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PREFACE

At the USAF Officer Training School <(0OTS), the mandate for strong.

effective leadership is clear. The flight commanders at OTS have the
toughest job at the school --and certainly the most significant job in
terms of consequences for the Air Force. They are the primary role
models for the officer trainee, and have the responsibility to train,
counsel, evaluate potential, and make the decision on a trainee's
caommissionability. They do a good job, as evidenced by the high-
quality seccond lieutenants commissioned every 3 weeks, which
represents approximately 40 percent of the USAF officer corps yvearly
(19:-->,

Before they car assume their duties, flight commanders must
complete a S-uweek Initial Qualification Training (IQT) course.
They 're taught and evaluated in classroom lecture procedures, drill
(marching?), and sports officiating. They also learn certain related
administrative functions. However , they're never taught how to
'tact, ! That is, how should they relate to the officer trainee in
this unique training environment? What should the flight commanders'
actions/behaviors be toward the trainee as he or she progresses
through the (2-uweek training program? These behaviors are, for the
moet part, learned on-the-job--and they 're not aluways appropriate.

This study propocses that a formal approach is needed, and suggests
that Hersey and Blanchard's Situational Leadership Theory (SLT)
erovides the hasis for that approach. This study describes the OTS
envirenment and SLT and illustrates how they can be linked together to
2scess the trainees' dewvelopment skKills and provide specific leader
behaviors in resrponse to the trainees' specific nheeds.

The behaviors ard techniques recommended in this study are drauwn
from the authors' total 6 vears of experience as members of the OTS
ctaff, Both authors have served as flight commanders and their
combined assignments at OTS included: squadron operations officer,
squadron commander . curriculum area manager, Executive Officer for the
0TS Commander . and Chief, OTS Officer Orientation Division. The
recommrendations made here are also based on the authors' years of
abzerving and supervising flight commanders. Moreover, most of the
bebauviors and techniques recommended have been used with success by
the a3uthore and other flight commanders.

The authore wizh tc express thanks to the 0TS Commander and Staff
for their unselfizh assistance, ideas and suggestions, and tolerance
az this stud was compiled. It is cur hope that this study can be
wzed zc 3 cpringboard to implement a formalized approach to leader
behavinrz “techniques at CTS.

or
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EXECUTIVE SUMMARY ‘

Psrt of our College mission is distribution of the A
students’ problem solving products to DoD
sponsors and other interested agencies to
enhance insight into contemporary, defense
related issues. While the College has accepted this
product as meeting academic requirements for
graduation, the views and opinions expressed or
implied are solely those of the author and should
not be construed as carrying official sanction.

— ‘“‘insights into tomorrow”

REPORT NUMBER ss-osss .

AUTHOR(S) MAJORS JON D. COOLEY, AND LARRY R. WALKER, USAF

TITLE APPLYING THE SITUATIONAL LEADERSHIP THEORY TO THE USAE
OFFICER TRAINING SCHOOL (OTS)»

I. Purpose: To establish Paul Hersey and Kenneth H. Blanchard's
Situational Leadership Theory (SLT)> as a basis for leadership
styles behaviors by the flight commander at OTS.

I1. Problem: The OQOfficer Training School operates on the
''"leadership laboratory '’ concept--officer trainees learn by doing.
Flight commanders provide guidance, counsel, evaluate potent:ial, and
are the primary role models for the trainees, Yet no formal
leadership program exists to help the flight commander be an even
more effective leader in this unique training environment.

Irr. Data: FPresently, flight commanders formulate their leadership
styles behaviors by a variety of methods . They attend Initial
Qualification Training <IQT). Each prospective flight commander mu=st
complete IQT before assuming flight commander duties. They learn
classroom lecture procedures, drill, sports officiatirg, and they
have the opportunity to watch experienced flight commanders at work.
They also learn from their officemates, but no requirement is levied
to discuss leadership techniques unique to the OTS environment.
Additionally, there is no guarantee officemates have developed

T T e e T e T T T T T T Y e S P N S e e AT e e e ey R A e e T T e
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N ORI e A A N -‘f;.'f;'f';‘rn_*';‘f‘_f-_"x‘f;‘f;}:;_\' TV, 0 e T P T O R N S sl




-~

Yyl Yo,

CONTINUED

A -\‘.

>
(
\ '\:

} effective techniques they could pPass on to a new flight commander.
! >~ Further, prospective flight commanders come to OTS from many

N different Air Force career fields--very often, what worked for them
\ ther . is not appropriate in the unique OTS training environment.
k-, Orce A~ flight commander has established a leadership style which he
'i- nr she is comfortable with, trends show they don't generally change,
::f ever though critiques may indicate a need to modify behavior to fit
ﬂ: specir€ic situations. This is where SLT could fit into the OTS

¢ prog-am. In fact, this theory is taught to the trainees at OTS. The
: theoryv is based primarily on the maturity level cof the follower:?

A matur ity in the sense of the follower's ability and willingness to
}? accomplish a specific task. Depending on a follower's job Knowledge,
{5 experience (ability)? and motivation or commitment (will ingness), he
_}if or she jc categorized on a continuum from low, to moderate, to high
N maturity, Te illustrate the application of appropriate leader

Q, responses to specific maturity levels, the bulk of this study is
. dedicated to specific behaviors and techniques flight commanders can
fxﬂ use tn personally display the four primary leadership styles

ji descr ibed by SLT. In particular, this study will address five major

o area< in which flight commanders and trainees are directly involved:
- ronm maintenance, office reporting procedures, drill <(marching),
( clas~rnom procedures, and feedback/documentation procedures. For

3 each n¢ these major areas, this study lists a different set of leader

! behaviors and techniques specific to the four phases of trainee

N dJevelnoment, from fourth class (low maturity) through first class
fh1a> maturity).,

:2 Iv. Conclusion: Hersey and Blanchard's model can provide a

T:? framewnrKk through uhich flight commanders can look at the trainee as
:}_ he o~ :he progresses through the various stages of the OTS program,
~o assess his or her maturity, and then apply an appropriate leader

o recprose,

‘-..

® v. Percommendations: OTS should accept the Situational Leadership

Theor - as the .basis for a comprehensive leadership training program
for €1ight commanders. This program should begin with instruction in

L:- the *heory during the 0TS Initial Qualificication Training Course
t:: fnr 1 7ght commanders and include a handbook of techniques drawn from
h ‘s this - wuport. In addition, regular refresher training sessions
‘.; shou  be held at no less than 3-week intervals during each 0TS
,;1 clasz. These refrecher sessions should be structured to allow all
:n: fli1ght commanders carrying flights in the same class to review and
iy dr:2uss leadership techniques applicable to their students’' current
M : levele of training.
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Chapter One

THE PROBLEM

Officer Training School (OTS> flight commanders do not receive
effective training in leadership styles, behauiorg, and techniques.
AR: a result, all flight commanders are not as effective as they could
ba if they did receive adequate leadarship training. This chapter
proves thezse statements by first exrlaining why strong flight
commander leadership is important for the effective training of OTS
officer trainees. It then outlines what Kind of training new flight
commanders receive during the OTS Initial Qualification Training ¢IQT)
program and explains why leadership training is not currently part of
IQT. This section then examines and evaluates the informal means
flight commanders have to develop their leadership sKills despite the
absence of training in [QT. Finally, this section looks at the
effectiveness of existing faeedback systems flight commanders can use
to evaluate and improve their leadership sKills.

THE IMPORTANCE OF LEADERSHIP

Strong leadership from flight commanders is important because
they play the most vwital role in the training of 0TS students. This
role is best understood by first looking at the mission of OTS. As
stated in ATCP 33-1, A Head Start on OTS, "[OTS] is an intensive (2-
weekK program that commissions only qualified men and women wWho measure
up to Air Force ztandards.... 0TS guides officer trainees through an
orderly transition to commissioned service and teachaes them the
fundamental military Knouwledge and skills needed for effective
per formance" (3:3). For students to "measure up” they must face many
challenges: academics, sports, positions in the student-run training
uing, and for many, adjustment to an entirely neuw way of life.
However , possibly the greatest challenge students face is that of
becoming a leader. As ATCP 33-1 points out, "OTS is, above all, a
leadershig laboratorvy. Air Force officers are expected to be
leaders..." (3-9). So clearly, OTS students have much to accomplish
in the 12 weaks of the OTS program, but they also have someone to help
them meet their challenges, their flight commanders.

The challenges OTS flight commanders face may be as great as
those facing their students. Just lookKing at the job description
block of 3 flight cormmander 's OER reveals the responsibilities they

O S R T R s
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face. In part, a flight commander 's job description reads, "Commands
flights consisting of approximately 18 officer trainaees. Conducts
precommissioning training, evaluation, and counsel ing. Instructs over
80 academic hours.... Instills/evaluates officer qualities and serves
as the primary role model for officer trainees. Has responsibility
for the quality of those selected for commissioned service” (21tBlock
1. So clearly, flight commanders play an important role in the
training of students. In fact, the importance aof the flight commander
in the OTS program is even more clearly revealed in Entrance to
Excellence: A HandbooK for OTS Flight Commanders:

...0TS ie a continuous leadership laboratory central
to which is the role of the f1ight commander. As the
[flight commanderl...,YOU are the primary training
unit at OTS....YOU are responsible for the training,
performance, morale, welfare and motivation of each
member of YOUR flight....Without exception, your
officer trainees will identify more closely with you
than with any other officer they meet uwhile at OTS
(1731,

Obviously, the mandate for leadership for 0TS flight commanders
is both clear and strong. As the primary role models for their
students, flight commanders must be able to display the best
attributes of officership. Since students spend more time with their
flight commanders than with any other officers at 0TS, they model much
of their behavior after their flight commanders. They learn things as
simple as hou to wear their uniforms and how to march to things as
complex and intangible as military bearing, values, and leadership.
It's certainly not surprising that the axiom flight commanders use to
descr ibe their responsibilities puts leadership first: "...lead,
train, motivate, and...evaluate" (17:2).

With leadership certainly being central to flight commander
effectiveness, one would expect them to receive extensive leadership
training as part of their qualification program for flight commander
duty. Unfortunately, they do not.

INITIAL QUALIFICATION TRAINING

I1IQT is a 3 to S5-weekK program designed to ready neuwly-arrived
officers for their duties as flight commanders. IQT is governed by
OTSR S2-1, Faculty Development, and contains about 120 hours of
instruction. IQT must be completed before a neu flight commander can
tiKe responsibility for a flight of officer trainees. Significantly
though, of the 120 hours of instruction, only 6 hours are dedicated to
leadership training (13:--), Houever , these hours are spaent revieuwing
the leadership instruction taught to OTS students. The fact is,
flight commanders get only | hour of leadership instruction
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directly applicable to their duties. This instruction is presented
during an "0TS Philosophy® IQT lesson’ however, even the 1QT course
manager describes the lesson as "fairly vague® (201-->. But if

leadership is so important, why isn't it effectively taught in IQT?

Part of the reason why flight commander leadership is not
extens ivaly covered in IQT is simply the great amount of information
the QT program already covers. Flight commanders are responsible for
over 80 hours of instruction. Moreover, much of what they teach is
new to new flight commanders, maaning they have to learn {t before
they can teach it. In other words, evan wWithout leadership training,
IQT gives flight commanders a large amount to learn and a short time
in which to learn it. For example, neuw flight commanders must learn
how to teach drill. Since most officers haven't marched since they
graduated from their commissioning sources, new flight commanders not
only have to relearn how to march, they have to laarn how to teach it
as uell. Another good example is the game of flickerball.
Flickerball was designed to be complex and frustrating, a game
requiring detailed Knowladge of many rules. Many nau flight
commanders have either nevar playved the game or haven't played it in
yeaars. So they not anly have to learn how to play flickerball, they
have to learn the game well encugh to be able to officiate as well.
Even more, many neu flight commanders have no experience as
instructors. They have to start from scratch to learn how to teach
lessons in the OTS academic program. ARAdding to the difficulty of
learning drill, flickerball, and classroom instruction procedures is
the fact that flight commanders are regularly evaluated in these areas
by the Evaluation Branch of the 0TS Analysis /Eval Division. in
effeact, these evaluations are like *check rides" pilots undergo.
Moreover, new flight commanders must pass these “check rides"™ before
they can teach unsupervised. Naturally, the motivation to do well
causes new flight commanders and the IQT program to center a lot of
attention and time in these areas. In short, IGT students are very
busy learning the basic sKills nacessary to be able to do their jobs:?
not much time is left for anything else.

Another reason flight commander leadership isn't formally taught
at OTS is the fact that leadership is a very personal and uidely
interpreted characteristic. Coming up with a standard definition of
laadership is difficult? developing a program to tell f1ight
commandaers how to be good leaders is even more challenging. The
authors' vears of experience on the 0TS staff provided opportunities
to observe many flight commanders use several different leadership
styles. Certainly, esach flight commander bel ievead he or she uwas using
the most appropriate style. Neverthaless, some f1light commanders
proved to be consistently more successful than others, as indicated by
student end-of-course critiques, the number of students they motivated
to earn distinguished graduate status, the overall success racord of
thaeir flights, etc. Moreover , the consistently successful f]ight
commanders showed a set of common leadership behaviors and techniques.
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b Therefora, an objective study. such as this report, based on sound

" leadership theory and listing specific leadership techniques and

~:} behiaviors directly applicable to the OTS environment, could certainly
s be wery helpful to new flight commanders. A program such as this

~ could tell +#light commanders "what to do* to be good leaders.

