: S51-54% (Septembar-
October 1385). (Since the data of this article Mr. Orr

has retired from government service),

201

IACRCRE T E AT

.

4

RO K e,




g w Raficah it g Aol 2ok ol Aok ah ol ale et ok ake ASe Ade e Ade Lia GAR ML il s oAb Bos m s i Bh Ak Bl Sen Aoy el boe _:-ﬂ

o

o

'::'t:

k? 71. Richardson, General William R., USA. ”TRADOC: Army's

,rﬁ Source of Well-Trained Soldiers,” Army, 33, No. 10:

s S0-60 (Octcher 1883). -

e 72. Robbins, Stephen P. Essentials of Organizational

jﬁf Behavior. Englewood CIiffs NJ: Prentice-Hall, Inc.,

oo 1984%.

s

g&; 73. Rosa, Colonel James W., USAF, Deputy DCS Engineering
and Services. Persaonal Interview. HQ PACAF, Hickam AFB

NN Hawaii, 11 April 189B86.

Q@

'5" 74. Schuld, Captain Rodger G., USAF, Instructer Contingency

%&, Engineering Course. Personal Interview. Air Force

e Institute of Technology (AU) School of Civil
Engineering, Wright-Patterson AFB OH, 11 June 1986.

A f 75. Sims, Colonel William R., USAF, DCS Engineering and

oo Services. Personal Interview. HQ AFSC, Andrews AFB

f{j MD, 20 February 1986. (Since the date of this interview

B Colonel Sims has retired from active duty).

* 76. Sinetar, Marsha. "Developing Leadership Potential,”
tg; Personnel Journal, 60, No.3: 183-186 (March 1881).
S
’iﬁ 77. Smith, Colonel Larry L., USAF, Dean, School of
o Systems and Logistics. Personal Interview. Air Force

Institute of Technology (AU), Wright-Pattersocn AFB QH,

.ﬁ 18 July 1386.

o
.5% 78. Squadron Officer School (AU). Book One, Leadership in
) 3 the Air Force. Reference No. 631-028/490070. Squadron
Ny Officer School (AU), Maxwell AFB AL, March 13986.

‘%ﬁ 73. Squadron Officer School (AU). Curriculum Catalog.

gy Reference No. 1985-531-028/20636. Squadron Officer

;:;.é. School (AU), Maxwell AFB AL, 138S.

|'|

Sﬂ: 80. Stogdill, Ralph M. Handbook of Leadership. New York NY: )

. The Free Press, A Division of Macmillan Publishing Co.,

Inc., 1974.

f:.f;:.

:ﬁ; 81. Thomas, Captain Jeff, USAF, Executive Officer DCS

i Engineering and Services. Personal Interview. HQ AFLC,

e Wright-Patterson AFB OH, 10 June 18B6.

gﬁ. B2. U.S. Army Engineer Center and Fort Belvoir VA.

:.Q Engineers the Dynamic Corps. Corps of Engineers

.hb Description Brochure. U.S. Acrmy Engineer School, Fort
ety Belvair VA, n.d.

‘f’_';.!

" 83. U.S. Marine Corps. Engineer Operations. Fleet Marine
:: o FM 4-4. Washington: RO USHMCG, 1S March 1979.

i

e 202

w

N N -. o PN o B e e b R R N T e ;,‘
y - L v N > 2 X Rh A , | A X .

.\

-
'

N VWA ALAN AN



A A

L)
L]
¥
e
o
D
:-Iv

. a x .-
1 U 7
¢ f'.'".9’"&“:‘:,’4("..0”: 2

8s.

86.

87.

es.

B8s.

0.

81.

g2.

.I'. o , 1 "‘., iy ‘.:“ ¢ N "‘.» M .- ,“\ .. A !n"! '..’!.ql -“
‘ll.l.. S CA ALY a.s'l.’ W n\;‘\)‘h V \ ‘?‘.'u .:r ) l‘"\".\‘ ."“. ™ .

----- . Marine Corps Training Philosophy, Definitions,
Priorities and Training Requirements. MCO 1500.40.
Washingten: HWQ USMC, 13 November 80,

----- . Program of Instruction (POI), Amphibigus Warfare
Course-8%. Guantica UA: Amphibious Warfare school,

ucation Center, Marine Corps Development and Education
Command, 22 August 1983.

