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EXECUTIVE SUMMARY
TITLE: Mission Support Squadron: A Look Into the Future

AUTHORS: Wanda C. Wood, Lieutenant Colonel, USAF

Donald K. Grandia, Lieutenant Colonel, USAF
" ~—-}- A review of the Mission Support Squadron (MSSQ) test
program introduces a discussion of the impact on
professional development, technical training, and the
administration, persaonnel, and social actions fields. A
review of the professiohal education courses in the affected
fields leads to suggestions for the curriculum. The MSSQ
squadron is seen as driving a number of changes in the
future. Several recommendations are made as a result. A
sample course of instruction and a sample MSSQ course

outline are included»}l%;3
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CHAPTER 1
INTRODUCTION
Today, perhaps more than ever before, the Air Force

{(AF) must have a well trained, organized, and ef{fective work
force to accomplish its assigned roles and missions to help
provide forr the nation’s security. As the AF approaches
severe budget and manpower constraints, a highly
prafessional, well organited officer corps is critical to
its success. Numerous organizational initiatives have
surfaced in recent years to meet the challenges of the
future more effectively. One such initiative involved
three careor fields in the AF: administration, personnel,
and social actions. CAFR 36=23, dated 1 January 1989,
changed the name of the career field from administration to
information management. Far purposes of this paper, the
authors will use adminis% ation and information management E
interchangably since administration is more widely
recagnized throughout the AF.1] Recently, Headquarters Air
Farce Military Personnel Center (HQ AFMPC) and the
Administrative Assistant to the Secretary of the Air Force
(SAF/AA) completed a detailed test of 19 Mission Support
Squadrons (MSSQs) and have recommended this new

organizational structure for AF-wide adoption.




The purpose of this study is to review the regults
of the MSSQ test, assoess its impact on professional
development, technical training, and the carcer fields of
affected personnel, and recommend changes which would
increase the cffectiveness of the MSSQ and future
cammanders. Even though the MSSQ will cause many chanqges
that will affect officer and enlisted personnel, the authars
will adcdress the MSS5Q from the officer viewpoint only.

They will examine the impact on professional development of
personnel i{n the administration, personnel, and scocial
actions +ields and review the related professional education
courses, The authors will discuss several recommendations
and will present a sample MSSE course outline and a sample
block of instruction. Chapter 11 will trace the

development of the new MSSQ concept.




CHARTER 11
EACKGROUND

In late 1984, the MSSQ concept was developed by Air
Staff personnel from the administration and personnel
communities. Initially referred to as a Human Resources
Squadron, the proposal called for consolidating all of the
base Director of Porsasnel (DF) functions, Social Actions
(SL), Base Administration (DA), and the Family Support
Center (FSC) into a single squadron. The Morale, Welfare,
and Recreation (MWR) function was also an inmitial member of
the M55Q concept. (1:1)

This concept arew out of the perceived need within
the AF to move toward a more generalist versus specialist
oiientation. The intent was to develop an optimum
organizational structure for both administraticn and
personnel carecer fields to meet their peacetime as well as
their warfighting mission requirements. (2:5) By combining
like cupport and service functions, the primary objective
was to determine i+ efficiency and productivity could be
enhanced by this new organizational structure. Related to
this idea was the realization that AF budget cuts would
force the support comnunity to organize in such a way as to

do more with less.
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Two test squadrons wore activated 10 1985 under the

Model Installation Frogram (MIF) and data collection beqan
at that time. In a phased approach, 17 additional test
squadrans wore added to the test plan sisth the last two
squadrons coming on line in Novembeor 1986. (2:%,8) i tatal
of 19 bases from seven major commands (MAJCOMs) participated
in the test. Three additional MSS5Qs were orqanized after
the beginning of the test, but no data was collected from
these bases as a part of the original test. Data from the
test basos was collected through Decembor 1987. The HMSS5Q
test consisied of a core or standard caanfiguration at all 1%
test squadrons. It included the follawing:

= a M8SQ commander

= first sergeant and orderly room

=~ bage administration

- gocial actions

-~ military personnel

= givilian personnel

- education services

- professional military education (FME)
The DP authorization was used for the MSSQ commander
position and the first serqeant and orderly room persocnnel
were obtained from the previous wing and group headquarters
squadron sections (CCQA). Within the core configuration,

three variations were tested:
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Model Installation Frogram (MIF) and data collection began
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were obtained from the previous wing and group headquarters
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three variations were tested:




= Yariation A wncluded the CCQ commander (14 test
rapadronsi
= Vamation B realigned the FSC from the base commander
to the MSSQ Commander (MSSQ/CC) (9 toat squadrons)
- Variation C realigned the MWR function into the MSSQ
(3 togt squadrong) (2:7-8)
In addition to those three test variations, one hase did not
include FHE and two bases had only satellite civilian
personnel functions.
Guidelines for the test squadrons were as follows:

= For the MAJCOMs with ten or more AF installations,
AFMFC requested thoy test a minimum of two
squadrons.

(There were no restrictions on MAJCOMs with less
than ten installations.)

- AFMPC requested the core squadron configuration
with Variabtion C be tested at two squadrons.
(Variation A and B could also be tested at these
locations.)