-;f Houweer, until now, ho such study has existed. HNevertheless, despite
’ﬁa the lack of formal instruction in IQGT, new flight commanders

RS eventually display their oun styles of leadership, either good or bad.
;:} For most though, the effectiveness of their leadership stvles depends
N

on how they uwere developed.
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Eventually, every flight commander must provide leadership to his
or her officer trainees. The demands of the OTS program are such that
students must be led, they must be directed by their flight commanders
to complete the requirements of the program. To illustrate, flight
commanders teach classes, inspect students and student rooms, and
counzel students concerning poor performance, such as measurement
faillures or excessive demerits. They also grade briefings, letters,
and dr1ll evaluations, and rate students on effectiveness reports.
Therefnre, by playing such an involved and direct role uith students,
fligh* commanders inevitably provide leadershipg. Moreover , for many
t+1ligh* zommanders, uwhether the leadership they provide is good or bad
largel~ depends on houw they developed their leadership styles.
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The methods flight commanders have to develop their leadership
stvle- are very limited. A few flight commanders develop their

—

3
14

Qf leaderchip ztyles all on their oun. They come up with leadership
'tﬁ style= by appiving their own abilities and experiences to the OTS

wx enu ironmant. Honever , while this may work for some, most flight
o8 comnarders enter into what actually amounts to an informal leadership
-~ QJT program., Thiz program starts during 1QT as new flight commanders
- are 2a2:=:igned to observe experienced flight commanders teach classes,
- inspect rooms, officiate games, supervise leadercship exercises, etc.
;?? They ltearm a lot about how to act like a flight commander by uwatching
‘Si others. Later. after graduating from 1QT and picking up their first
'ii flight=, they continue their "QOJT®" by observing their "office

'b' buddie:.," Office buddies are experienced flight commanders carrying
a, ) fligh*z in the same classes and squadrons as new flight commanders.
‘xj Mew €1 ight commanders share offices uwith their office buddies (22:1).
ﬂyf Here *~u, new flight commanders learn a lot about leading trainees by
}?' obser 'ing and interacting with their office buddies. While it may be
i true **at thece methods of developing leadership may be fairly

2ffac ' ve, each method also bas significant drawbacks.

7

-xﬂ Each method flight commanders are currently using to develop
J;{: thetr abilities to effectively lead their trainees has important
B lirmitataions. 14 flight commanders develog their leadership styles on
o
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the people who have to accomplish the task is important in the
development o+ an effective leadership style. I¥f new flight
commanders develog their stvles on their owun. thevy may not have the
axper ience or information necessary to develop the correct st-les.
Fven depending on the guidance of other flight commanders and an
nffice buddy isn't always the panacea. Most of the learning from
these methods comee from obseruving the behavior of others. Moreover,
no specific requirement exists directing office buddies, or anyone
else. to discuss leadership techniques and styles with new flight
commander . In fact. the quality of the leadership styles developed
through the cffice buddy program directly depends on the
aqgressiveness of the new and/or experienced flight commanders in
aetting or tran=mitting information about effective leadership

. .

.J\:

;;:, their cun, they mavy develop a style inconcsistent with the nature of
,“\‘ the training program. Certainly, Knouledge of the tasKk at hand and of

4 5, 4 Y
Qo

behavior . Even with open communication concerning leadership. neuw
flight commanders at hect g9et a one-sided view from their office
. buddies. In other words, if a new flight commander's office buddy is
;f} us ing an inappropriate leadership style, then the new flight commander
:{f may use the uwrony ztyle as well. Nevertheless, despite all the
) hinderances to developing an effective leadership style. fliaht
P

commanders, a3 mentioned before, eventually do display certain stvlec
® cf leadership. Houwever ., thescse stviles don't have to remain static.

v Fortunately, several feedback systems are in place at OTS to help
fliaht commanders judge the effectiveness of their leadership and maxe
adijustments when necessary. Unfortunately though, as the next section
- will show. these feedback systems are all too often underused.

FEEDBACK SYSTEMS

[ A S
300 s
-‘.':"v'-

The existing feedbacK syvstems at OTS could be valuable tools to
enable flight commanders to refine their leadership styles if they
were ucsed to their full advantage. For example, wuhen students are
:) recomrended $or elimination from training by their f1ight commanders,
many meet faculty boards to have their cases reviewed, The recsults of
faculty board proceedings are published afte~ each board; however , the
resulte are not disseminated to 2ll flight commanders (5:4). This is
unforturate because flight commanders could learn a lot by
understanding wuhat their peers did right or wrong concerning students
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'i who met bnards. Another good source of feedbackK is the student end-of-
OO course critique system. This svystem is outlined in OTSR 53-3, Student
o Cr.iti1que Program. The system features both computer-scored and hand-
:: wr ittern critiques and the critiques are administered to each class.
‘3f These critiques are exceptionslly good because trends show up after

:} only a few classes. Houever , OTS has no formal system or policy to
 §. use critiques to enhance flight commander leadership effectiveness.

35 Granted. g900d and bad by-name critiques are forwarded to group and

- squadron cormmanders and to the flight commanders named in the
N <t it1ques. But these critiques aren't disseminated to all flight
(v ]
'¢Q rommanders to give

>

9.

L S

St

-

N:

S

®

-

o

A

v, -

) " "y - - B - LI LT LT I e PR O N P N I T e R €A R RS Y
ASn Rt Y R B b A o T T S AR AV,
V% 2" o9, A AN &Y, » K Mg o NN a NN KaXaHN X kN x A AT ANA A A A L 3 AL 2




T
)

v"5|

v 'y

E R B

, 4

i

LA ¥ -
e

s

o

o~

B XXX )

p
-

s g s

,' ll 4.. }l

. B [
LN
Sate

SUSRYINE

Pl

[N s
Al AT

; '.l:'l‘)‘x-;l \J ’

5 4
’

A

ML

OO

L

"N

b S

“ %%

P

o

RN

S @ s

«

[y

[N

>
> ~

NI IC AN

vy

A

them an opportunity to learn from the actiones of their peers.
Morenuer, in the absence of a formal system that uses critiques to
help enhance leadership eftectiveness, sending critiques only to
fligh+ commanders named in the critiques is not aluays effective. In
fact +trends show flight commanders generally don't change their
leaderchip styles, even after seeing evidence indicating a need for
change. A review of the student end-of-course critiques on three
flight commanders provides an example. This review covered three
conserytive classes in which these flight commanders carried flights
and rerorded the percentage of students in each flight who indicated
dissatisfaction on questions measuring aspects of their flight
commander 's leadership. The questions tracked on the critiques uwere:
"Used +he proper balance of positive and negative reinforcement....
Explained the standards against which ! was evaluated” and "Provided
time’ faadback on my status in training® ¢(149tPart I). Remarxably and
unfor*unately . dissatisfaction concerning these questions ranged from
2@ tn 70 percent for each flight commander and for each class (14:1-->,
In other uords, even though these critiques clearly indicated a need
for change in leadership behavior, no change wacs made.

CONCLUS ION

Strong flight commander leadership is vitally important tc
effe *ivaly train QTS studente. As the most significant role model
$or -~ fficer trainees, a fliaht commander 's leadership makKe:s a
i3 ficant and lasting impact on students. Houwewver , due to the great
amowu * of information and activities new flight commanders nust learn
dur i-a IQT and the difficulty in developing a generally accepted set
2f ¢ ‘obt commander leadercship techniques arnd behaviors. not much
atte "~ is given to teaching leadership to flight commanders. This
P ack training leads to naw flight commanders coming up with
ieade h"ip stvles based on their oun skKills and experiences, and
‘oared by obzeruing other flight commanders and officemates.
tleve -*~natass, leadership stvyles don't necessarily remain static, and
tz-e” ' feedbacK syztems are in place at OTS to give flight commanders
irfo-ewntion on the effectiveness of their leadership techniques.
lir+en *vnatelyv though, thece system:z are not being ucsed to their
fail -t adaantage.,

ez, ¢ e

n escence then, the problem with flight commander leaderchip at

oT" *+hat flight commanders aren't trained in leadership theories,
tech ‘uees ., and behaviors that will be effective in the OTS
ar i mwant, The next section of this paper uwill outline the
Zt1tu *‘onal Leadership Theory (SLT)Y, a theory currently being taught
A A ~er trainees by the 0TS Academic Instruction Division. Tt will
then rlain how this the~"y can be specifically applied to 0TS
woted = and flight commanders. In other uwords, the next section
~¥ia a2 -olutinn ta the prablem,
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Chapter Two

THE SOLUTION: SITUATIONAL LEADERSHIP THEORY

As shown in Chapter One, flight commanders at OTS receive training
in every aspect of their duties except one: leadership. Very little
time is spent on developing appropriate leadership behavior as it
should be applied cver the range of the 0TS 12-weeK program. Paul
Hersey and Kerneth H. Blanchard's Situational Leadership Theor: ((SLT:
fits solidly into the OTS program and can be applied to any stag=s of
training at OTS. The success of SLT is dependent on the leadar 's
accurate ascessment of what the follower needs in order to te
effective. The ''follouwer'' in the OTS environment is the officer
trainee. Hersey and Blanchard’'s model provides a framework thirough
which flight commarder:z can lock at the trainee as he or she
progreszes through the various stages of the OTS program, assess his
or her devalopment, and then apply an appropriate leader response.

This chapter prezents Hersey and Blanchard's SLT and discuszses the
veriahles which are basic to the theory. Further, it shows houwu the !
model matches appropriate leadership styles with specific levels of
follouwer development (maturity).

VARIABLES
Maturite

] Defired., According to SLT, the most important variable is the

N subcrdinate, or follower., The follouwer's level of development, or

e maturity, determines a superior's response in a given situation. UWhen
e speakKing of maturity, Hersey and Blanchard define it as '"the abiiity
- and willingness of people to takKe resposibility for directing their
g awn behavier'' (12151). Hersey and Blanchard go on to define ability

Ay 1

in terms of job maturity. SKill, Knouwledge, and experience bear on a
“ollowver's ability, or job maturity. On the other hand, Hersey and
Rlanchard. use the concept of psychological maturity to define the
other comporent of maturity: willingness, Willingness does not
necezsarily mean only compliance, it also has to do with the
confidence and commitment necessary to accomplish the task at hand.

SODOes
PPN

@y

''This section is taken from Management of Organizational Behavior,
pages 149-1681, edited by Major Larry R. WalkKer,'’
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?V Job maturity <ability) then, and psvchological maturity (willingness),
;}' combine to form the cverall maturity level of followers. Here, it is

j\j approeriate to makKe a couple of points about maturity. For the

o purpo<es of the Hersey and Blanchard model, maturity is not defined in

!
v
N

the strictest sense of the uword. Rather, it refers to the group's or
individual 's response teo a specific task or function which the leader
Y wishes accomplished, Further, it can refer to a 3rocup as a whole, or
an individual in the group. Thus , an individual may be at a
diffa~ent maturity level than the group, and therefore heed leader
attention which varies from that of the group overall. As & measure
of a €fnllower's maturity, Hersey and Blanchard see maturity as a
matte~ of degree.

The Maturity Continuum. Hersey and Blanchard divide matur ity <M>
alorng 2 continuum into four levels:

Low. M1 ‘low maturity) indicates those indi.iduals who are
both urable and unwilling to take responzibility for accomglishing a
:pecific job,tacsk. They lack the necessary competence, confidence,
and commitment to succeed on their oun.

Louw To Moderate. M2 (low to moderate maturity? refers to
fctlowers who are uwilling but unable. Confidence and enthusiasm are
>~azent . but not high because of the lack of sKills for the task.

Moderate To High. M3 <(moderate to high maturity) on the
continuum, is a follower who is able but unwilling. The sKill and/or
kyvomledge level has been achieved, but now there exists an
unp il fngness in the sense that he or she may have lost the confidence
or cormmitment to perform--there may even bhe a motivational problem.

High. The final stop on the continuum, M4 (high maturity),
identifijes thosze people who are both able and willing, or confident in
the pe-formance of their duties, This is obviously the desired
situation, Houever , this level of maturity calls for a specific
leader response (leadership style), as do all the previously described
levels ~f maturity.

Leader Behavior

Herzey and Blanchard categorize tuo types of leader behavior, task
and relationship, which they feel are central to the concept of
leadersztip ztvlie:

FTz=v behavior:t The extent to which leaders are
li« 'y to organize and define the roles of the members of
th: -~ aroup f<¥o0llouwers); to exrlain what activities each is
te do and when, where, and how tasks are to be accomplished;
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characterized by endeavoring to establ ish well -defined
patterns of organization, channels of communication, and
wavs of g9etting job:z accompl ished.

v e e
PRI

Relationszhip betavior: The extent to which leaders are

~£ likely to maintain personal relationships betueen them-

;: selves and members of their group (followers) by opening wup

" channels of communication, providing sociocemotional support,

}: ''Psychological  strokes,'' and facilitating behaviors

Ve 1:96Y,

\

)

.: LEADERSHIP STYLES

!: Hersey and Blanchard identify four specific leadership styles.

: Each is a combination of task and relationship behavior, and

s corresponds directly tc each of the four levels of maturity (1:153).
W, Figure 2-1 depicts a bell-shaped curve uhich indicates an

‘2 appropriate leadership stvle directly over the corresponding level of

[ maturity,

L~

e

! Stvle S1 (Telling)

[ |

¥

:: This stile relates directly to Mi. Follouwers in this categors
-~ are unable and unwilling--they need directive leader behavior which
: ie primarily high task criented. They need to be told what to do,
: and hew and when to do it. Too much relationship behavior by a

1 leader with follower: a* this maturity level may be construed as
rewarding poor performance (1:152),

A

Stuele

1)

2 (Selling?

e
1]
s s

Thi= leadership stvle relates directly to the M2 <unable but
willing) level of maturity. Here, high tasKk-oriented leader behavior
is still important, as in the ''telling'' style, but the leader
should also use high relationship-oriented behavior to take advantage
of the follcwer ‘s willingness and enthusiasm. An effective leader
in this situation evpands two-way communication, explains objectives,
and ansuers subordinatesz ' questions in an effort to encourage them
to accept organizational goals. This supportive, directive approach
helps the subordinate begin to develop the ability necessary to
perfarm his /her job and progress in the organization (1:153),.