————— . Program of Instructicn (POI), Basic Officer
Course. Quantica VUA: The Basic Schogl, kEducation
Center, Marine Corps Oevelopment and Education Canter,
February 13883.

----- . Program of Instruction (POI), Combat Engineer
Officer Course. Camp Lejeune NC: Marine Corps Engineer
School, August 13983.

————— . User’s Guide to Marine Corps Leadership Training.
NAUMC 2767. Washington: HQ USMC, 12 March 1884.

Wass de Czege, Col Huba, USA. ”Challenge for the Future:
Educating Field Grade Battle Leaders and Staff Officers,”
Military Review, 6%, No. 6: 2-13 (June 13884%).

Windham, Lt Colaonel Cliften T., USAF, and Joseph H.
Smith. “Bare Base: A New Frontier,” Air Force
Engineering and Services Quarterly, 24, No. 4: 24-286
(Winter 13983).

Wolfe, Commander Malcclm E., USN, et al. Naval
Leadership (Second Edition). Annapolis MD: U.S.
Naval Institute, 1953.

Wright, Major Gereral Clifton D., Jr., USAF. ”"Readiness
Means: Research, Equipment, Facilities, Training, and
Motivated Pegcple,” Air Force Engineering and Services
Quarterly, 26, No. 3: inside front cover (fall 1365).
(Since the date of this article General Wright has
retired from active duty).

203

~ 't

[
o,

~

U AN
tonidpdadody L




UITA

Captain Paul W. Somers was born on JJ NN -
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from which he received the degree of Bachelor of Science in

ivil Engineering in August 1878. Upon graduation, he was

7

commissicned a second lieutenant in the U.S. ARir Force throuwgh
thz ROTIC Program at Mississippi State University. He entered
active duty in November 1978 when he was assigned tc the
3830th Civil Enginearing Squadrcn at Ma%mell AFB, Alabama.
While at Maxwell, Captain Somers served as a Construction
;nspectgr and the Chief of Readiness and Logistics. In
Cctecher 1881 he was reassigned to HR Air Irsining Command,
Randslph AFB, Texzs, as the Assistant Chief of Force
Cazvslooment. In April 1884 he was reassigned to Shemya AFE,
Alaska as the Chief of Operations of the 5073rd Civil
Zngineering Unit. He served in this position until he entered
the Graduate Engineering Management Program, School of Systems

arnd Logistics in PMay 1885,

Permanent Addrsss:

Personally ldentifiable

Information Redacted

20%



"i UNCLASSIFIED
‘SN SECURITY CLASSIFICATION OF THIS PAGE
ﬁ- *
o, REPORT DOCUMENTATION PAGE
o
: 1a REPORT SECURITY CLASSIFICATION 1b. RESTRICTIVE MARKINGS
’ UNCLASSIFIED
¥ 28 SECURITY CLASSIFICATION AUTHORITY 3. DISTRIBUTION/AVAILABILITY OF REPOAT
) .
}' Approved for public release;
> 2b DECLASSIFICATION/DOWNGRADING SCHEDULE distribution unlimited.
»
.50
.‘.T 4 PERFORMING ORGANIZATION REPORT NUMBER(S) 5. MONITORING ORGANIZATION REPORT NUMBER(S)
AFIT/GEM/DET/865-25
.
\ :" 6a. NAME OF PERFORMING ORGANIZATION b. OFFICE SYMBOL 7a. NAME OF MONITORING ORGANIZATION
Ay School of Systems (11 applicable)
Y and Logistics AFIT/DET
' : 6c. ADDRESS (City, State and ZIP Code) 7b. ADDRESS (City, State and ZIP Code)
H Air Force Institute of Technology
o Wright-Patterson AFB OH 45433-6583
% -
'0
-.'-'. 8s. NAME OF FUNDING/SPONSORING 8b. OFFICE SYMBOL 9. PROCUREMENT INSTRUMENT IDENTIFICATION NUMBER
_:.r, ORGANIZATION (1f applicable)
>7
»
8c ADDRESS (City, State and ZIP Code) 10. SOURCE OF FUNDING NOS.
PROGRAM PROJECT TASK WORK UNIT
N ELEMENT NO. NO. NO. NO.
%
‘:-. 11 TITLE tInclude Security Classification}
e See Block 19
i 12. PERSONAL AUTHORI(S)
| Paul W. Somers, B.S., Capt, USAF
~‘_.', 13s. TYPE OF REPORT 13b. TIME COVERED 14. DATE OF REPORT (Yr., Mo., Day) 15. PAGE COUNT
o MS Thesis FROM TO0 1986 September 217
:"’-‘. 16. SUPPLEMENTARY NOTATION
I.‘Ftl
Bt 17 COSATI CODES 18. SUBJECT TERMS 1Conﬁnus on reverse if necessary and identify by block number)
- FIELD GAQUP SUB. GR. Leadership, Leadership Training, Military
%ﬁ 05 09 Training, Civil Engineering, Leadership
2z Development, Military Services, Corporations
N" 19 ABSTRACT i(Continue on reverse if necessary and identify by block number)
~ TITLE: A LEADERSHIP DEVELOPMENT MODEL FOR UNITED STATES
-, AIR FORCE CIVIL ENGINEERING COMPANY GRADE OFFICERS
NN
19
) THESIS CHAIRMAN: Neil K. Kanno, Captain, USAF
5;2 | Course Director, Contingency Engineering