- Administration (70XX) and personnel/social actions
(73XX)officers were to be MSSQ/CCs and each Air
Force Speciality Code (AFSC) was to be tested at no
fewer than three locations.

= The test phase for each squadron was to be at least 12

months. (2:8)
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As previously stated, all MSSQ/LCs were selected
from the personnel/social actions or administration career
fields. Initially therc were more 73XX commanders dur to
base level grude differsnces, but as the test progressed
additional administration officers were assigned to command
MSSQs. (Due to FCS, promotion, etc., ten of the test
squadrons had two or more commanders during their test
period.)

Data collection from the 19 squadrons was done
through several methods including assessment surveys,
functional surveys, and narrative data. Assessment surveys
vere developed and administered at the end of the test with
one survey for commanders (air division, wing, base,
squadron) and the other survey for branch chiefs within the
MSSQ. Both surveys focused on seven test goals as well as
additional interest items. Functional surveys were
specific to functional areas (DA, SL, DFM,; etc) and
consisted of bath quantitative measures and subjective
inputs. Narrative data came from squadron quarterly
feedback reports and included comments from MSSQ commanders
and branch chiefs concerning problems encountered, benefits
realized, and any special interest items concerning the

overall test. (2:1)
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Analysic of the 64,000 plus data items was done at
AFMFC with the help of the Director af Infarmation
Management and Administration (SAF/AAD). (2:1) A

discussion of the test goals and results follows.




CHAPTER I1I
REVIEW OF TEST RESULTS

AFMFC published the final report on the MSSQ test in
Septomhor 1988, There were problems and changes, but the
test proved that the MSS5Q would worl and should bhe
wmplemented. Semor commanders, MSSQ commanders, and all
the: 1nvolved agency personnel agroed that the test was
positive and enhanced the orqaniration. (2:2)

The test had seven goals. These qoals were 1)
reduce the basce commander s span of cantrol, ) enhance the
responsivencss and accountability of base-level
administration and personnel activities, 3) 1mprave customer
service, 4) amprove efficiencies within base-level
administration, personnel, and the other functional
branchez, 9) cemphatize leadership versus management, &)
enhance morale of squadron members, and 7) improve the
training and placement of administrative personnel across
the base. In addition to these goals, two benefits became
apparent during the test: the enhanced readiness posture for
base-level administration and personnel activities and the
improved worting relationships among all elements of the
squadron- {2:2)

Addressing each goal, the first one was to reduce

the span of control of the base commander. The test did




reduce the span of control by allowing the base commander to
deal directly with the MSSQ commander instead of several
staff agency heads. The test allowed the base commander to
spend more time on other areas such as labor relatjons,
community relations, and discipline problems basewide. In
addition to reducing the number of people the base commander
dealt with, the test showed an improvement in the quality of
the staff work. Having a seasoned officer as the MSSQ
commander made the difference in the review of the staff
papers before going te the base commander. (2:16-17)

There were two other advantages in the reduction of
the span of control of the base commander. First, the
branch chiefs felt they had better and more accessibility to
the MSSQR commander than they previously had to the base
commander, and, second, the MSSQ commander took on the
functional advocacy role. The MS5Q commander had more time
for the branch chiefs and more clout to use when negotiating
with the other organizations for monies and resources,
(2:2%)

The main prablem with the test arose in the
alignment of MWR. The senior commanders felt that MUWR
should stay directly under their control. Subordinating
MWR to the MSSQ commander widened the span of control and

took it too far away from the base commander. (2:24,85)




The secontd goal was to enhance the responsiveness
and accountability of base-level administration and
perconnel actavitios. The test results indicated that
respansiveness and accountability were improved. The test
provided ". . . a single point of contact for most people
oriented functions, . . . " (2:31)  This single point of
contact made 1t easy for vne commander and other base
personnel when they had a problem or question. There was
no doubt about the parent organization of the different
branches. The other distingt reagson that rosponsiveness
and accountabality improved was that the previous staff
chief, now a squadron commander, had the same kinds of
problems as the rest of the commanders. He or she now had

a squadron commander’s point of view in addition to the view

of a staff agency head. (2:31)

The third goal was to improve customer service.
The survey showed that improvements were made in customer
sarvice. Senior commanders and other squadron commanders
in particular were vocal about the noted i1mprovements. The
SL personnel expressed concern that there would be a loss in
customer service support hecause of their subordination to
the MSSR; however, the tost failed to show any degradation
1n the social actions area. (2:39-40, 44)

The fourth goal of the test was to improve

efficiencies within base-~level administration, personnel,

10




and the other functional hranches. The results oe¢ “Yis

goal ware mined. The majormity of the comments on the
survey were positive, but some noted that efficiency had
deteriorated. senior commanders felt that efficiency had
improved. Stxff work improved and problems wers salved at
lower levels. However, base DAs f=lt that efficiency had
doteriorated because they could no longer sign some of their
papcrwork, since DA was clowngraded to a branch from a
division., (2:47-54)

The fifth goal emphasized leadership versus %
management. The consensus of the survey reosults was that
the very essence of adding the command function made
leadership more viable. The survey comments noted that this
goal was difficult to measure, but all agreed that the
command opportunity made leadership emphasis easier.
(22:59-60)

The sixth goal of the test was to improve the morale
of the squadron members. The survey revealed that the
majority of senior commanders and MSSQ commanders agreed
that the morale of the squadron members improved. "The
common thread was the significance of squadron identity."