-

/

=,

- - - :
B2 00 N0 201"

Stvle S23 rParticipating)

> -

A he or cshe progrezses, the subordinate moves into M3 (atle but
unwilling) on the maturity continuum. Here the follower is no longer
"‘unable ., '’ therefore, high task-oriented behavior by the leader is
no longer necessar:, However, unwillingness, characterized by
insecurity or low motivation may be & problem. This change in
willirgness can often be explained by the follouwer's
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Figur- 2-1 Hersey and Blanchard's Situational Leadership Model (1:152)
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Reprir*2d with permission $rom Management of Organizational Behavior.
Publicshers: Prentice-Hall Inc.
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''uneacsiness '’ with hisz or her increase in responsibilty or

''‘'disenchantment'' with organizational goals. At any rate, an S3
(participating) stvle of leadership is called for which emphasizes a
high-relaticonship approach as in €2, ''selling,'’' but is now

supplemented with 2 participatory style, emphasizing a non-directive,
facilitative. communicative stvle which allows the follower to share
in decision makKing with the leader (1:153>. The goal is a return of
the enthusiasm and metivation which characterize willingness.

Stvle S4 (Delegating?

Ultimately of course, the leader uwants to develop the M4 (able
and willing) $ollower. A high level of individual responsibility
exists here zco there is no need for the leader to apply more than the
normal C(louw) d2gree of task or relationship-oriented behavior, This
is Known as the SS9 (delejzating) style (1:153). In fact, too much
leader inveolvement in this phase would probably be counter productive
to thiz situation where the follower needs very little supervision
or direct zupport.

In 2um, Hersey 3and Blanchard's basic concept of situational
leadership states: '*...there is no one best way to influence
people., thich leadership style a person should use with individuals
or groups depende on the maturity level of the people the leader is
attempting to influence...'' (1:151>., Table 2-1 more graphically
chows the appropriate leaderchip st les for various maturity levels.

11
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}; MATURITY LEVEL APPROPRIATE STYLE
’\.
o M1 st
s Low Maturity Telling
K. Unable and unwill ing High task
gl or insecure and
\ iow relationship behavior
2
L
M M2 se
\J Low to Selling
Moderate Maturity High task

r. Unable but willing and
A~ or confident high relationship behavior
!"l

e

M3 §3

» Moderate to Participating
T High Maturity High relationship
o fAible but unwilling and

v:- or insecure low taskK behavior
N5

- M4 s4

- High Maturity Delegating

a Able/competent Low relationship
3 and and

willing/confident low task behavior

i\~
‘.
e

> TABLE 2-1 Leadership Styles (S) matched with maturity (M) levels
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Chapter Three

THE SITUATIONAL LEADERSHIP THEORY AND OTS

e

:t With a basic understanding of Hersey and Blanchard's Situational

\_C Leadership Theory as outlined in the previous chapters, this chapter

:%: briefly ouerwieus the OTS program and shows how SLT can be arrliea to

o the leaders and fcllouwers at 0O7TS. For the purposes of this
discussion, the leader at OTS is the flight commander. The tolicvwers

: ') thern, are the officer trainees.

e

:YE THE USAF OFFICER TRAINING SCHOOL

ety

‘a The Fellowers

- The relatienship between flight commanders and officer trainees s

;}i the crux of this paper. To better understand this relationshif, the

2{? reader needs to Knouw a little about officer trainees and what they

T hrirng into the situation. The average officer trainee is 27 years of

{ zge, and many have held responsible jobs as civilians (19:-->. Mary

O too are prior service enlisted members--of eleven OTS classes in Fg

s 37, 326 nf 1228 (31X4) total entries into 0TS were prior service

:%: (131 --3, Most (prior service and civilians? have been workKing for

:i: cseversl vears to earn a degree; with OTS as their goal--so motivation

o is high. Earlv in the program, many prior service officer trainees

dizplay ability bevond that of their peers. Their military experience
gives them a head start in awareness of military standards, customs

- .

v

-
R and courtesies, and uniform wear. They're still uncomfortable,
) however . with the OTS regimen, as they've never experienced anything
" . . . . . S . .
W like it in the '‘'real'' Air Force--because there is no similar mission
2 . .
iﬁ, in the Air Force,
®
\2 The OTS Mission
>
oS
‘ j ''The OTS mission is to lead, train, motivate, evaluate, and
:5? commission as second lieutenants, candidates who attain Air Force
Yoy officershipr standards in response to USAF, ANG and USAFR
9. requirements '’ 1@:3),
L) :.}J
g . .
_?, Further . the 0TS stated objectives are to:
1'4'
o) (1) Prouide
.Ei ‘2 An orderly transition of commissioned service.
]
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(b)) The essential military Knowledge, sKills, and
values a new Air Force officer needs to perform effectively
dur ing the initial years of commissioned service, as
outlined in the USAF Precommissioning/Initial Education
Memorandum of Understanding (PIEMU).

¢c> A foundation for each officer's professional
development, both on active duty and through Air Force
Professional Education programs.

(d> Sufficient numbers of newly commissioned officers
to meet ARir Force manpouer requirements.
2> Instill in each graduate

(a)> High standards of character, conduct,
self-~discipline, commitment, integrity, and honor.

(b A sense of personal responsibility for the
mission and people.

(c) Attitudes and interests consistent with a career
as an Air Force officer.

(3 Identify and eliminate trainees who don't meet the
standards required of commissioned officers in the Air
Force (1©8:3).

0TS has identified areas of concentration necesssary to accomplish
the above.

Areas Of Study

Specific goals, objectives, and samples of behavior are
incorporated into lessons in four subject areas
(Communicative SKills, Defense Studies, Air Force
Leadership and Management, and Professional Knowledge) and
two Field Leadership areas (Drill and Ceremonies, and
Health and Fitness) ¢16:--),

An officer trainee's progress in each area of study is measured
through written tests and assignments, or practical application over
a l12-weaeK period, which is brokKen into four, 3-weeK blockKs (17:1).
Each n¥ these measurements and 3-ueeK blockKs are discussed later in
this chapter.

0TS Student Organization

Part of the uniqueness of OTS is owed to the fact that the
officer trainees '‘'govern'' themselves to a certain extent (8:3).
The students are organized into a wing structure similar to most USAF

bases . First and second-class trainees (those in the fourth and
third Z-week training periods respectively) run the trainee
‘ organ::ation under the watchful eye and guidance of the commissioned
v staff (8:3).
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An officer trainee wing commander commands two groups, under which are
organized squadrons and flights. Trainee commanders at each levei
have an associated staff which performs routine operations function:
g:sy, Officer trainee commanders and staff are chosen based or the
per formance and potential they ’'wve demonstrated thus far in the
program, Third and fourth-class students (second and first 3-uwe=--
training perinds respectively) are Known as ''lowerclass'' angd
natuyrally aspire to hold the wing, group, and squadron leader ship
positiors (R:2), The practical application and leadership experience
which the trainees receive through this method supplement the acodemic
study and enhance the effectiveness of trainina, and help the student
to understand the organizatiomnal environment to which they 'll be
expoced as second liautenants (8:2).

Prrrileges And The Mer it Demer it System

Trainees may earn varying levels of privilege status, which ¢ ansu

from ''Bedpo:zted.’'’ which is basically confinement to his or hter rwom’
t3 " 'Medina,’’' wuhich iz use of the Lackland Training Annex

facilities: to ’'’LackKland,'' which is permission to visit Lackland AFB
and 1tz facilities? to ''Off-base,'' which allows weekend excursicrns

within a 3080-mile radius (S:2). Off-base privilege status i=s & magor
20al (behind graduation) of most students. Demerit totals, <on a
rarving scale depending on a trainee's class status)> at the end of
each reporting weex, determine privilege status (J:2). Mer itz and
derer its measure 3 trainee's ability to understand and demorstrate
bascic furdamentals of behavior, progress, and adaptability to military
1162 . This =zvestemn iz a useful tool (as discussed in Chapter Four)

for the flight commander to apply specific task and relationship
btehavjor as zpproprizte to each studert's level of maturit, and the
pr=uvailing <jtuatian.

APPLYIMNG THE MODEL TO THE OFFICER TRAINING SCHOOL

With a bazic ¥nouledge of Situational Leadership Theory, and the
OTS proaram, the tuwo can now be meraed. Each of the four, 3-ueek
biock: nf jirztruction at OTS, with their progressive increases in
er2rerjence, ¥nowledge. motivation, and responsibility can be f1t intou
a correspondirg quadrant of the Hersey and Blanchard model. This
cection analezes each hlock by describing the task and psrychological
factare ubich bear on the ztudent:' maturity levels--in other words,
what do the. h3ve to do, and how do they feel about it? That
acvcomplished, each blocr is then categorized in terms of its maturity
le'2l nn the cituational leadership maturity continuum. As shoun in
fhaptar Tiia, each maturity level requires a matching leadership

tehavior response, Thiz section also suggests an aperopriate leader
‘£1igkht cornmander > behavior for each block., This is not an attemgt at
thiz paint to suggest =pecific examples and techniques which a flight

~emmander should uwse with the trainees, (that will come later .n




tarl in Chapter Four) rather, it will round out the section
h- i the model 1inks to the OTS flight commander --leader.
2<are we caxn apolw the model] to OTS, it is important for the
to urderstand the significance of the compressed nature of the
maing =cha2dule
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*he trairees move through the four blocks of the OTS program,

~ivelw incraasing levels of responsibility are thrust upon

jcrordingly . there are increasing levels of expected

anTte which the trainee must achieve in order to maKe the

cr *Rraoygh the program from fourth-class trainee to graduation
Tre 12 -week time limit makes it virtually mandatory that each
m>te *this progression through the maturity levels. A trainee
aving difficulty meeting the academic., physical, and

ib1e ztandards aszsociated with progression to succeeding

that 13, one who rfdoes not successfully ''mature’'’ (in ability

"raoneser will tikely need special attention. The flight

tar must reasses: that trainee's maturi*y level and provide

= commansurate with his or her needs. If the trainee does not
grarahly, 1.e,, attain sufficient maturity to progress uith

Fer o crarz, the inflevibility of the 12-week structure dictates
-me he recwcocled bacv in the program for a chance to '‘'re-learn''’
Toe tra matyrity recessary for progression or be disenrolled
e CEeE N 'm the '’‘real world'' where there generally is no
coart oag tuch, this approach is not that much unlike an employee
nat matura’'’ ir *he sense of Khowledge, experience, and

Ce £ vhspant it il *ter--he or she generally doesn't progress

= a3y auan e £ ed, The next section looKs at each block
~am and *he lewels of maturity which prevail, and shous
wbv thz fligrt Zom-cander leadership stvles advocated by the
net 2 an hard mwede! are appropriate.
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cecail training onal for the first 3-week block <(faurth
te deve'!op Knouwl=dge about the organization and her itage of

v o= 3ngd tao obtain compliance with applicable USAF and 0TS
[ carticularly *hose concerning appearance, room
SRS a~d customs and courtesies (8:2).
tactors That #4fect Ability. Overall responsibility is low,
1ot af learning +o0 do is high. Generally, the only formal
1t s that of e ''honcho'' (superisor) for a specidfic
tren . thrge zitions are usuall given to prior serwvi:e
= 1~ discusse: arlier in this chacter, prior service
= al v rcaoma ta OTI with a greater (at least at first)
ftan 1.t ral ent: o0ty atneecs,
1e
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ﬂ: Rerjewing the major curriculum events tor fourth -Clazs ciwdor V.

- Table 2-1), 2as listed by the 0TS Schecul»rs B:r:zolt, reveal: o

major type: of ewvents are accoemplished dur i3 ithe £.rst L vo&.:

¢: T3t The Z-yeek long FEarly Morning Runm «EMi) pr2or am: T ot x
ﬁ\  pitch softball game . the first two of tise =h:gcl Tatozo
- PFTY. and Consolidated Written Test-One 70T 1) -the ¢ 1,

:i: wasurement during this block (12:1-202>. In re:lit,, #oo r

o L x1neex do have a significant challenge guv (3 the f . ret wree-
! 7TS: they have to learn how to fit into the militoery. & téz- -,

o7 Zomplex and demanding as socializing intc 2. entirely rfaow 2’ (.
N
1 Psycholeogical Factors That Affect LIillirn e 3. (SN SRR

- =.ernts are actually low, the trainees perceive 2aver thi-g tr.