School of Civil Engineering

ved fot\Bullle releasey AW m“mu‘.
M g;’vv“"n 39 St §6

Deun for Research end Professio:

naj ment
Ltr Force Institute of Technology ml?:nlop
Wirighi-Patteraon AFB OH 45433

. 20. OISTRIBUTION/AVAILABILITY OF ABSTRACT 21. ABSTRACT SECURITY CLASSIFICATION
: : UNCLASSIFIED/UNLIMITED [j saMe as ReT. [J pTic users D UNCLASSIFIED
22s. NAME OF RESPONSIBLE INDIVIDUAL 22b TELEPHONE NUMBER 22c. OF FICE SYMBOL
. fInclude Area Code)
Neil K. Kanno, Capt, USAF 513-255-4552 AFIT/DET
s
DD FORM 1473, 83 APR EDITION OF 1 JAN 7315 OBSOLETE, UNCLASSIFIED

SECURITY CLASSIFICATION OF THIS PAGE
., ¥ .’ v, ®ar [SG ST AT IR ] $yp o
o W LAt A Y
2SS ) \
4 A




FS L T e
(

. UNCLASSIFIED

:'- SECURITY CLASSIFICATION OF THIS PAGE

~
las The officers of today, who will be our leaders of tomorrow,
} need to have the necessary leadership skills, abilities, and

. development to lead personnel in combat. This is to say that
Ny United States (U.S.) Air Force Civil Engineering (CE) must have
L. leadgrship from its ofﬁicers,.particglarly company grade officers,
) who in most cases are inexperienced in the ability to lead

effect1ve1y4ﬁhui> !

L. This researeh first examined the definition of leadership,
N individual leadership traits desired in leaders, leadership

w principles practiced by leaders, and the concepts of the trait,
.. behavioral, and contingency leadership theories. Second, this

> research examined the leadership traits and principles U.S. Air

Force CE senior leaders perceive to be essential for CE

Q' company grade officers to possess and practice, and what they feel
. to be the strongest leadership qualities (traits and principles)
™ which have enabled them to reach the position they are currently
;j in. Third, this research xamined leadership dvelopment programs
by and opportunities available to U.S. Air Force CE company grade

: | officers. Fourth, this research examined the methods used

- by the U.S. ARmy, U.S. Marine Corps, U.S. Navy, and corporate

- organizations, such as McDonnell Douglas, IBM, and General

- Motors, to develop leadership skills and abilities in company

v grade eongineering officers and young managers, and whether

W these methods can be tailored to meet U.S. Air Force CE needs.

) Finally, this research examined the leadership problems that

) slowed the accomplishment of exercise objectives in the Air

: Force CE portion of Exercise SALTY DEMO to see whether these

- problems can be prevented in future exercises or war.

The result of this research was the formulation of a

- leadership development model to sexve as a guide to both U.S.

>, Air Force CE company grade officers and senior leaders for

i fostering the eladership skills and abilities needed in CE

o company grade officers.
- '
-

%
&
b

! d

)

[/

I

7;,: J

.nyi-.] A ISt

PR EFCle?v c' Qequequ'nns;ng v).nq. ~
D S AT AT T Y . aNs
DY Oy :,F./-_.r . .r‘_ NJ'.J‘ Lo . - TN A, \ \. \< ‘_.".' \ "d' "__.,_._ ...\._.,N,.#__' % .-f\ \

N R S U LR