(2:62) The mere fact of belonging to a squadron and having

the outward identity of hats, sports teams, etc., made a
difference in the way members perceived their worth and the

squadron’s viorth to the organization. (2:461-462)
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The last qoal was to improve the placement and
training nf admtnistration personnel across the base. This
goal wa- met by implementing new progr ams or transferring
responsibilities from one aqency to anather, These two
actions resulted in personalized training in many instances
and 1mpraved the capability of the administration personncl.

2:67)

There were two additional benefits derived from the
tegt: enhanced readiness capabilities and enhanced working
rolationships. The majurilty of the M8S0s noted gains in
readiness, which included improved training, elimination of
duplicate taskings, better disterihution of wartime taskings,
angd better comnunications. Alse, this effort resulted i
better inspection ratings. The grouping of all these
agencies into the MSSQ i1ncrecased the communication among
them and 1mproved the working relationships of all the
affices. The agencies roported that problems were resolved
at lower lovels with less emotionalism and more discussion
on the issues. (2:69,73)

There was one additional problem that arose in the
test, and that was the impact of consolidating the wing and
group orderly room functions. The high numbers of people
in the squadrons, where the consolidation was done, made
management difficult. To solve this problem, AFMPC

proposed two configurations -~ one for large and one for




small bases. At the large locations, the orderly room
functions would be segparate, whereas, they would be combined
at the smaller bases. (2:3-%)

The test proved that the MSSQ is an effective
organization and that it can be a real aszet to a wing. It
Alno proved that the best commander g onc with some
functional expertise going into the job. Gtherwise, there
in some non—effective time for the commander while learning
the bastiecs of the functional areas. This test was a
success and was approved for implementation by the commands

as applicable to their missions. (2:4)

[
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CHAFTER IV
ASSUMFTIONS

This paper wWill cvontain several assumpcions. The
first is that the DF Course taught by the Ira C. Eaker
Conter for Professional Dovelopment (CPD) will be replaced
by thoe MS50 Commanders® Coursce. Currently, the DF Course 1%
two weeks long, taught twice a year for personnel aelected
to go into a DF job or who are currently serving in DP
positions. Since the DP authorization is the one boing used
forr the MSSQ position, thie course should not be needed.

The second assumption 145 that MWR will not be
included 1n MERAs.  The locations in the test where MWR was
in the MS58Q had prablems ain this arca, and they prover to be
so large and numerows that MWR was nol recommended for
inclusiore an fubture MSSQS.

The third assumption 316 that MSSH commanders will be
former 73XX or 70XX afficers. The test showed that the
person w1 th functional enxpeortise had the edge with very
little learning curve. Selecting as comnander a rated
officer ar someone without the support background could
cause severe problems. The fourth assumption is that the
new AFSC will be A7696 for MSSA commanders. There was much
discussion between the personnel and administration

communities ahout the AFSC of the job.
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The next chapter will discugs the technical
expertise needed to be a MSSQ commander. 1t will also

discuss the impact of MSSQs on related technical training.




CHAFTER V
EXFERTISE AND TECHNICAL TRAINING

The teechnmical eouxpertise necded to do the jobh as a
MSSQ commander and to ensure success in the job 18 similar.
The test resulted in the $allowing rvecommendation,
"Recommend anth AFSC 70XX, Adminitstrabion Officers (to
inglude euecutive support onid administration manavament
officers) and 73XX Fersonnel Officers (to include military
personnel and cocial actions officerg) fill Migcsion Support
Squadron commander requirements. ” (2:F0) The test data
showed a nepd for functional and some technical eupertirce.
(2:99) Being the commander of a squadron containing
personnel, social actions, and administration, etc., would
necessitate Lnowing at least zuperficially what the prople
da, what actions they are responsible for, and how to
rospond to quentions.  Fersonnel 1s a particularly difficult
area because of its range of responsibilaties, such as
rotirements, performance roports, assignments, promations,
casualty affairs, promotion testing, civilian personnel jab
classification, off-duty education, suggestions, MNCO FME,
ele. As a MSSQ commander, the officer would be expected to
respond to questions on these tupics and others from the

squadron branches.

16




The expertiae in the branchas could come from
provious worl esperience in each bhranch. However, for MSSQ
conmanders in the near future, there is not time te gain
expemience in cach branch. Current AF rules do not allow
officers to mave back and forth casily between carser
fields. Decouse of specific AFSC technical training for
each field, officers are trained to be specialists, not
generaligsts. The MSSQ will impact eunisting technical
tratning for the Fersonncl, Administration, and Social
Ac tiong specialties. As the MSSQ comes to fruition, the
officers to be affected in the future should have some
knowledge about the MSSQ. As a result, a block of
tnntruckion shauld be added to the five technical training
courses that are vital to the MSSQ: the Base Fersonnel

Frograms Officer Course, the CBFO Chief Course, the

ndministration Officer Course, the Administration Management

Officer Course, and the Social Actions Chief’'s Orientation
Course. The same, or a very similar, block of instruction
could be used for all the above courses. Each course will
be addressed individually to include course content and
possible changes.