2 3= 3 major euvent Their duty days by regulaticn are trog 2Sar =
, ItA1-1), However , many trainees feel they qeed te gat wp 250 ...
lb, and go to bed later (surreptitiously) to fird cuicet time fo: -
\j ather preparation for the next dayv. Addivionclty , trzre gre et
:; “> attend, personnel processing, room mMaintzasr J2 <NOCES, L& Uz, !:
:x: 'areenies '’ (grass cutting-trimming-water ing), eorly M ni:

s Tile-and-a~-half run, etc.,--it all compounds the time crurnch,

!_ “t scoez without caying that the environment 1s threaterninga: .
Qfd 'rainees are always being evaluated, They must erdure “tight -
I’ or the firzt 19-training davs--sit and eat xt csttenticn, 7 - w.:
::: lweok straight ahead, and both feet +iat or the ficor (a:i9. L
’S percelved loss of individualism toc - -the o:oup 18 tavesec = Te

ndicadgal . In fact, teamuorkK, as 3 concert, -~ StrEgssed C.ofln. .
{,“ e nwahao the 12-week fprogram (8:1gZ), Mar:s toarusegs who o5t & Ll
Vo "aing 1t alone'' have trouble with this 1n tre earis: 3¢ 1
.;q “arther the students march as a flight ever where, In tacr, o1t
o —.captiors, this rule stands for the duratica of the pro3ren <o
b "+ ¢oilous that in order to do this, the s'.dert st les. n

. e dr il perfarmance rating measurament 1s act too far ews i
;{ t.ore for preparation i3 nouw. Succe: depero: o ;reavi_e: Sia e
" feiend: on team ef+ort--again, some _tudent: rtze.. troutle oo o,
ib‘ e A Az discussed earlier, privilege stat:..._ d trainae | 0w =
\t: are measured through feedbacK in the form or d:ier 1ts, RS
t&: regulation to leave the base for the first 5 v:zewk:z, traireesz ot
L shl 3lue aoff-base privileges  but they hove trooétle s R
J.g D the 'l ecer achieve that goal (93!

b

; ﬁ Summar:, Fourth-class trainees are lc. 11 chuw AT €2 e Tw)
g e faced with 2 highly-structured, h.g9h-freiztre v iovrnm 8

: i re e poced to negative feedback ar: .hie. d.:ple; B [T S

i stapes, tMMany dor't survive, F s Mar de by o f S@ai:,

i “tat 0TS 1t naot for them, and the: are allcw=w ¢ foz o= € Co
‘iﬂ b et prejuiice through the self -initistew e .m. - al o LS .
':: T Pt most students do remein and weov to s lw o LT SN T
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s :ia - and Rlznchard characterize this group, in this phase of

P3inicg as o ‘unab'ae!''--thaey lack the experience and Knowledge at this

even trhaugh thev are highly motivated to survive, and
“mciay 2 certain cCco—mitment, the overriding factor of lack of

v cittmcz -y th everythi-q that faces them--categorizes them as

ot "irg’' ' ia Marczey and Blanchard's terms (1:1353).
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Flight Commarder Behavior. For a fourth-class trainee,
caet dwg trat they ot dn, learn, and cope with, in addition to

[

= ke arts +2 ''culture =hock'' for them, translates into high-task,
N _ itiaone~ip behavior for the flight commander. The flight

Z o ar muezt remember +..at at this stage what is more important to

- orimee 'z zurciusl is not percsonal relationships and psycholeogical
: R 2: ' bat making suve that the trainee knows what is expected,
y it s 2iuving him ar Se +he tools to succeed., This is a time for

=2 telling,.

Socandt Tlecw

) z grimary goal for this hlock (third class? is the development
= crzhip and menagement Krowledge and experience to prepare
:f ode ot *ave an uwpperclass positions in the student wing (8:2).
oo 4 - % apreararnte and behavior are still actively reinforced,
-

; x 2 “aw th2 stydents are beginning to get a better grip on the 0TS
- S -ttt - ~orua their bazic surwvival sKills.
- T artars That Rffect Ability. The overall responsiblity level

—;?Ya*ively low, but involvement by the upperclass is

@ *- “uindle as their ocwn graduation approaches. The trainees
) - 'z 7 tve most difficult aspects of OTS socialization down very
. - i~ iform wear, ~noom maintenance, marching, and customs and
:: - : sllcwing the ru-riculum pace to quicken nouw and shift to
g N e ovjented to irnrdividual performance factors than group
) L Ce Trte focus of rezponsibility begins to center on applying

4 oty Tazs poasitions wmouw, They meet the selection boards about 1
2 - ‘o *hiz block ¢(12:18°. The upperclass begins to give the third
. Toeng e $#vreedom and expects them to do well more or less on their
j e flight commander involvement must still be =trong. The
K L e wmeeander alseo accompl ishes mandatory counseling sessions at
L e 7 er enint and leads =n increased number of classroom lectures
{ oo Tomoared to the three major events they faced as fourth
5 trivd-clazzs s=tuderts face nine major challenges (Table 3-1).
- i 2 ude: CTWT-2, *he Leaderchip Reaction Course, Drill
. croz Rating (OFPF)Y, the | 1/2 mile Run Test, the Practice Letter
b - = ti-3  *hree compe ‘jve one-pitch softball vames, two PFT:s,
i cirtaon for upperr: ss positions (12:1-28). Third-class
h v ira 3 lot of enttusiasm to these challenges.
u 13
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;::4 Psychological Factors That Affect Willingness. Students are more
%j confident than they uwere in the first 3 weeKs--they know their way
A around and how to survive. Their motivation and morale are higher
v than ever--they're in ‘''real'' uniforms for the first time (blue duty
;{ uniforms vs fatigues)>, they have the chance to earn off-base
,rk privileges, and they're no longer at the bottom of the totem pole
:ﬁﬁ because a new fourth class has arrived. This change in follower

v

attitude requires a change in leadership behavior.

22

J

Summary ., Although cnly the CWT, DPR, and the Run Test are graded
measirements, the trainees have plenty to Keep them busy. They have
survived the trials of the first 3 weekKs with more confidence and
feeling more comfortatle in the OTS environment. Their innate
moetivation, uwhich they brought with them to OTS, and their commitment
(thev 're still here!) can nouw take over and they move into moderate
willingness according to Situational Leadership Theory (1:153). But,
they still have three fourths of OTS ahead of them, and much to learn
before thev can meet upperclass standards of performance. Their
ability in terms of Hersey and Blanchard: low to moderate (1:1353).
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Flight Commander Behavior. The astute f1light commander is
auzare of the changes in the OTS program now: With the increasing
~ec<ponsibilities and expectations thrust upon the students, the flight
corrmander is watching carefully for changes in the trainees'
maturity, Although they have made the transition from fourth class
and basically have the necessary survival skKills, third-class students
are <+ill ''unable'' regarding the academic and training challenges
that lie ahead. To maintain the motivation, or ''willingness.,'' of
third-class students and to help them face their challenges, flight
commanders =hould use a ''selling'' leadership style (1:153). The
selling =tyvle is high in both task and relationship behaviors. Just
a: with the telling leadership style, the leader provides the
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'“) direction for taskKs, but, as Hersey and Blanchard put it,''...through
<. two-way communication and explanation, the leader tries to get the
- follower:z to 'buy into' desired behaviors'' (1:153).
315 Third Blaock
NG
® The maior training goal for second-class students is to give them
P actual leacerzhip and management experience by running the student
;;ﬁ arganization 3:2>, The upperclass trainees have a wing structure
'.3 Farallel to the 073 wing and they're responsible for a significant
vJ;J portion of the training of lowerclass students, as well as for
_}q planning social and community relations events,
9.
‘.5: Tazk Factors That Affect Ability. DOuring this and the next block
1 : : .
‘ij o€ training, responsibility is very high and students have most of the
‘:ﬁz rautledge *they need to face their new responsibilities. Their
n\;ﬂ primary tack now, a3 upperclassmen, is to supervise and train the
A ) ) .
:ya lowerclass~-uhich is the newly-arrived fourth class. Knowledge,
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:: . experience, and data learned as third and fourth-class students are

'5H put to use now in this effort. Throughout the QT3 program, students

o0 use their upperclass as role models upon which to base their oun |
e progress., For their upperclass positions, students work with their !
f . commiss ioned-staff advisors which for the most part, don't tell the ‘
tﬁa students what to do? rather, they uworkKk with them as team members.

O Flight commanders are encocuraged to let the students make their own

ﬁ{ mistakes and to learn from them. The curriculum is much the same as

AN the previous 2 weeKs (Table 3-1), but there are only five major

avents-~-and all five are graded measurements: CWTs 3 and 4, the
Graded Letter, Graded Briefing, and PFTs S, 6, and 7--one of uwhich the

5

&xjt students must pass (12:1-20),
g
Ny Psychological Factors That Affect Willingness. Generally,
" - -
» second-class students are excited about becoming upperclass and are
' eager to take on their positions in the student wing. Their
i enthusiasm however, is tempered with the realization of the amount of
j:ﬁ; reszponsibility that's been thrust upon them, and they seem someuhat
AL unsure about how they should accomplish their jobs. Further, due to
}x the added responsibilities of upperclass positions, student workload
e:J goes way up, almest as high as it was during the first 3 weeks. So,
L. ¢ emphasis nouw returns to the group as cooperation between students is
’:J necessary to get all the work done and to make good decisions
T concerning the managemenrt 3and training of the new lowerclass.
P
';P Summary. Second-class trainees fit Hersey and Blanchard's model
_:ﬁ in that they appear '‘'able'' but ''unuilling'' (1:153). Abie in the
¢ = sense that they have a good grasp of the task at hand and the
A Knouwledge <(gained from their predecessors) necessary to accomplish it.
?@ Unwilling however, in that their ernthusiasm and confidence is shaken
:J by the amovnt of responsibility suddenly entrusted to and thrust upon
’q them.

Flight Commander Behavior. Second-class trainees, uwho it
into the model as able but unwilling, should respond to a less

L\

f: directive approach with emphasis on relationship behavior (1:153).
:"c: Once they understand their goals, they should be left alone to
=~:x accomplish them. A participative atmosphere should prevail--which
2:#: will help the trainees to resgsain their confidence and enthusiasm, thus
i’ their willingness for *he task.

Fourth Block

J The general training gcal of the last 3-weekK block (first class)
g is to prepare the trainees for transition to their new roles as second
.f' lieuterants (3:2),
Ay
'~¢2 Task Factors That Affect Ability. First-class trainees continue
njx to cperate the student wing, a high-responsibility task, but they also
}Q have high Knowledge, or ability, to get the job done. First-class
»
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BLOCK OMNE BLOCK TWO BLOCK THREE BLOCK FOUR

(4th class? (3rd class) (2nd class) (1st class)
- CWT-1x - ClT-2x ~ CWT-3x - CWT-5x
- EMR - DPR=x% - CWT-49x - APRx*
- Game | - Run testx - Briefingx*
- PFT 172 - LRC 1 - Letterx
- Briefing 1 - PFT S/6/7%
- Letter 1
- Games 2/3/4
- PFT 374

- Competition
for upper-
class position

TOTAL - GRADED EVENTS

41 9.3 575 2/2

LEGEND:

*x = Graded Event

CWT = Consclidated Written Test
EMR = Early Morning Run

PFT = Physical Fitness Test

DPR = Drill Proficiency Rating

. LRC = Leadership Reaction Course
APR = Airman Proficiency Rating

Table 3-1 Major events which affect ability (12:1-28>
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students have only the APR and CWT-5 left (Table 3-1). Their focus
now shifts to preparations for graduation, which is also the major
responsibility they have during the last 3 weeks. They must plan and
Put on their firct-class mixer, a picnic, dining-in, and graduation
parade. Additionally, it's during this block that they organize and
staff boards to select their replacements from the lowerclass. They
also update their continuity folders for their upperclass positions to
pass on to their replacements from the lowerclass.

Psycholagical Factors That Affect Willingness. As a group,
first-class students are both able and willing to face every challenge
dur ing the last 3 weeks of OTS. The uworxKload has gone drastically
douwn from the peak at the beginning of the previous 3-week period, and
motivation is high because they can see the light at the end of
tunnel ~-they graduate in just a short time. They 're the ''old heads''
at OTS;? they Knouw the system well and they rarely seek flight
commander advice. The last weeK at OTS is primarily dead time used to
accomplish final out processing? very little training occurs now.

Summary . First-class trainees Know what to do and how to do it.
Moreover, they're motivated to do a good job, since much of what they
have to do involves preparations for graduation-related events. They
have mastered the system, they 've taught others houw to adjust to the
system, and they view themselves as highly capable of accomplishing
any OTS-related task.

Flight Commander Behavior. Hersey and Blanchard's
Situational Leadership Theory characterizes first-class students as
having high ability and high willingness ¢1:153)>, The appropriate
flight commander leadership style is '‘'delegating.’'' Very little task
or relationship behavior is necessary at this point. In fact, if all
is on tracK, only caretaker effort is called for.

CONCLUS 10N

This section has shown the parallels between Hersey and
Blanchard's Situational Leadership Theory and a typical OTS class as
it progressed through the four blocks of instruction enroute to
graduation day and commissioning. Situational Leadership Theory helps
the flight commander to recognize the mechanisms at work in the 0TS
environment which relate to student maturity levels. Examining this
parallel should help OTS flight commanders recognize specific
situatinrnal occurrences in the training environment and to identify
the most appropriate leadership behavior to help the individual
trainee or the group as a whole.

The next section offers specific actions which flight commanders
carn take in response to specific situations along the maturity
continuum.
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Chapter Four

WHAT TO DO

As shown in previous chapters, maturity levels of OTS students.,
as a charactaristic group, should change as students progress in
status from fourth class through +irst class. These changes
correspond to the varying levels of maturity outlined in Hersey and
Blanchard's Situational Leadarship Theory. This theory recommends a
different leadership style for each of the four maturity levels OTS
students should transition through as they successfully achieve the
goals of the OTS training program. Houwever , for OTS flight commanders
to put the Situational Leadership Theory into actual practice, the
theory needs to be broken down into specific behaviors and techniques
flight commanders can uze when leading officer trainees.

This chapter lists specific behaviors and techniques flight
commanders can use to personally display the four primary leadership
styles described by Hersey and Blanchard. In particular, this chapter
addressss five major areas in which flight commanders and students are
directly involvued: room maintenance, office reporting procedures,
drill (marching?), classroom procedures, and feedback./documentation
grocedures. For each of these major areas, this chapter lists a
different sel of behauviors and techniques specific to each of the four
rhazecs of student development.