First, the Base Personnel Frograms Officer Course
currently covers personnel policies, military personnel data
systems,; advanced personnel data system (AFDS) management

products, management principles, management of CBPO work

17
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centers, classification policy, training programs, officer
carcer progrosgion, promotions and demotions, separations,
retirements, atrman carcer assistance, cvaluation of
poerformance, special actions, assignment policies, officer
caraer development, manning control, personnel reliability
program, peroonnel readiness unit, civilian personnel
manayement, CEFO admimistration section, customer
anvastance, and INTRO. The course is currently twenty-sax
training days leng. (3:1)

Near the end of the course is a block on management.
The MSSQ could be covered in this block as it will
definitely change the way a personnel office runs. With a
MSSQ commarnder instead of a DPF, the personnel cperation will
be mare aubonomous. The CEFO chief will be the personnel
nuport when the MSSQ commander’s backqround 15 in
administiration, sagaal actions, or another ficld.
Inutruction should be added about the role of the MSSQ and
how the officer relates to the squadron and instruction on
how the position of the MSS5Q commander fits into the career
progrescion of affected officers.

Secand, the CRFO Chief Course covers CEBPO resources
management, budgeting, personnel organi:zation, data
accuracy, customer awareness, work center functions,
management products from the computer system, executive

stress, in-house training, inspections, problem resolution,

18




and contingency oparations, The course 1s -arently three
weeks long. (4:1)
The CBFRO Chief Course 15 designed to eovaluate

current problems ouperienced by CEFPOs and provide a system
N af management to adentify, forecaznt, and solve problems at
the COBRPO level. QOne of the problems Lo be faced is the
heavier worlload of the CBFO chicf caused by having a M55Q
commander inatrad of a DFP.  The new CBFO chief needs to hnow
how the HMSSQ commander position will affect the CBPO chief's
position and time. The role of the MSS5Q should be discussed
aruf how the commander will interface with the rest of the
wing and the CBFO. The organizational block should be
roevised to include details on the MSSQ. Similar adjustments
are recommended in the following two technical training
courses for admimistrators.

The admanmistration career field is divided into the
Administration Management and the Executive Support areas.
Officers are trained first in administration and then get
enperience in executive support. During a career,; an
administration officer must qualify and gain experience in
both areas. For this reason, all administration officers
need to understand how they may be used in a MSSQ. W.thin
the MSSA, the base DA works for the MSSQ/CC and must
understand the procedural aspects of working for an

intermediate commander as opposed to the base commander.

19




Hore importantly, administration officers need to understand
70XX professional development that could kave them working
ans a parsohng fficer i1n a career broadening assignment,
ul timately preparing them for a possible MSSQ command
position. (5:16%)

The first techaical training an officer in the 70Xa
carecer field will attend 1z the Administration Officer
Course. This cowrse 15 designed to praovide the knowledqe
and skille necesfary to perform successfully the many and
varied duaties of adminigtration officers. As the entry
level course, its primary function is to prepare now
officers for therr firgt assignment. It includes the
following areas of inatruction: functions and
responsibilities of AF adminmictration, AF imitiatives,
administrative communications, security, publications and
forms, reproqraphice and records manaqement, cemmand and
management, unit administration, protocc! and executive
support, personnel and training programs, and inspections.
Currently the course is 25 training days long. (6:1-=7)

FPresently the Administration Officer Course also
includes a three-hour period of instruction dealing with AF
initiatives and includes such topics as Personal Computer
(FC) IXl, MSSQ, MIP, and role contingencies. This
instruction period is taught in the beginning of the course

and is primarily designed to familiarize the officers with




these initiatives in a very superficial manner. This block
could he expanded to include more information on the MSSQ
and how it will affect administration officers. In addition,
a 23=hour section later in the course concentrates on
personnel and training programs. 0One key area of

instruction in this section, career progression, may

require additional attention. (6:7)

Not all administration officers will be assigned to
MSSQs; in fact, some MAJCOMs will probably not have MSSQs.
Fresently, Air Force Logistics Command (AFLC), Air Force
Systems Command (AFSCY, and perhaps others may request a
deviation from AFR 26-2 because of their unique
organizational differences. (7) In addition, in commands
with MSSQs, some entry-level officers will be assigned to
executive support positions. Consequently, many 70XX
officers will not be assigned to MSSQs immediately, but they
should understand the MSSQ from an officer professional
development standpoint.

The second technical training course for 70XX
officers, the Administration Management Officer Course, is
primarily intended for those staff officers responsible for
base level administration and MAJCOM administration staff
officers. The course of instruction includes the role of
administration management officers, administration

organization, base level administration operations,

21




management of administration personnel, contracting out,
industrixl and production management principles, budgeting
and managing fiscal resources. A separate block concerns
office automation and includes micro and mini computers,
information flow, systems design, micrographics and
information psources management. The course is 22
academic days. (8:1-2)

This Administration Management Officer Course is
primarily for first lieutenants, captains and some majors,
who are more likely to be involved in MSSQs. 7Tne 15.5 hours
of instruction dealing with management of administration
personnel is where the MSSQ operation could be addressed.
Rase DAs and squadron section commanders must be encouraged
to work closely with the other MSSQ officers, primarily the
personnel officers, to provide the best level of customer
support in areas such as orders processing, assignment out-
processing, and all future PC 11l applications. (8:2)

Iin the social actions area, the chiefs go through an
orientation course at Lackland AFB. This course is the
Social Actions Chief’s Orientation Course and is two weeks
long. It covers basic programs, policies, procedures, SL
administration management, equal opportunity and treatment
(EOT), drug and alcohol program responsibilities, SL
education responsibilities, support systems development,

contemporary problems, SL interface, resource management,




staff assistance visits, team building, and local program
briefings., (9:3-72) The MSSQR crganization could be
inserted into the SL interface portion. The SL chiefs need
to know how they relate to base organizations and how the
M55Q affects their position.

Chapter VI will examine the impact of the MSSQ on
professional development of the administration, personnel,
and social actions fields. The chapter includes proposed
MSSQ commander selection criteria, recommends formulation of
a MSSQ commander course, and reviews related professional

education courses.
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CHAPTER VI
IMFACT ON FROFESSIONAL DEVELOFMENT

Praofessional development in the AF aofficer corps 1s
essential to carryang out the AF mission. The senior
leadership has focused a qreat deal of attention recently on
the cratical need forr the professional development of young
officers to ensure the proper leadership for the Air Force
of the 214t century. The new AF Requlation J6~-23 states,

Officer profesaional development is essential to
support the Air Farce mission and to provide the
professional growth our officers expect. The

officer who is most effective at carrying out the
mission 1s one who 1s professionally prepared to
assume the responsibilities that go with a particular
grade. . . . The individual’'s aspirations and long term
professional development are most lakely to be
realized when they are in harmony with long term

Air Force Requirements. . . . Frofessional development
1inciudes those actions and experiences that enhance

an officer’'s ability to perform his or her job and
thereby contribute to the mission of the Air Force

as level of respongibility increases. (5:8)

The MSSQ will impact the professional development of
officers in the three affected career fields. For personnel
afficers, the MS8SQ takes away one progression stees, the DP
Job, but adds one, the MSSQ/CC, with the associated command
responsibilities. For administration and social actions
officers, the MSSQ adds another higher-level position at
each base. The AF has always considered command as

important in the professional development of officers,

regardless of the career field. In the flying community,




commarnd of a flying squadron will generally yield promotion
to colonel. As a result, for all three fields, the MSSQ ig
a signtficant addition te their career ladders. Thus, the
potential for command leads to specific requirements to be
met by officers desiring MSSQ/CC positions.

This paper malres the assumption that the MSSQ/CC
AFSC will be A76%4, denoting the command function. C(This
AFGC resulted from a worling session at AFMRC as a
compromise for an AFSC that is not related to any one
ficld,d (10:73) According to the authors, the specific
requirements for eligibility should include a 70XX or 73XX
AF5C, a demonstrated high level of performance in current
fanld, recommendation by current supervisar and wing
commander, and attainment of or selection for a specific
grade. There could be others as determined by the
participating MAJCOMs. The MSSQ test recommended that
"... eligible 70XX and 73XX officers meet commander selection
critoria to determine ‘best qualified’ commander candidates
(e.g., compete i1n MAJCOM squadron commanders’
boards/selection procedures/etc.)" (2:90) After selection
by the process, the individuals would still have to be
chosen for a specific position by a wing and/or group
commander.

Once the selection process is completed, the new

MS3Q/CC needs to be educated on the roles and missions, MSSQ




responsibilities, and its organization. Thas requirement
sugqests the need for a formal MSSQ/CC course.

The authors, working with per<onnel from the LD at
Air University, discussed the need for and requirements of a
MSSQ course. In addition, the authors met with and
discussed MSSQ 1ssues with Lhree MSSQ/CCH attending the
Frofessional Manpower and Fersonnel Management Courae
(FMFMC) . Al]l «greed that a formal course was needed to
prepare MSSQ/CCs for their new responsibilities as well as a
formal block of instruction 1n higher level courses to
pducate senior nfficers affocted by this new orgqanization.
(11) A sample course outline 1s provided at Appendix A.

Freviously mentiored as an assumption, the DF rourse
taught by CFD will be replaced by the MSEQ course. AFMPC
has requested CFD roview the curriculum that will be
affected by the addition of the MSSQ. (1T:13) Since the
majority of DF jobs will be eliminated as a result of MSSQ
implementation, this course should be a requirement for all
projected and new MSSQ/CCs, with less than one year in the
position.

There were several worlking sessions with the faculty
of the PMFPMC course, Major Diane Fox in particular. She
took the DP course and revised it to have an idea of what
the MSSQ course should look like. Many of the following

ideas, as - frrenced, are hers.
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The primary focus of the MSSQ course will be to
comprehend the roles and miusions of the variocus MSSQ
functional activitien. The major arca of concentration will
be personnel, both military and civilian. This area will be
key for those 70XX officers who have had little if any
functional experience in base level personnel management.
The civilian personnel operations (CRQ) portion will cover
tivilian employment and caost management, position
classification, base level staffing, validated selection
procedures, promotion and placement referral system,
employee-management relations, labor management relations,
training and career development, and equal employment
opportunity. The military personnel operations portion will
include personnel plans and programs, the role of base level
manpower, assignment jssues, quality force management,
casualty affairs, promotion programs, NCO FME, readiness; AF
auntomated data systems and retirements and disabilities.