The behawvior: and techniques recommended in this chapter are
dr awn from the authors' total of 6 years of experiance as members of
the OTS staff. Both authors have served as flight commanders and
their combined fcllouw-on assignments included?! squadron operations
officer, squadron commandar , curriculum area manager, Chief, OTS
Of+icer Orientation Division, and Executive Officer for the OTS
Commandear . The recommhdations made here are also based on the
authors' vears of observing and supervising flight commanders.
thor eaver ., most of the behawviors and techniques recommended in this
chapter have been used with success by the authors and other flight
cummander e . In fact, many of the recommendations are more "reports”
an what successful flight commanders have and, in fact, are doing than
they are "innovations." Despite thece facts, some of the
recommendations may, in minor ways, be counter to existing OTS
regulations. Therefore, Chapter Five lists changes that must be made
in var1ous regulations to fully and "legally” implement this chapter's
recommended leadership behaviors and techniques.
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ROOM MA INTENANCE
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Room maintenance refers to student efforts to set up and maintain
their dormitory rooms in accordance with very specific and someuwhat
complex instructions contained in OTSR 508-1, Qfficer Trainee Dormitory
Arrangement. As an evaluation tool for flight commanders, room
mainternance reveals an officer trainee's time management ability,
motivation, attention to detail, ability to work as a team with his or
her roommate(s), and overall ability to adapt to military life (7:1).

Fourth Class

The majority of instruction in room maintenance will be done by
the fourth-class students' Louwer Flight Captain (LFC)> and his or her
assistant (ALFC). LFCs are upperclase students who are in charge of
the training and supervision of flights of louwarclass students. LFCs
rely on the help of other upperclass students within each squadron to
instruct rnew students in room maintenance procedures. Students tasked
with belping LFCs teach room maintenance are called "roombuddies®; a
roombuddy is assigned to each louwerclass room. Houwever, even though
fourth-class students have a lot of help setting up their rooms,
t1ight commander inunluvement is still very necessary to ensure
students understand what's required. So much attention is required
because room maintenance is the first big hurdle officer trainees
face. I+ they don't learn houw to set their rooms up and maintain them
versy well, they'll earn demer its throughout the program.

Recommendations. Remembering that a directive leadership style
is mos’' appropriate for new trainees, flight commanders should follow
the recommendations below to enable students to quickly and
effect ivvely get their rooms in order.

a. Inspect rooms with students and their LFC/ALFC watching. By
doing tris, students will better understand uhat types of things
flight commanders look for during inspections and can alter their room
mainterance efforts accordingly. Let students Know what is expected
and 3tknw them how to accomelish it.

4 Follow up unacceptable inspections with additional in-room
instrus*i1on for poorly performing students.

@ . ROA
o oL v .t

4 Inzpect rooms at least 3 days in a row, or until students, as
a group. seem to understand how to Keep their rooms in proper order.

i [ ot I R ] -’-'
.*: ". "u ‘.l A: .‘1 .
LI R At

¢ . At the end of the -irst week of training, ask students if
i@, thas +- w their roombuddies. If they don't, find out who their
- roomb ies are and give them demerits for failure to follou

instructions concerning their responsibilities.
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e. Cons ider organizing a "roombuddy inspection" uwhere
roombuddies get one fourth of the demerits earned by the students uhom
they are supposed to be helping. This technique will encourage
roombuddies to be actively involved in getting students trained in
room mainterniance.

f. Ihspect rooms at least tuwice each weekK while students are
fourth class. Try not to inspect on the same day each uWeeK’ Keep
students guessing as to when inspections will be so they won't be
tempted to cut corrners on days they feel free from an inspection.
This 1s necessary to help get room maintenance established as a habit,
not = task only rperformed to pass an impending inspection.

3. Conduct no-notice security drawer checks each weekK uwhile |
students are fourth class, even if the checks must be conducted after
duty hours, If after -duty hours inspections are required, don't allou
students to open their security drawers until they are being inspected
and don't issue demerits (ger OTSR 5@-1, rooms are only required to be
in inspection order during duty hours)? houwever, use inspection
results as information for follow-on counseling.

h. Just before students turn third class, have their LFC
organize a mass check to ensure the new blue uniform items they'll
begin to wear when they turn third class have been marked in \
accordance with QTSR S@-i. |

Third Class

As students turn third class, involvement of upperclass students
in the maintenance of lowerclass student rooms should begin to fade.
However, since fourth-class students will have already had 3 weeks of
intensive effort in room maintenance, flight commanders should expect
students to be very capable in room maintenance. If some students are
rnot performing to the average level of their flightmates, flight
commanders zhould document and counsel the poorly performing students.

Recommendations. Since Hersey and Blanchard recommend a
"selling" type of leadership style for followers possessing the
characteriztics of third-class students, flight commanders must alter
their directive approach regarding room maintenance. To ensure
students continue to properly maintain their rooms and to more
accurately display the relationship-oriented selling style of
leadershirp, flight commanders should change their supervision of room
m3intenance in the wave listed below.

a. Inspect rooms at least tuwice per weekK during the first 2
weekr:z of the third-class period, themn only once during the last week.
Dur ing the last weex, students will be very busy preparing to take on
uprerclazs positions and to take their second Consol idated
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Written Test, as well as preparing for graded briefings. Toc many
room inspections during the last week could force student attention
auway from these more important activities.

b. Conduct only one securit’ draver inspection during this
period and conduct it on a surprise basis.

c. Inspectione don't need to be as thorough and detailed as
they were uwuhen students wera fourth class. By nouw students will
already be well trained in room maintenance and should hauve major
procedures down to a habit pattern. Inspections should concentrate on
obuious violations of room maintenance standards, such as hidden items
in drauers or overhead cabinets, dirty floors and baseboards. items
not grounded., blinds open, thermostats incorrectly set, and other
violations that come from being rushed or carelecs.

Second Class

As explained in previous chapters, second-class students should
be more independent and capable than fourth and third-class students.
In fact. their capability would lead Hersey and Blanchard to classify
them as "able®; howewver, their independence uwould classify them as
"unwilling." The Situational Leadership Theory prescribes a
participating style of leadership to motivate follouwers who are able
but unuilling. Therefore, room maintenance supervision techniques for
secord-class students should recognize the demonstrated ability of
students to properly maintain their rooms and aive them the freedom
from harsh inspections that their demonstrated ability deserwves.

Recommendations.

a. The objective of room maintenance inspectionse from the
second-class point on is to ensure standards are maintained and
upper~lase cstudent rooms serve asc good examples to neuwly arriving
louercliass students. Remember ing these objectives, flight commander
inspections chould only focus on obuvious viclations.

k. MHever inspect student rooms more than once per ueexk after
students turn upperclasc. I1f possible, inspect the same day each ueek
so students 1ill be able to anticipate inspections. Student: should
have »oom maintenance doun to a habit pattern: however, the demands onf
second-class status may force them to spend less time than before on
room maintenance. To ensure rooms meet standardse, have the upperclacs
students selected by flight commanders to supervise their peers., the
Upper Flight Captains (UFCs), inspect on an irregular bacis. Houwever.
direc* UFCs to only lookK for obuvious wiolations.

. Conduct one gsecurity drauer inspection during this period.

Houeuver , telegraph nwhen the inspection will be. Telling students to
remain in their rooms just before time to march t¢ a sports game or
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telling them to wait in their rooms before they shower after a game
will enable students to anticipate the inspection. This will give
student: a charnce to get their drauers in order. However , don't give
so much warning that students have time to correct gross violations.

d. Flight commanders should consider skipping room inspections
33 3 reward for superior flight performance, such as winning an
inportant game, earning a 1808 percent pass rate on a Physical Fitness
Test for the first time, or winning Flight of the Week. One note of
crution thouah, never use room maintenance inspections as punishment
for poor performance, particularly if demerits given could seem petty
or arbitrary. Giving uhat would seem to be "bogus" demerits destroys
the +#light cormander's credibility and student motivation.

First Class

Flight commander involvement in room maintenance should be at a
minimum dur inga the last 3 weeks of training. The apparent "hands off”
approach to room maintenance recommended in the 1ist below relies on
students achieving the final stage of maturity in Hersey and
Blanchard's Situational Leadership Theory. First-class officer
trainees should be maintaining their rooms as a matter of coursae,
rather than Jjust to avoid punishment through demerits. Therefore,
they should respond favorably to a delegating style of leadership from
their flight commanders. To students displaying the highest level of
matur ity in the task of room maintenance, heavy-handed inspections
will destroy morale by sending incorrect messages concerning their
abilities and the motivations of their flight commanders. Students
exrect to be able to earn their flight commander's respect and the
resulting benefit of the doubt that comes with that respect.

Recommendations. To ensure room maintenance standards are

sustained and to demonstrate a delegating leadership style, flight
commander s should follow the techniques listed below.

a. Only inspect once each ueekK and not at all during the last

ueekK of training. Maintenance of standards chould be trusted to UFCs,
and flight commanders should only rarely award room maintenance
demerits. In other wordes, trainees should be maintaining acceptable

room standards without direct involuement from flight commanders.
Students identified by UFCs or flight commanders for poor room
maintenance dur ing the last 3 weekKs of training probably haven't made
the last jump in maturity to the "able and willing"” level. Flight
commanders must carefully consider the reasons for a student's poor
room maintenance and the student's uworthiness for a commission.

t . Clearly telegraph or entirely skip the security drauer
inspaction far first-class students.

a7




REPORTING PROCEDURES

K LY

SN ]

A

ﬁ{ Reporting procedures are outlined in OTSR 30-1, Customs,

{; Courtesiec, and Conduct, and are used by students when they enter or
W) exit a superior's office, room, or work area. These procedures help a

flight commander judge students' poise and confidence, ability to

" salute properly, and overall military bearing.

o

S Fourth Class

\5- -

Ly Fourth-class students are very anxijous about reporting

¢ procedures. Students are concerned because they must properly 2xecute

o the procedures in one-on-one zituations with their flight commander=.

tiﬁ In these sjituations, students don't hauve the security of surrounding

:;ﬂ flightmates, enabling them to blend into a group? they go it alone.

el Naturally, student motivation to learn and perfect reporting

{5 procedures is uvery high.

:u: Reporting procedures are also very important to fliaht

s commandars. How well officer trainees perform reporting procedures
’Q positivelv or negatively influences the first impressicns flight

¢} commanders get of their students as they report for initial

JS counseling. Eventually, how well they perform the prcoccedures directly
sl reflects the ability of their €1light commanders to train and

i{ discipline students. A csimilar situation exists for student

performance of classroom opening and closing procedures. This area is
discussed later in this chapter. Therefore, the motivaticn of fliaht

commanders to ensure students can properly execute the procedures is
also very hiah.

o, L
L
i)

ISy

Ironically ., even though both students and flight commanders are
very concerned uith perfectly performing reporting procedures, much
ot can be gained by not ztrictly adhering to the procedures throughout

D)
LN
w NN

e

. the entire program. The technique recommendations belou will
- illustrate how gradually alleuwing students to sKip more and more parts
_) of the reporting procedure process as they progress in maturity will
g:{ help flight commanders display varying leadership cstyles.
-
o
"y Recommendations. To properly use reporting procedures as a tool
b}_ for dicsplaving a directive leadership style,. fliaht commanders should
“ follow the techniques and recommendations belou:®
o a. Ensure LFCs and ALFC:s Know proper reporting procedures: they
N tesch the procedures to neuw fourth-class trainees,.
‘-.
:;: b, Each time a fourth-clases student reports. critique his/her
kg repor+ing procedures. Let students Know if thev 're performing the
' procedures correctly or incorrectlv.
¢
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c. Never allow a fourth-class trainee to enter or exit an
nffice uwithoaut using proper reportinag and exiting procedures.

d. ihen flight commanders are not readv to talk to rerpcorting
fourth-class students, due to using the phone, completing paperuwor«,
talKking to colleagues or other students. etc, then they should leave
students standing outside their offices. Students should not be
directed to a waiting area unless the delay will be quite long or more
than two students are already uwWaiting to be seen. Using this
technique will help give fliaht commanders a way to display
relationship behavior later in the program by allowing students to
enter at eace and wait during the situation described above.

e, lLeave students standing when they report to ask questions or
make statements. Allow them t> sit only if buciness with them will
take a long time. such as during counseling cessions.

f. Flight commanders should require each fourth-class tr-inee
to report to their offices at least once per ueek to ensure students
Know proper reportina procedures. Having each student report
regularly will give them practice "under fire®" and may even prevent
them from getting demer its for using improper procedures when they
report to other flight commanders and superiors later in the program.
Also, if students are unsure about their ability to prorerly perform
reporting procedures, they may avoid reporting to superiors for fear
of receiving demerits. Therefore, requiring students to report
regularly may reduce student reluctance to visit flight commanders and
instructors.

Third Class

Third-class students should favorably respond to flight
commanders displaving a selling style of leadership. Since the
selling stvle of leadership i3 high in both task and relationship
behawvior . flight commanders need to alter their supervision of
reporting procedures from the exclusively task-oriented nature of the
directive leadership stvle recommended for fourth-class students.

Recommendations. While still very much focused on task-related
behavior. fliaht commanders of third-class students should also begin
showing an increase in relationship behavior by ba<Kina away from some
aspects of the procedures.

a. Fliaht cormmanders should continue to have studentes wait
outs ide their doors until thev're ready to talk to them unless the
delay will be more than just 2 few minutes. I1¥f the the delay will be
more than about 5 mirutee, allow students to enter, using proper
repor ina grocedures, and to have a seat and wait, if arppropriate.
For d lavs of longer than 5 minutes, ask students to return at a
desi1anated time.
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offirer trainee Knocks on his or her door . the flight commander should
. direr* the trainee to break from proper procedures tc¢ answer direct
ques*ions concerning the nature and anticipated length of his or her
visit. I the fliaht commander has time to deal with the ctudent. the
student should be directed to knock again and resume the proper
; reporting procedures. 1§ the flight commander dces not have time to

visit with the student. the student should be askKed to return at a
des ianated time.