The administration portion of the MSSQ course will
include the following topics: repraographics management,
publications distribution, postal operations, records
management, Privacy Act and Freedom of Information Act,
contracting out issues, office automation, orderly room
functions and procedures, and executive support. (13:2-46)

The social actions portion will center on drug and

alcohol abuse, EOT and human relations. However,a few hours
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Wwill be devoted to base education operations and the FSC,
including its relationship to other base argqanizations.
Finally, the course will addres< command rales and
responsibilities to include the firat sergeant, the staéf
judge advocate and area defense counsel and the
romptroller s assistance on resource management., (17:4,6)

In addrtion to the proj)ected MSSQ/CE course, there
are several other courses in which information cnuld be
included on this new squadron. The firat 13 the
Professional Manponwer and Perscnnel Management Course
(FMFMC)Y . It contributes to the professinnal development of
senior manpower and personnel managers (both civilian and
militaryi. It is the graduate education «tep in the
military caresr of manpower and personnel officers. Only
major selectees through colonel attend thas five-weel
course. {(9:14-34)

PMFMC covers the broad aspects of current manpower,
military personnel, and civilian personnel policies,
programs and management concepts in the AF. (14:5,6,9) The
Tourse also Frovides extensive instruction 1n the management

grocess, philnsophy, human needs theory, human bhehavior,

1abor management relations, and data systems manaaement.
(9:4-34)
Changes in operating and functioning procedures

brought about by the MSSQ are important and should be




addressed in FMFMC. Sume students will have been exposed
to a MSSQ already; they can assaist in the discuusion of the
roles, missions, and problems of a MSSGE. The civilian
personnel block could be shortened to reduce the time spent
on labor management relations and a block added on the MSSQ.
The manpower and personnel officers attending will not have
much need for labor relations as it is the domain of the
base commander. They need to know about labor relations,
but not in the detail currently taught.

Other graduate-=level courses for senior officers are
the Base Commanders’ Management Course and the Commanders’
Seminar. The Base Commanders®’ Management Course is for
newly assigned base or deputy base commanders or officers
who have acsignments to one of the afore-mentioned
positions. It covers a wide variety of subjects to include
base~level personnel management; medical services; MWR and
its functions; the Office of Special Investigations (0SI)
and its functions; the staff judge advocate functions; the
courtgs—martial process, foreign and international law, drug
issues; anti-terrorism actions; nonjudicial punishment;
search and seizure; contemporary base problems; the civil
engineering functions; the services functions; family
housing; environmental problems; fire protection; media
relations; civilian personnel responsibilities; and the

Commissary Service. It also includes the functions of DA,
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the chaplain, the Secretary of the AF Personnel Council
(SAF/MRC), contracting, the base exchange, the family
advocacy program, and security pnlice. The On-Scene
Comaanders’ Course is presented at the end of the base
commanoers’ course to enable new and prospective commanders
to deal with emergencies at their bases. (15:1-7)

The Commanders’ Seminar is for newly assigned wing,
vice, and other commanders as appropriate. It covers
contemparary military personnel issues, the base exchange
and the commander, 1nstallation eicellence, legislative
liaison, issues in the medical service, engineering and
services, MWR, media relations, 0SI, civilian personnel, the
SAF/MRC, commander common-interest items, and the law and
the commander. (1631-6)

The functions of the MS8SQ/CC could be added to both
of these curriculums. The wing, vice, base and deputy base
commander must know how the organization is structured,
since the MSSQ has changed the traditional combat support
girroup or ait base group organizational structure. The role
of the MSSQ could be covered since the commanders and their
vices or deputies need to know how to use the MSSQ/CC and
how the squadron relates to the rest of the wing. The
information could be worked into the personnel and
administration area or a separate block added to the base

commander problems’ block of the hase commanders’ course.,
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1t could alsoa be worked inta the military personnel issues
or the commander common-interest items for the Commanders’
Seminar.

Another course which could benefit from information
on the MSSQ is the Seminar for Civilian Fersonnel Officers
(CFOs). The CFO course is decigned to increase the skills
of newly assigned CPOs by impraoving their knowledge of
principles and practices of AF and federal civilian
personnel programs, management principles, interpersonal
relationships, communication techniques and stress
management. It covers such topics as FC III for civilians,
the base commander s perspective on the CPO job, Office of
Personnel Management initiatives, legislation affecting the
faderal civi) service, affirmative employment, employee
management relations, labor-management, position
classification, career programs, complaint systems, avoiding
class action complaints, present realities and future
viasions, and current issues in work force effectiveness.
(17:2) Since the DP position will be converted to the MSSQ
commander position, the CPO will have to use the MSSQ
commander as he or she previously used the DF. The CPO will
need to know how he or she fits into the new organization
and how the MSSQ commander affects the CPO. Information on
the MSSQ could be inserted into the current issues in work

force effectiveness block or the present realities and




future visione block.

The professional development of the MSSQ/CC position
Will require both formal and informal methods. The formal
methods, as previously discussed, include converting the DPF
course into tho MSS5Q commander course and adding blocks of
instruction into several formal courses, both technical
training and professional development. Informal methods
would consist of moving officers around from one job to
another across AFSCs and staff lines as well as holding
conferences and seminars for the crossflow of information.

Staff movement has been covered briefly already, but
expansion is warranted. Typically, the AF puts personnel
officers through personnel school and administration
officers through administration school, then assigns them to
these AFSCs and keeps them there. Traditionally, there has
been very limited crossflow of personnel between career
fields. Now, with the MSSQ commander position, the AF will
need officers who have gained functional edxperience in
several specialties to assign to MSSQ commander jobs. The
best way to ensurec qualified officers are available for the
MSSR/CC position is to rotate them around at base level from
personnel to administration to squadron section commander to
saocial actions. (There are some implications for the social
actions field that will be covered later.) Rotating

officers around at the first lieutenant and captain level
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will give them valuable functionzl experience and prepare
them for the leadershic position of MSSQ commander.

MS5Q commander effectiveness can also be enhanced by
attending conferences and seminars to share experiences with
other MSSQ commanders. MAJCOMs typically hold DP
conferences once a year where DPs get together to meet each
other and the MAJCOM staffs, and share experiences and
problems. Instead of a DP conference, a MSSQ conference
could he held. The same applies to seminars which could be
held at the numbered air force level for a smaller group for
more Interaction. All of these methods could be learning

tools for the new MSSH commander.

“
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CHAFPTER VII
IMPACT ON CAREER FIELDS AND ORGANIZATIONAL STRUCTURE

The MSS5Q structure has some implications for the
future which could completely change the way support
operations loock and functinn. It could cause some career
field mergers and squadron internal restructuring. First
are the career field mergers. The use of administration
officers, personnel officers, and social actions officers as
MSSQ commanders could lead the AF to look closely at merging
these career fieclds. Social actions is already within the
personnel AFSC; social actions 1s 7364 and personnel is
7324. Personnel is a large career field and could absorb
social actions with minimal disruption. Personnel officers
work closely with SL officers now and could run a SL office.
There would be a learning curve, but it would be short and
could be reduced with extra training at the entry level
personnel course and the CBFO Chief Course. FMPMC already
has a social actions block to educate the attending
officers.

In addition to social actions, the administration
career field could be combined with the personnel field.
With the MSSQ a reality, now 1s the time to combine the
career fields. Currentiy, there are two different schools

for administration and personnel, but they could be merged.




Administration duties and personnel duties are similar, but
the personnel officer can craossflow into administration
easier than the administration officer can crossflow into
personnel. Fersonnel officers have a working knowledge of
special orders, reprographics, word processors, etc.,
because of the way they affect personnel duties.
Administration officers would have to learn the personnel
issues, interfaces, and nuances since they have limited
functional knowledge in personnel. Combining the fields
would allow the schools to consolidate courses and teach all
the officers the same information.

The administration career field would gain fram the
merger as there are more personnel positions which require
higher rank. Career progression in personnel is possible
to the lieutenant general rank; however, carser progression
in administration stops at colonel. The wing operation
would be more flexible, because there would be more officers
wha could move from one position to another. There are CEFRO
jobs, the DA position, the SL position, and squadron
section commander positions. Depending on the size of the
base population, the authorizations would vary from five to
eight with the same AFSC, except for squadron section
commanders. With the career fields merged, these jobs would
be easier to fill and easier to keep filled with the best

people because of increased flexibility.
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Thera are actions taking place currently which will
change the social actions career field. SL is losing its
officer authorizations in EOT and drug and alcohol
rehabilitation. This action will reduce this small career
field even further, Most wing officer authorizations in SL
are being reduced fram three to one. This action will force
SL to cease being a scparate career field as it cannot
sustain the career life of its officers. One of the plans
that is being pursued by both AFMPC and AF personnel
plannars is using SL as a career-broadening tour for senior
captains and majors just as ROTC and Recruiting Service
assignmer:its are currently used. (18)

Another action that is being studied ix the
combining of SL and the FSC. The FSC staff does a large
amount of counseling, just as the SL staff does. The SL
duties could be folded into the FSC duties with perhaps a
small manpower savings. Each base would have to -be looked
at individually a year or so after the merger. Experience
in the combined operation would be essential to determine if
there were manpaower savings.

Still another action would take the SL EOT function
and combine it with the EOT function in civilian personnel.
Then the drug and alcohol rehabilitation responsibility
could be put in the haspital with the mental health

function. Both of these proposals would need the associated




manpaower to go with the functions as neither civilian
personnel nor mental health would have the manpower to
handle the additional workload. These actions would mean
dramatic changes in the operations of both offices.

Another restructuring action that would not directly
affect the MSSQ would be to combine the ecucation office and
the base library. It would expand the contirol of the base
education officer and, indirectly, the control of the MSSQ
commander. The base education officer would have an
assistant, and both staffs could be merged to the mutual
benefit of the base.

As mentioned previously, some bases may not have
MSSQAs. AFLC and AFSC are twa that specifically indicated

they would not because of the large number of civilians

assigned. However, as a restructuring action, the CPQ could %
be realigned under the bhase commander, and a MSSQ could then

be implemented. This action would allow the MSSQ to be

established and preserve its integrity, while allowing the

base commander to remain directly involved in civilian

personnel matters. A deviation to organizational structure

could be approved for affected MAJCOMs or bases.