’ b. I1¢ a fliaht commander is pressed for time and a third-clacs

. l"l.l‘
s e t_a

x
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]

‘) c. Students should occasionally be allowed to leave their
}L} $ligh+ commanders' offices at ease, uithout performing the normal exit
;f{ procedures. Houwever , flight commanders should net allou students to
e leave at ease after a negative counseling session.
J‘_
’ Second Class
:J: Second-class officer trainees respond more favorably to a
:ﬁ: rarticipating style of leadership. Thies style is manifested by high
[\l relationship behavior and low task oriented behavior. By now.
<ﬁQ students should have demonstrated their ability to properly perform
.V reporting procedures many times. Therefore, flight commandersz should
!ﬁ feel €ree to "back off" on raporting procedures by a significant
}:} measu A, Most students should interpret this "backing off" as
-i‘j recoarition from their flight commanders of their higher status.
o
Tas Recommendations.
r\- S e e e
t a. Flight commanders should allou students to leauve their
\#\ offices at ease more often,.
‘u‘.\
S
o b. I§ a flight commander is on the phorie or uworxkina on
:BQ paperwork when a student whom he or the sent for comes to the door,

the student tshould be allouwed to enter at ease and to cit and wait
unti] +he f]light commander is ready to talk. Houwever , the <tudent

should be required to wait nutside if he or the is reporting for a
negative counseling session.
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c. Students reporting to fl1ight commanders toc complete routine
«‘, dutiec . such as dropping off reports, and who don't have questions or

P
L A et

statements to make, should be alloued to enter and exit at ease.

. d. Students reporting for counselina in the Writing Improvement

. Program should be allouwed to enter and exit 3t ease. Beina at ease
will -~ - lp establish an atmosphere more conducive to learning.
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First Class

Flight commandars should treat first-class trainees just as
lieutenants are treated by majors. Flight commanders should command
respect, not demand it, and trainees should Know how to properly
display military bearing and courtesy in the absence of standard,
rigid guidelines. Indeed, this is the situation that will face the
trainees in just a feu weekKs when they bacome lieutenants. Therefore,
flight commanders should feel free to “"test" their students by backing
further away from standard reporting procedures.

Recommendations.

a. If 3 student has an appointment or wmas sent for by his or her
flight commander, the student should be allowed to enter and exit the
flight commander's office at ease. However , the student should be
required to properly report if reporting for negative counseling.

b. Require first-class students to use standard reporting
procedures only very rarely, such as during formal counseling
sessionhs,

c. Dur ing the last 2 weeks of the program, occasionally rise and
greet first-class officer trainees reporting to your door, just as a
wina commander would who uwanted to make a visiting captain feel at
ease.

d. 14 a flight commander has sent for or has an appointment with
a student and is on the phone or doing paperuork when the student
arrives, the flight commander should interrupt his or her activity, if
possible., (v take care of business with the student.

DRILL

Drill, or marching, as some may call it, is of great concern to
0TS students and staff. One look at the OTS campus reveals the basic
irportance of drill--students march everyuhere they go. Basic drill
movements are taught by flight commanders and parade movements are
taught by personnel from the Drill and Ceremonies Branch of the OTS
Academic Instruction Division. In addition, drill procedures
particular to OTS are covered in OTSR 30-1.

For flight commanders, drill represents more than just an orderly
meanz of moving students from place to place. Drill gives flight
commanders a 1ot of valuable information about their students. As
students perform drill movements with their flights, they reveal their
confidence, military bearing, ability to work as a member of a team
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and as a team leader, adaptability to stress, ability to think and
act quickly, and poise. These factors are important because they
indicate a student's ability to adapt to military life.

Drill is also very important to students and they are very
anx ious to become proficient at performing drill movements. Students
have several reasons for being concerned uith drill. For one thing,
drill is the only "vehicle” students can use uhile on the OTS campus’
it's the only uway they have to get from place to place at OTS.
Moreover , students undergo a graded Drill Performance Rating (DPR)>
after being at OTS just a little more than 3 ueeks. Even more,
students are highly motivated to help their squadrons uwin graded
rarade competitions and to present a sharp and impressive performance
during graduation parades.

Fourth Class

Since students must march virtually evervuhere they go on campus,
they get plenty of practice to perfect their performance of drill
movements. Nevertheless, since they march almost from the moment
they arrive, students are highly motivated to become very good at
drill, very quickly. Therefore, to accurately display the directive
sty le of leadership necessary for fourth-class students, flight
commanders should ensure students get the instruction and practice
thay need to become proficient as soon as possible.

Recommendations.

a. While escorting students during the days before the official
training program starts (minus training days) and during the first
week of training, flight commanders should use every opportunity to
explain drill procedures and to instruct drill movements. Students
shouldn't be alloued to just *gaggle march® from place to place with
the assumption that they'll learn proper procedures later during
drill classes. Establ ish and enforce drill standards from the very
beginning.

b. Ensure LFCs and ALFCs have good marching sKills. Get out on
the drill pad and march with them or observe them marching their
flights in simulated DPRs. LFCs and ALFCs teach drill procedures and
movements to new lowerclass students before students get formal
instruction from their flight commanders.

c. Fourth-class students will organize off-duty drill practice
sessions., Flight commanders should attend as many of these sessions

as they can to ensure students are practicing movements correctly.

d. Spend extra time workKing with the lowerclass students in
charge of supervising drill practice sessions ("drill honchos" and
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’f- their assistants). Ensure they know how to perform the movements
- before they begin off-duty drill practice sessions with their

" flights.
( e. Require drill honchos to submit ueekly reports listing off-

duty practice sessions and who attended. Counsael students not

[~
f attending practice sessions as to the importance of drill practice in
- passing the DPR measurement.
s
. f. Be willing to spend off-duty hours, particularly during
v weekKends , to help poorly performing students.
‘ﬁ g. Watch students march to or from class or meals at least four
b times each week and make on-the-spot corrections.
. .c
Y
h. Flight commanders should march a simulated DPR and have their
ol drill honchos prouvide a critique. Students learn by watching someone
o who Knows houw to do the job? the drill honcho is not the best one to
> demonstrate the DPR, the flight commander is.
o
N
) i. Flight commanders should not ignore students who are doing
Py well in drill. They should try to spend an equal amount of time
- helping students who are doing well as they spend with students doing
; poorly. This way, students doing well may be able to excel on the
- DPR measurasment.
f}_
' Third Class
b 2P R ladE
(~. Third-class students should be able to march fairly well. They
f:: will have faced the DPR and only the feuw who didn't pass will require
'f- special attention. Students will be turning their attention to
ﬂ’: learning to march in graded and graduation parades, areas not taught
i:: by flight commanders. However , to display the selling type of
B leadership most effective for third-class students, flight commanders
- should support and encourage students as they endeavor to learn
) parade mouvements.
v,
. Recommendations.
".r
'
‘ . Flight commanders should attend their flight's classes in
=, parade movements and as many parade practices as possible. They
j should encourage students to perform well and critique their
o performances. Houwever, since parade movements are taught by Drill
- and Ceremonies personnel, flight commanders should be sure to Keep
L out of their way.
¢
> b. Continue monitoring students as they march to and/or from the
!, dining hall or class at least tuice per week. Make on-the-spot
,ﬁ corrections as necessary.
o
"?
]
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N Second Class

N

:R Second-class students are highly proficient in drill and onl»

¢; require a minimum amount of attention to enzure standards of

discipline are being maintained. The particirating style of

( leadership appropriate for second-class students calls for lou
,:x emphasis on task behavior. but hiah emphasic on relationcship behavior.
;91 Therefore, flight commanders should continue to encourage students to
f} do well in parades and praise them when they do well.

-

1% Recommendations.

t
‘¢? a. Flight commanderse should cut back watchirg student: march tc
ir. meals or classes to juzt once per ueekK and make spot corrections onl:
*: if needed to regain control or discipline. Other corrections chould
"y be made later directly to the individuals involuved.

b. Flight commanders should attend each of their squadron’'s
formal retreat ceremonies and praise good performance. Poor

s

: perfnrmance will be dealt with by Drill and Ceremonies personnel
.& supervising the retreat.
s c., Flight commanders should continue to attend every parade
- practice they can and use these opportunities to encourage students
i: and rritique performance.
=,
:;} First Class
f{ - T
) Firzt-class trainees should be able to march very well and
g, maintain drill discipline on their own. As first-class students, they
:y are responsible for all other students on campus and should be setting
b the evample and enforcing standards throughout the student wing.
‘e Fligh* commanders are most effective uith first-class students when
:: they uce a delegating leadership stvle. Therefore. involuement by

flight commanders in supervising drill zshould be cut back by a large

)

margin.

OLQ
‘ol Recommendations.

J‘,\ — T

[ J.

L v, a. Flight commanders no longer need to observe their student:s
:? as they march unless a UFC aszKs for help to maintain marching

- discipline.

i

W

é= b. Officer trainees are naturally motivated to perform uell
5 dur ing their graduation parade, so flight commanders need not attend
‘.

bw grada“ion parade practice cessions.
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CLASSROOM PROCEDURES

Classroom procedures are outlined in OTSR 30-1. Students aire
trained in these procedures by their LFCs and./or ALFCs. These
procedures are particularly important because they involuve the
classrnom environment, the area where the majority of contact betuween
students and flight commanders takes place. Flight commanders and
students learrn a lot about each other from their relationships in the
classroom. Flight commanders learn about their students' willingness
to become involuved in group discussions, how well they're prepared
for class, if they can think and talk on their feet, if they Know
their duties as flight leader of the day, and many other bits of
information useful in judging hou well students are meeting OTS
training goals. On the other hand, students learn a lot about hou to
be an officer by watching their flight commanders. They learn
everything from houw to wear their uniforms and have their hair cut to
how to act. what attitude to have, and uwhat values are important.
Since a great amount of student-contact time is spent in the
classroom. flight commanders should view classroom time as leadership
time, As the recommendations below will show, the time flight
commanders spend in classrooms with students contains many
opportunities to demonstrate different styles of leadership.

Fourth Class

Fourth-class trainees need their flight commander's leadership to
help them learn to fit in at OTS. Students have a lot to learn and
many new habits to develop before they can begin feeling comfortable
in the OTS environment. The information belouw is divided into
ceveral areas where flight commanders can provide important
lexdership. A list of specific techniques for use wWwith fourth-class
trainhees follouws a brief description of each general area.

Standardized Classroom Procedures. Adhering to standardized
classroom procedures, as cutlinad in OTSR 3@-1, is very important
because each flight will have several different flight commanders
conduct classroom sessions throughout training. To prevent students
from getting demerits from other flight commanders for using improper
procedures, ouning flight commanders must ensure their students Know
and are able to perform the standard procedures. Moreover , if
students uce improper procedures uhen being taught by other €]light
commanders, the ouwning flight commander 's Knouwledge and/or ability to
train may be doubted by his or her peers and students. The resulting
lack of credibility could harm the flight commander's ability to lead
and train students.

Inspections. Flight commanders are required to conduct a
persJ;:T—inspection of their students during classroom time every
duty day, 1f goszzible (4:95), Inspections are very important because
they help teach and reinforce personal appearance and uniform
standards.
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Classroom Preparation and Farticipation. Students must read the

material assigned for class to be able to constructively contribute to
class discussions and to Pass meazurements. Fourth-class students
have many demands on their off-duty time, so fl1ight commanders should
be very directive concerning classrcoom preparation and participation.

Recommendations.

a. Strictly enforce classroom reporting procedures. Don't
allow students to sKip class opening or closing procedures.

b, Critique each cstudent's performance as flight leader of the
day so the student and the entire flight will understand hou to
properly perform the procedures. Have students who improrperly execute
procedures reaccompl ish them immediately after they've been critiqued.

c. Never allou students t0 remain at ease when a flight
commander enters or exits a classroom any time other than when class
is in cession or another flight commander is in the room.

d. Each flight commander should personally inspect his or her
students evervday during the first uweeK of training, even if a special
cession must be called to have an opportunity to inspect. Consider
cetarting the first class of the day 10 minutes early to ensure having
enough time to conduct a complete and close inspection.

e. Dur ing inspections, fl1ight commanders should loudly announce
each student's errors so the entire flight can benefit from each
other's mistakes. Explain each error so evervone will understand and
learn from each other's mistakes.

f. During the first ueek of trainina, ogive student:s an
opportunity to annotate the demerits they get during inspections.
They earn so many demerits during inspections the first week . they'll
have a hard time remember ing all the demerits as they are given,. A
good technique is to allow students toc break attention immediately
after being inspected to annotate their demerits.

Q. During week 2 and-7or 2, conduct "uingman" inspections uhere
the student to the right of the trainee being inspected gets the
demerits the inspected student receives for violations the "wingman"”
could have corrected for the student prior to the inspection. LUWlingman
inspections heighten student awareness of uniform violations and
encourage students to be aggrecsive in helping others correct errors.

Yo, Create short pop quizzes to ensure students are prepared for
class. Quizzas will force students to manage their time well enough
to read the required material. Document poor performance and iscue
demerits . as appropriate.
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i. Follow all standard classroom procedures, but establish a
relaxed environment once class begins to facilitate learning; don't
Keep the stress level high.

J. Enccur age participation by all students’ call on the more
quiet students to ansuwer questions or give their opinions during
class. Bring everyone into the discussion.

K. Emphasize the importance of class participation by referring
to applicable garading areas on the Officer Trainee Effectiveness
Rating form. Make sure students understand the mandate for
participaticn.

1. At the beainning of the second week, flight commanders
should try to recall their students' names without looking at a
roster. The ctudents whom flight commanders can't recall are probably
the more quiet students. These students should be counseled
concerning their lack of participation.

m. Consider requiring the more quiet students to make a
contribution in every class and Keep track of their performance.