CHAFTER VIII
RECOMMENDATIONS AND CONCLUSION

This paper reviewed tho mission support squadron
test, the results, the technical training required by future
MSSQ commanders, and the impact of MSSQs on related
technical training courses. 1t has also examined the
implications of MSSQAs for the administration, personnel, and
gsocial actions career fields. In addition, it proposed MSSQ
commander* selection criteria and the formulation of a MSSQ
commander course. Also, the authors reviewed related
professional education courses. The paper addressed the
impact on the career fields and cn organizational structure.
Having discussed these areas, the authors proposed several
recommendations.

First, the technical training and profazssional
development courses discussed in Chapters V and VI should
have a block of instruction added on the MSSQ and its
organization, its function, and its interface within the
wing structure.

Second, the personnel, administration, and social
actions career fields should be combined. The AFSC
designation should be the same for all three fields. The

basic personnel officer course would have to be lengthened

to add the administration management curriculum and some
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facts about social actions: EOT, drug and alcohol, and the
SL education responaibilities. This new course would
prepare officers for jobs in CBPO, SL, DA, or squadron
sections.

The merging of all three career fields is better
than sustaining SL as a career-broadening assignment. As
discussed in a previous chapter, the SL career field is
changing because of reductions in authorizations. Growing
personnel officers in the new career field would give social
actions a basic pool of officers to choose from to fill the
chief position. The carcer broadening option must depend on
volunteers or draftees moving in for a specific time period
and then moving back into their previous fields.

Third, all officers being assigned as MSSQ
commanders should attend the MSSQ Commanders’ Course.
Whatever jobs the officers have been performing, this course
would serve as orientation and education on MSSQs.

Fourth, all bases with DP positions should convert
to MSSQ/CC positions. Unique situations should be covered
by approved deviations. This conversion will provide
cammand positions for senior personnel and administration
officers.

In conclusion, this paper presented many aspects
about the MSSQ and its impact on technical training

restructuring. The recommendations should be studied by
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AFMPC and SAF/AAD for future implementation. With the
approval by the AF Chief of Staff, the MSS5Q as an
organization is here to stay. The addition of the MSSQ will
force changes to the traditional wing structure. Budget
restraints will be a powerful farce to push changes, many

very drastic, in the future.
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APFENDIX A

SAMPLE MISSION SUPFORT SQUADRON COURSE QUTLINE

1. MISSION: This course provides Mission Support
Squadron Comsianders with the necessary background to command
a multi-functional squadron consisting of the following
agencies: administration, military personnel, civilian
personnel, and social actions. Within military personnel
are education services and NCO PME, In addition, the role
and responsibility of command are included.

2. OBJECTIVE: To prepare officers for their duties as
Mission Support Squadron Commande-ss.

3. METHODS OF INSTRUCTION: Instructional methods
include faculty and guest lecturers, panel discussions, case
studies, and seminars designed to discuss "real world" base-
level challenges MSSQ/CCs will experience.

4, COURSE OF STUDY:

Area 1| - Civilian Personnel Operations

(1) Civilian Employment and Cost Management
(2) Position Classification

(3) Base lLevel Staffing

(4) Validated Selection Procedures and the

Fromotion and Personnel Referral System

(5) Employee — Management Relations




(4) Labor - Management Relations
{(7) Training and Carcer Development
(8) Equal Employmant Opportunity

(2) MS8SQ/CC and the CPO

Area 2 = Military Fersonnel Operations

(1) Fersonnel Plans and Programs
(2) The Rale of Base Level Manpower
(3) Assignment Issues

(4) Quality Force Management

(5) Casualty Affairs

(6) Fromotion Programs

(7) Readiness

(8) AF Automated Data Systems

{(?) Retirements and Disabilities
(1Q) QOrderly Room Functions and Procedures
{(11) Base Level NCO PME

(12) Base Level Education Services

Area 3 - Administration

(1) Reprographics Management

(2) Fublications Distribution

(3) Postal Operations

(4) Records Management

(5) Frivacy Act and Freedom of Information Act
(6) Contracting Out

(7) Office Automation
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(4)
Area 5 -
(1)

(2)

Orderly Room Functions and Frocedures
Executive Support

Social Actions

Drug and Alcohol Abuse

Equal Oppartunity and Treatment/Human
Relations

The Role of the Social Actions Chief at Base
Level

Command Reporting of Investigations/Incidents
Command Roles and Responsibilities

MSSQ/CC and the First Sergeant

Staff Judge Advocate/Area Defense Counsel
Resource Management

Mobility/Readiness




ARPENDIX B

SAMFLE BLOCK OF INSTRUCTION

MISSION SUFPORT SQUADRON (2 hours)

OBJECTIVE: To comprehend the organization, functions of the

mission support squadron, its interface with wing agencies,

and its impact on the base.

1. Organizational structure

Q.

b‘

C.

d.

9.
h.

iQ

Commander

Administration

Sccial Actions

Family Support Center

First Sergeant and Unjit Administration
Military Personnel

Civilian PFersonnel

Education Services

Frofessional Military Education

2. Functions

3. Interface with wing agencies

4. Impact

Q.

b.

C.

Command versus staff relationship
One boss for support organizations

Streamlined squadron structure
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