Third Class

Third-class students should be more comfortable in the classroom
environment and more willing to contribute in class. Moreover, they
should have their time manaagement discipline doun well enough to
usually be prepared for class. However, since they begin uwearing a
new uniform combination when they turn third-class, they still need
strong attention during personal inspections.

Recommendations.

a. Continue ctrict adherence to standard classrcocm procedures.
However . on infrequent occasions, flight commanders should allow
students to remain at ease when they enter or exit the classroom
between classes.

b. Continue establishing a relaxed environment in the classroom
during class. Houwever , insist students observe standard classroom
procedurec.

c. Durina the first week of third-class status, flight
commanders should use the inspection techniques and procedures
recommended for fourth-class students. Reneued emphasis on uniform
inspections is required because students exclusively uear fatigues
until thev turn third class. When they begain uwearing blue duty
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uniformse for the first time, they need almost the same amount of
attention as neu students to ensure they're trainea in the proper
wear and maintenance of the new uniform.
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d. Continue using pop quizzes, but only infrequently, to ensure
students are prepared for class.

e. Consider trading flights for several lessons with other
flight commandaers to give students the benefit of getting to Knhouw
other members of the staff and to check how well students perform
classroom procedures for someone other than their oun flight
commander .

f. Have students organize a brainstorming session to analyze
their succeszses and failures on the first CWT and to make

recommendations to improve perforrance on future CliTs.

Second Class

Students will be facing three significant challenges during the
first 10 davs of second-class status that may tempt flight commanders
to revert to a directive stvle of leadership. In fact, these
challenges may even make second-class students prefer to be directed.
Houwever ., to enable students to continue to mature and grouw in
confidence and ability, flight commanders should use a participative
leadercship style. This style should enable students to come up with
their oun decisions and allow them to use the sKills and information
they gained over the previocus 6 weeKs. The major challenges of
second-class students are outlined belouw.

Upperclase Duties. Students will begin learning and performing
duties in the student wing organization during the first part of
second-clase status. In addition to being challenging, their neu
duties will be very time consuming. They 'l1]l need advice from their
flight commanders and other staff members and should respond
favorably to a participating leadership style where they have an
input in how they accomplish their duties.

CWT-3. Due to the time demands of upperclass jobs, many students
do poorly on CWT-3. Flight commander particiepation in student
efforts to manage their time and to prepare for the CWT should be
most effective. Such activities as group time management councseling
sessions, reneved emphasis on group study sesszions, and open question
and answer periods hosted by flight commanders during off-duty or
weekend time will do a lot to help new upperclass students manage
their time well enough to prepare for CWT-3.

Military Briefing Measurement. This measurement is subject to
the same time pressures applicable to CWT-3, but it aleco has the
added characteristic of beirng the first measurement that depends, at
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least in part. on student creativity. Up to this point, measurements
have covered information or training uhere simply recalling previously
learned data or performing standard marching movements was all that
was required to pass. Houever, with the graded briefing, studants
must apply what they 've learned about briefing techniques during a
briefing they create. Student anxiety about this measurement is
naturally high and the willingness of flight commanders to listen to
practice briefings and give feedbsack can go a long way to building
confidence and motivating studente to do their best,

Recommendationg. With these challenges in mind, every
opportunity should be used to build confidence in students and to make
them realize thev have the ability and sKills necessary to succeed.

a. Discontinue using pop qQuizes. Students should be motivated
and able to be prepared for class on their oun. Document and counsel
cstudents obuiously not prepared for class.

b. Begin to allou students to sKip formal classroom opening and
closing procedures uhen several flight commander -led classroom
sessions are held consecutively. Require proper procedures to open
the first class and to close the series of classes.

c. Students should be allowed to remain at ease more often wmhen
their flight commanders enter or exit classrooms.

d. Personal inspections should concentrate on obvious uniform
violations or lapses of attention to detail. Picky inspections will
be counter-motivating and unnecessary since proper habit patterns
should have been establizshed during the previous 6 ueeks. Document
and counsel students with recurring uniform or appearance vioclations.

e. SKip some personal inspections as rewards for superior
performances, such as winning Flight of the Lleek, doing uwell as a
fliaght on the preuvious dav's perscnal inspection, 100 percent pass
rate on 3 measurement, etc.

First Claszs

The last 3 weeks of OTS consists of a winding dowun of the
training program and a winding up of preparations for graduation day.
In fact. the students only have one CWT left and a relatively easy
Airman Performance Report measurement. Moreover , the last week of
training is almost exclusively focused on preparations for graduation
events and attending squadron auwards banquets. Nevertheless, the
importance of the last 3 weeks of training can't be ouver stated.
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Students call the last week of training "CWT-6." meaning they
feel like thev're still being tested even though they've passed all
graded measurements. That's a good way for flight commanders to feel
as well., They should test first-class students to see if they are
high in both ability and willingnees to meet the standards and
objectives of the OTS program. Certainly after 9 weeks at OTS,
students should be able to function in the OTS environment with little
or no direction from their fl1ight commanders. First-class officer
trainees should be able to meet most standards through their oun
volition, without constant supervision or the threat of surprise
inspection. 1§ a student hasn't reached this level of maturity, then
certainly the student's worthiness of a commission is doubtful.
Therefore, the techniques recommended below for displaying a
delegating style of leadership are designed to allow students to
demonstrate their willingness and ability to maintain standards and
achieve training goals without intervention from flight commanders.

Recommendations.

a. Conduct personal inspections only very rarely and not at 3ll
during the last week of training except ijust before graduation to
ensure students lookK sharp.

b. Flight commanders should allow students to remain at ease
more often when they enter or exit classrooms: houwever, not all the
time.

c. Continue to skip formal opening and closing procedures
betuaen consecutive classes.

d. Flight commanders cshould end requirements they may have

established for daily flight reports or reports on the progress of
study Qroups.

e. Flight commanders should delegate as much authority as
possible to their UFCs. UFCs should be allowed to Keep track of their

flights and only come to flight commanders with problems they can't
solve.

f. Flight commanders should go through their UFCs with morale,
discipline, appearance, and attitude problems just as an operational
unit commander would go through the NCOIC of a section within the
commander 's unit. Let the UFC and students work out their problems.
Intervene only if absolutely necessary.

49

'i e P et e " AP M T AT AN M T AR N AT AT '
B s N RS e e A e e o S st it Lot




FEEDBACK . .'DOCUMENTATION

Feesdback and documentation refers to uritten documentation of
student prugress recorded on an 0TS Form 45, "Record of Counseling,”
and entered into an officer trainee's training folder. Student
training folders are the primary data source used for trackKing
student progress, selecting distinguished graduates, and evaluating
recommendations from flight commanders for the elimination of
students from training. OTSR 5@-5, Student Counseling, requires
flight commanders to¢ conduct and document a minimum of six cstudent
counsel ing sessions during the {2-weak 0TS program. This regulation
alco requires documentation of certain occurrences, such as
measurement failures (11:1). Houwever, to use documentation as an
effective tool for motivating student:z, flight commanders should
praoduce nmuch more documentation than required by OTSR S@-S. This
section will recommend ways flight commanders can enhance their
leadership b~ uszing additional documentation to provide effective and
afficient po_itive and negative feedback.

Fcurth Class

Documentation for fourth-class students should primarily be
focused on negative feedback. HNeu students generally seeK anonymity?
they want to blend in and fit in. They generally interpret lack of
punizhment as an ackKnouwledgement of success; therefore, generating an
encrmous amount of poszitive feedback paperuork may not be productive.
Focusing on accurate and adequate documentation of negative
performance is particularly important since the majority of students
are recommended for elimination or request self-initiated el imination
while thev are lowerclass students. For example, a review of OTS
attrition for CY 87 reveals 47.3 percent of the total attrition
occurred during the first 3 ueeks of training (13:~--)., Of course
flight commanders shouldn't jgnore superior performance in the form
¢f obiective achievements, such as Officer Trainee of the Week, 108
rercent scores on measurements and tests, etc. Houever, other than
for obvious objective achievements, pocsitive documentation for fourth-
class students can be held to a minimum. Negative documentation
should be uritten in accordance with instructions in OTSR S50-95.

Recommendations. Flight commanders should document the following
1tem:z to track student performance and to let students kKnow when they
they are not parforming as well az necessary to meet standards:

a. The three highest demer it totals in the flight each week.

b. The three hiaghezt totals of room maintenance demerits each

. The thiree most inzxccurately accomplished OTS Forme 24 for
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d. The three highest totals of personal appearance demer its for
each weex.

e. Each time a student improperly performs reporting
procedures.

f. Poor performance as flight leader of the dav.

9. Students who are unprepared for class.

- h. Negative comments concerning attitude, cooperation.

o motivation, or teamuwork submitted by a student's LFC or ALFC.

o~

ﬁ: i. Poor marching ability. Assign extra practice with Drill and

ﬁ Ceremonies personnel, if arpropriate, or with flight drill honchos.
i. Unexcused failure to attend off-duty fliaht drill practice

ﬁ? sessions.

jj K. Demer its earned during Saturday Morning Inspections (SMIs>.

-

2 1. Late or sloppy accomplishment of assigned duties and

9' projects,

n

:J m., Lack of involvement in classroom discussions.

e n. Failure or poor performance on School Regulation Tests.

0. Lack of improvement or negative progress in scores on PFTs 1|
and 2. The PFT is a test of conditioning requiring students to do all
the push-ups, pull-ups, and sit-upe they can do, perform a standing
broad jump, and run 688 vards as fast as they can, all within a 1S
minute time 1limit. Particular emphasis should be placed on students
who passed PFT-1 and then failed PFT-2. A student's failure to
continue to work to improve PFT scores after he or che is confident of

My passing one of the graded PFTs (PFT-5, 6, and ?7) indicates a lack of
ﬁ dedication to flight and squadron aocals. Flights earn points for j
-}: Flight of the Week auwards based, in part, on the compared averages of
? flight PFT scores. Therefore, a student who can pass the PFT. but
! doesn't continue to workK to improve, iz not supporting flight
® competition goals.
" Third Class
7
? By the time students reach third-class status, most flight
4 commanders already Knou uho their problem students are. Doing
"& documentation required by OTSR 50-5 and the additional documentation
: we recommended for fourth-class students should allow flight
LAY commandere to see trends in performance and to clearly identify
-: students uho are not progressing as they should. Flight commanders
: should consult their squadron commanders concerning their problem
"
'C: 42
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students and consider recommending the students for elimination from
the program or for administrative recvcle back to an earlier stage of
training. Should more data concerning poorly performing students be
required. flight commanders can continue to document the information
lizted for fourth-class studentc. However . even though these negative
performance factors will =still be wersy aprlicable to the few problem
students in each flight. flight commanders must use caution when
applying these factors to students past the third week of training.

Mozt third-class students will have progressed to the point
wthere manv of the items for documentation recommended $or fourth-class
students may be poor indicatore of actual relative performance for
students in higher status. For example, documenting the three
students with the highest demer it totals in the flight. when these
students ' demer it totals are just a feu demerits auay from the flight
average. is not a realistic measure of poor performance.

Flight commanders should use a selling style of leadaership for
third-class students. Beainning to produce positive feedback. in the
form of official documentation, can help flight commanders display the
tas® and relationship-oriented behavior that manifestse the selling
stvle. Students are uwell aware of the importance of comments entered
into their records wvia QTS Forms 45. Moreover , thevy're aware that
their records, in a very real way, actually detaermine their fates at
0TS, good or bad. Therefore, students are very motivated by positive
information entered into their records.

Writing the documentation recommended in this section ceems 1ike
it would take a lot of time. Yes . it does. Moreover , many f1ight
commanders perform only the documentation required by OTSR 58-5. only
doing more than required to document poorly performing students thev
intend to recommend for elimination. However , a strong and thorough
program of positive and negative documentation, covering the entire
spectrum of student activity, will let students Know how they're
doin3, where they stand, where they need to improve, and most
irportantly ., that their flight commander cares enough to not only
observe their behavior, but to =it down and urite about it as well.
The documentation techniques recommended here should help students
feel their performance is important. and by doing so, help flight
commanders "sell" the goals of OTS to their students. Positive
dJocumertation does not need to be long, just a short description of
the positive behavior and commentse congratulating and encouraging the
student is all that':s needed.

Recommendations. Techniques for documenting the performance of
third-class students have been divided into 10 major areas of concern.
Specific technijues are listed for each area.
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r:. Measurements.

o

N a. Praise evervone who earned higher than the class

\{. average on CWT-2 and those who earned a scure otr =0 or better on the
{ DPR.

' ﬁ

LN b. Write negative comments urging greater support of

>y flight competition goals and recommending methods of improvement for

.-"t%;f

evervyone who scored louwer than the class average on CUWT-2 and for
those who scored in the low 88s on the DPR (emphasize the importance
of marching ability in competitive parades).

T ts

c. Comments similar to those ocutlined above should be
provided for students after each Schocl Regulations Te:zt emphasizing

14
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;{: squadron and flight competition goals.
Room Maintenance and Querall Merit/Demer it Per formance.

-t
:*Q &. Write a2 pocsitive comment for everyons a: they earn off-
:: base privileges for the first time and for the firz* time they turn in
\?_ a correct OTS Form 24, the form studernts use to report their ueekly

.5 totals of demer ite and meritsz! sncouraage them to Keep up the good

il wor« .,

.. b. Write a Form 45 comment for evervone who earns less
) than or more than the flight average number of demer its each weszK.
. Closely review all QTS Forms 24 for individual merit: or demerits that
= warrant documentation. Praise students who earn merits for actions
out of the ordinary, such a: merit: awarded for loo¥ing sharp. or for

[ A

-
g e Jemer it: awarded for signiricantiy poor behavior, such as failure to
o
1 accomplish rmorning cleaning detail:, disrespect to a :zuperiocr, etc.
'n_-
N
J8
g8
);:, S. S¥rongl,y cuounsel and document the puor performance of
.‘A »

ztudente who earn Medinz or Bedpoz® grivileaes.,

O

L Lraderahip R2action Course (LRCS., The LRC iz a facst-paced
» t . . . n . .
S ieadercehip exercice conzisting of (68 cuventz =zat in escape znd ewvaszion
i\f o insurgaency Loenaciuss. The LRZ rewanis irdividual leader:zhip. the
T sbidiit Lo act 3as a team lesder and member . adaptability to stress.
S zv.d abilits, to thin and 3.t under *ime pressure.
L
o a. Write = pneitive crmment on the five or six students
o whe e¢heowed the most impre:sive Jeaderthip during the LRC.
".";\.‘
7:: LN Write 2 neaative coamment c2lling for improved
v x3Jr e enezs, stronger involuvement, and./cor better leadership for the
3 thraas ar £four studentse who performed weakly during the LRC.
.
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f Upperclass Positions.
-~ a. Write a cstrong positive comment for each student selected
to meet the boards for celection for a command or wina staff job in
~ the student-run wing organization. Follow up with congratulatory
X comments for students uwho go on to wing-level boards. Finally, wurite
~. comments praising students who earned important jobs at the wing,
N aroup ., and squadron levels.
b. Write encouraging commente to students who didn't recaive
Jobs (officer trainee second lieutenants) and emphasize that since
{ thev have no formal job. they have time to be very invelued in the
~ training and supervision o2f the neu lowerclass. Charge them to be
. very active and require them to write reports on their activities:
~ tre2at them as though they have a job and make them feel involvaed in
the student wing.
~
~ Run Test,
: a. Fraise the fastest male and female in the flight and
™ evervone who ran faster than the flight average.
{
. b. Irite negative comments for students who didn't seem to
A be givinag the te:st 100 percent effort.
: c. Praise students who were on the remedial run program if
- thev pacsced the test: continue required documentation on Remedial Run
Program students 1uho failed the test.
-
- Phvsical Fitness Test (PFT).
T a. Continue negative counszeling for students who sticw no or
3 decl ining prnagrecs. even though they earn passing scores (see
recommendations for PFT documentation for fourth-class students).
- b. Praise the highest zcoring male and female in the flight.
Write comments challenging the male and female who scored clozest to
: the highest male and female to come out on top next time.
¢ ¢. Cormgare scores between the current and previous PFTe and |
X Fraise esar:one who showed significant improvement.
o
\
? Aer ebici Progr am., Students earn points in the aerobics
i proaram by engaaing in off-duty physical exercise events, such as
| running, swimming, playving basretball, etc.
. |
a. Praise ztudents who earn a significant number of points
o eaxch weex En-21irage them to continue working to earn Distinguished
- Gr aduate points from the aerobicse program.
. |
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b. Negatively document students who fail to earn the weekly
minimum aerobic points unless ther were on medical waivers.
Emphasize the importance of the aerobics program in flight and
squadron competition goals.

Sports. Ll ite the same type of comments ac for the LRC for
the strong and weak performers in each one-pitch softball game. In
these urite-ups, emphasize the importance of teamwork, the impact
sportse have on Flight and Squadron of the lWeek competition, and the
greater demands coming in the flickerball program.

Practice Letter. WLikite comments praising students who do
vary Well on the practice letter assiaganment. Encourage good
performers to shoot for an outstanding grade on the letter
measurement and charge them to helg the poorer performing students.
HOTE: Studen<is who do poorly on this assignment will be entered into
additional training which has specific requirements for documentation
from both ouning and grading flight commanders. Details concerning
this dozumentation are briefed by the Commurniicative Skille Curriculum
Area Manager during each OTS class.

Practice Briefing. Write similar comments as the ones
outl ined above for student:z who do wWell on the practice briefing.
Alco . charae the better briefers to ascist members in their flights
who need help.

Second Class

Az ctudents move from third to second class, they turn from louer
to upperclass, New upperclass students want to play an important
part in deacisions concerning running the student wing and in manaaing
their oun performance. Houwever , they still need indicators of
successful performance: they want to know if they're doing things
right. A particicpating style of leadership is most appropriate for
second-class students because it allous students to be a part of the
decision-makKing process uwhile providing encouragement and support.

Flight commanders can enhance their display of a participative
leadership style by producing much of the same documentation as
recommended for third-class studentcs. thile these documentation
techniques encourage and motivate, they also keep students informed
about how well they're doing. When the documentation is positive, as
most of it will be, it helps ctudents build confidence in their
ability.

Recommandations. Flight commandere should continue performing
all the documentation techniques listed for third-class students as
modified by the three second class-specific items listed belou.
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Upperclass Positions.

a. Monitor the performance of students in Key upperclass
positions for opportunities to document positive or negative
performance. For example, if a lowerclass flight earns an honor,
rraise the flight's LFC and ALFC: if the squadron uwins Squadron of
the Week, praice the officer trainee squadron commander and
operations officer? if the flight or squadron finishes high in
competition on a measurement or inspection, praise the students in
Key positions recponsible for each area, such as the squadron/flight
academic officer, squadron material officer, or squadron athletic
officer ., etc.

b. Should the squadron or flight gperform poorly in the areas
listed above, urite comments urging harder wor¥ and listing
recommendations for improvement. Houwever , take care not to direct
improvement actions, just make recommendations from wuhich students
can choose.

Practice Airman Performance Report (APR) Assigriment. Praise
students uho perform well on this assignment and urge them to earn an
outstanding score on the APR measurement. LUWrite negative counseling
for poorly performing students, recommending ways to improve but
allowing the students to either accept or reject the recommendations.

Graded Par ades. Write positive comments for students in kev
positions whern the squadron finishes in first place during graded
par ades . Enrhasize the importance of parades in squadron conmpetition
and 1n graduation ceremoniecs. Likewice, should the squadron come in
lazst place, urite similar, but negative documentation. Recommend
additional fractice. but leave it up to the studentse to decide to
crganize practice sessions.

First Clasz

First-class students chould be able te accomplish all of their
rezsponsibilities very uwell, They 're competent and capable of running
tt.e studert wing and achieving the remaining training goals virtually
without definitive guidance. Becauce of their capability and
eagerress to use it, a delegating style of leadarship. one that
allows students as much independence and author ity as possible.
should be the most effective style for first-class trainees.

Flight commanders should perform a lesser amount of positive
documentation for first-class students because the effect of such
feedback is probably not really uworth the effort required to gz=herate

it In a zente, first-class students should no longer naed their
fl1ight commanders to tell them when and whyv they're doing thina:s
right or wrong? they ought to already khnow. Moreocver , first-claz:

studente should o longer need to be convinced that good performa..-e
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is important; they should've already internalized the values of the
svystem. In fact, if a flight commander has a first-class student
for whom the previous statements aren't true, the flight commander
probably shouldn't commission the student.

Documentation for first-class officer trainees can be limited to
that required by OTSR 3830-5! positive feedbacK for significant
achievaments, such as Officer Trainee of the Week or 100 percent on
CWT-57 and documentation required to continue trackKking any poorly
performing students remaining in the flight.
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CRY
E:?\ IMPLEMENTATION
)
¥ Accept, enable. and teach’s these are the steps 0TS must take to
:\?_ put the Situational Leadership Theory into actual practice. This
g chapter explaine why and how 0TS should officially accept the
':f: Situational Leadership Theory as the basis for a comprehensive
:ﬁh leadership training and development program for $1ight commanders.
This chapter then details changes that must be made to enable flight
- commanders to freely and fully use the leadership techniques and
:{: behaviors outlined in Chapter Four. The final part of this chapter
;ﬂ}f outlines an effective method for actually training flight commanders
i:ﬂ: in leadership theory and techniques.
U )
o
b ACCEPT
o
N?{ 0TS should accept the Situational Leadership Theory as the guide
\ﬁb for fliaht commander leadership for two reasons. First. as already
o pointed out in Chapter One, the leadership of a flight commander is
{ very imgortant in the successful training of OTS students. This fact
o is even recoanized by szources outside of OTS. For example, in
D, Prezerving the Lambent Flame, a report for the Airpower Research
‘lﬁ' Institute on military values and the Air Force officer accessions
:ﬁ proaram, Major Richard Stokes observed. "The crux and pivot point of
ib : succees or failure in the precommissioning programs rests wmith the
:) officers uwho present the material.... The neuwly commissioned
o afficers can hardly be expected to initially reflect a set of values
.ﬁq or standards different from those of their teachers" (18:66). In
N b sthort, flight commander leadership is important! Second, 0TS
ig students currently receive instruction in the Situational Leadership
e Theory as part of the curriculum. In effect, OTS is using the
." Situational Leadership Theory to teach trainees to be Air Force
" leaders., With these two facts in mind, the mandate to "practice what
E{ vou preach” iec very clear. Unfortunately though, as previoucsly
4? rointed out, leadership is a uvery personal and hard to define
315 characteristic. This fact has been part of the reason why €1ight
Y, ﬁ caommander leaderchip has not been specifically and aggressively !
. addressed in the past. Houwever, with flight commander leadership
;\Jf such an imeartant part of training success, a way to specifically
Ol 3ddres:z leadership must be found and implemented. Since situational
::ﬁj leadership is already being taught to 0TS trainees and is also very
1_$? applicable to the leaderchip challenge facing OTS fliaht commanders,
[~ |
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this theory could effectively serve as the basis for defining and
teaching flight commander leadership. Still, given the intense
personal nature of leadarship. to accept this theory as the guide for
flight commander leadership behavior may require the endorsement and
direction of the OTS Commander and. or Deputy Commander for Military
Training.

ENABLE

Even with an endorsement from the Commander . several changes must
be made in school regulations before flight commanders can fully use
the Situational Leadership Theory to guide their leadership behavior.
Chapter Four recommended many techniques and behaviors fliaght
commanders can use to actually put situational leadership into
practice. Houwever , several of the recommendations are counter to
aspects of current school regulations. For flight commanders to feel
free to uze these recommendations, two OTS regulations must be
changed. First, OTSR 50-1 must be changed to allow flight commanders
to selactively sKip room and security drawer inspectione for
upperclass students. Second, OTSR 30-1 must be changed to enable
flight commanders to direct students to enter or exit their officec
at eacse. This regulation should also be changed to give flight
commanders the discretion to occasionally allow students to remain at
ease as the flight commanders enter and exit classrooms betuween
classes. In addition. OTSR 38-1 should allow flight commanders to
selectively skip formal classroom opening and closing procedures and
personal inspectionrns. Granted, these changes are minor, particularly
in light of the fact that many flight commanders are already using
techniques that are contrary to school reaulations in the wavs
outl ined above. Nevertheless, changing regulations to officially
allow flight commanders the freedom to follow the technique and
behavior recommendations made in the previous chapter will "legalize"
and further endorse the use of the Situational Leadership Theory as a
guide for flight commander behavior.

TEACH

A formal system must be developed to teach and reinforce flight
commander leadercship. Moreover, this svstem must receive the same
emphasis as other aspects of flight commanders' jobs, such as
officiating sports, grading letters and briefings, and teaching and
grading drill., In fact, a good system to teach leadership is already
in place at OTS? the same svstem in which flight commanders learn
ever: ~ther aspect of their jobs. This system involves formal
instruction in the IQT program and follouw-on informal in-service
training (IST) sessions held by curriculum area managers (CAMs)>
before each new block of instruction. For example., while in IQT, new
flight commanders receive instruction from the IQT instructor and a
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otamunicati e zwill: fC2) CAM in the techniques and requirements
teeccoleed an gradin, Letters written by st.oidents. In addition, the CS
CAM hold: T37T: ju:t hefore students begin to write their practice and
3 aded letter measuremnt: to revieuw and standardize letter grading
Frocedu: 2 amoeng the flight commanders carrying flight:z in a
Fparticular class 6f--). So flight commanders not only get
instruction 1n arading letters while in 10T, they also aet review
z23i310ns each time they carry 3 flight. Moreover , ISTs are held for
almost every major aspect of OTS training: drill, flickerball, one-
pitch coftbhall, briefinas, the Leadership and Management phase of
instruction., etc. An effective sy=ztem to teach flight commander
leadership would be similar to the previous example. Flight
cummandar s should receive incetruction in the Situsational Leadership
Theory from the IQT instructor and one of the Leadership and
Management (LMY CAMs. Cffective instruction would include information
explaining the theory and provide a handbooK containing techniques and
bet.aviors to put the theory into actual practice. The OTS faculty
development officer can use this rerport teo develop these products.
Then, before the start of each 3-i:eek pericd of 0TS training, an LM
CAM should hold a leadership IST during which flight commander:z revieu
and discuss recommended leadership styles and specific behavior and
technique recommendations for each reriod.

COrCLUSION

To improve the leadershir f1i3ht commanders provide their
studentz . OTS must accept. enahle, and teach the Situational
Leaderchip Theory 33 the basiz for flight commander leadarshir
behavior. EBoth during and after IQT, the charpest focus is on the
techrnical . rather than inspirational aspectz of being a flight
commander . thile techrnical e-pertize is undoubtedly a must, it can
not stand aleone. FA: Ganer al FPatton cauticoned. "It is the cataclysmic
ecstasy of cuntlict in the flier, not the perfection of his machine
atr, whith Jdrop: the ernemy 1 fFlaming ruins. Yet uvolumes are devoted
to armanent; pages to inspiration'" (2:173€>. While much time and
affart ics zpent at OTS to ready fliaght commanders to perform the
technical aspects of tneir dutiese C(in this analogy, to give them their
armament >, not enough effort is erpended to gaive them the ability to
tnifpire their students with strong leadership. The Situational
Le aderchip Theorw can helg flight cormmanders inspire students as
eftectively 3z they grade letters. inhspect rcoms, or teach drill.
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